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Duncan Sheffield 

How and why are hourly paid employees motivated to work in a family owned food 

manufacturing sector SME within the United Kingdom? 

Abstract 

The purpose of this study is to establish how and why hourly paid employees are motivated 
to work in a family owned food manufacturing sector SME within the United Kingdom. The 
study also seeks to identify and understand how these motivational factors are contingent 
on hierarchical level and life stage within hourly paid employees in UK food manufacturing 
SMEs, in order to develop an understanding of work-based motivation among hourly paid 
employees from a manager’s perspective.  

The research uses a case study approach within a third generation family-owned 
cheesemaker. The results of this study suggest, within the particular work environment and 
sample of respondents under review, that motivation originates from a combination of 
intrinsic factors, extrinsic factors and social influences. 

Using survey questionnaires and semi-structured interview techniques, the research 
established the main a priori themes driving work motivation within the organisation under 
review, namely; (1) job security, (2) financial motivation, (3) the work itself, and (3) changes 
in motivation over time. The results also identified a number of a posteriori themes which 
were of particular importance to the participating respondents, namely: (1) camaraderie and 
teamwork, (2) that the organisation was a progressive company with an enviable reputation, 
and (3) overtime. The study indicates that social influences can have a profound effect on 
motivation at work and can also be a source of increased productivity within an organisation. 
For example, camaraderie is proven to be a motivating factor among employees and 
contributes to workforce stability within the context of this case study.  

The research findings suggest that workforce stability breeds success and provide a 
framework for performance improvement based on developing human resource practices 
that focus on cultivating employee motivation. Identifying the key motivators in today’s 
society may provide organisations with opportunities to improve productivity through the 
motivation of their staff. Furthermore, staff retention could increase if workers become more 
motivated, which may lead to improved efficiency and effectiveness within an organisation. 
Motivated and committed employees could subsequently increase the competitive 
advantage of the organisation. 
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1.0 Introduction 

 1.1. Background theory and history to the research question 

The subject of motivation has received significant research focus over the last 

century or so (for example, Taylor (1911), Maslow (1943), Herzberg (1959), Locke 

(1968), and Deci and Ryan (1985)). 

The concept of motivation refers to internal factors that impel action and to 

external factors that can act as inducements to action. The three aspects of action 

that motivation can affect are direction (choice), intensity (effort), and duration 

(persistence) (Locke and Latham, 2004). Kreitner (2007, p.377) defines 

motivation as the psychological process that gives behaviour purpose and 

direction. Mullins (2013, p.246) suggests that motivation is the driving force within 

individuals by which they attempt to achieve some goal in order to fulfil some 

need or expectation. According to Deci and Ryan (1985), the study of motivation 

is the exploration of the energisation and direction of behaviour. 

The field of motivation is exceptionally broad and could take into account 

numerous facets, however, the current study is focused specifically on motivation 

in the workplace and consequently, a definition separate to common human 

motivation will be presented. Work motivation as a construct has multiple 

meanings which render it particularly difficult to provide a definition. Pinder (2008, 

p.11) describes work motivation to be “a set of energetic forces that originate both 

within as well as beyond an individual’s being, to initiate work-related behavior, 

and to determine its form, direction, intensity, and duration.” 

For the purposes of this study we will adopt the following definition of work 

motivation. It is posited that work motivation could be considered to comprise the 

ensuing three predominant characteristics, namely: 

 

 (1) what initially stimulates human behaviour, 

 (2) what controls and directs such behaviour, and 

(3) what steps can be taken to preserve, develop and recreate such    

behaviour in a work environment. 
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This definition is inspired by Locke and Latham (2004), in that motivation is made 

up of three driving forces - choice, effort and persistence; and Pinder (2008), in 

that this definition is interested in the energetic forces that surround the whole 

concept of motivation at work - what is it that really enthuses individuals to 

maximise and sustain their efforts whilst in the work environment. 

 

The framing assumptions for the subsequent literature review are taken from Deci 

(1992) in that motivation theories will be separated into five distinct categories; 

responses, physiological needs, goals, psychological needs and social 

influences. This framework has been selected as the majority of these categories 

can be emphatically linked to motivation at work within food manufacturing. For 

example, food manufacturing is generally a particularly fast-paced environment 

and the demands placed on many businesses by the major supermarkets they 

supply are immense – order lead times are often measured in hours as opposed 

to days. Consequently, the business systems required to successfully compete 

in such demanding markets are incredibly complex and fast moving. Therefore, 

goal-setting is key to the success – if not a pre-requisite - of many food 

manufacturing businesses. 

 

 1.2. Research question and aims 

  1.2.1. Research question 

 How and why are hourly paid employees motivated to work in a family owned 

food manufacturing sector small and medium-sized enterprises (SME) within the 

United Kingdom? 

1.2.2. Research objectives 

• To critically evaluate how and why hourly paid employees are motivated to 

work. 

• To critically evaluate how these motivational factors are contingent on 

hierarchical level and life stage within hourly paid employees in UK food 

manufacturing SMEs. 
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• To develop an understanding of work-based motivation among hourly paid 

employees from a manager’s perspective. 

 1.3. Justification for the research 

Work goes beyond just influencing individuals’ behaviour, it plays a major role in 

their sense of self (Deci & Ryan, 1985). Consequently, it is of paramount 

importance to both individuals and employers to ensure that employees are as 

motivated as they can be whilst at work. Employee motivation is a key factor in 

determining long-term success levels (Kovach, 1995).  Appropriate work 

motivational strategies may result in more engaged and committed employees 

who are more focused at work who, in turn, may drive more efficient output and 

improve productivity and performance ((Milne (2007), Devaro (2010), Dysvik & 

Kuvaas (2013), Cerasoli et al (2014), Cerasoli & Ford (2014)) potentially creating 

a source of sustainable competitive advantage for the business (Butler et al, 

2016). Improving productivity is a crucial element of survival within the 

competitive environments that considerable businesses operate in today with 

higher productivity producers being more likely to survive than their less efficient 

industry competitors (Syverson, 2011). Additionally, improving job satisfaction 

through a motivated workforce may have a positive impact on staff turnover 

(Ramiall (2004), Dysvik & Kuvaas (2010), Basford & Offermann (2012), Zargar et 

al (2014), Coetzee & Stoltz (2015), Chan & Mai (2015)) which may also drive a 

business to be more efficient and cost effective. Moreover, high levels of 

employee turnover may impede the quality, consistency and stability of services 

that organisations provide to their customers (Park & Shaw (2013), Trevor and 

Nyberg (2008), and Koys (2001)). Finally, investing in activities to promote work 

motivation may be an effective means of preventing long-term sick leave 

(Björklund et al, 2013) and emotional exhaustion (Richer et al, 2002). 

This research seeks to re-evaluate Herzberg’s Two-Factor theory to establish 

which key motivational factors are most important to workers in a modern-day 

context within the UK food manufacturing sector. Following his seminal studies in 

1959, Herzberg’s theory has been the subject of considerable debate with 

significant discourse published both in support of, and against the findings of the 

original study. 
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Over 55 years on however, we live in significantly dissimilar times. For example, 

during the late 1950s, there was full employment in the Pittsburgh area in which 

Herzberg’s studies were conducted (Herzberg et al, 1967). By stark contrast, 

between October and December 2017, at the time these studies were conducted, 

there were 1.6m people unemployed in the UK, equating to 4.8% of the working 

population (Office for National Statistics, 2017). Moreover, the unemployment 

rate for the North West of England - where these studies were conducted - was 

identical to the national average. Additionally, all the participants of Herzberg’s 

study were male.  Over 45% of the UK working population are female (House of 

Commons Library, 2020), consequently, one may expect to establish different 

motivational factors in today’s diverse society. Furthermore, our national debt 

mountain continues to grow. Outstanding UK personal secured and unsecured 

debt totalled £1.68 trillion at the end of January 2020 (The Money Charity, 2020, 

). This represents an increase of over £1 trillion over the last twenty years. In 

addition to this, public sector net debt exceeded £1.5 trillion in 2015 - a figure that 

is expected to increase beyond £1.7 trillion by 2020 (House of Commons Library, 

2016). According to Neild (2012), public sector debt was less than £33m in 1960. 

Considering all of the above facts it may be suggested that the key motivational 

drivers currently influencing the UK workforce may vary significantly from those 

identified by Herzberg over 55 years ago, during a period of full employment and 

relatively inconsequential debt. Identifying the key motivators in today’s society 

may provide organisations with opportunities to improve productivity through the 

motivation of their staff. Furthermore, staff retention could increase if workers 

became more motivated, which may lead to improved efficiency and 

effectiveness within an organisation. Motivated and committed employees could 

subsequently increase the competitive advantage of the organisation. 

According to the Department for Environment, Food and Rural Affairs (2016), the 

UK food and drink manufacturing industry employs over 422,000 people across 

over 10,000 sites and the Food and Drink Federation (2015) claim that 109,000 

new recruits will be required by 2022 to meet the needs of this growing sector. 

Food manufacturing is also the largest manufacturing sector accounting for over 

16% of all manufacturing output in 2014 in the UK (Rhodes, 2020), as is illustrated 

in Figure 1 below. Moreover, 96% of the sector is made up of small and medium 

sized enterprises (SMEs) (Food and Drink Federation, 2020). 
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Figure 1: Output of manufacturing sectors as a percentage of total manufacturing 

(Rhodes, 2015) 

  

Figure 1: Output of manufacturing sectors as a percentage of total manufacturing 

(Rhodes, 2020) 

 

 

Whilst this work motivation is widely covered in the extant literature, there are 

limited journals relating to hourly paid or manual employees, or employees 

working within food manufacturing in the UK. Therefore, it would appear that there 

is a distinct gap in the current literature and further investigation into these topics 

should be recommended. 

 

Finally, managers should carefully consider the opportunities that may motivate 

their employees as it would appear from the literature that key motivational factors 

may be contingent on the environment and situation in which the employee finds 

him or herself (Quarstein et al (1992), Oshagbemi (1997)). Careful consideration 

should be taken when defining a suitable and winning strategy for motivation, one 

that also satisfies the needs and goals of the specific business in question.  

This case study was conducted in a privately owned, third generation award-

winning British regional cheesemaker based in the Shropshire countryside. The 

farm has been under the control of the current family since the early 1920s. The 

dairy relies on the highest quality fresh milk and as such, commissions 80 local 
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farms within a 25 mile radius to supply its milk which the cheesemaker collects 

on a daily basis using their own milk tankers. The dairy produces over 7,500 

tonnes of cheese per annum. The customer base within the United Kingdom 

includes major retailers, wholesalers, food service and food manufacturing 

companies. Export volumes account for around 5% of the business with the 

strongest market being the USA, followed by Canada, Europe, South Africa, 

Australia, Japan and China. In 2018, the business won 136 awards including 20 

trophies demonstrating their commitment to the consistent quality of their 

products. The company has a turnover exceeding £30m and has delivered solid, 

sustainable profits over the last 5 years in an exceptionally challenging 

competitive environment, with shareholders’ funds increasing by over £6.7m 

(effectively doubling shareholders’ funds) during this same period. 

At the time these studies were conducted, the company employed 84 staff, 

around 64 of which are in production, according to the company accounts. The 

organisation chart for the dairy is laid out in Figure 7 below. There were 60 hourly 

paid employees who had an average age of 38. There were no agency 

employees in the business. Around a third of the hourly paid workforce were 

below 30 years old. The average length of service was 8.8 years highlighting that 

the business has a committed and stable workforce. There were only 11 

employees with less than two years’ service. Furthermore, nearly 90% of hourly 

paid employees lived in the town where the dairy is situated emphasising how 

important location is to the overwhelming majority of employees. 
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The UK cheese industry provides a particularly interesting landscape for 

investigation. Estimated at just over £2.5bn in 2016, value sales of cheese have 

increased by 4.9% between 2011 and 2016, whilst volume sales have only 

increased by 0.6% (Mintel, 2016). However, value sales are expected to fall by 

4.3% over the next five years, according to Mintel (2016), in part due to continued 

price cutting in this fiercely competitive market place. Cheese remains a staple 

product in the UK, with 94% of British consumers buying cheese in the three 

months to July 2016. Cheddar accounts for more than 50% of all cheese sales 

by volume, as illustrated in Figure 8. Furthermore, ‘Territorial’ cheese, such as 

Red Leicester, Cheshire and Double Gloucester represent 5%. The cheesemaker 

under review in these studies has a market share approaching 20% of the 

Territorial market. 

  

Figure 3: 2016 UK retail sales of cheese by type (Source: Mintel, 2016) 

 

Although the UK cheese market is dominated supermarket ‘own-label’ products, 

key corporate players such as Dairy Crest and Mondelēz produce market leading 

brands such as Cathedral City, Philadelphia and Dairylea (see Figure 9). 
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However, there are numerous privately-owned, family run cheesemakers many 

of which whose farms and dairies have been passed on through generations of 

family ownership. 

 

Figure 4: Leading brands in the UK cheese market, by value (Source: Mintel, 

2016) 

 

As anticipated from the initial investigation of the firm, the chosen cheesemaker 

for these studies was proven to be suitable for this research on a number of 

levels. Firstly, the researcher has a sound professional relationship with key 

members of the senior management team which enabled unrivalled access to the 

subjects under review. Indeed, the management were particularly open and 

approachable throughout the research process. As a consequence of this 

exceptional accessibility and supportive atmosphere, the researcher was able to 

gain a particularly rich understanding of the context and the issues facing the 

company in addition to the employees’ motivational traits.  Secondly, the business 

provided an especially interesting study as it was a well-established, independent 

family business that was nearly 100 years old. It is recognised that the outputs 
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from this study were likely to be significantly different to those if the same study 

was conducted in a corporate environment, such as Dairy Crest, however, the 

scope of this research was specifically focused on motivation within SMEs. The 

intention being to provide an intensive case study, comprising of more detail, 

richness, completeness and variance for the unit of study (Flyvbjerg, 2011). 

Finally, throughout the interviews it became apparent that the business provided 

a multifarious and complex environment in which to base the present studies 

involving multiple interactions with people on a daily basis. 

 

 1.4. Outline methodology 

Firstly, an extensive review of the literature, including both seminal and 

contemporary works, was conducted to establish the nature of the existing 

knowledge surrounding the phenomena of work motivation within the context of 

the research question and aims. Secondly, building on the researcher’s previous 

motivational pilot study (Sheffield, 2013), questionnaires were administered to 

fifty hourly paid employees in the dairy. The questionnaire responses were then 

analysed and used to inform the interview questions for the next stage of this 

research. Sixteen semi-structured face-to-face interviews were then conducted 

by the researcher. The findings from both the questionnaires and the interviews 

were then coded and analysed using the QSR NVivo software package. The 

results are then discussed and finally, recommendations and conclusions are 

presented. 
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1.5. Definitions 

Each participant in this survey was provided with the following table of definitions 

to ensure that their questionnaire responses were given on the same basis 

reducing the risk of misinterpretation of the adopted terminology: 

 

        Table 1: Definitions for each of the factors used in the questionnaire 

        (Source: adapted from The Motivation to Work (Herzberg et al, 1967)) 

 

1.6. Outline of the rest of the chapters 

The next chapter of this thesis will analyse and critique the extant literature within 

the extensive field of work motivation. In addition to various seminal works, a 

review of additional motivational literature relevant to the research aims detailed 

above will be discussed, for example, how employees’ motivational preferences 

have changed over time therefore establishing part of the justification for the 

present research. The following chapter will examine the theoretical positioning 

and methodological framework adopted in order to effectively answer the 

research question and aims, along with any ethical consideration necessary for 

this project. Next, the results of the studies will be clearly and concisely presented 

and comprehensively discussed. The penultimate chapter will analyse the 

findings in line with each of the research aims, conclusions will be drawn 
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regarding the research question, and the limitations of the study will be appraised. 

The final chapter will critique the adopted approach, evaluate the contribution to 

knowledge this research provides, and outline opportunities for further research. 

 

 1.7. Chapter summary 

This chapter has provided an introduction to this thesis by defining the research 

question and research aims, by providing justification for the research and by 

outlining the methodology used. A list of definitions pertaining to the 

questionnaires has also been provided. Finally, a brief overview outlining the 

content of the remaining chapters is summarised. 
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2.0.  Literature review 

2.1.  Introduction 

This chapter will now proceed by critically discussing a number of motivation 

theory typologies. Drawing on the extant literature developed over the last 

century, a framework for categorising motivation theories into five clusters will be 

presented. This framework will be based on the work of Deci (1992). The five 

classifications are; responses, physiological needs, goals, psychological needs 

and social influences.  The key factors for each theory will also be analysed and 

considered in the context of food manufacturing for their relevance. It is 

interesting, indeed essential, to understand the evolution of motivational research 

recognising the historical developments within the motivational field, and it is 

somewhat unsurprising that social influences have become a more recent topic 

of motivation focus given the transformations in our modern-day society, for 

example, equal opportunities at work. 

Seminal works within the literature on motivation will be examined and considered 

including Deci & Ryan (1985), Vroom (1964), Locke (1968), Murray (1938), 

Maslow (1943), Herzberg (1959) and Blumer (1969). 

The present literature review will then explore various schools of thought in the 

field of work motivation, initially considering whether motivation is a fixed entity 

or whether attitudes to motivation are subject to change over time. Following 

which, the “need to belong” along with social influences that may affect motivation 

will be contemplated. Next, motivation literature relating to manufacturing will be 

assessed, however, it is noted that journal articles in this particular field appear 

to be limited in their number, certainly relating to UK enterprises and especially 

relating to the food industry. Finally, the influence of Performance-Related-Pay 

(PRP) on work motivation will be evaluated and considered. 
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2.2.  Motivation Theories 

 2.2.1. Motivation theory typologies 

Much of the leading literature (for example, Hellriegel et al, (1998, p.165), Gill 

(2007, p.236), Cole and Kelly (2011, p.45), and Mullins (2013, p.247)) uses the 

division of process and content theories of motivation to categorise motivation 

theory. Content theories are concerned with an individual’s needs and what 

motivates individuals internally to behave in a certain way. In other words, the 

elements, mechanisms or processes internal to an individual that explain the 

arousal, intensity and direction of behaviour (Porter et al, 2003). Content theories 

could, therefore, be linked to intrinsic, psychological rewards, such as recognition 

for doing a good job, achievement, or simply the pleasure of completing the work 

itself. Process theories, by contrast, are concerned with the process of motivation 

and understanding how such motivation occurs, in other words, the external 

factors that are important to motivate individuals. Process theories could, 

therefore, be linked to extrinsic, tangible rewards, such as pay, status, and 

promotion. 

However, some propose there to be other categories of motivation, in addition to 

purely process and content theories. For example, Armstrong (2010, p.20) 

presents four main categories, namely (1) instrumentality theory – where there is 

a belief that if we do one thing it will lead to another, (2) content theory, (3) process 

theory and, (4) cognitive evaluation theory which was derived by Deci (1975) and 

Deci and Ryan (1985). Moreover, Porter et al (2003) incorporate early 

psychological approaches to motivation, including instinct theories as well as 

drive and reinforcement theories which the authors discuss before proceeding to 

the process and content theories of motivation in more detail. 

Of particular interest to the researcher was the perspective presented by Deci 

(1992). The reason that this perspective was so interesting to the researcher was 

based on his extensive professional career in food manufacturing. From personal 

experience - spanning over 30 years - the researcher believed that social 

interaction was a major influence to employee motivation which resonated with 

the works of Deci. As a result, the researcher deemed Deci’s work to be most 

relevant to the present studies, with the additionally benefit that they provided a 
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highly appropriate framework within which to develop the literature review.  Deci 

proposed there to be five clusters of motivational theories, as illustrated in Figure 

2. The first four clusters were organised around the type of concept that is at the 

core of the theories namely; responses (i.e. specific behaviours), physiological 

needs (drives and instincts), goals (process theories), and psychological needs 

(content theories). The fifth cluster of theories is defined by the idea that 

behaviour is influenced by social forces.   

 

 Figure 5: The five clusters of motivational theories (adapted from Deci, 1992) 

 

 

2.2.2. Responses 

This opening section relates to the early seminal works concerning motivation. 

As such, a number of these early postmodern motivational theories focused on 

the responses, or specific behaviours, that occur as a result of a particular action. 

A behaviourist approach can be taken to the theories within this cluster. Watson 

(1913) stated that psychology as the behaviourist views it is purely objective and 

that its theoretical goal is prediction and control. Watson also stated that the 

behaviour of man and the behaviour of animals must be considered on the same 

plane, therefore allowing comparative research to be carried out on animals as 

well as humans. However, it is worth noting that Maslow later vehemently 

opposed this position stating that “it is no more necessary to study animals before 

one can study man than it is to study mathematics before one can study geology 

or psychology or biology” (Maslow, 1943). Skinner’s (1953) Operant Theory 

highlighted the effects of reward and punishment on animal behaviour. Skinner’s 
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advanced the work of Thorndike (1913) who developed the Law of Effect. 

Thorndike believed that behaviour changes because of its consequences – if an 

action brings a reward, Thorndike believed that that action would become 

stamped into the mind of whoever accomplished the action. If the action delivered 

a reward there was a higher level of motivation for the action to be repeated. 

Skinner’s theory states that when responses are reinforced with reward their rate 

of occurrence will increase, whereas when responses are punished their rate of 

occurrence will decrease. However, although the Operant Theory prescribes how 

responses can be repeated, it does not seem to address how such motivation 

can be preserved and developed, beyond the need for the reward being satisfied. 

In other words, the theory is only appropriate whilst the subject has a need for 

the reward. 

Scientific management (Taylor, 1911) is based on the principle that all work 

processes are broken down into component tasks and analysed resulting in the 

identification of a scientific method that would establish the best way possible to 

perform the task at hand. Furthermore, the planning and execution of tasks 

should be separated whereby managers decide how things will be done and 

workers simply carry out management’s instructions. In conjunction with this 

approach is the notion of piece-rate pay where workers are paid more the more 

productive they become. Consequently, it could be said that the motivational 

foundations of scientific management are congruous with Skinner’s operant 

theory in that rewards increase the propensity of the desired responses to a given 

task. 

. The present study will not be based around response theories of motivationas 

the focus of this research is on motivating hourly paid employees.  However, it 

may be useful to consider some elements of these theories, for example, piece-

rate pay and the effect this may have on employees working in a UK food 

manufacturing environment. There are also elements of Taylor’s (1911) theory 

that may be considered in the context of the food industry due to the considerable 

number of repetitive tasks that need to be completed in fast-paced food factories. 

Instructing employees to conduct specific tasks on a production line remains a 

particularly prevalent characteristic of the food industry today. 
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2.2.3. Physiological Needs 

This cluster of motivation theories is concerned with the physiological needs of 

an individual and can also be referred to as drive theories. Drives can be referred 

to as “strong, cyclically recurring urges that are based in biological disequilibria 

and persist as energizers until equilibrium has been restored and the drives have 

been reduced” (Deci, 1992). 

One example of these motivational theories is Hull’s drive theory (1943). Hull 

proposed that all behaviour can be explained in terms of the learning that occurs 

from the reduction of the four basic needs – hunger, thirst, sex and the avoidance 

of pain. Hull’s theory was established mainly from laboratory experiments with 

non-human subjects. He suggested it was a physiological deficit that initiated 

behaviours that consequently worked to offset the deficit, restoring equilibrium. 

Hull (1943) proposed the following formula for his theory: 

  Behavioural reaction potential    =    Habit    x    Drive 

Hull specified that reaction potential is the product of a function of habit strength 

multiplied by a function of the strength of the drive. The fact that Hull’s theory 

includes ‘habit’ is a cause for concern as this prescribes that an individual will 

only be motivated by an event they have experienced previously. No 

consideration is given to the possibility that individuals may be motivated by 

phenomenon they are yet to experience. After all, if ‘habit’ equals zero, based on 

the above equation, there will be no motivation for an occurrence. It is therefore 

suggested that the validity of this motivation theory is limited as it applies only to 

those actions that individuals have a habit of embarking upon. 

Of all the theories of motivation, drive theories seem to have the least resonance 

with current motivational management practice undoubtedly due to the fact that 

these theories are based on the deprivation of basic needs in order to stimulate 

behavioural reaction. It would be highly inappropriate to adopt such methods in 

our modern-day society. That said, there may be an overlap in this section of the 

literature review with the theories of Herzberg (1959) and Maslow (1943), in that 

individuals have a ‘drive’ that inherently motivates them to act in order to acquire 

a specific need, for example, water or food.   
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2.2.4. Goals 

Goal-oriented motivational theories prescribe that a major determinant of human 

behaviour is based on the expectation one has for the anticipated rewards as a 

result of their efforts and actions. This cluster of motivational theories could be 

described as process theories. 

Lewin was a prominent early researcher who succeeded in shifting the emphasis 

from response-led theories to cognitive processes in an alternative attempt to 

explain motivation. In Lewin’s theory, behaviour is driven by internal tensions. 

Lewin was influenced by Gestalt psychology, which refers to a tendency to create 

unified wholes in one’s perceptions and actions (Deci, 1992). Lewin (1951) 

proposed if a certain standard is not met then a tension forms and serves as a 

motivator until such time as the standard has been met, or until the Gestalt has 

been completed. Lewin believed that tensions lead people to set goals which, if 

achieved, will alleviate the tensions. 

Vroom’s Expectancy Theory (1964) proposes that based on the valence, or the 

anticipated attractiveness of the outcome of the task at hand, and the individual’s 

instrumentality, the perceived effort and performance required to attain the task 

at hand, the expectancy is that the chosen course of action will lead to its 

predicted outcome (Mullins, 2013, p.261). According to Vroom, employees 

rationally evaluate various work behaviours, for example, working overtime 

versus leaving work early, and then choose those that they believe will lead to 

work-related rewards that they value the most, for example, promotions (Porter 

et al, 2003, p.13). In other words, Vroom’s theory proposes that individuals can 

be motivated by extrinsic rewards. 

The Porter-Lawler Model of Work Motivation (1968) defines nine stages that lead 

to job satisfaction. Again, their model is based on the individual’s perception of 

the value of reward, be it intrinsic or extrinsic, and the ability to achieve such 

rewards based on the individual’s abilities, effort and performance. However, they 

propose that effort may not necessarily result in job performance as the individual 

may not have the ability to accomplish the required tasks (Porter et al, 2003). This 

model proposes that performance leads to satisfaction, based on receiving 

equitable rewards based on the individual’s performance. 
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Another important theory in this area is that of Equity Theory, which is often 

associated with the work of Adams (1965). Equity Theory purports that an 

individual’s motivation will be enhanced if they are treated equitability, however, 

the same individual could be demotivated when treated inequitably. 

Locke (1968) studies the relationship between conscious goals and intentions 

and task performance. Locke found during his studies that goal-setting improved 

performance and devised the following three propositions: (1) hard goals produce 

a higher level of performance than easy goals; (2) specific hard goals produce a 

higher level of output than a goal of “do your best”; and (3) monetary incentives, 

time limits, and knowledge of results do not affect performance levels 

independently of the individual’s goals and intentions. Building on this theory, 

Locke & Latham (1979) also found that not only did goal-setting significantly 

increase levels of production, that a by-product was that goal-setting also reduced 

absenteeism. Furthermore, according to Locke et al (1981), the beneficial effect 

of goal setting on task performance is one of the most robust and replicable 

findings in the psychological literature. However, Latham (2004) also warned 

about the risks and drawbacks that may be associated with goal setting, for 

example, people may try too hard for quantity at the expense of quality or vice 

versa. Additionally, Latham (2004) suggests that those who are highly committed 

to their goals may be less likely to help others to attain their goals, which could 

adversely affect team performance depending on the circumstances. 

When studying learning goals, Seijts and Latham (2011) found that a specific 

high-learning goal affects performance only if goal commitment is high. In other 

words, an individual needs to be committed to a difficult goal in order for 

performance to be enhanced. Furthermore, the authors found that goal setting 

theory and the effect on improved performance behaved in the same manner for 

learning goals as it did for performance goals. 

Goal setting is particularly important in the food industry, especially due to the 

demands of dealing with the major supermarket retailers in the UK (Glover et al, 

2014). Within a fast moving production environment targets are vital to both 

immediate performance (for example, ensuring that today’s production plan is 

attained and all customer orders are fulfilled) and medium to long term 

performance - ensuring that factories have the capacity, capabilities and 
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competencies to meet both the needs of their customers in addition to the needs 

of the business and shareholders in order to deliver sustainable, profitable 

growth. However, given the extrinsic nature of goal achievement, it is proposed 

that it is important to consider other facets of motivation - in addition to goal setting 

- in order to ensure that goal-setting is not the principle focus of the current study. 

 

2.2.5. Psychological Needs 

Needs differ from drives in that they are tied to aspects of an individual’s 

psychological makeup rather than a physiological condition (Deci, 1992). The 

following examples could be described as content theories of motivation. 

Murray (1938) developed one of the earliest psychological theories and 

introduced the theory of human needs. He defined a need to be “a force which 

organizes perception, apperception, intellection, conation and action in such a 

way as to transform in a certain direction an existing unsatisfying situation.” 

Murray proposed there were over twenty five needs, among which were the need 

for achievement, affiliation, acquisition and recognition. 

Several years later Maslow (1943) published his Hierarchy of Needs and 

proposed that all humans have a basic set of needs which express themselves 

over the individual’s lifespan as internal pushes or drives (Landy & Conte, 2010). 

He proposed there are at least five sets of goals which we may call basic needs 

namely, physiological, safety, love, esteem and self-actualisation (Maslow, 1943).  

Maslow devised a five-level pyramid for these needs, with physiological needs at 

the base of the pyramid and self-actualisation needs at the summit. The theory 

suggests that an individual cannot move beyond their current level on the pyramid 

until all the needs of that level are satisfied. In the case of the physiological level, 

examples of these needs are water, food and sleep. It is important to note that 

individuals can travel up and down the pyramid throughout their lives. According 

to Maslow, motivation occurs only from unsatisfied needs, once a need has been 

satisfied it no longer motivates an individual nor influences behaviour. 

Furthermore, Maslow proposes goals as the “centering principle in motivation 

theory” (Maslow, 1943, p.391) which is somewhat surprising as goals could be 

more associated with process rather than content theories of motivation.   
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Alderfer (1969, 1972) developed and refined Maslow’s theory and proposed a 

modified needs hierarchy model, otherwise known as ERG Theory. Alderfer’s 

theory challenges Maslow’s assumptions and prescribes that there are just three 

sets of basic needs; existence needs, relatedness needs, and growth needs. He 

does however, concur with Maslow in the sense that individuals’ progress from 

existence, through relatedness, and on to growth needs as their needs are 

satisfied. However, there are two main discrepancies between ERG theory and 

the hierarchy of needs. Firstly, ERG theory does not assume lower-level 

satisfaction is a prerequisite for the emergence of higher-order needs (Alderfer, 

1969). In other words, if an individual repeatedly fails to satisfy growth needs they 

become frustrated, which will then lead to the relatedness needs state being 

reactivated insomuch that it becomes the primary influence of behaviour, or the 

motivating force. Secondly, ERG theory states that more than one need may 

influence behaviour at any one time, whereas Maslow proposed that one must 

satisfy a need before ascending to the next level within the hierarchy. 

Herzberg’s Two-Factor Theory (1959) was the result of over two hundred 

interviews with engineers and accountants. The participants were all male. During 

his survey Herzberg used the critical incident technique, as described by 

Flanagan (1954). The respondents of the survey were asked to “start with any 

kind of story you like, either a time when you felt exceptionally good, or a time 

when you felt exceptionally bad, about your job” (Herzberg et al, 1967). If the 

respondent answered with a good experience, then he was questioned further to 

provide an example of a bad experience about his job, or vice versa. The 

responses led to Herzberg’s Two-Factor Theory, whereby he defined two sources 

of motivation at work – motivators and hygiene factors. Motivators were intrinsic 

factors such as achievement and recognition. Hygiene factors were extrinsic 

effects such as salary and job security. However, regarding job security, there 

was full employment in the area during the period of the study according to 

Herzberg. Herzberg’s theory has received significant attention over the last fifty 

years or so, some of which support his seminal studies (Thomas and Holley 

(2012), Furnham et al (2009), Parsons and Broadbridge (2006), Jindal-Snape & 

Snape (2006), DeShields et al (2005), Bassett-Jones & Lloyd (2005), Savery 

(1996)). There has also been significant discourse arguing against Herzberg’s 

theory (for example, Cerasoli et al (2014), Goffnett et al (2012), Manolopoulos 
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(2008), Morgan et al (2013), Nohria et al (2008), and Teck-Hong & Waheed 

(2011)) with Ewen (1964) concluding that there was no justification for 

generalising the Herzberg results beyond the situation in which they were 

obtained. 

Figure 3 illustrates how the three aforementioned theories have elements within 

them that overlap. Aldefer’s ERG categories can be compared alongside 

Maslow’s five main levels of needs. Moreover, Maslow’s theory can be further 

distilled to the extent that the lower-level needs can be related to Herzberg’s 

hygiene factors and the motivators to Maslow’s higher-level needs. In order to 

motivate employees, it is recommended that emphasis be given to actions and 

events that attend to the higher-level needs as these are considered to be of most 

important to individuals.   

 

 

Figure 6: Comparing Maslow’s, Alderfer’s and Herzberg’s motivational theories 

(adapted from Mullins, 2013) 

Deci and Ryan (1985) proposed Self-Determination Theory (SDT) which further 

developed earlier studies into intrinsic motivation (Deci 1975). SDT maintains that 

an understanding of human motivation requires a consideration of innate 

psychological needs for competence, autonomy and relatedness (Deci & Ryan, 

2000). According to SDT, motivation reflects an intention to act. This intention can 
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be self-initiated or result from external inducements (Meyer et al, 2004). SDT 

distinguishes between autonomous and controlled motivation, whereby 

autonomy involves acting with a sense of volition and choice and by contrast, 

control involves acting due to a sense of pressure that one has to engage in the 

actions or suffer the consequence of non-compliance (Gagné & Deci, 2005). 

Content theories of motivation can be linked intrinsic factors as discussed above. 

However, many scholars have argued that it is not intrinsic factors alone that 

motivate individuals and that extrinsic factors may also be regarded as motivators 

by a significant number of individuals (Gerhart & Fang (2015), Cerasoli et al 

(2014), Morgan et al (2013), Goffnett et al (2012), Teck-Hong & Waheed (2011), 

Manolopoulos (2008), Gazioglu & Tansel (2006), Wiley (1997), and Ewen (1964)). 

Consequently, it is proposed that both intrinsic and extrinsic factors be considered 

when defining an alternative motivational theory within the boundaries of the 

current study. 

 

2.2.6. Social Influences 

The final cluster of motivational theories is concerned with social influences and 

the social interaction that affects employees’ motivation to work. As Alderfer 

(1969) proposed, individuals have an instinctive need to relate to others. 

Moreover, Murray (1938) posited that we have an innate need to affiliate with 

others. 

Based on the work of Tajfel (1978) regarding social identity theory, Ellemers et al 

(2004) proposed that in many situations people may be motivated to behave in 

ways that express or support a social identity that is shared with others in the 

work environment. Furthermore, the authors state that social identity would 

predict that workers who identify with the group in question should be energised 

to act in terms of the group membership, instead of acting in a way that seems 

rewarding to the individual. Consequently, improving collective identity - where 

individuals value being part of a team - may facilitate enhanced collective 

performance, in addition to reducing non-compliance from less enthusiastic 

individuals. 
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It is interesting here to introduce the concept of symbolic interactionism as an 

alternative perspective to explain motivation at work. Blumer (1969) coined the 

term symbolic interactionism proposing that human beings act toward things on 

the basis of the meanings that the things have for them, and that the meaning of 

such things is derived from, or arises out of, the social interactions that one has 

with one’s fellows. Stokes (2011b) states that it is where our own self-awareness 

and identity are consequences of our multiple and repeated actions with others. 

Furthermore, Saunders et al (2012) suggest that symbolic interactionism is where 

we are in a continual process of interpreting the social world around us in that we 

interpret the actions of others with whom we interact, and this interpretation leads 

to the adjustment of our own meaning and actions. For example, hourly paid 

employees’ pay rates can be particularly demotivating if certain individuals 

believe they are either not paid an equitable rate for the job they perform, or they 

perceive their peers to be paid enhanced rates of pay compared to themselves. 

Such conversations can sometimes arise from social interaction within the 

employee’s peer group. The interpretations hourly paid employees make from 

these conversations can be influenced by their own values and how equitable 

they believe their own pay rates compare with others engaged in similar work 

activities to themselves. 

Social influences, along with the manner in which individuals behave and react in 

teams whilst at work, can have a profound effect on work motivation. Turner 

(1987) introduced a model of interactional motivation and argued that the need 

to achieve ontological security (a sense that things are as they appear), trust (that 

the actions of others are predictable), and group inclusion (that interaction is part 

of a common social process) were key motivational factors which, if absent, could 

lead to high anxiety which can cause self-doubt. Teams consisting of colleagues 

who are accommodating and supportive of each other may well achieve 

significantly more than teams of uncooperative and contrary individuals. Indeed, 

Chen et al (2009) found that team level motivation constructs exert cross-level 

influences on individual motivation, which was consistent with Chen and Kanfer 

(2006). Belligerent members can cause teams to be ineffective and inefficient and 

can also place excessive demands on management time, whether it be settling 

disputes within the group, or dealing with the effects of substandard performance. 

Identifying how social influences can positively affect work motivation could be of 
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significant value to management within the UK food industry. The present 

research will endeavour to establish the benefits, and disadvantages, of such 

social influences within the work place and how this energy, if managed 

effectively, could be channelled into practices that improve performance. 

 

2.3.  Different ‘schools of thought’ regarding motivation 

Following the literature evaluated in line with Deci’s framework, the researcher 

sought to expand and develop the literature review to further understand the 

phenomenon of work motivation. Further analysis of the extant literature 

demonstrated that there are a number of different ‘schools of thought’ regarding 

motivation, some examples of which are illustrated in Figure 4 below.   

This process of supplementary investigation also supported the seminal works 

presented earlier in this chapter to provide a more contemporary and relevant 

background for these studies. Moreover, this additional knowledge was deemed 

by the researcher to be particularly relevant to the research aims and objectives. 

Establishing the extent to which attitudes to motivation change over time was 

important as the study was concerned with whether motivation was contingent on 

hierarchical level and life stage. Studies regarding motivation conducted within a 

manufacturing environment are seemingly scarce so it was necessary to examine 

existing literature to understand previous learnings that had been identified. As 

previously discussed, the researcher believed that social interaction was a major 

influence to employee motivation and as such, found it appropriate to explore the 

social influences and motivation. Finally, literature relating to performance related 

pay (PRP) was reviewed.       
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Figure 7: Different ‘schools of thought’ regarding motivation (Source: Author 

Duncan Sheffield) 

 

 2.3.1. Do attitudes to motivation change over time? 

Wiley (1997) compared the findings of three previous employee motivation 

studies with her own survey of 460 employees from a number of different 

industries. The three previous motivation studies were conducted by Hersey and 

Blanchard in 1946 (Hersey and Blanchard, 1969, p. 35), and Kovach (1980, 

1987). A comparison of the four studies revealed that over the forty year period, 

employees’ responses to the same ten factors that motivate employees have 

changed, in addition to which the latest study found that the factors that motivate 

people to work are more extrinsic than they used to be.  Moreover, Wiley 

proposed that the motivational factors may vary according to employment status, 

gender, income and occupation, contrary to Herzberg’s theory. The respondents 

of Wiley’s survey ranked the top three motivational factors to be; (1) good wages, 

(2) full appreciation for work done, (3) job security. 

Kovach (1995) compared the results of three motivational studies from 1946, 

1981 and 1995 in the United States in order to assess whether motivational 

preferences changed over time. Employees and supervisors were included in the 

surveys. The results of the employee survey in 1981 differed from those of 1946 

and the author proposed this was due to significant changes in environmental 

factors in 1981 compared with post-war America. By 1995, the employees’ results 

differed again, demonstrating that the employees’ key motivational drivers were 

contingent on environmental conditions at any particular time, both inside and 
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outside of the workplace. By contrast, the results of the supervisors remained 

almost the same for each of the three studies ranking “good wages” and “job 

security” as the two most important motivational factors to employees. 

Wilczynska et al (2016) highlighted that job security was a crucial factor in 

determining job satisfaction. Chen & Hsieh (2015) suggest that the pursuit of job 

security as a main reason for job selection may imply that individuals do not 

necessarily prize material goals, but instead, work to satisfy basic ‘needs’. 

Moreover, Bibi et al (2016) found a significant and positive relationship between 

job security and employees’ retention. The findings from these studies are 

particularly important to motivational researchers and managers as they 

demonstrate that it is vital to understand precisely what motivates employees in 

order to develop appropriate and effective motivational strategies that have the 

potential to improve business performance.  

Bassett-Jones and Lloyd (2005) examined whether Herzberg’s Two-Factor 

Theory still applied 50 years after it was developed. The results from over 3,200 

responses in the United Kingdom suggested that, as Herzberg predicted, factors 

associated with intrinsic satisfaction are more important to motivate individuals 

than extrinsic factors. Furthermore, the authors suggested based on the survey 

feedback, that the importance of recognition has declined. Nevertheless, the 

authors concluded that the Two-Factor Theory still has utility after nearly 50 

years. However, the study was based on what motivates people to contribute to 

ideas within the context of work-based suggestion schemes which may 

undermine the validity of the study in relation to what motivates people to work, 

which is the focus of the present study. On the other hand, it is useful to 

understand the results of this study in light of the fact that it was conducted with 

a significant number of respondents across multiple industries within the UK. 

Quarstein et al (1992) proposed the Situational Occurrences Theory of job 

satisfaction and argued that job satisfaction is a function of situational 

occurrences and situational characteristics and that any given factor – for 

example, pay, working conditions or recognition – can result in either job 

satisfaction or dissatisfaction. Oshagbemi (1997) surveyed 566 university 

teachers from 23 universities in the UK and found his research to support the 

situational occurrences theory as, for example, the work itself or salary can result 

in either job satisfaction or dissatisfaction. The author concludes that overall job 
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satisfaction could be improved if employers concentrate their efforts on both 

situational occurrences and situational characteristics rather than by either factor 

alone. Furthermore, he posits that both hygiene factors and motivators can 

contribute to job satisfaction or job dissatisfaction. 

Gallie et al (2012) used data provided by the British Skills Surveys to establish 

whether job preferences had changed between 1992 and 2006. The surveys 

sampled 3,461 and 4,049 employees respectively based on a nationally 

representative section of the British workforce aged between 20 and 65 years 

old. This particular study was focused on the importance of intrinsic job 

preferences in order to influence policies to improve job quality, and found that 

intrinsic job preferences rose over the period. However, it is evident from the 

results of the surveys that some extrinsic job preferences had also risen, 

specifically promotional prospects and good fringe benefits, in some cases to a 

greater degree than the increases in intrinsic preferences. Furthermore, there 

was significantly larger variation in the other extrinsic preferences, both positive 

and negative, for example the importance of job security displayed negligible 

change however it was one of the most popular factors in each of the surveys 

conducted. Nonetheless, the authors focused only on the intrinsic factors for the 

purpose of their study, which may limit the rationality of their conclusions. 

Cerasoli et al (2014) reviewed 154 studies spanning over four decades to 

establish whether extrinsic incentives erode intrinsic motivation. The results of 

the study demonstrated that although incentives can influence the predictive 

validity of intrinsic motivation, intrinsic motivation remains a moderate to strong 

predictor of performance regardless of whether incentives are present. The 

authors also concluded that the joint impact of incentives and intrinsic motivation 

is critical to performance. Moreover, it is posited that extrinsic incentives should 

be adopted in order to motivate employees to facilitate tasks that are 

straightforward and highly repetitive. For example, performance related pay can 

improve productivity in relatively mundane work environments, such as glass 

manufacturing (Lazear, 2000). However, it is also proposed that more complex 

tasks that require personal investment and commitment should be aligned to 

intrinsic motivational factors. 
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Kooij et al (2011) studied age and work-related motives and found a significant 

positive relationship between age and intrinsic motives, such as achievement, the 

work itself and autonomy, in that the motive strength for these particular 

characteristics increased with age. Furthermore, a significant positive relationship 

was identified between age and the strength of growth and extrinsic motives, such 

as advancement or compensation and benefits, whereby the motivational 

strength decreased with age. Therefore, the authors established a substantial link 

demonstrating how motivational tendencies change throughout one’s life. Kanfer 

et al (2016) also support the hypothesis that motivation factors change in later 

adulthood. 

Wang et al (2015) found that older workers were more receptive to feedback on 

social awareness issues than younger workers. Social awareness refers to an 

individual’s tendency to use feedback so as to be aware of others’ views of 

oneself and to inform the quality of one’s social relations at work.    

Kanfer et al (2017) argue that due to the growing age-diversity of workforce 

populations, more studies are required to understand the nature of potential age-

related differences with regard to motivation at work, hence understanding work 

motivation at different points over an individual’s lifetime.    

This literature demonstrates that: 

(1) motivational preferences and influences do change over time 

(2) motivation factors can be contingent on both the situation and the work 

environment and, 

(3) there is a gap in the knowledge to provide managers with a framework that 

focuses on motivation within an hourly paid workforce in the UK food industry. 

This section of the literature review provides valuable insight into motivation and 

the fact that it is not static or one dimensional. As motivation can change during 

an individual’s lifetime the present studies will seek to identify how best to 

motivate individuals based on their life-stage and circumstances. 
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2.3.2. Motivational studies conducted within a manufacturing environment 

Bent et al (1999) suggest that as the food industry is a highly competitive sector 

which is particularly labour intensive, one of the major issues for competitive 

advantage is the successful motivation of staff. Consequently, the authors set out 

to establish which factors affected staff motivation with small food businesses and 

interviewed one hundred and forty-four employees across 38 small 

manufacturing companies operating in the Lothian area of Scotland. The sample 

comprised of employees from the production lines who did not have management 

or supervisory experience. The study found the most fundamental motivator to 

be the ‘job itself’. Additionally, the results of the study suggested the importance 

of the management style of the individual owner or manager within SME food 

businesses cannot be over-estimated. Furthermore, a lack of appreciation for the 

work carried out by employees and poor communication were found to be both 

demotivating and a cause of low job satisfaction. 

 

Bent et al (2000) then studied owners and managers from the same 38 small 

manufacturing companies and by stark contrast to the earlier study found that 

over 84% of respondents cited money as one of the main motivators. 

Furthermore, the owner/managers failed to identify the ‘job itself’ as a motivating 

factor. The study concluded that by focusing on low-cost options – such as 

appreciation, recognition, communication and management style – motivation in 

the workplace could improve to the benefit of managers, staff and possibly 

customers. Bent et al (2000) established a fundamental disparity in the perception 

of what motivates employees to work in the Lothian food industry – in that the 

employees were motivated by the ‘job itself’ whereas the owner/managers 

perceived the employees to be motivated by money. Indeed, Kovach (1995) also 

found disparity between what actually motivates employees compared to what 

their supervisors’ perceptions were when it came to the factors that motivated 

employees to work – albeit within the healthcare industry. Conrad et al (2015) 

also found differences between what leaders thought motivated employees and 

the factors that actually did motivate employees within the healthcare industry. 

This provides an interesting contrast of precisely what motivates employees and 

what supervisors believe motivates employees. In the event that these opinions 

are so radically different it is highly unlikely that management will be able to 
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develop strategies that effectively motivate employees to deliver their maximum 

potential whilst at work.   

Lazear (2000) examined the behaviour of about 3,000 workers in a large auto 

glass company. His empirical study highlighted that a switch to piece-rate pay 

delivered an increase in the average levels of output per worker in the range of 

44%. Interestingly, half of this increase in productivity was directly related to the 

incentive effect of the piece-rate scheme, whereas the other half of the observed 

increase in productivity derived from workers of higher ability being attracted to 

the company following the switch to piece-rate pay, and the consequential 

reduction in staff turnover. 

Clearly, these studies have identified the importance that management should 

place on developing and providing work-based strategies that appropriately 

motivate employees. Firstly, improved employee motivation can increase 

productivity (Manoloupolus, 2008, and Lazear 2000). Secondly, improved 

motivation can provide companies with more committed staff (García-Bernal et 

al, 2005), and employee retention can be linked to extrinsic motivational factors 

(Morgan et al, 2013). Furthermore, improved motivation through extrinsic rewards 

can help a company to retain their highest output workers and hire better quality 

workers due to the extrinsic rewards on offer (Lazear, 2000). Moreover, motivated 

and committed employees could improve the efficiency and effectiveness of an 

organisation which, consequently, could increase the competitive advantage of 

the business in today’s challenging commercial environment. 

There appears to be a dearth of literature on the subject of work motivation in 

manufacturing environments, especially within the food industry. The deficiency 

of literature in this area of research is effectively highlighted by the fact that 

Lazear’s work outlined above is cited by over 2,000 articles and it relates to study 

that was conducted nearly twenty years ago – emphasising the gap in the 

literature that exists for studies on motivation within a manufacturing 

environment. Furthermore, there is distinct absence of literature relating to work 

motivation among hourly paid employees within the UK food industry, which is 

particularly surprising given that food manufacturing represents the largest 

manufacturing sector in the UK delivering over 16% of all output (Rhodes, 2015). 
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2.3.3. The need to belong - social influences and motivation 

According to Baumeister and Leary (1995), human beings are fundamentally and 

pervasively motivated by a need to belong, that is, a strong desire to form and 

maintain at least a minimum quantity of interpersonal relationships. Furthermore, 

the need to belong should stimulate goal-directed activity designed to satisfy the 

need. The authors also proposed that this need to belong is innately prepared, 

and hence nearly universal, among human beings. In order to satisfy this need 

there are two key considerations. Firstly, there is a need for frequent, affectively 

pleasant interactions with a few other people. Secondly, these interactions must 

take place in the context of a temporally stable and enduring framework of 

affective concern for each other’s welfare. 

Baard, Deci & Ryan (2004) proposed that performance at work and psychological 

adjustment are influenced by satisfaction of people’s intrinsic needs for 

competence, autonomy and relatedness, as prescribed by Self-determination 

Theory. The study considered individual need satisfactions in addition to total 

intrinsic need satisfaction, concluding that both individual and total need 

satisfaction of the need for relatedness both predicted performance and lead to 

positive work-related outcomes. Autonomy-supportive managers had a positive 

influence on the results of this study in that subordinates who valued autonomy 

demonstrated enhanced performance. The implications of these findings on the 

subject of motivation at work are particularly prevalent in that if managers can 

identify the needs of their employees, they should consider creating work 

environments that address and nurture these needs in order to cultivate positive 

work-related outcomes, hence driving improved business performance. 

Ellemers et al (2004) proposed there were many situations where people may be 

motivated to behave in ways that support a social identity that is shared by others 

in the work situation arguing that enhancement of collective identity optimises 

collective performance. Furthermore, in the second of their studies, Gallie et al 

(2012) found that employees attached greater importance to having friendly 

colleagues and to good relations with their supervisors in their 2006 review of 

over 4,000 British employees (compared to their study of 1992). According to 

Basford & Offermann (2012), positive co-worker relationships increase employee 

motivation and have the added benefit of increasing employees’ intent to stay 



 

33 
 

with an employer, highlighting the importance that managers should consider 

placing on the selection process when recruiting new employees to ensure that 

any new team members are an appropriate person-fit that complements the 

existing dynamics of the team. Moreover, Chiaburu & Carpenter (2013) suggest 

that employees’ initiative is increased when they are motivated by both getting 

ahead of and getting along with others at work. Zhang & Risen (2014) suggest 

that the unpleasant state of feeling either physically or socially cold activates a 

goal of rectifying that state and that social and physical warmth is seen as a 

means for achieving the goal. The authors posit that it is possible that employees 

who are motivated to both get along and get ahead have a broader scope of 

attention toward situations that require their initiative, and that they may also be 

careful to take initiative in a way that does not upset others in the workplace – 

hence displaying a desire to fit in to their team and social environment. 

Grant (2007) proposed a model of relational job design illustrating how work 

contexts motivate employees to care about making a positive difference in other 

people’s lives. The structure of an employee’s work can play a critical role in 

shaping the employee’s relationships with other people. Employees often care 

about making a positive difference in other people’s lives. Consequently, the 

motivation to make a prosocial difference can also be the driving force behind 

employees’ efforts. Grant also proposed the stronger the employee’s motivation 

to make a prosocial difference, the greater the employee’s effort, persistence, 

and helping behaviour. Thus, there is opportunity for employers to build 

conditions within their organisations that motivate employees to care about and 

cooperate with others, which may be especially useful to managers involved in 

businesses where a change in organisational culture is necessary. Devaro (2010) 

later built on Grant’s model to develop a theoretical model of relational job design 

and compensation. He found that higher levels of compensation increased the 

average productivity of new hires, and that higher levels of relational job 

architecture motivated existing employees to work harder. 

Seo et al (2010) studied the role of emotion in work motivation in order to establish 

whether affective experience influenced effort and persistence in a work situation. 

They found that emotional states can have positive implications for work 

motivation and that pleasant feelings can increase work effort and promote 

persistence to a given task. Furthermore, they suggest in situations where 
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employees are feeling less pleasant they may devote less effort or act less 

persistently than usual. Consequently, if managers detect a detrimental change 

in employees’ affective states, it could be worthwhile for managers to introduce 

events that improve the current environment for the employees – for example, by 

allowing an unscheduled break, playing energising music, or simply initiating 

humour. Moreover, Fisher (2010) concluded that happiness at work is related to 

performance, customer satisfaction, safety, attendance and retention, 

highlighting how important happiness at work may be in order to retain and 

motivate high-quality employees. 

Dietz et al (2015) suggest that teams with a strong shared team identification can 

improve performance - shared team identification being the extent to which team 

members perceive oneness with or belongingness to a team and define 

themselves in terms of their team membership. Yang et al (2016) studied 

organisational citizenship behaviour (OCB) and task performance and found that 

in order to enhance task performance, managers should be trained to enhance 

employees’ positive moods (for example, by providing encouragement or running 

team-building events) and lessen their negative moods (for example, by reducing 

interpersonal conflict). 

Bandiera et al (2010) examined the importance of social incentives in the 

workplace and whether workers’ behaviour is affected when they work in a team 

with those they are socially tied to. They found that worker productivity is 

significantly higher when a person works together with friends, especially those 

who are more able than themselves, suggesting that firms could employ social 

incentives to motivate workers as an alternative to monetary incentives. However, 

in earlier studies, Bandiera et al (2005) assessed productivity under various 

incentive schemes on a leading farm in the United Kingdom where the workers’ 

task was to pick fruit. Two incentive schemes were compared 1) piece rates 

(where pay only depends on individual performance) and 2) relative incentives 

(where pay depends on the ratio of individual performance compared to the 

average performance of co-workers on the same day). The studies found that by 

moving from relative incentives to piece rate increased productivity by at least 

50% for the average worker. The authors proposed that under relative incentives, 

as individual effort could impose a negative impact on the pay of their co-workers, 
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less effort would be expelled, especially when employees were working alongside 

their friends. 

Butler et al (2016) studied employer trustworthiness, worker pride and 

camaraderie as a source of competitive advantage claiming that each of these 

factors was valuable, rare and costly to imitate. The study findings indicated that 

organisational investments that stimulate trust, commitment, passion and 

community are associated with greater productivity and higher operating profits. 

According to Nohria et al (2008) organisations can create camaraderie among 

their workers by creating a culture that promotes teamwork, collaboration, 

openness and friendship. Sonnentag & Starzyk (2015) found that perceived 

prosocial impact was related to an increase in positive affect that in turn predicted 

proactive work behaviour, and that enhancing the experience of benefitting others 

at work may stimulate proactive behaviour. Mindfulness can also be a 

characteristic of camaraderie. Mindfulness can be defined as a state where one 

is being attentive to and aware of what is taking place in the present (Brown and 

Ryan, 2003). Olafson (2017) suggests that mindful employees may benefit the 

organisation by demonstrating more flexible and objective thoughts and 

behaviours. The results of her study also suggest that mindfulness is directly 

related to performance and that it should be in an organisation’s interest to 

influence their employees in a positive way, as this may also in turn benefit the 

organisation.  

Ng and Feldman have extensively studied employees’ embeddedness in a 

number of areas, for example, across career stages (Ng and Feldman, 2007); its 

relationship to job performance (Ng and Feldman, 2009); its effects on work-to-

family and family-to-work conflict (Ng and Feldman, 2012); and community 

embeddedness and work outcomes (Ng and Feldman, 2014). Job 

embeddedness refers to forces keeping employees in their positions, focusing on 

what inspires them to stay rather than what impels them to leave (Collins and 

Mossholder, 2017). Ng and Feldman posit that most individuals who are 

embedded in their jobs are also embedded in their organisations. The authors 

also argue that organisational embeddedness enhances individuals’ motivation. 

Highly embedded employees are likely to be more motivated at work because 

they have more positive emotional relationships with colleagues and supervisors, 

in addition to which these workers have stronger incentives to work hard because 
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they want to ensure that their firms continue to thrive and thereby enhance their 

own job security (Ng and Feldman, 2014). Furthermore, Kiazad et al (2015) 

suggest that motivation-enhancing tactics may contribute to organizational 

performance by increasing collective on-the-job embeddedness. Additionally, 

Peltokorpi et al (2015) found that organisational embeddedness predicts turnover 

intentions in that embeddedness helps organisations to retain employees. 

Moreover, Collins and Mossholder (2017) examined job embeddedness and 

supervisors’ interactional fairness and found there to be a stronger correlation for 

employees embedded in their jobs than for their less attached co-workers.  

In the present author’s experience, there can be a high level of camaraderie 

within a factory environment especially in an established, well-functioning team. 

Partly through symbolic interactionism, team members can, and do, motivate 

each other as in a food production environment teams regularly have a common 

interest to complete any given job in a particularly time sensitive manner. 

According to Oldman & Hackman (2010), it is the often-fluid relationships among 

people and their various work activities that are most in need of empirical 

research and conceptual attention. Managers should not underestimate the 

importance of effective teamwork along with adopting the most appropriate 

sorting processes to ensuring the right individuals are selected for the most 

appropriate roles, as these two facets are likely to be key and crucial elements of 

any given company’s success. As Lazear (2000) found, half of the productivity 

increases established in his studies derived from hiring better quality workers in 

the first place.   

 

2.3.4. Performance Related Pay 

Employee compensation can influence and direct employee behaviour, increase 

employee motivation and promote organisational effectiveness (Gupta & Shaw 

2014). Moreover, bonus systems are a common means in trying to motivate 

employees to perform well (Mattson et al, 2014). The 2011 Workplace 

Employment Relations Study surveyed more than 21,000 employees and found 

that over 30% of UK workplaces use incentive schemes - and that performance 

related pay (PRP) may help encourage greater employee effort, in addition to 
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facilitating businesses to recruit the most able employees (Van Wanrooy et al 

2013). Incentive programmes can positively affect motivation, performance and 

interest within an organisation (Milne, 2007). In their review of pay for 

performance, Rynes et al (2005) posited that money is a “…very powerful 

motivator…so powerful that one of the main challenges for managers is to make 

sure that their compensation systems are not motivating the wrong kinds of 

behaviour.” According to Samnani & Singh (2014), compensation systems 

positively influence employee performance and are designed to increase 

motivation in addition to employee accountability. By contrast however, Dysvik & 

Kuvaas (2013) suggest that extrinsic motivators do not result in increased work 

effort. Also, Judge et al (2010) found that the relationship between pay and job 

satisfaction was only marginal and that high levels of pay did not necessarily lead 

to high levels of job satisfaction. Gerhart and Fang (2014) warn that businesses 

should approach pay for individual performance with caution as when incorrect 

or inappropriate strategies are adopted the outcome can be detrimental to 

performance. Nevertheless, according to Forth et al (2016), there has been a 

secular rise in the use of PRP in Britain since the millennium. 

 

As discussed in the previous section, Lazear (2000) found that introducing PRP 

increased productivity by 44%, in addition to attracting superior quality workers, 

in an automotive firm in the USA. Booth & Frank (1999) used the British 

Household Panel Survey to establish the sorting and effort effects of PRP and 

established that jobs with PRP attracted workers of higher ability and induce 

workers to provide greater effort. Moreover, Prasada Rao (2006) also 

demonstrated that the implementation of an incentive scheme in a manufacturing 

unit motivated employees to improve production levels, achieve better 

consumption of raw materials and achieve higher productivity. 

 

Furthermore, Gielen et al (2010) found that the introduction of PRP in Dutch firms 

increased productivity by around 9%. These studies also established an 

improvement in staff retention due to the introduction of PRP in that more 

employees joined the business than exited the business, resulting in a net 

employment growth of 5%. In Italy, Damiani et al (2016) found that even though 

the results of their studies posited that PRP are incentive schemes that 

substantially lead to efficiency enhancements, there was limited adoption of such 
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practices in Italian firms. It was suggested that this was because small Italian 

firms - whose businesses were characterised by the individual features of their 

managers and owners - were seemingly reluctant to invest in PRP and 

consequently underestimated the long-term advantages that productivity gains 

could deliver for the business. 

 

According to Weibel et al (2010), pay for performance has a strong, positive effect 

on performance when used to motivate staff conducting mundane tasks. 

However, the relationship between pay for performance and the output attained 

tended to be negative when observed on interesting tasks. Furthermore, in these 

cases, the authors identified that pay for performance adversely affects intrinsic 

motivation and does not result in increased work effort. To the contrary, this view 

was contested by Fang & Gerhart (2012) who found no evidence of any 

detrimental effect of PFP on intrinsic interest, in fact, they argued that PFP can 

actually increase intrinsic interest. 

 

Chun and Lee (2015) found that bonus incentives for workers in manufacturing 

plants in India had a significant positive effect on productivity. In addition, bonus 

incentives had the added benefit of attracting other skilled workers to the 

manufacturing plants consequently delivering further increases in productivity. On 

the other hand, Mahy et al (2016) found that PRP lowers job satisfaction, except 

among higher-wage workers. In the study of firms in the Belgian private sector, 

the authors suggest that considerable pay discrepancies between employees, as 

a result of higher PRP incentive schemes, could be harmful to job satisfaction, 

increase sickness absenteeism and also damage the workplace climate. By 

contrast, Green and Heywood (2008) demonstrated that PRP is positively related 

to job satisfaction and satisfaction with job security in the United Kingdom. 

Furthermore, Green and Heywood (2008) also stated that PRP allows increased 

opportunities for worker optimisation and does not generally demotivate workers 

nor crowd out intrinsic motivation. 

 

Finally, it is important for managers to establish the suitability of PRP to their given 

business environment so as to ensure that whichever PRP scheme is used 

ultimately benefits the business, its profitability and its employees. Caution should 

be exercised when considering the most appropriate method of PRP. For 
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example, Freeman & Kleiner (2005) examined the economic effects of switching 

from piece rates to continuous flow production shoe manufacturing in the United 

States. Their study established that the costs attributed to the managerial policies 

and additional monitoring of workers required to administer the piece rate 

incentive scheme outweighed the benefit gained from the increased productivity, 

to the extent that when the business switched to time rates the company delivered 

higher profits despite lowering productivity.   

 

2.4.  Explicit link between the literature review and the primary data 

Drawing on the knowledge established during the course of this literature review, 

the key attributes that define motivation at work were evaluated. The seminal 

works of six major authors in the field of motivational studies were examined and 

the main characteristics that motivate individuals to work were established. The 

key attributes were assembled and presented in a table format. Additionally, 

fifteen journals selected from the present literature review were assessed and 

incorporated into a table format. The table was then condensed to present the 

top twelve most popular attributes that define motivation at work, as is illustrated 

in Table 2 below, providing an explicit link between the literature review and 

primary data 
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2.5. Chapter summary 

This chapter has outlined a framework for reviewing the concept of motivation, 

based on the work of Deci (1992). Initially, the distinction between content and 

process theories has been clarified. Various seminal theories have then been 

reviewed and considered, and have subsequently been separated into five 

categories. Some more contemporary views have then been presented to provide 

alternative perspectives of the important aspects of work motivation in our 

modern-day society. During the chapter, it has been established that motivational 

preferences do change over time, that individuals have a ‘need to belong’ which 

can in itself become a driver that motivates people to work, that there have been 

limited studies conducted with hourly paid employees in manufacturing 

environments in the UK (especially within the food industry), and also that 

extrinsic incentives can motivate employees to facilitate tasks that are 

straightforward and highly repetitive. 

Finally, through analysis of the literature, the attributes of work motivation have 

been evaluated and considered resulting in a proposition detailing the twelve key 

characteristics of work motivation. 
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3.0. Theoretical positioning and methodological framework   

3.1. Introduction 

The theoretical and methodological frameworks underpinning this research 

project will now be elucidated. The adopted research philosophy, research 

strategies and research methods have been carefully considered and deemed to 

be among the most suitable research tools in order to deliver the stated research 

objectives. The research uses a case study approach within a third generation 

family-owned cheesemaker. The sampling strategy, instrument design and 

administration will be presented along with the design of the data analysis. Finally, 

ethical issues will be considered. 

3.2. Adopted research philosophy  

The approach to the research is exploratory. Exploratory research follows an 

inductive approach (Wilson, 2012, p.103). The researcher will also seek to 

understand why the most popular factors have a greater propensity to motivate 

people than the least popular factors that emerge during this research. An 

exploratory approach was deemed suitable for this research as according to 

Wilson (2012, p. 103) exploratory research is a viable option where there is a lack 

of published research and a lack of knowledge about a given topic – which cannot 

be said of the general subject of motivation, however, very few studies have 

focused on the motivational tendencies of hourly paid employees with the UK 

food manufacturing environment, as presented during the literature review 

chapter. Exploratory studies provide a valuable means for the researcher to ask 

open questions to gain key insights about a particular topic of interest. 

Furthermore, exploratory research has the advantage of being flexible and 

adaptable to change, enabling the researcher to modify the direction of the study 

in the event that new data and insight arises (Saunders et al, 2012, p.171). 

Moreover, this research will examine the multiple perspectives that individuals 

offer through their own perceptions of what motivates them to work. 

Due to the nature of the research question and aims, the main focus of this study 

will be qualitative research, as opposed to quantitative. Quantitative research is 

generally associated with positivism, rather than interpretivism. Quantitative 

research is an approach for testing theories by examining the relationship among 
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variables which can be measured using data collection instruments, which in turn 

can be evaluated and scrutinised using statistical analysis (Creswell, 2014, p.4). 

Quantitative research is usually associated with a deductive approach where the 

researcher’s focus is set on using data to test a theory. Furthermore, the 

researcher is seen as being independent from those being researched (Saunders 

et al, 2012, p.162). By contrast, qualitative research is associated with 

interpretivism as researchers need to make sense of the subjective and socially 

constructed meanings articulated by those taking part in the studies. A qualitative 

approach is inductive in that an emergent research design is adopted to develop 

a richer theoretical perspective than already exists in the literature. The success 

of the researcher is dependent on building rapport with the participants of the 

study and demonstrating sensitivity in order to gain cognitive access to their data 

(Saunders et al, 2012, p.163). 

Ontology is the study of the nature of being or, in more immediate terms, of what 

counts as an event worth noticing (Jankowicz, 2005). Remenyi et al (1988) stress 

the necessity to study ‘the details of the situation to understand the reality’ 

(Saunders et al 2009). Furthermore, according to Stokes (2011b), ontology is 

about the study of the nature of existence and the assumptions we make about 

it. This study has been developed within a framework of constructionism or 

interpretivism. The constructivist and the interpretivist hold that reality is unique 

to each individual (Quinlan, 2011).  

According to Denzin & Lincoln (2011, p.8) qualitative researchers stress the 

socially constructed nature of reality, the intimate relationship between the 

researcher and what is studied, and the situational constraints that shape inquiry. 

Moreover, qualitative researchers are seen as being concerned with small-scale 

aspects of social reality, such as interaction (Bryman, 2016, p.401). As such, it is 

important to consider the role of symbolic interactionism, as defined by Blumer 

(1962), during the course of these studies and its effect on the results that follow. 

Qualitative methods are appropriate in these studies as the researcher seeks to 

understand and interpret the subjective meanings of the results expressed by 

respondents during the course of this exploratory review. 

Epistemology concerns what constitutes acceptable knowledge in a field of study 

(Saunders et al, 2012, p.132), and involves understanding how theories and 
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knowledge are constructed (Stokes, 2011a, p.52). Schwandt (2003, p.295) states 

that as one engages in the practical activities of generating and interpreting data 

to answer questions about the meaning of what others are saying, and 

subsequently transforming that understanding into public knowledge, one 

inevitably takes up theoretical concerns about what constitutes knowledge and 

how it is to be justified. Furthermore, acting and thinking, practice and theory, are 

linked in a continuous process of critical reflection and transformation. Moreover, 

according to Schwandt (2003, p.298), interpretivists argue that it is possible to 

understand the subjective meaning of action - in other words understanding a 

person’s beliefs, desires and so on - yet do so in an objective manner. 

An extensive review of the literature, including both seminal and contemporary 

works, has been carried out to establish the key findings and current thinking 

within the subject area of motivation at work. From this review a gap in the 

literature has been identified specifically relating to work motivation within hourly 

paid employees, an area which has received exceptionally sparse research 

focus. The researcher attempts to view the world through the lens of the 

respondents and to focus on the research question and objectives to identify what 

motivates hourly paid individuals to work in today’s society. 

These epistemological stances are appropriate for this research because of the 

following. Firstly, the purpose of the present research is to establish the points of 

view of the participants and even though the researcher has a number of 

preconceived ideas about how and why employees are motivated to work, it is 

particularly important the researcher maintains a neutral viewpoint throughout the 

process in order that the voice and opinions of the respondents are represented 

truly and accurately, and without bias, during the findings and conclusions of the 

present study.  As a result of close involvement with the people being 

investigated, the researcher seeks to genuinely understand the world through the 

eyes of the respondents (Bryman, 2016, p.401). 

Axiology is the science of values (Bahm, 1993) and relates to the values that 

each of us regard to be important to our self-being. The present studies have 

been administered and undertaken in a professional, rigorous manner to further 

enhance the credibility and reliability of the findings. However, the research is 

value-laden and as the researcher is an integral part of the research, the 
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researcher will influence the direction of these studies based on his own beliefs 

and values. It should be recognised that the researcher’s presence throughout 

these studies will have an effect on the research outcomes due to the subjective, 

interpretive nature of this enquiry. The author has spent over 30 years in the food 

industry, the last 20 of which have been in a variety of senior operational and 

commercial management positions and has a particularly keen interest in the 

factors that motivate individuals to work, in addition to how managers can 

positively influence staff retention in order to improve the efficiency and 

productivity of a business. 

 

3.3. Adopted research paradigm  

This research is underpinned by interpretivism and symbolic interactionism 

philosophies. Quinlan (2011, p. 99) suggests that interpretivism holds that all 

knowledge is a matter of interpretation and that the interpretivist holds that reality 

is unique to each individual. According to Fisher (2010a, p.22) researchers who 

adopt an interpretivist approach believe that reality is socially constructed, 

meaning that our understanding of reality is not a simple account of what is, 

however, it is something that people in societies and groups form from a number 

of sources. These sources are a) their own interpretation of reality, which is 

influenced by their values and their way of seeing the world, b) other people’s 

interpretations, and c) the compromises and agreements that arise out of the 

negotiations between the two. Consequently, numerous truths and interpretations 

have been analysed by the researcher as a result of the interpretivist holding the 

view that reality is multiple and subjective. Furthermore, an inductive theory 

building approach has been adopted with a view to establishing an interpretive 

understanding of the social phenomena under review, namely how and why 

hourly paid employees are motivated to work in the UK food manufacturing 

sector. 

3.3.1. Symbolic interactionism 

Symbolic interactionism is a micro-level theoretical perspective in sociology 

that addresses the manner in which individuals create and maintain society 

through face-to-face, repeated, meaningful interactions (Carter & Fuller, 
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2015). Additionally, Stokes (2011b, p. 124) posits that symbolic 

interactionism is where our own self-awareness and identity is a 

consequence of our multiple and repeated actions with others. Mead was 

an influential spokesman key to the development of the symbolic interaction 

concept (Schellenberg, 1978, p.40). One of the instrumental facets of 

Mead’s earlier analysis was the consideration of the human being as a self.  

Mead (1934, p.164) wrote; 

“The process out of which the self arises is a social process which 

implies interaction of individuals in the group. It implies also 

certain co-operative activities in which different members of the 

group are involved. It implies, further, that out of this process 

there may in turn develop a more elaborate organization than that 

out of which the self has arisen. Thus, there is a social process 

out of which selves arise and within which further differentiation, 

further evolution, further organization, takes place.” 

However, according to Powell (2013, p.10), it was Blumer who coined the 

term ‘symbolic interactionism.’ Blumer (1962) states that human society is 

made up of individuals who have selves; that individual action is a 

construction and not a release, being built up by the individual through 

noting and interpreting features of the situations in which they act. In other 

words, people act and behave on the basis of the action and behaviour of 

others around them and their individual interpretations of the environment 

within which they find themselves. This research espouses the Chicago 

style of symbolic interactionism as developed by Mead, and subsequently, 

Blumer, as it is qualitative and it is concerned with participant observation 

research. Blumer argued that the responses of human beings to their 

environments are mediated by meaningful interpretations (Powell, 2013, 

p.10). Kuhn’s Iowa style of symbolic interactionism was deemed unsuitable 

for these studies due to its quantitative nature. 

Furthermore, Saunders et al (2012, p.137) suggest that symbolic 

interactionism is where we are in a continual process of interpreting the 

social world around us in that we interpret the actions of other with whom 

we interact, and this interpretation leads to the adjustment of our own 
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meaning and actions. Consequently, the researcher believes there is a 

strong relationship between interpretivism and symbolic interactionism 

especially within the context of this study. For example, hourly paid 

employees’ pay rates can be particularly demotivating if certain individuals 

believe they are either not paid an equitable rate for the job in hand, or they 

perceive their peers to be paid enhanced rates of pay compared to 

themselves. Such conversations can sometimes arise from social 

interaction within the employee’s peer group. The interpretations hourly paid 

employees make from these conversations can be influenced by their own 

values and how equitable they believe their own pay rates compare with 

others engaged in similar work activities to themselves. The researcher 

aims to understand the world through the lens of the respondents. As this 

study deals with people’s perceptions such as equity and remuneration 

(Adams, 1965), this paradigm is appropriate and relevant. 

To conclude, symbolic interactionism focuses on subjectivity and prescribes 

that individuals interpret their surroundings based on the experiences they 

gain through social interaction with others. Consequently, people’s actions 

and behaviours are shaped by the subjective interpretations of their social 

environment. Furthermore, these actions and behaviours may change over 

time and may also be contingent upon the social landscape in which 

individuals find themselves at any particular time. It is deemed that symbolic 

interactionism is particularly relevant to this inquiry as social interaction has 

been found to generate significantly positive outcomes when explaining 

motivation within work settings, as previously reviewed in Chapter 2 

(Ellemers et al (2004), Gallie et al (2012), Basford & Offermann (2012), and 

Bandiera et al (2010)). 

 

3.3.2. Critical realism 

This research has been conducted using a critical realism approach which 

conceives the world as being structured, differentiated and changing. 

Critical realists hold that we are only able to understand, and so change, the 

social world if we identify the structures at work that have generated the 
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events or phenomena that we are trying to understand (Bhaskar, 1989). The 

world we know and see is constructed from our perspectives and 

experiences based on what is observable. According to Dobson (2002), the 

critical realist believes that our knowledge of reality is a result of social 

conditioning and cannot be understood independently of the social actors 

involved in the knowledge derivation process. Critical realism assumes that, 

through the use of human senses, an individual’s initial perceptions can be 

said to constitute a statement of being true and accurate (Stokes, 2011b, 

p.30). However, it may be that upon further investigation of the phenomenon 

under review alternative interpretations may ensue and subjectivity could 

influence an individual’s understanding of the matter being evaluated. 

According to Sayer (2000, p.17), critical realism acknowledges that social 

phenomena are intrinsically meaningful, and hence the meaning is not only 

externally descriptive of them but constitutive of them. Meaning has to be 

understood, it cannot be measured or counted, and hence there is always 

an interpretative or hermeneutic element in social science. 

Easton (2010) states that critical realism is particularly well suited as a 

companion to case research. It justifies the study of any situation, 

regardless of the numbers of research units involved, but only if the process 

involves thoughtful in-depth research with the objective of understanding 

why things are as they are. 

 

3.4. Development of research strategy  

Based on this research philosophy the research strategy will now be reviewed. 

The present research will be inductive. The researcher undertook data collection 

on a large sample of hourly paid employees compared to the total population 

under review. Based on this body of data, the researcher developed and 

established concepts and theories surrounding what motivates individuals to 

work. Research approaches espousing inductivism are often conducted under 

the umbrella of interpretivism (Stokes, 2011b, p.59). Interpretivists believe that 

the objective of sociological analysis should be to address how members of 

society understand their own actions (Travers, 2001, p.10). An interpretive stance 
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is highly appropriate in the context of this study as it enables the author to 

interpret the results through the lens of the respondents. Ontologically, it is 

important to recognise that motivation is subjective and that respondents will view 

motivation in particularly different ways, based on their own values and beliefs. 

Respondents’ views will be socially constructed and possibly contingent on any 

given situation. For example, if an employee believes they should have had a pay 

rise recently and did not receive an increase in their salary, then their motivation 

to work is highly likely to be detrimentally effected, especially, if their colleague 

received an increase when they themselves did not, as prescribed by equity 

theory (Adams, 1965). Individuals create their own realities based on what is 

important to them (Quinlan, 2011, p. 96). This research has been developed on 

the assumption that social reality is a creation of our consciousness and cognition 

(Gill and Johnson, 2010, p.201). It is important to establish what others value in 

order to develop appropriate and effective motivational strategies as not everyone 

views motivation at work in the same way. Given the subjective nature of the 

results of the present research, it is also important that the researcher recognises 

that he is playing a role in producing the data, the data analysis and the results. 

This process is known as reflexivity, whereby the researcher and the research 

respondents are likely to experience and be affected by the process of the 

research which in turn affects the data and the findings (Stokes, 2011a, p.109). It 

is important that the researcher objectively focuses on identifying the key 

underlying factors that motivate individuals rather than inadvertently reproducing 

subordinating social relations (Wray-Bliss and Brewis, 2008). In other words, the 

researcher undertakes to establish the cause and effect of motivation as opposed 

to simply reporting respondents’ comments. 

The time horizon is cross-sectional in that all data was collected during 2016. This 

time horizon is deemed to be appropriate for this particular research as the 

research aims and objectives are to identify and understand what motivates 

hourly paid employees to work, a subject that is not necessarily time sensitive. 

Although some studies have been longitudinal, as have been referred to in the 

literature review, a significant number of studies have been cross-sectional, 

providing further justification for the suitability of this time horizon in order to meet 

the present research aims and objectives. 
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The research strategy is a mixed method case study. Yin (2014, p.16) defines a 

case study to be an empirical inquiry that investigates a contemporary 

phenomenon in depth and within its real-world context. Simons (2009, p.21) 

states case studies to be research-based, inclusive of different methods and 

evidence-led, the primary purpose of which being to generate in-depth 

understanding from multiple perspectives of a specific topic. 

According to Stake (1995, p.3) there are three types of case study: intrinsic, 

where we have an intrinsic interest in that particular case that we need to 

understand and learn more about; instrumental, where we have a research 

question and we believe we can gain insight into the question by exploring and 

studying a particular case; and collective, where we choose several case studies 

rather than just one to collectively explain the phenomena under review. Intrinsic 

case studies can also be referred to as interpretive (Thatcher, 2006). The present 

study is an intrinsic case study, as we are using the case to provide insight into 

the question we are seeking to answer.  

According to Stokes (2011b, p.16), a case study is “considered to be a research 

approach involving the in-depth study of a real-life entity or context having clearly 

defined boundaries.” Yin (2014, p.2) states that case study research is especially 

justified when: 

(1) The main research questions are “how” and “why” questions; 

(2) A researcher has little or no control over behavioural events; and 

(3) The focus of the study is a contemporary (as opposed to an entirely 

historical) phenomenon. 

Each of the above three points can be justified as follows. Firstly, this research 

seeks to understand how and why hourly paid employees are motivated to work, 

as stated in the research question and objectives. Consequently, case study 

research design provides an appropriate framework which facilitates 

comprehensive and in-depth investigation. Secondly, the researcher conducted 

the interviews to establish the key aspects that motivate respondents by asking 

interviewees to explain incidents that resulted in both high and low levels of 

motivation whilst at work. As these events were in the past, the researcher had 
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little or no control over these behavioural events. Thirdly, the study is 

contemporary as it has been conducted in the present day, which is in itself 

relevant as it is well established in motivational literature that motivational factors 

do indeed change over time (Kovach (1995), Wiley (1997), Gallie et al (2012), 

Cerasoli et al (2014)). Furthermore, the literature relating to motivation in the UK 

food manufacturing sector is particularly scarce, specifically relating to the 

motivation of hourly employees working in SMEs within the UK food 

manufacturing environment. 

Another key objective of the present research is to understand whether 

motivational factors are contingent on hierarchical level or life stage within hourly 

paid employees. Hierarchical levels can be defined as sub-units for the purpose 

of this study. Consequently, the type of design is an embedded case study (as 

illustrated in Figure 5) as it contains more than one sub-unit of analysis from the 

same organisation and as such, can often provide more extensive analysis, 

enhancing the insights into a single case (Yin, 2014, p.55-6). The researcher 

expects to gain a comprehensive understanding of the participants’ true 

motivational views by using the research strategy discussed above.    

 

Figure 8: Embedded case study design (adapted from Yin, 2014, p.50) 

 

The food industry presents a number of different challenges. The typically 

repetitive work that employees have to undertake is often performed in cold, wet, 
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harsh, unpleasant smelling environments. A key intention of this research is to 

understand what motivates people to work so that managers can be directed to 

adapt their ways of working to improve levels of staff retention as a workforce 

with a longer periods of service is likely to be more efficient and more committed 

to the company, hence potentially becoming a source of increased competitive 

advantage for the business. 

The UK cheese industry provides an exceptionally interesting landscape for 

investigation. Although a large part of the market is dominated by key corporate 

players, there are a significant number of privately-owned, family run, 

cheesemakers whose farms and dairies have been handed down from 

generations previous. For example, Mary Quicke MBE of Quicke’s Traditional 

Limited in Devon, is a fourteenth generation cheesemaker whose 1500 acre farm 

was handed down to her family by King Henry VIII nearly 480 years ago. This 

particular cheesemaker specialises in traditional clothbound handmade cheddar. 

Indeed, the cheesemaker at the focus of the present studies is a third generation 

cheesemaker based in Shropshire. 

To establish the rich environment related to the present case study, information 

has been determined from a number of sources. Firstly, the context of this 

research is that it is based within the business of a third generation, privately 

owned cheesemaker. A number of sectoral industry reports provided the 

background circumstances detailing how this particular business is placed within 

its competitive environment in the cheese industry. Discussions with the site 

General Manager identified the current issues the business faced regarding 

motivating hourly paid employees in addition to techniques the cheesemaker had 

previously adopted to improve motivation. These conversations also afforded 

insight into several possible sources of motivation within the dairy, as did further 

documentation provided by the company. It was apparent from the details 

disclosed that the business provided a multifarious and complex environment in 

which to base the present studies involving multiple interactions with people on a 

daily basis. 
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3.4.1. Justification for the adopted approach 

Survey research comprises a cross-sectional design in relation to which data are 

collected predominantly by questionnaire or by interview (Bryman & Bell, 2011). 

A survey is a deductive approach to research, that allows quantitative data to be 

collected and analysed, and subsequently the findings of the survey to be 

presented. This survey method also allows the researcher to collect data in a 

particularly cost-effective way. According to Fowler (1990), ‘a sample of 150 

people will describe a population of 15,000 or 15 million with virtually the same 

degree of accuracy, assuming that all other aspects of the sample design and 

sampling procedures are the same.’  

According to Carter and Alvarado (2019), based on an examination of empirical 

research, there are five main methods that are commonly used in symbolic 

interactionist studies; interviews, surveys, ethnographies, content analysis and 

experiments. Interviews allow rich data collection and are useful in capturing the 

nuances of personal interpretation and biography, thus they are well-suited for 

studies that use a symbolic interactionist framework (Carter and Alvarado, 2019). 

In addition, Carter and Alvarado (2019) state that surveys are especially useful 

for measuring common social psychological processes such as attitudes and 

beliefs. Furthermore, survey questionnaires are useful for measuring a wide 

range of demographic variables in a short space of time, and whether they take 

the form of a self-administered questionnaire or secondary data, surveys are one 

of the most common methods used in symbolic interactionist studies.  

Therefore, the researcher deemed that survey questionnaire and interviews were 

appropriate and reliable methods to adopt for the present case study. 

 

3.5. Development of research methodology (with justification)  

This research is based on a single-case design as it has been conducted within 

a single organisation - a local privately-owned dairy. The organisation was 

selected for a number of reasons. Firstly, this specific business is a privately 

owned, third generation cheesemaker which has a good track record of staff 

retention which is of particular interest to the researcher as staff retention is a key 
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issue that faces management across the food industry. Secondly, the researcher 

has developed a solid professional relationship with the senior management of 

the business and following a number of discussions surrounding the study, the 

business sees the value of the research and how the recommendations could 

potentially benefit the company over the coming years.  Thirdly, it is comparatively 

local, which was a consideration due to the time commitment required on the 

researcher’s part during the course of these studies, alongside the 

responsibilities associated with full time employment.      

According to Yin (2014, p.51-52), there are five single-case rationales, one of 

which is termed as common as the objective is to capture the circumstances and 

conditions of an everyday situation. Employees’ normal motivational drivers can 

be referred to as an everyday situation and the aim of this research is to identify 

how and why employees are motivated to work in a normal environment. In other 

words, under normal circumstances, the aim is to understand what it is that drives 

individuals. The aim of this research is not to identify how employees are 

motivated in extreme or exceptional situations, for example, when faced with the 

possibility of earning a large bonus as a consequence of successfully completing 

a special order at Christmastime. These studies are interested in understanding 

motivational factors attributed to the normal daily and weekly routines of the 

employees under review.   

The research method is an embedded case study as more than one case has 

been sampled from the same organisation – insofar as the motivational 

tendencies from a number of different hierarchical levels have been investigated. 

An embedded case study design allows a researcher more flexibility during the 

process of case study research. For example, the researcher could have adopted 

a holistic design whereby the organisation is studied as a complete whole. 

However, one of the disadvantages of holistic design is that once a study is 

underway, the nature of the results that present themselves throughout the 

process could require further investigation which may result in the holistic 

research design no longer being suitable for the research question to be 

appropriately and effectively answered. By contrast, embedded case study 

design provides a framework that enables the researcher to reflect upon and 

subsequently accommodate the alternative directions that may emerge from the 

findings as the research progresses. Consequently, the embedded case study 
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approach may therefore provide significantly richer and deeper analysis of the 

research problem which, ultimately, may facilitate more relevant and 

comprehensive conclusions and recommendations for managers. 

Some management researchers suggest that you are more likely to gain access 

where you are able to use existing contacts (Easterby-Smith et al 2012). 

Moreover, Buchanan et al (1988) claimed that “we have been most successful 

where we have a friend, relative or student working in the organisation”. Following 

a number of discussions with senior professionals within the cheese industry with 

whom the researcher was well acquainted, it became apparent that there was 

significant interest surrounding the subject of what motivates people to work 

which the author believes was advantageous during the negotiation of access to 

respondents. Indeed, Clark (2010) found that some individuals are motivated to 

engage in qualitative research by subjective interest. Furthermore, the nature of 

this study is such that the organisation involved may be interested in utilising the 

anonymised findings of this research within their own human resource 

management. 

Gatekeepers occupy increasingly important positions within qualitative social 

work research and their engagement is crucial to the research process (Clark, 

2011). Several mechanisms were identified by Clark (2011) to support 

engagement, one of which was the identification of good practice. Consequently, 

the author pledged to executing the surveys and interviews in the most efficient 

and professional manner possible in order to secure the ongoing commitment 

with each of the stakeholders within the organisation under review. As a result, 

the case study was conducted within a SME cheesemaker based in Shropshire 

with which the researcher was acquainted on a professional basis. The family-

owned dairy employees around 95 staff and has been hand-crafting award-

winning farmhouse cheese since the early 1970s.      
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3.5.1. Sampling strategy 

A stratified sampling strategy (Fowler, 2014, p.19) was used for the 

questionnaires in this research in order that the sample was representative of the 

hierarchical structure of the hourly paid workforce at the farmhouse cheesemaker 

used in this case study. The respondents were sorted into hierarchical levels. 

Following which, employees were picked from each hierarchical level at random 

in order to recruit an unbiased, representative sample of participants who would 

progress to the interview stage of the present research. This resulted in four 

supervisors, four chargehands, and eight operatives being selected for interview. 

The selection process of which individuals were to be interviewed was managed 

and authorised by the General Manager as participation had to be conditional on 

who was available on each of the interview days, and that the participants could 

afford that time needed for the interviews without affecting business operations. 

This approach was adopted so as to provide a meaningful comparison of the key 

motivational drivers at each hierarchical level within the business, as one of the 

research objectives is to understand whether motivational factors are contingent 

on hierarchical level within hourly paid employees in UK food manufacturing 

SMEs. Furthermore, this method provided triangulation across the hierarchical 

layers, both horizontally and vertically, in order to provide robust and reliable 

results. 

 

3.5.2. Instrument design and construction 

Following an extensive review of the literature, the key characteristics of work 

motivation were identified as illustrated in Table 2. Using these characteristics, a 

pilot questionnaire was developed to establish which of the twelve separate 

factors motivated, or did not motivate respondents. 

The questionnaire firstly  requested personal information from the respondent, 

such as gender, age, length of service at the dairy under review and the level or 

grade of their current position. The questionnaire then proceeded to ask 

respondents to rank the three most important factors that motivated them at work, 

and to explain why these factors were of importance. Following this, the 

questionnaire requested that respondents rank the three least important factors 
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that motivated them in their work, and again to explain why these factors were of 

least importance (please see Appendix Two for the questionnaire layout). The 

questionnaires provided a rich source of qualitative data. In order to test its 

validity and relevance, the pilot questionnaire was administered to five subjects, 

none of which were included in the main study sample. Respondents were also 

asked to comment as to the suitability of the questionnaire and its ease of use. 

Based on this feedback, any necessary amendments were made to the 

questionnaire before it was issued to a wider population, for example, it was 

necessary to simplify the instructions in order to minimise any misinterpretation 

on the part of the respondents. 

Secondly, the results of the questionnaires were coded and analysed. The data 

was subsequently scrutinised to inform the structure of the interview questions. 

Based on the opinions and views of the employees participating in the 

questionnaires, the interview questions were constructed in order that the 

researcher could focus on the key motivational factors and issues that arose from 

the qualitative data collected throughout the questionnaire process. 

This approach of combining open-ended questionnaires and interviews is 

consistent with that adopted by Bent et al (1999) and Bent et al (2000) during 

their studies into which factors affected production staff motivation within small 

UK food businesses. 

 

3.5.3. Administration of instruments 

A two-stage process of gathering qualitative data was adopted as follows. 

Firstly, a total of 50 questionnaires were administered to hourly paid employees 

based at the aforementioned dairy in conjunction with the dairy General Manager. 

This represented approximately three quarters of the total hourly paid workforce 

and was also representative of the hierarchical structure within the dairy. A 

number of themes emerged from the qualitative data obtained from the 

questionnaires which, in turn, enabled the researcher to rationalise the areas of 

specific focus for further investigation during the interviews. 
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Secondly, based on the questionnaire responses, a series of semi-structured 

interview questions were devised so as to further interrogate these areas of 

specific interest. Sixteen hourly paid employees were interviewed by the 

researcher. Each interview lasted between 45 minutes and one hour and was 

recorded using a digital voice recorder following the consent of each participant. 

Each interview was then transcribed in full. 

This two-stage approach was deemed appropriate as the number of 

questionnaires received provided a representative sample of the hourly paid 

workforce and the qualitative data received during the questionnaire process was 

analysed and then utilised to inform the interview questions within the context 

and scope of the research question and objectives. 

 

3.5.4. Design of data analysis 

The method used for data analysis was adapted from Creswell (2014, p.197-201). 

Firstly, each questionnaire and interview was transcribed verbatim and entered 

into the QSR NVivo software package in order to organise, sort and search the 

wealth of qualitative text to identify trends, themes and patterns from the data. 

Secondly, each transcript was read in its entirety to establish the general themes 

that emerged from the data. 

Thirdly, the data was coded on the QSR NVivo software package, using the 

techniques outlined in Tesch’s eight steps for developing an organising system 

for unstructured qualitative data (Tesch, 1990, p.141-145). During this analysis, 

the data was “winnowed” (Guest, MacQueen & Namey, 2012, p.67) in order to 

focus on the main data themes that emerged throughout the study, and to exclude 

the themes of lesser occurrence. Creswell (2013, p.186) recommends classifying 

the data into five to seven general themes. These themes are subsequently 

presented and discussed in Chapter 4 of this research paper. 
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3.5.5. Reliability, validity and triangulation 

The researcher confirms that the present research remains valid, relevant and 

truthful throughout, with regards to the methods used, the data collected, the 

analysis and the presentation of the results generated during this extensive 

journey. The focus and output of this study remains logical and relevant to the 

research aims and objectives set out in Chapter one. The results are presented 

in a transparent and candid manner providing additional credibility and validity as 

to the conclusions of the research. The qualitative insight gained from the 

questionnaires has been utilised to inform the structure and questions posed 

during the interviews in order to triangulate the results and provide further 

reliability and validity for the present research. 

 

3.5.6. Rejected methods 

The researcher reviewed a number of alternative research methods in order to 

establish which method of qualitative enquiry was most suitable for the present 

study. Initially, consideration was given to using semi-structured interviews 

exclusively to provide the data required to answer the research question and 

objectives. However, the context in which the studies were conducted provided a 

particularly interesting and noteworthy landscape which the author deemed 

would be relevant to the anticipated results of the study. For example, the 

business under review being a privately owned, third generation, medium sized 

cheesemaker meant that the management style and practices were likely to be 

markedly different to those adopted in a larger, publicly owned corporation. Also, 

as staff retention was one of the strengths of the cheesemaker, the researcher 

was particularly interested to understand what drove these particular individuals 

to remain in their current employment, as opposed to seeking work elsewhere, 

as long-serving, regular employees can deliver significantly enhanced 

productivity. Therefore, the context of the environment in which these studies took 

place was deemed to be of sufficient importance and relevance to the results and 

consequently, the method of using semi-structured interviews exclusively was 

rejected.    
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Another research method that was reviewed prior to deciding the most 

appropriate approach for these studies was that of observation, a technique 

which involves the systematic observation, recording, description, analysis and 

interpretation of people’s behaviour (Saunders et al, 2012, p.340). Observation is 

an alternative research method which is frequently connected to ethnographic 

research and allows the observer to collect data in naturalistic settings in order to 

examine the rich context of what is taking place (Stokes & Wall, 2014, p.150). 

However, the researcher considered the time available to conduct this research 

and concluded that there were more efficient and effective methods to capture 

data than were presented by means of observation. Additionally, organisation 

access was determined as a barrier to the suitability of observation. It was also 

concluded that observation did not offer the flexibility of semi-structured 

interviews whereby the interviewer interacts directly with each respondent and 

can immediately prompt, gauge and probe interesting and relevant lines of 

enquiry as necessary. 

 

3.6. Ethical considerations  

Zikmund (2000) believes that the ethical issues linked with a survey strategy are those 

associated with more general issues such as, privacy, openness, confidentiality and 

objectivity. This research has been guided by the five ethical standards as suggested 

by De Vaus (2002), namely voluntary participation, informed consent, no harm, 

confidentiality anonymity and privacy. Each participant completed an informal consent 

form (see Appendix One) to ensure that they fully understood the nature of the 

research, what is expected of them, what will happen to their responses, that all results 

will remain confidential, and that their anonymity will be protected. The informed 

consent form also stated that participation in this research is voluntary. The researcher 

will ensure that no respondent will come to any harm whatsoever as a result of 

participating in this research project. 

It is important that the interview interaction and question-and-answer process is 

handled in a standardised, non-biased way (Fowler, 2014). Therefore, all interview 

questions were asked in the same way and tone, in order to ensure that respondents 

provided unbiased and accurate responses highlighting what motivators and hygiene 
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factors are most important to them during their experiences at work. Following the 

research, all data gathered will be disposed of in an appropriate manner. 

The researcher has made certain that this research project remains valid and truthful, 

from the inception of the research question and objectives through to the presentation 

of findings and the conclusions of the research. The project remains logical and 

relevant to the research objectives as defined in the objectives of this investigation. 

The results of this project will be presented in an honest and transparent manner, in 

order to provide further credibility and validity for this research. 

 

3.7. Chapter summary  

This chapter has explained the theoretical positioning and methodological framework 

underpinning the present research project, as illustrated in Figure 6 below. 

 

Figure 9: Research framework, strategy and methods 

The research philosophy, research strategy and research methods used to deliver 

these studies have been introduced and explained in detail. Furthermore, justification 

for each approach has been presented. Collectively, the approaches, strategies and 

Research Philosophy Research Strategy Research Methods

Approach to 

research
Philosophy Time Horizon Strategy Approach Choices Techniques

Exploratory Critcal Realism Qualitative Questionnaires 

(n=48)

Symbolic 

Interactionism

Semi 

structured 

interviews 

(n=16)

    Socially constructed - contingent on the situation

    – individuals create their own realities based on what is important to them (Quinlan, 2011)

    Bound in values - the researcher will be part of the research 

    – It is important to demonstrate that these studies will be undertaken rigorously

    Focus on details of situation (i.e.what motivates hourly paid employees to work?)

    – the researcher will attempt to view the world through the lens of the respondents (interpretivism)

Axiology

Epistemology

Cross 

Sectional

Mixed   

Methods    

Case        

Study

Inductive

Ontological
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methods outlined above have been chosen by the researcher as they are deemed 

appropriate and suitable in order to answer the research question and satisfy the 

research objectives set out in Chapter 1. Finally, ethical considerations surrounding 

these studies have also been discussed. 
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4.0. Data presentation and analysis   

4.1. Introduction 

The purpose of this chapter is to present the details of the research participants. 

The results of the questionnaires will then be presented. The questionnaire data 

provided the key areas of focus for a deeper investigation into work motivation 

and informed the interview questions. Interview transcripts were coded and 

analysed using the constant comparative method (Silverman, 2011, p.376). 

Common themes emerged and the data was further interrogated to ascertain 

whether age and hierarchical level influenced respondents’ views, the results of 

which are laid out below. 

 

4.2. Discussion and analysis of research participants and non-respondents with 

implications 

The researcher negotiated that a total of 50 questionnaires were to be issued to 

hourly paid staff working at the family-owned cheesemaker. Due to staff holidays 

and other business pressures within the cheesemaker at the time the 

questionnaires were administered, unfortunately it was not possible to reach 

100% of the workforce. However, 48 questionnaires were returned, resulting in 

an exceptional response rate of 96%. Consequently, nearly 75% of all hourly paid 

staff participated in the questionnaires. All respondents were male, reflecting the 

highly manual manufacturing environment under review. A high response rate is 

desirable as it reduces potential non-response bias (Shih and Fan, 2009). 

According to Fowler (2014), failure to collect data from a high percentage of those 

selected to be in a sample is a major potential source of survey error. Therefore, 

the response rate of 96% underpins the credibility of the results from the 

questionnaires within the context of the present case study research. 

The questionnaire commenced by requesting a number of personal details from 

each respondent, such as gender, age, length of service and their current grade 

or level within the organisation. Figure 10 illustrates the age profile of the 

questionnaire respondents. With the exception of the 25-34 year old category 

which accounted for one third of the responses, the split of respondents across 
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age groups was broadly similar. This information was especially useful as one 

area of interest for this research was to establish how motivational factors may 

change over one’s lifetime. 

 

Figure 10: The age profile of the questionnaire respondents 

Over half of the respondents had at least five years’ service at the dairy, as can 

be seen in Figure 11, providing valuable insight that the workforce at the family-

owned cheesemaker was likely to be particularly stable. All bar one of the 

respondents aged over 54 reportedly had more than 7 years’ service. The 

average length service for hourly paid employees at the dairy was 8.8 years. The 

researcher anticipated that the interview process would provide an understanding 

as to the main factors that contributed to long service and employee commitment 

given the repetitive nature of the work itself and relatively demanding food 

manufacturing environment in which the respondents worked.   
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Figure 11: The length of service of the questionnaire respondents 

Furthermore, the sample of 48 respondents included a robust representation of 

each hierarchical level of the hourly paid workforce. An operative is defined as an 

employee who works within any area of the business as instructed by the 

management. A skilled operative is an experienced operative who has achieved 

extra skills which are documented on the individual’s training records. The main 

role of the chargehand is to manage people and to cover for the supervisor in 

their absence. Finally, supervisors are responsible for managing their 

departments in a systematic, organised and cost-effective manner. These 

classifications are derived from the job descriptions issued by the company. 

 

Figure 12: The hierarchical level of the questionnaire respondents 
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Over half of those who participated in the questionnaires were operatives, 

however, employees at each of the other hierarchical levels were also well 

represented, in line with the cross-sectional division of employees across the 

whole hourly paid workforce, as illustrated in Figure 12 above. 

In summary of this section, the following points and observations are proposed: 

1) The high response rate indicates that the results be credible and reliable for 

this cohort of respondents within the context of their working environment. A high 

response rate also reduces potential non-response bias (Shih and Fan, 2009). 

2) The fact that the age profile of the employees across each age group was 

broadly similar suggests that the researcher will be able to identify how 

motivational factors change throughout the life stages of those who engaged with 

these studies. 

3) Employees value working in this business, which can be demonstrated by the 

fact that over 56% of employees have more than 5 years’ service and that the 

average length of service is nearly nine years. Given the demanding and 

repetitive nature of the duties performed daily in the dairy, gaining understanding 

into how and why employee loyalty is so high will potentially be valuable insight 

and, furthermore, a contribution to knowledge. 

4) The split of respondents was representative hierarchically of the total hourly 

paid workforce, which provides a sound basis on which to triangulate the views 

of the respondents at each hierarchical level during the interview process in order 

to understand whether motivational preferences shift depending on their level of 

seniority within the business.   

 

4.3. Presentation and analysis of the questionnaire findings 

As presented in Chapter 2, a rigorous examination of the existing literature 

identified 12 key areas of focus in order to understand what motivates people to 

work which were illustrated in Table 2. The purpose of the questionnaires was to 

provide indicative feedback in order to establish an overview of the motivational 

factors most important to the individuals participating in the present research. The 
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results of the questionnaires are not statistically representative in any way. The 

results of the questionnaires are relevant to this research as the knowledge 

gained throughout the questionnaire process, in addition to the extant literature, 

enabled the researcher to develop the focus and direction of the interviews and 

to define the interview questions. Consequently, the researcher was able to 

further explore the motivational factors most - and least - important to the 

participants under review and establish the reasons why these factors were of 

importance. 

After confirming their personal details respondents were presented with twelve 

characteristics of work motivation. These categories had been defined through 

the analysis of the seminal works from major authors in the field of work 

motivation, in addition to a number of journals selected as outlined in the literature 

review. Respondents were asked to select and rank the top three most important 

factors that motivate them in their work, and to explain why their choices were 

important to them. This prompted a great deal of qualitative data which was 

subsequently coded and analysed using the NVivo 11 software package. 

Consequently, each respondent had three votes which equated to 144 

responses, the results of which are presented in Figure 13 below: 

 

Figure 13: The most important work motivational factors 

The three most popular responses were salary, job security and the work itself, 

with the top two choices receiving nearly half of all votes cast. However, the 
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questionnaire results also highlighted that there was a difference in opinion 

between age groups, which warranted more in-depth investigation throughout the 

interview process. For example, relationships with peers seemed to be higher in 

importance to the 16-24 year old group than any other age profile, which may be 

a factor of them being at the beginning of their careers and having a stronger 

need to belong to a team than respondents of older ages. Also, job security was 

significantly less important to this youngest age group than all other age groups 

who, without exception, overwhelmingly claimed that job security was a key factor 

in their motivation to work. 

Furthermore, the two age groups – 25-34 year olds and 35-44 year olds – who 

combined account for nearly half of all respondents, claimed that possibility of 

growth (including training) to be more important than all the other age categories. 

A number of the respondents who cited possibility of growth to be important also 

stated that salary was a key motivating factor as demonstrated below: 

“It is important to me to learn new skills to feel fulfilment, also to move on and 

upwards in the company…salary is the reason we come to work. I am a new 

homeowner, my wages are paying my mortgage off.” Respondent 24, 25-34 

years old. 

“Would like to think I would be able to move upwards in my employment 

through commitment, dedication and forward planning…salary is the most 

important for me, securing our future with a young family.” Respondent 30, 35-

44 years old. 

“Try to progress through the company – move further up and get more 

money…I have bills to pay and I’m saving for a mortgage.’ Respondent 43, 

25-34 years old. 

Respondents were then asked to select and rank the top three least important 

factors that motivate them in their work, and to explain why their choices were 

important to them. These results are illustrated in Figure 14 below: 
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Figure 14: The least important work motivational factors 

 

The three most popular responses were status, working conditions and 

advancement. Status was cited unanimously across all age groups. Also, there 

appears to be a common theme presented in the comments respondents made 

that status is a particularly unimportant factor in their lives: 

“My status in the company doesn’t bother me as long as the pay fits the job 

and I’m not being taken advantage of.” Respondent 22. 

“It’s not important to me to have a flash company car or my own office, as long 

as I come to work to enjoy.” Respondent 24. 

“Job satisfaction in my view is more important than status, you could be a 

manager and unhappy.” Respondent 17. 

Respondents seemed to be resigned to the fact that working conditions would not 

be favourable probably because it may be expected that in a food processing 

environment such as a dairy conditions would not necessarily be desirable, as 

was highlighted by the following comments: 

“I am willing to work in any environment as long as I get paid every week.” 

Respondent 43. 
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“I don’t mind a hard day’s work. After working in a foundry and a 

slaughterhouse everywhere is ok.” Respondent 12. 

“Working conditions are not majorly important as you will acclimatise to any 

environment after a short while.” Respondent 37. 

As may be expected within the sample population who participated in the 

questionnaire stage, the older respondents appeared to be less interested in 

advancement. However, there was comment that there were “not many areas to 

advance” within the business, Respondent 39. Other comments included: 

“Happy just to do my shift, then go home and forget about work.” Respondent 

32. 

“Too old to be bothered really.” Respondent 34, and “I’m sixty now.” 

Respondent 44. 

Based on feedback and qualitative data obtained during the questionnaire 

process a series of themes emerged highlighting those areas that were important, 

and not so important, to respondents in order to motivate them to work. The above 

themes were then adopted to inform the questions for the semi-structured 

interviews so as to facilitate an open-ended discussion to establish the main 

drives of motivation along with the main obstacles to motivation at work. In 

addition to these themes, the researcher sought to understand the benefits of 

social influences in the workplace and their effect on motivation, along with how 

attitudes to motivation change over time and over the lifespan of employees. 

 

4.4. Presentation and discussion of the interview findings 

The interviews were conducted at the premises of the cheesemaker during 

December 2016 and January 2017. A total of 16 interviews were undertaken 

representing one third of the participants who completed the questionnaires, and 

one quarter of the total hourly paid workforce. In order to establish a relevant 

cross-section of the questionnaire population, age, length of service and 

hierarchical levels were all taken into account. Consequently, four supervisors, 

four chargehands / skilled operatives and eight operatives were interviewed for 
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this study. Each interview was transcribed and subsequently coded using the 

NVivo 11 software package. 

 

4.4.1. Coding strategy 

Throughout the course of the literature review the researcher identified a number 

of initial codes deemed to be relevant. These derived from the key characteristics 

of work motivation established and presented in Table 2.  The researcher had an 

expectation that some of these initial codes may form part of the respondents’ 

motivational traits. However, due to the harsh factory environment the work itself 

factor was not expected by the researcher to be a motivator. This was a 

particularly interesting revelation given the repetitive nature of food production. 

Even though the factory surroundings we were adverse and the work could be 

described by some as mundane and monotonous, a significant number of 

respondents still regarded the work itself motivating. As the interview transcripts 

were subsequently coded, a number of new themes began to emerge, as is 

illustrated in Figure 15 below. These codes and themes were considered to be of 

particular interest in order to answer the research question and aims.     

 

Figure 15: ‘Initial’ and ‘Emergent’ codes 
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The identified codes were then developed into organising themes in order to 

explore in greater detail what particular characteristics motivated the hourly paid 

workforce within the dairy, as laid out below in Figure 16: 

Four main organising themes were established, namely (1) social influences, (2) 

extrinsic motivators, (3) intrinsic motivators and (4) changes in motivation over 

time. These key threads became apparent throughout the interview process and 

were clearly particularly important to hourly paid employees within the dairy. 

These organising themes then link into to the global theme of work motivation.  

The following part of this chapter will present each of these codes, initial and 

emergent, and discuss in greater detail the specific drivers of each motivating 

theme. In addition to this the extent to which hierarchical level and life stage 

influenced each factor is also discussed.     

Figure 16: Organising themes 
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4.4.2. Initial codes 

Following the literature review, a number of initial codes were identified in order 

to segment the interview comments as follows.   

  4.4.2.1. Job security 

Job security was the most cited of all the motivation factors, with all bar one 

interviewee mentioning job security in a motivational context during their 

interviews. A number of employees revealed the local job market was bleak 

with few other opportunities available. Considering the fact that the 

overwhelming majority of employees lived locally to the dairy this revelation 

seemed to be an important consideration to many employees. In fact, fifteen 

out of the sixteen interviewees cited job security as a major motivation factor 

whilst at work. It was also apparent that the family-owned cheesemaker was 

quite a tolerant employer within this small, local community, with a number of 

respondents commenting it was particularly unusual for people to get fired and 

that an employee would have to do something quite severe to be dismissed. 

Furthermore, it was clear that long term job prospects were available to all 

those who were prepared to work, with a number of interviewees stating they 

believed they had a ‘job for life’ should they want it. This sentiment was 

endorsed by Interviewee 40, operator, who stated “you have to do a really bad 

thing here to lose your job”, and Interviewee 27, supervisor who commented 

“you have to try extremely hard to lose your job here”. 

There were no discernible distinctions between hierarchical levels when 

analysing the interviewees comments regarding job security. However, there 

was found to be a link to life stage with the younger 16-24 year old group 

placing significantly less importance on job security as a motivator.  

Employees at each level and life stage perceived that the work environment 

was stable and secure on the basis that they performed their daily tasks to a 

good standard. 
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4.4.2.2. Financial motivation 

Financial motivation also featured heavily during the responses of an 

overwhelming majority of the interviewees, however, it was more prevalent to 

some individuals than others and there appeared to be a link to life stage. For 

example, Interviewee 22, operator, was still living at home with his parents and 

did not have many financial commitments. Consequently, this participant 

stated he was “not in any desperate need for [money]”. By contrast, 

Interviewee 40, operator, explained how he was now driven to earn more 

money due to the fact that he was “saving for a mortgage now” in order to 

provide for his young family. This interviewee noted that this was an attitudinal 

change from a few years previous when money was less important to him. 

One participant, Interviewee 32, operator, shared that money was much less 

important to him now he had paid off his mortgage, indeed, he also stated that 

he had left his previous role as a farm manager to work at the dairy and taken 

a role on significantly reduced pay to alleviate the stress that his previous role 

bestowed upon him.   

There was also evidence that hierarchical level had a positive effect on 

financial motivation. One particular supervisor commented that he had 

become more motivated because he was better rewarded financially for his 

more senior position. Another supervisor stated he had strived to become a 

supervisor as he wanted to earn more money, however, the requirement to 

earn more money was also linked to life stage in this instance as the employee 

also now had a mortgage and a young child. 

 

  4.4.2.3. The work itself 

Over half of the interviewees believed the work itself to be a motivating factor. 

The work in certain areas within the dairy was cited to be particularly repetitive 

and some employees mentioned this in the context of other work areas being 

more motivating because the work was more varied (Interviewee 33, 

chargehand). Interviewee 24, an operator with more than 7 years highlighted 

that his team had adopted a system of job rotation in order to make the work 

more interesting, sentiments that were corroborated by Interviewees 14 and 
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32. It is noteworthy to mention that the job rotation system was introduced by 

the team members themselves and not management. 

Also, workers in different departments commented on how they enjoyed the 

work in their own area of the dairy, however, would not care to work in another 

area of the plant. For example, one employee who unloaded the milk and 

washed tankers stated he could not work in the cheese room as it was “not 

the pleasantest of places…but I’m outside…and I can live with that because 

we’re our own boss and we look after each other.” Interviewee 30, chargehand. 

Pride in the output from work activities also contributed to the motivation 

gained by the work itself, with Interviewee 24, operator, commenting “when 

you watch adverts with Morrisons on the telly and you think, yeah, the cheese 

I cut today’s going there. If we didn’t cut the cheese then the cheese wouldn’t 

go out to the customers”. 

Hierarchical levels nor life stage appeared to have any effect on attitudes 

towards the work itself.    

  

  4.4.2.4. Changes in motivation over time 

Consistent with the studies of Gallie et al (2012) and Kooij et al (2011) certain 

employees commented how their motivational traits has shifted over time. 

Interviewee 27, supervisor, explained how when he first started “it was all 

about the money to go out at the weekend”, however now he had been 

promoted to supervisor, he took his motivation from training and mentoring 

employees new to the dairy. He went on to state “I’ve got myself where I want 

to be now”, suggesting that he had self-actualised (Maslow, 1943), even 

though as a supervisor, he was at a relatively junior level within the business. 

Another supervisor, Interviewee 37, found his role to be more motivating 

because he was now “more involved in management”. He also highlighted that 

he had been given the opportunity to attend various courses which afforded 

him a greater understanding of the meaning of his role from a microbiological 

perspective, which in turn provided more interest in his job. 
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4.4.3. Emergent Codes 

As the extensive coding process continued themes other than those initially 

expected as a result of the literature review began to emerge. Those of particular 

interest to the researcher are laid out below. 

 

4.4.3.1. Camaraderie and teamwork 

One of the key motivational themes that emerged during the interviews was 

that of camaraderie and teamwork within the dairy. The Oxford Dictionary 

(2017) defines camaraderie as “mutual trust and friendship among people who 

spend a lot of time together”, whereas teamwork is defined as “the combined 

action of a group, especially when effective and efficient”. Nearly all 

interviewees referred positively to camaraderie and teamwork in their 

workplace at some point throughout their interviews. 

Supervisors shared their views as follows: 

“Teamwork is massive here – you have got to get on and work together.  

When you are working with each other for that long it can take one man 

being a pain and that upsets everyone – it is usually time to bring him out 

then and put him somewhere else instead of upsetting everybody else.” 

Interviewee 3, supervisor. This positive interpretation of teamwork was 

also supported by Interviewee 2, supervisor. 

Interestingly, one particular supervisor cited camaraderie as the reason why 

he had chosen not to progress to a management level position, even though 

he had been at a supervisory level for 20 years. When asked whether he had 

ever thought of advancing further into a management position he replied, “I 

couldn’t make it as a manager, I’d lose too many friends because I’d expect 

people to be working all the time when they’re in their workplace.” Interviewee 

1, supervisor. 

Chargehands also seem to place a significant value on how camaraderie and 

teamwork positively affects their motivation at work. In addition, it is 
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demonstrable how this interaction has a beneficial impact on the efficient 

running of day-to-day business activities:   

“We are ‘The Team’. We work together, we combine well, we speak to 

each other outside of work. If I had a problem tonight, I’d be straight on 

the phone letting Tony know about it for Monday morning, I wouldn’t just 

shut shop and go home.” Interviewee 7, chargehand, with Interviewee 6, 

chargehand adding “…because it is teamwork and it is all about working 

together.” 

These comments highlight that, at chargehand level, these employees 

consider significantly more than simply attending work for their contracted 

hours and that these individuals appear to be vital to the smooth running of 

manufacturing operations within the dairy. Chargehands also commented that 

it is important to ensure their teams work together to enable the day’s work to 

be completed – this being on the basis that the work within the dairy is “job 

and finish” meaning that the work needs to be finished before the team can 

leave for the day. In other words, everyone in the team has a vested interest 

to finish the job in a timely manner. 

It is evident that camaraderie and teamwork constructively assists operatives 

in dealing with the repetitive roles in the dairy. The nature of some of the work 

is challenging and requires full engagement from all the operatives in the team, 

a point that is illustrated by Interviewee 16 below: 

“The packing room is a laugh, but if you’re not with a good group of lads 

then, you know, you end up carrying them. If you’re there 12 hours a day 

it chips away at you, then you end up being in a bad mood, then you go 

home and you can take it with you. But, if you have a good team and you 

have a bit of a laugh, you come away from work and it’s not such a weight 

on your shoulders – it makes a difference.” 

It is also clear that a great deal of employees socialise outside of work on a 

regular basis. As the majority of employees live in the same town, a number 

of employees commented on how important it was to “fit in” to the team. 

However, performance and morale can be negatively affected if certain team 

members do not accomplish their fair share of the work, which is consistent 
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with the findings of Bandiera et al (2005). This sentiment was highlighted by 

Interviewee 10, operative, “If you’re going too fast for the other person then 

you have to wait for them…it causes arguments sometimes…also some 

people stand around doing nothing waiting for everyone else to clear up.” 

Moreover, Ng and Feldman (2014) found that changes in community 

embeddedness are associated with changes in job motivation and social 

networking behaviour. They suggest that community embeddedness leads to 

more frequent interactions with a diverse set of colleagues outside of work, 

which in turn facilitates their networking more easily with those colleagues on 

the job. There is evidence within this case study that socialising outside of 

work within the local community is a distinct benefit to both employees and the 

organisation under review and that this camaraderie could be said to partially 

explain employees’ intent to stay with this particular employer.  

Furthermore, one operative stated that, in certain situations, it was more about 

what the team thought about your contribution and effort to the current task as 

opposed to the security of keeping your job simply because you were doing it 

well. In other words, it could be argued that motivation here is borne out of an 

intrinsic desire to fit in with the team (Ellemers et al, 2004) in addition to 

completing one’s work in accordance with management’s expectations: 

“I like a good atmosphere. The ones that are considered lazy will have 

everyone on their case you see. But I suppose you don’t have to worry 

about your job if you’re seen as one of the better ones you can be given 

better jobs at times or entrusted more.” Interviewee 9, operative. 

The data suggests that teamwork and camaraderie are incredibly important in 

such a challenging environment as food manufacturing. It is apparent that in 

order to deal with the repetitive and sometimes mundane work practices, 

employees make light of the work environment and “have a laugh”, all of which 

seem to be conducive to improving the work situation. Indeed, both Seo et al 

(2010) and Fisher (2010) found that happiness at work can have positive 

implications for work motivation and may also help retain and motivate high-

quality employees. Cetin & Askun (2018) suggest considering the person-job 

fit claiming that problems in person-job fit may negatively influence the self-

efficacy of an employee. Moreover, Basford & Offermann (2012) found that 
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positive co-worker relationships increase employee motivation and have the 

added benefit of increasing employees’ intent to stay with an employer. The 

author posits that camaraderie at this particular cheesemaker is a significant 

contributory factor to the high average length of service within the organisation 

- which is 8.8 years. 

4.4.3.2. A progressive company with an enviable reputation 

Another motivational theme that received extensive coverage throughout the 

interviews was the fact that the dairy was seen by its employees to be a 

particularly progressive company with an enviable reputation which, in turn, 

seems to have a significant influence on worker’s perceptions of job security 

and also has a positive effect on improving the attractiveness of the company 

to prospective new employees: 

“I’d heard it was a good company to work for, and I like the fact that it’s still a 

small company and it’s still growing and it’s not got ahead of itself yet so it’s 

not going to run into the ground any time soon, so it’s basically a job for life, if 

you want it.” Interviewee 13, operative. Interviewee 2, a supervisor, 

corroborated this by stating “The more awards we get the more cheese we 

sell….we have always got a job.” Further support was offered by Interviewee 

7, chargehand who commented “I like the fact that it is well established and 

they have a great, great brand…every year they have expanded and it’s grown 

bigger and bigger - it is a small community and I know nearly everybody that 

works here.” 

It was evident that employees were well aware that there was significant, 

sustained investment in the dairy plant. Throughout the interviews, a number 

of employees commented how the company was continually investing profits 

back into the business in buildings, plant and equipment. For example, 

Interviewee 6, chargehand commented “It is good to see what management 

are doing for the plant like a bit more investment and you think right they are 

spending more money and that is good because it gives you a feeling of 

security.” Interviewee 30, chargehand, added “the family are always spending 

money here so they must be making it to be spending it” 
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Furthermore, it was noted by one interviewee that the level of investment was 

in stark contrast to his last place of employment as there was “…no investment 

and it was losing money…” Interviewee 29, chargehand. This particular 

employee went on to explain how the fact that the company was forward 

thinking and investing so heavily was a significant factor in him initially deciding 

to join the family cheese-making business. According to the company 

accounts, over £2.5m had been invested in buildings, plant and machinery 

over the 5 years to the present studies being conducted. Moreover, the sums 

invested annually have been broadly similar for each year throughout this 

period illustrating the company’s continued commitment to reinvesting profits 

back into the business, as detailed in Figure 17: 

 

Figure 17: Annual investment in buildings, plant and machinery (Source: 

Companies House) 

Some of the interviewees commented that the forward planning, diversification 

and continued investment were key to the success of this well-established, 

progressive company and, as such, these individuals felt protected when 

comparing the dairy with other businesses they were aware of or associated 

with in the cheese industry. The investment in new plant and buildings was 

visible for all employees to see and as such, employees appreciated that profits 

were being invested back in to the business in order that the business could 

continue to grow and compete effectively in its chosen marketplace. The effects 

of this continued investment were apparent from outside of the business also as 
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illustrated by Interviewee 29, chargehand, “before I came to the dairy, you could 

see the business was going somewhere and was expanding and making 

money”. 

“We have a massive range, but we also have variety in size. I’ve seen massive 

companies here like Unigate, St Ivel, Goodmans – good companies which have 

gone belly up because they are one dimensional in type. They made Red 

Leicester, the bottom fell out the Red Leicester market and they went belly up. 

But we have so much range to protect our jobs. Every year we win awards. So 

because of our variety and diversity we know we’re safe.” Interviewee 1, 

supervisor. Interviewee 23, supervisor, also commented “If they keep winning 

awards and they keep selling cheese, we have always got a job”. Evidently, 

employees had a particularly positive outlook with regards to job security as a 

result of all the business strategy adopted at the family-owned dairy, with one 

chargehand commenting their job had never once been at risk in the 10 years 

they had worked at cheesemaker. 

A number of employees seemed to be particularly proud to be working in this 

well-established, family owned business. One employee commented how he 

had relatives in Durham - some 180 miles from the dairy - and even they had 

heard of the dairy’s brand. Some employees seem to be proud of being part of 

a company that is local and successful with a great brand. Another worker 

explained how he found it motivating to “watch adverts with Morrisons on the 

telly and think, yeah, the cheese I cut today’s going there” Interviewee 24, 

operator. Furthermore, when illustrating how staff perceived their roles in the 

dairy Interviewee 37, supervisor said that he believed employees “felt they were 

doing a good job for a reason rather than just doing a job”. The reputation of the 

business and the continual capital investment played a key part not only in the 

security of existing employees, but in the attractiveness of the business to future 

employees from the local area. It was apparent that the heritage and credentials 

of the business were key motivational factors within the dairy.    

4.4.3.3. Overtime 

There is significant opportunity for regular overtime within the dairy on a weekly 

basis, which is almost guaranteed. Many hourly paid employees, at all levels of 
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the business, claimed to be doing considerable overtime hours, some whose 

total working hours were in excess of sixty hours per week. Whilst this is 

undoubtedly financially appealing to employees, workers should consider the 

effects of job overload and work stress which can have a negative impact on job 

satisfaction (Hussain et al (2015). 

It was also generally accepted by the employees that standard pay rates were 

comparable to other local businesses, however, some believed that whilst the 

dairy used to pay enhanced hourly rates in the past, pay rates were now 

particularly comparable to their closest competitors. Management disclosed that 

pay rates were reviewed periodically, and that local comparable market pay 

rates were assessed and considered to ensure the dairy retained its favourable 

competitive position within the area, a position that was supported by the 

comments of Interviewee 22, operator, “There are bigger places [to work] 

around here that don’t do the overtime…there’s people here always saying so 

and so’s asked me to get him a job.” 

Life stage appeared to have a bearing on the importance of overtime to 

employees, supporting the theories that attitudes to motivation change over time 

(Wiley (1997), Bassett-Jones and Lloyd (2005), and Cerasoli et al (2014)), and 

that an individual’s motivational drivers can change with age (Kooij et al, 2011). 

Life stage seemed to have both positive and negative effects on employees’ 

propensity for overtime. Interviewee 27, supervisor who was aged between 16-

24 years commented “I have a mortgage and a two year old…I was pushing to 

be supervisor to earn a bit more money…when you want the extra money you 

can come in [on overtime] so it’s always nice to know that if you need it it’s 

there.” These comments were supported by Interviewee 23, who was also a 

supervisor, however aged between 25-34 years, who had claimed previously to 

spend considerable time on holiday abroad before recently settling down as he 

now has a 19 month old son and the responsibility of a house to consider. 

Interviewee 40, an operator also aged between 25-34 years, corroborated this 

sentiment explaining that he was saving for a mortgage which motivated him to 

work 60 hours a week, and sometimes more. By contrast, however, Interviewee 

32 an operator aged between 45-54 years stated “I don’t want any overtime…it 

is not as vital for me as it is for a lot of younger lads…the kids have left home 

and the mortgage is finished.” 
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The company’s policy of administering overtime was also seen as a distinct 

benefit to employees, as explained by Interviewee 14, operator, “I like it because 

you get paid your 8 hours and then after that you’re on overtime so it’s better to 

cram all your overtime hours into one late day than to space it out over the 

week…and you get paid for your brews as well…that’s why I drive here from 

Wrexham.” 

However, there was great dissatisfaction amongst employees regarding their 

holiday pay and the considerable negative effect it had on hourly paid staff. Most 

employees consistently work significant overtime hours, yet when on holiday, 

their pay reduces to a standard 39 hour week which causes substantial issues 

to the workers. Interviewee 8, a supervisor illustrated this point as follows, “I get 

£10 early morning allowance, but when it comes to your holiday, straight away, 

from an average of 57 hours per week, I get 39, which is a massive drop, plus I 

don’t get the £50/week early morning allowance. But a manager still gets his 

managerial wage when he’s on holiday. This is a massive gripe really.” This 

appears to be a serious issue to the staff – one that senior management should 

consider resolving. For example, one employee mentioned another factory that 

he was aware of that operated using average pay for holidays, whereby the 

company took the average of the last 52 weeks’ pay and paid employees their 

average pay as holiday pay. Clearly, any such change would require careful 

consideration by management as to the extra costs incurred in order to deliver 

such pay conditions, however, the business could consider introducing such a 

system at the yearly pay review to effectively soften the financial implications to 

the company. 

 

4.5. Chapter summary 

This chapter provides background context to the case study and the cheese 

industry. Following which the results of the questionnaires and interviews are then 

presented and discussed. A number of pre-codes that were established from the 

existing literature were confirmed by the present research. However, there are 

also a number of emerging themes, namely 1) camaraderie and teamwork, 2) 

overtime and 3) a progressive family business, that are potentially significant and 

worthy of further exploration. 
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5.0. Discussion on the findings of the work motivation study 

5.1. Introduction 

This chapter presents a critical discussion on the findings of the research and 

discusses the research data with reference to the literature reviewed. The 

findings will then be evaluated based on the research aims and objectives defined 

at the beginning of this thesis. The results of the questionnaires informed the 

interview questions. Whilst analysing the data from the questionnaires and the 

interviews, a number of common themes began to develop, some of which the 

researcher had expected to find as a result of the extensive literature review that 

was conducted prior to the defining the content of the questionnaires and 

interview questions. It soon became evident that the themes could be categorised 

in two ways – a priori themes and a posteriori themes. The main initial themes 

are as follows: 

• Job security 

• Financial motivation 

• The work itself 

• Changes in motivation over time 

However, there were also a number of themes that began to emerge through the 

data gathering process, themes that were common as they were highlighted by 

the majority of respondents. Three of these themes were of particular interest to 

the researcher and were subsequently defined to be the main emergent themes 

from this research: 

• Camaraderie & teamwork 

• Progressive company with an enviable reputation 

• Overtime 

As outlined in Chapter 2, work motivation is a subject that receives significant 

attention within existing academic literature. It is however apparent that the main 

focus of these studies is management motivation (for example, Nohria et al 
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(2008), Goffnett et al (2012), and Forth et al (2016)) or motivation with the 

healthcare sector (for example, Morgan et al (2013). However, there is a gap in 

the literature regards studies exploring work motivation of low paid employees. 

Motivation studies undertaken within a food manufacturing environment 

specifically targeted on hourly paid employees are limited (for example, Bent et 

al (1999), and Bent et al (2000)). Lazear (2000) studied motivation in a large auto 

glass company concluding that a switch to piece-rate pay delivered a significant 

increase in the average levels of output per worker, attracted workers of higher 

ability to the company and reduced staff turnover within the business. 

The shortage of literature in this area of research is further highlighted by the fact 

that Lazear’s work outlined above is cited by over 2,000 articles and it relates to 

study that was conducted nearly twenty years ago - emphasising the gap in the 

literature that exists for studies on motivation within a manufacturing 

environment. 

Consequently, there is a gap in the literature for such food manufacturing based 

studies which may be a valuable contribution to knowledge, especially in view of 

the fact that food manufacturing is the largest manufacturing sector in the UK 

(Rhodes, 2015) with the UK food and drink manufacturing industry employing 

over 420,000 people across 10,000 manufacturing sites (Department for 

Environment, Food and Rural Affairs, 2016). The present studies are focused on 

motivation of hourly paid employees within a food manufacturing environment. 

 

5.2. Initial themes identified through the pre-coded themes derived from extant 

literature 

As presented in Figure 15, there were four initial themes that were most 

significant to the interviewees which correlated to themes identified in the 

literature review. The researcher had expected to find that employees would 

concur with these pre-determined codes that had been defined through the 

literature. However, as the context of this case study was significantly different to 

the environments in which previous motivational studies had been conducted, the 

researcher set out to establish which motivational factors agreed with the extant 

literature and which motivational factors perhaps did not. This chapter will now 
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address the key themes and establish how they can be linked to the extant 

literature. The key findings for each motivational factor are summarised in each 

of the below tables. 

  5.2.1. Job security 

 

 As established during Chapter 4, job security was the most cited of all the 

motivational factors during the interviews. This finding was consistent with the 

seminal works of Maslow (1943), Adams (1965) and Locke (1968). 

Additionally, in more recent studies job security has also been found to be a 

motivating factor in the workplace (Gazioglu & Tansel (2006), Manolopoulos 

(2008) and Goffnett et al (2012), Chen & Hsieh (2015), Bibi et al (2016), 

Wilczynska et al, (2016)). Furthermore, Goffnett et al (2012) found that a lack 

of secure long-term employment was also a major career dissatisfier. By 

contrast, Herzberg (1959) defined job security to be a hygiene factor, however, 

at the time of Herzberg’s study there was full employment in the area which 

may have had a positive effect on the attitudes of the participants towards job 

security at that particular time. In comparison, between October and December 

2017, at the time these studies were conducted, there were 1.6m people 

unemployed in the UK, equating to 4.8% of the working population (Office for 

National Statistics, 2017). Furthermore, the unemployment rate for the North 

West was identical to the national average at 4.8% also.  It appears that this 

significant change in labour market dynamics has had a motivating effect on 

present day employees and their views on job security, insofar as it is evidently 

more important to keep one’s job in a market where alternative local job 

opportunities are limited. 

There was a general sense among employees that the job market local to the 

dairy was bleak and that it would be difficult to find well paid, full-time work 

(See section 4.5.1.1.). Some respondents believed they would have to travel 

Bleak local job market
Jobs not at risk 

resulting in less stress

Influenced by age and 

lifestage

Job security
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further and probably have to endure agency work which would be significantly 

less secure with no permanent contract. Agency work also requires that 

workers have to be prepared to work in various different businesses and 

multiple locations with no longevity, few employee benefits, and potentially 

lower pay. 

Job security was important to the overwhelming majority of respondents, 

verbalising their thoughts such as how they “sleep peacefully at night” because 

they did not have the worry of their job being at risk, Respondent 24, operative. 

Some respondents even professed to this local cheesemaker effectively 

offering the opportunity for a job for life (see section 4.5.1.1.). There is 

evidence in the literature that improving job satisfaction through a motivated 

workforce may have a positive impact on staff turnover (Chan & Mai (2015), 

Coetzee & Stoltz (2015), Zargar et al (2014), Basford & Offermann (2012), 

Dysvik & Kuvaas (2010), and Ramiall (2004)). Staff turnover within this 

cheesemaker was particularly low and with an average service of 8.8 years, 

this family business had an impressive record of staff retention. 

There was also a link between age and job security, with job security being of 

significantly less importance to the 16-24 year old respondents than all other 

age groups, potentially driven by the fact that most of these individuals were 

yet to enter the housing market and were either renting or living with their 

parents, and thus having less financial commitment to service. Clearly, this 

position is also influenced by the life stage of the individual concerned. There 

is evidence to suggest that opinions do change with age (see section 4.5.1.4), 

and also that older employees appear to be more interested in job security 

(see section 4.4.).   

It is evident within this case study that job security was especially important to 

those respondents taking part. This has been illustrated to be driven by a 

number of factors including; a challenging local job market, the confidence that 

employee’s jobs were not at risk potentially resulting in less stress for 

individuals, and the perception of the opportunity of having a job for life. Life 

stage has also been linked to job security regards employees’ commitments - 

be it to family responsibilities, mortgages and other financial obligations. 
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Finally, it appears that job security has a significant influence on staff retention 

within the dairy. 

 

5.2.2. Financial motivation 

 

 As with job security, financial motivation was a particularly important 

motivational factor to the overwhelming majority of respondents. This finding 

was also consistent with the seminal works of Maslow (1943), Adams (1965) 

and Locke (1968). Bent et al (2000) studied staff motivation in small food 

manufacturing enterprises finding that nearly 85% of respondents cited money 

as one of the main motivators to work. Financial motivation is by far the most 

popular motivating factor according to the extensive literature reviewed for 

these studies (Gupta & Shaw (2014), Mattson et al (2014), Chun & Lee 

(2015)). 

Furthermore, as outlined in Table 2, of all the journals reviewed during the 

literature review, there was only one author - Herzberg (1959) - that did not 

find financial motivation to be a motivator. The author suggests that as 

Herzberg was a content theorist who was concerned with the intrinsic factors 

that motivate individuals, he could not categorise financial motivation as a 

motivator as it is extrinsic. 

Links have previously been established between financial motivation and 

reduced staff turnover (Lazear, 2000). Furthermore, Morgan et al (2013) found 

that intention to remain in a job was primarily related to extrinsic rewards such 

as higher financial rewards. However, the financial motivation within this case 

study could be segregated into two distinct categories; 1) the pay compared 

with other local businesses 2) the desirability of this business to prospective 

new employees looking to join. 

Favourable pay rates 

compared to other 

local employers 

Improved staff 

retention

Attracts local workers 

to the business

Financial motivation
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Firstly, there was a perception among the workforce – and from people living 

in the local area - that the pay rates were favourable compared to most 

businesses within the cheesemaker’s local competitor set. This in turn appears 

to have a positive effect on staff retention. Morgan et al (2013) in fact suggest 

that efforts to reduce staff turnover should include strategies aimed at 

increasing extrinsic rewards such as pay. Moreover, Garcia-Bernal et al (2005) 

found that economic aspects, such as wages, can provide a company with 

motivated and committed staff. 

Secondly, there is also evidence of this family-owned business being a 

particularly desirable place to work, with local people regularly enquiring with 

employees to assess their chances of joining the business full time. In an 

earlier interview with the General Manager, he advised that any vacant 

positions tend to be filled by word of mouth - as opposed to commissioning 

expensive recruitment agencies - which also highlights the desirability of the 

business within the local community. 

Clearly financial considerations were key motivators at the dairy. Management 

had worked diligently to ensure that pay rates were assessed regularly to 

maintain a favourable position among local employers (see section 4.5.2.3.). 

This, in turn, could be linked to staff retention and may partially explain why 

the average length of service in the organisation was nearly 9 years. 

Furthermore, word of mouth is an important part of the recruitment process at 

the dairy, and it is evident that the financial aspects of working at the 

cheesemaker attract local workers to the business.  

 

5.2.3. The work itself 

 

Job rotation provides 

motivation
Getting the job done

Overcoming 

production issues

The work itself
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There is significant support in the work itself through the extant literature with 

over 80% of all journals reviewed for these studies citing this factor to be a 

motivator (for example, Herzberg (1959), Goffnett et al (2012), Morgan et al 

(2013)). Moreover, Bent et al (2000) found the most fundamental motivator to 

be the ‘job itself’ in their studies incorporating 38 small manufacturing 

companies in Scotland. Also, Gallie et al (2012) established that the top job 

preference was “work you like doing” in their studies of British employees. 

 Although the researcher expected to find the work itself to be a motivator it 

was somewhat surprising that it was the third most popular factor from the 

questionnaire results. As the work at the dairy for hourly paid staff can be so 

repetitive the researcher anticipated that the work itself may not feature as 

highly as it did. However, the evidence shows that certain employees 

perceived that their jobs were varied as they had the opportunity to move into 

various different roles within the company over a period of time, with one 

employee citing “there is always something different” Interviewee 33, skilled 

operative. 

Job rotation is practised at the dairy, however, as mentioned in 4.5.1.3., the 

system was introduced by the team members themselves and not 

management. This indicates a drive and motivation within the team and it 

appears that job rotation is particularly important to employees as it relieves 

part of the repetitive nature of the work within the dairy and makes for a more 

interesting day at work according to some employees by providing more 

variation in their day to day activities, as explained for example by Interviewee 

24, operative. 

However, the work itself has different meanings to different employees, for 

example, one employee stated that early starts enabled them to do other 

activities - outside of work - in the afternoon. Other employees commented 

how important it was to them that they did not have to work nights or weekends, 

and that there was no need to travel too far to work. These were all recognised 

as significant benefits to working within the dairy. 

For other employees, the job itself can simply mean getting the job done. 

Achieving that particular day’s production plan and ensuring that the day’s 
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orders have been completed in full can be quite a motivating force for 

employees. In the event that part of the process does not go to plan and there 

are production issues, some employees highlighted this to be an interesting 

aspect of the job itself as it provided a challenge for them to overcome. 

However, some employees also commented on how satisfying it was when 

production was running smoothly and everything was going to plan. As, 

generally speaking, employees had to stay until the day’s production plan was 

completed, a trouble-free day could mean that the team may even finish early, 

which was in itself identified as a motivator among team members.     

Evidently, the work itself is tremendously significant when considering what 

motivates individuals to work, however, in the context of this case study the 

researcher did not expect to establish the work itself to be a key motivating 

factor among employees in such a manufacturing environment. Undoubtedly, 

the work itself is a contributing factor to the longevity of average service among 

workers at the dairy. That said, there appear to be a plethora of interpretations 

of the phrase and what the work itself means to various employees.                                                                    

 

5.2.4. Changes in motivation over time 

 

A number of theories support the fact that motivation does indeed change over 

time, depending on various factors (Wiley (1997), Kooij et al (2011), Wang et 

al (2015), Kanfer et al (2017). Some theorists found that motivation can be 

contingent on environmental conditions at any particular time, such as Kovach 

(1995). However, there are those who believe that factors associated with 

intrinsic motivation play a more important part in work motivation, as 

prescribed by Herzberg some 50 years or so earlier (Bassett-Jones and Lloyd 

(2005). On the contrary, Gallie et al (2012) found that intrinsic motivational 

factors had increased over the period of their studies which were conducted 

Linked to life stage
Contingent on 

economic factors

Influenced by family 

commitments

Changes in motivation over time
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14 years apart. Cerasoli et al (2014) also studied motivational preferences over 

a 40 year period. 

The present studies found that the motivational factors for the majority of 

interview participants had indeed changed over time and for a variety of 

reasons. Life stage was found to be one of the more important factors to a 

large number of participants (which is consistent with the studies of Kooij et al, 

2011) with particular links to financial responsibilities such as mortgages. For 

the purpose of these studies, life stage can be defined as the various stages 

one typically passes through in one’s lifetime, for example, starting a job, 

initially living at home with parents, meeting a partner, saving for the deposit 

for a first house, moving into one’s first property and so on. 

Additionally, family commitments had an influence on motivation, for example 

from when individuals took the transitional step to decide to start a family right 

through to when they grew older and became more settled in their lifestyles. It 

was apparent from the data that individuals could behave differently depending 

on which particular life stage they were embarking upon and that this had a 

largely positive effect on their motivation at work, for example, it may be that 

following the birth of a child that job security became a more significant 

motivational factor than the work itself as the individual became responsible 

for another human being.   

There are no generic set of conditions that fit in all instances for work 

motivation. Nor is motivation static. It appears that motivation can evolve 

throughout one’s life stages and can be contingent on the environment in which 

one finds oneself at any particular time. Changes in personal circumstances 

have been proven in this case study to have a significant effect on employees’ 

motivational drivers. Such knowledge should be considered when managers 

evaluate their human resource strategies in order to improve motivation in the 

workplace.  
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5.2.5. Summary of the initial themes identified through the literature 

These aforementioned a priori themes were of particular importance to the 

majority of the employees interviewed during this research. There were many 

motivational themes identified through the literature, however, these four 

themes appeared to be the main drivers of motivation relating to the 

motivational papers that were reviewed during the course of these studies. 

Job security was important to employees as the outlook for jobs in the area 

local to the cheesemaker was reported to be bleak with some respondents 

having no desire to travel any distance to their chosen workplace. Financial 

motivation played a significant part with regards to employee perception that 

pay rates were favourable compared to those that other local businesses had 

to offer, which subsequently seemed to positively affect staff retention. The 

researcher was interested to establish that the work itself was a substantial 

motivator in light of the repetitive nature of jobs at the dairy, however, it was 

apparent that job rotation provided the opportunity for employees to move into 

more stimulating tasks at certain times. Finally, there was evidence that life 

stage is an influencing factor with reference to employees’ motivational 

characteristics changing over time. 

These key a priori themes partially explain how and why hourly paid 

employees are motivated to work in food manufacturing. This in turn delivers 

a greater understanding of the motivation at work phenomenon under review. 

It is proposed that these motivation factors are very much dependant on life 

stage and to a far lesser extent, hierarchical level within the organisation. 

Personal circumstances - be it buying one’s first home or having one’s first 

child - appear to have a direct influence on an individual’s motivation and the 

factors that are most important to them at any given time.  
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5.3. Emergent motivational themes 

During the data analysis a number of new themes began to emerge. Three of 

these themes were of particular interest to the researcher and became 

especially prevalent among the respondents. 

 

5.3.1. Camaraderie and teamwork 

 

Although camaraderie and teamwork have different meanings as discussed in 

an earlier chapter (see 4.5.2.1.), the researcher established there to be an 

interconnecting association between the two themes which was found to be of 

significant importance to a substantial proportion of the employees. Literature 

relating to camaraderie and teamwork within a food manufacturing 

environment in the UK is particularly sparse. The relationship between 

camaraderie and teamwork is illustrated in the Venn diagram in Figure 18 

below.   

 

Figure 18: The overlapping relationship between camaraderie and teamwork 

Influenced by symbolic 

interactionism

Socialising outside of 
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As outlined in Chapter 4, teamwork is defined as “the combined action of a 

group, especially when effective and efficient.” However, from the comments 

observed during the interviews it was clear that this definition was not broad 

enough to explain the phenomenon of how employees in teams were 

motivated in the dairy under review. Teamwork is concerned with how groups 

of individuals work together to achieve common goals. Camaraderie, on the 

other hand, is concerned with the friendship and trust that is developed among 

individuals over a period of time. Camaraderie can be created in a business 

by creating a culture that promotes teamwork, collaboration, openness and 

friendship (Nohria et al, 2008). Camaraderie is very personal and cannot be 

forced on a set of individuals - the personalities of those involved will play a 

significant part in whether camaraderie can be nurtured between colleagues. 

Teamwork can be created however camaraderie cannot. 

Camaraderie is not limited to work settings and neither is teamwork, however, 

one does not necessarily need to be friendly with the other members of a team. 

Conversely, without friendship, there can be no camaraderie. For the purposes 

of these studies, camaraderie is defined as the collaborative and open 

relationship built between individuals based on friendship, loyalty and trust 

over a period of time. 

It appears that camaraderie has a particularly positive effect on the happiness 

of employees - inside and outside of the workplace. There was an element of 

community spirit among the workers. Also, the majority of workers live locally 

to the dairy close to this Shropshire market town. ‘Having a laugh’ at work with 

the team was frequently mentioned by operators and chargehands alike. The 

repartee between individuals serves the purpose of making a repetitive and 

potentially mundane job more tolerable which in turn has partly influenced the 

decision of many employees to remain with this business for a long period of 

time, considering the routine nature of this type of food manufacturing 

environment. This is somewhat reflected in the fact that the average length of 

service for all hourly paid employees at the dairy was 8.8 years.   

It was also important to some colleagues to socialise outside of work in the 

evenings and at weekends. This illustrates that some employees have feelings 

for some of their co-workers to the extent that they care about each other and 
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are, in some instances, good friends. There are also family members working 

within the dairy. Because the workers care about their colleagues, there was 

evidence that some employees ensured the pace of their work was to an 

acceptable standard as they did not want to let other members of their team 

down with any poor performance on their part. Here we can establish links to 

employee embeddedness within the organisation whereby highly embedded 

employees are likely to be more motivated at work because they have more 

positive emotional relationships with colleagues and supervisors (Ng and 

Feldman, 2014).    

 On reflection, the fact that camaraderie appears to be so important to 

employees in the dairy can also be linked back to belongingness (Maslow, 

1943) and relatedness (Alderfer, 1969). According to Maslow (1943), humans 

develop belongingness needs and strive for affectionate relations within their 

social groups. Furthermore, human beings are fundamentally and pervasively 

motivated by the need to belong (Baumeister and Leary (1995). Alderfer (1969) 

suggested that, in certain circumstances, relatedness needs could become the 

primary influence of behaviour, or the motivating force. As such a large 

proportion of the workforce seem to get on in the dairy, any new starters 

witnessing the camaraderie between employees are likely to strive to ‘fit in’ to 

a particular team from the outset of their new employment. Additionally, 

positive co-worker relationships have been found not only to increase 

employee motivation, but also to increase employees’ intent to stay with an 

employer (Basford & Offermann, 2012), and improve performance and 

productivity (Bandiera et al (2010), Dietz et al (2015), Yang et al (2016), Butler 

et al (2016)).  

Evidently, there is significant social interaction with employees at this particular 

cheesemaker, both inside and outside the workplace. This interaction appears 

to have a substantial influence on individuals’ motivation at work. Symbolic 

interactionism is apparent in this establishment in that employees act toward 

things on the basis of the social interactions they have with their fellow workers 

(Blumer, 1969). In fact, as we have seen earlier, a number of operators 

commented on how important it was to “fit in” to the team, with one operative 

stating that ensuring your peers perceived you to be contributing your fair 

share of effort to a task was actually more important than the security of 
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keeping your job. It could be said that certain individuals have an inherent 

desire to fit in with the team (Ellemers et al, 2004). 

 

5.3.2. A progressive company with an enviable reputation 

 

The second theme that emerged was that it became apparent early in the 

interview stages that the company was a particularly progressive company 

with an enviable reputation - both locally and nationally. The majority of 

employees viewed the company as being progressive, for example 

commenting on how buildings, machinery and practices had improved over the 

years and continued to do so. A progressive company could be characterised 

by its inclination to change and innovate. Some employees indicated that they 

perceived the company to be progressive, citing product and process 

innovation and change as examples arising from the sustained investments 

made by the company.  In order to be progressive, the business had diversified 

its product range to enable it to stand out from its competitors and provide a 

point of difference to its customers, hence developing competitor advantage. 

Examples were provided of some businesses that had not developed their 

product portfolio and, as such, had suffered plant closures (Interviewee 1, 

supervisor). It was of key interest to the researcher that this emergent theme 

had not previously been considered to be a motivating factor. 

The company is well invested with over £2.5m spent on buildings, plant and 

machinery over the past five years. This spend equates to around 2% of 

company turnover, which in the author's experience could be considered 

moderate, certainly in such a mature market as regional cheese-making.  It is 

noteworthy that these significant investments have been fairly evenly split over 

this five-year period, highlighting to employees that continued investment in 

the future of the business is sustainable. A number of employees commented 

Significant ongoing 

investment

Increased employees' 

intent to stay

Demonstrable pride 

within the workforce

A progressive company with an enviable reputation
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on how positive these investments were and how it signified job security. There 

is evidence that some employees were actually initially drawn to the company 

because they knew it was a well invested business which could offer them 

opportunities. Other employees perceived the ongoing investment as an 

indication of security, given the capacity of the company to continue investing 

and to finance these projects. Furthermore, some colleagues made reference 

to a number of other local businesses that had folded after periods of non-

investment (interviewee 1, supervisor). In other words, even at an hourly paid 

level, where employees have no knowledge of the company’s accounts and 

profitability, some individuals link investment to business success which, in 

turn, gives them a feeling of job security. This may be based on investments 

made at the cheesemaker when compared to companies in which an individual 

has previously worked (Interviewee 6, chargehand). Employees recognise the 

investment as it is visual – in that it has taken the form of various buildings 

being erected over the past few years – and it also takes the form of new 

machinery so as to make workers’ jobs easier (Interviewee 4, supervisor). 

Employees also relate to this expansion and recognise that this is a successful 

company that is expanding and adapting to ensure its sustainability in a 

particularly competitive market place.     

The company also had an enviable reputation, both locally and nationally, and 

was well respected by its customers, being recognised as a quality producer 

of great British cheese. There is also a great deal of pride within the workforce 

for the part they have to play in such a successful business that keeps winning 

awards for its superb quality cheese year after year. A number of respondents 

noted their pride in the products they helped to make. The communication of 

the awards won to employees was of interest to certain individuals who 

recognised the personal contribution they had made to the success of these 

particular award-winning cheeses, which in itself, was a source of pride. 

Additionally, the fact that the dairy brand was known nationally was also a 

source of pride for some workers, especially when relatives on the other side 

of the country knew of the brand and their involvement and contribution in 

bringing the products to market (Interviewee 2, supervisor). However, there 

was perhaps more that could be done to better communicate the awards won 

to the workforce. One supervisor (interviewee 4) suggested the company 
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should make more of these successes as it was in fact the employees who 

had gained the accolades as they had effectively created the award-winning 

cheese. Another employee stated they had a sense of pride when they saw 

advertisements with a large retailer on the television on the basis that they had 

a part to play in the supply of cheese to that particular national retailer 

((Interviewee 16, operator). Pride is predominately a positive, performance-

related emotion (Gouthier and Rhein, 2011). Furthermore, the expression of 

pride may communicate an individual’s success to others, enhancing the 

individual’s social status (Tracy and Robins, 2007). 

There was evidence from the interview feedback that employees perceived 

that the company had changed positively over the years and adapted 

effectively to its changing surroundings. The company has diversified by 

introducing new sizes and ranges into their product portfolio. Some employees 

gave examples of other businesses that had not adapted and diversified who 

were no longer trading as they had gone into liquidation. This forward planning 

on behalf of the management team at the family owned business, along with 

the fact that the dairy had managed to change with the times to maintain its 

enviable position in the market place, meant that some employees believed 

that their jobs were in fact protected. Evidently, this in turn provided employees 

with the security that their jobs and indeed their livelihoods would be 

sustainable for a good while to come and also manifested itself in their intent 

to stay with the employer, as highlighted by the long service of employees 

averaging 8.8 years.          

The majority of employees indicated that this cheesemaker is a progressive 

company with a good reputation, in some form or other, which appears to draw 

out an emotional reaction from those employees enabling them to behave in a 

particular way, be it by showing pride for their company and the role they have 

to play in its success, or simply by their intent to stay with their current 

employer. Certain employees demonstrated an emotional buy in to the firm 

and seemed to have developed significant loyalty and pride towards their 

employer. The environment that the company nurtures is by no means 

corporate, as demonstrated by such businesses as Dairy Crest or Lactalis, it 

is a privately-owned family business which has grounded values that have 

been established stretching back three generations.     
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5.3.3. Overtime 

 

The fact that employees had the opportunity of regular overtime hours played 

a significant part in the motivation of a large number of employees who 

completed many hours overtime each and every week, so much so that some 

may say these hours were excessive. Financially however, it is interesting that 

the company adopts this strategy as overtime is an incredibly expensive way 

of providing labour in a manufacturing plant. For example, if 30 employees 

complete 20 hours overtime each week, then the company is funding 600 

hours of overtime pay - at an enhanced overtime rate. 600 hours is equivalent 

to 16 full time employees working 37.5 hours per week. As a result, the 

company could employ more full-time workers and reduce the overall wage bill 

as there would be less need for such excessive overtime. According to the 

company accounts filed at Companies House (2018), the company has only 

increased its production staff by eight people over the last six years. As has 

already been identified through this research, locally, the company is a 

particularly desirable place to work so it would appear that the issue with 

employing extra staff would be as a result of the strategy of the business as 

opposed to the labour not being available in the vicinity. 

That said, access to such high levels of overtime are a substantial source of 

motivation among employees. If necessary, employees can even opt to do 

cleaning roles at weekends if they wish to earn more overtime. Some 

employees even commented on how they “got used to” the overtime such that 

the money received in their pay at the end of the week then became a “draw” 

whereby they then become reliant on this opportunity to enhance their earning 

power which, in turn, motivated them the following week to complete a similar 

number of overtime hours. 

 Substantial, regular, 

guaranteed overtime

Overtime became a 

dependency

Increased employees' 

intent to stay

Overtime
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Financial incentives may significantly stimulate efficiency gains (Damiani et al, 

2016), furthermore, Chun and Lee (2015) also found that incentives for 

workers had a significant positive effect on productivity. Weibel et al (2010) 

found financial incentives have a strong, positive effect on performance when 

used to motivate staff conducting mundane tasks which is particularly relevant 

to this case study and the nature of the repetitive production environment in 

which these employees perform. According to Samnani & Singh (2014), 

compensation systems positively influence employee performance and are 

designed to increase motivation. Moreover, Milne (2007) found that incentives 

can positively affect motivation, performance and interest within an 

organisation. 

 

Also, it had been reported that employee retention can be linked to extrinsic 

motivational factors (Morgan et al, 2013). The business under review in this 

case study is a business that has been especially successful in retaining staff 

over the years. The staff at this cheesemaker appear content to remain 

working there as firstly, they can earn more money than they have in previous 

employment elsewhere, and secondly, they believe they can earn more money 

with this cheesemaker than they could earn in alternative local businesses. 

Furthermore, the fact that employees are able to earn such substantial 

overtime payments appears to be an important factor in not only their 

motivation to work, but also in the reasoning behind their intentions to stay 

working at the cheesemaker. 

 

5.3.4. Summary of the emerging themes identified 

Within the context of this case study, camaraderie and teamwork appear to be 

exceptionally important to the overwhelming majority of employees. There is 

significant evidence that social acceptance is a critical consideration for 

members within the workforce - effectively endearing a sense of belonging 

within their respective teams as individuals strive to ‘fit in’. The importance of 

this social interaction is also visible in that some employees spend time with 

one another outside of work too. 
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The reputation of this business is particularly well recognised both within and 

outside of its local region. Furthermore, this is a business which re-invests a 

large portion of each year’s profits back into the business to improve its 

processes, facilities and buildings. Despite this continual investment year after 

year, the company has also built up shareholders’ funds to nearly £9m – a 

figure that has doubled compared to what it was just six years ago. Moreover, 

this investment coupled with the business’s strategy to diversify seems to have 

secured the future of the dairy as it continues to outperform its rivals in a 

particularly aggressive market place. Employees also stated that they have a 

great deal of pride in the business and the contribution they make to the 

success of the dairy - this can range from winning awards to seeing 

advertisements on the television. Taking into account all of these facts, it is 

hardly surprising that the average length of service among employees is nearly 

nine years. 

The ability to complete substantial overtime hours on a regular basis remains 

a key attraction to many employees. The researcher believes that this is not 

only an important motivator, but also significantly influences employees’ intent 

to stay at the dairy. In the researcher’s experience, it is not particularly normal 

for such excessive overtime to be made available to employees on such a 

regular basis. 
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6.0. Conclusions, Implications and Recommendations for future research 

6.1. Introduction 

The first chapter of this thesis laid out the basis for which to investigate the 

phenomena under review throughout this study. The literature review 

subsequently enabled the author to gain a comprehensive understanding of work 

motivation and identify there to be gaps in the knowledge with regards to the 

motivation of hourly paid employees within the food industry in the UK. Following 

the methodological framework underpinned in Chapter 3, data was collected and 

consequently analysed, presented and critically discussed. As presented in 

Chapters 4 and 5, the findings of this case study have been categorised into two 

main a priori and a posteriori themes enabling the researcher to consider the 

implications of the a priori findings and then to focus on the further exploration of 

the a posteriori themes in order to enhance and complement the extant literature 

surrounding work motivation. 

This final chapter presents the conclusions and recommendations of this study, 

which are based on the key findings. These findings will be further evaluated 

based on each research aim, and overall conclusions about the research 

question, and the research project, will be presented. Implications for theory will 

be discussed, following which the author will critically reflect on the practical 

implications of the present case study findings and the recommendations of this 

management project. The limitations of the study will then be discussed. Finally, 

opportunities for further research will be proposed. 

 

6.2. Conclusions about the research question and objectives 

The purpose of this study was to qualitatively investigate how and why hourly 

paid employees are motivated to work in a family-owned food manufacturing 

sector SME within the United Kingdom. At this point, as an aide-memoire, it is 

worth revisiting the research objectives for these studies which were as follows: 

• To identify and understand how and why hourly paid employees are motivated 

to work. 
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• To identify and understand how these motivational factors are contingent on 

hierarchical level and life stage within hourly paid employees in UK food 

manufacturing SMEs. 

• To develop an understanding of work-based motivation in hourly paid 

employees from a manager’s perspective. 

 

The results of this study suggest that, within the particular work environment and 

sample of respondents under review, motivation originates from a combination of 

intrinsic factors, extrinsic factors and social influences. A summary of the findings 

from this study are presented in Table 3 below.  The present study also confirms 

that some motivational factors are more important to employees than others. 

Evidence has also been presented to support the hypothesis that motivational 

preferences do change over time. 

  

 

Table 3: Summary of key findings (Source: Author Duncan Sheffield) 

 

The questionnaires identified that the most important motivational factors to the 

employees surveyed were 1) salary, 2) job security and 3) the work itself, with the 

Bleak local job market
Jobs not at risk 

resulting in less stress

Influenced by age and 

life stage

Favourable pay rates 

compared to other 

local employers 

Improved staff 

retention

Attracts local workers 

to the business

Job rotation provides 

motivation
Getting the job done

Overcoming 

production issues

Linked to life stage
Contingent on 

economic factors

Influenced by family 

commitments

Influenced by symbolic 

interactionism

Socialising outside of 

work

Linked to 

belongingness

Significant ongoing 

investment

Increased employees' 

intent to stay

Demonstrable pride 

within the workforce

 Substantial, regular, 

guaranteed overtime

Overtime became a 
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top two choices becoming overwhelmingly popular and receiving nearly half of all 

the votes cast.  

The researcher found the fact that the work itself was a motivating factor among 

employees was a particularly surprising and interesting finding especially due to 

the conditions in which the employees worked. Food factories are not the most 

pleasant of environments to work in and the work involved can be exceptionally 

repetitive and monotonous. However, part of this motivation appears to be linked 

to the pride of working with a locally produced, yet nationally acclaimed brand. 

Clearly, the work itself had different connotations to different employees which 

seemed to be sometimes based on the relativity of their current jobs compared 

to other employment they had completed in their careers to date. What suited 

one employee as an interesting role evidently did not suit other employees, and 

vice versa. Evidently, there was an appropriate cross section of individuals across 

the business to manage the tasks at hand. The finding that the work itself was a 

significant motivator is particularly important as it provides an area for managers 

to focus on within an hourly-paid, often mundane work environment such as food 

manufacturing. By identifying and harvesting those parts of the work itself that 

employees hold important, managers should consider developing human 

resource strategies which, in this case study, have been shown to have a positive 

effect on staff retention and productivity.  

 

6.2.1. Research objective 1: To identify and understand how and why 

hourly paid employees are motivated to work. 

 Despite the ranking of motivators established through the questionnaire 

process, the most widely discussed motivators during the interview stage of 

this research were job security, financial motivation and camaraderie and 

teamwork. Each of these motivators will now be discussed in turn to conclude 

the key motivational attributes that were observed. 

 

   6.2.1.1. Job Security 

There was only one employee who did not cite job security in a 

motivational context during their interview. Employees also perceived 
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the local job market to be bleak with few opportunities available which 

undoubtedly had an influence on the importance of job security within 

this case study, especially as the majority of employees lived relatively 

close to the dairy. That said, it was apparent throughout the interviews 

that the dairy was a source of long-term job stability should employees 

wish to take advantage of, with some employees believing they had a 

‘job for life’ should they want it. A number of employees commented on 

various indicators of business stability including forward planning, 

consistently winning awards for diversification in order to effectively 

compete in the ever-changing market environment in which they 

operated and also substantial, continuous investment in plant and 

machinery each year which was visible to all employees. There was 

evidence that some employees had been initially drawn to the business 

from other employment because they perceived the dairy to be 

relatively more stable than other local employers due to the well-

publicised annual investments made over the years.  

It was also apparent that job security alleviated stress derived from the 

worry of losing one’s job and consequently not being able to support 

and provide for one’s family. 

The visible presence of the owner of the business also contributed to 

perception of job security throughout the workforce. Regular personal 

interaction with the shop floor staff including discussions around current 

performance and investment plans provided significant levels of 

security for employees. The fact that the business was under the 

ownership of the third generation of the same family also provided 

substantial personal security to a large portion of the workforce and it 

was particularly clear that profits were being reinvested in the business 

in order to secure its enviable and successful position in the 

marketplace. 

 

  6.2.1.2. Financial motivation 

The opportunity to earn overtime played a key part in motivating a 

significant number of workers in the dairy. This was a particularly 
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interesting finding as ultimately the company could simply employ more 

staff to reduce overtime costs, however, senior management had 

clearly chosen not to do this and retain the model of allowing employees 

to earn significant overtime.  It was clear that this opportunity to 

enhance one’s earnings was a key motivator and in addition was a 

significant factor in some employees’ reasoning to stay with this 

particular employer for a long period of time on the basis that the 

overtime was essentially guaranteed week in, week out. It was well 

recognised – both inside and outside of the organisation - that there 

was access to far more overtime hours at this dairy compared to many 

other local businesses. So much so that it effectively became a criterion 

that perspective employees considered when attempting to join the 

business. This overtime policy therefore provided the business with a 

substantial competitive advantage locally.   

 

  6.2.1.3. Camaraderie and teamwork 

A strong thread that came through during the interview stage was that 

of camaraderie, where employees seemed to be motivated through 

affiliation with others. These workers enjoy the interaction with their co-

workers and find the social aspect of the workplace rewarding. It is clear 

that a significant number of individuals have a ‘need to belong’ which, 

in itself, has been demonstrated to be a driver that motivates people to 

work.  

Certain employees enjoyed the company of their peers, and 

consequently enjoyed the teams that they work in, despite the difficult 

working conditions of the food industry. Nearly all interviewees referred 

positively to camaraderie and teamwork in the workplace. 

Frequently throughout the interviews there were explanations and 

illustrations highlighting particularly strong and robust bonds between 

employees, both inside and outside of work. In spite of the challenging 

work environment in the dairy – regards the repetitive work along with 

the working conditions – camaraderie and teamwork have been proven 

to be incredibly important within this case study. Moreover, it is apparent 
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that camaraderie at this particular cheesemaker is a significant 

contributory factor to the high average length of service which is nearly 

9 years in that it is demonstrable that employees display an intent to 

stay with their current employer at the dairy. 

Social interaction is a key motivator within this case study. Certain 

employees placed great importance on “having a laugh” at work to the 

extent that this effectively compensated for the repetitive and mundane 

environment in which these employees had to work. It was reported that 

the pace at which people worked was sometimes regulated by the need 

to belong so as not to let other members of the team down with any 

poor performance. It could, therefore, be argued that performance was 

enhanced on occasion as a direct consequence of camaraderie and the 

strong bond that exists between certain members of the team.  

  

6.2.2. Research objective 2: To identify and understand how these 

motivational factors are contingent on hierarchical level and life stage 

within hourly paid employees in UK food manufacturing SMEs. 

Life stage appeared to have more of an affect to motivation traits than 

hierarchical level throughout the present studies. Where individuals were on 

their life cycle seemed to be particularly important to a large number of 

respondents, specifically with regards to life events such as buying one’s first 

house or starting a family.  Each of these motivators will now be discussed in 

turn to conclude the key motivational attributes that were observed regarding 

hierarchical level and life stage. 

 

  6.2.2.1. Job Security 

There is evidence that the importance of job security is linked to life 

stage in that job security was significantly less important to 16-24 year 

old than all other age groups who, without exception, overwhelmingly 

claimed that job security was a key factor in their motivation to work. 

There was no evidence however to support differences in attitude 
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towards job security depending on hierarchical levels within the 

workforce. 

 

  6.2.2.2. Financial motivation 

There was also a link established between financial motivation and life 

stage through the questionnaire stage whereby respondents’ salary 

was deemed to be of particular importance in regard to either saving for 

a mortgage, paying off one’s mortgage and securing one’s future to 

support their families. These sentiments were prevalent amongst the 

25-34 year old and 35-44 year old groups. 

Financial motivation was also linked to life stage during the interview 

process and it was apparent that this was, on occasion, due to 

attitudinal changes towards money throughout one’s life. For example, 

younger employees with few financial burdens appeared, on occasion, 

less interested in money. Those wanting to provide for their young 

families commented how they were now more driven to earn than they 

were earlier in their careers when they had fewer financial 

commitments. Then there were those employees for which money was 

actually less important as they had paid off their mortgage. The 

researcher deemed these employees to have somewhat self-actualised 

(Maslow, 1943) in so far as financial motivation was concerned.  

Hierarchical level was also found to positively influence financial 

motivation with some supervisors driven to progress through the 

organisation so as to receive enhanced financial compensation for their 

efforts. However, this motivation was not completely financial as there 

was a strong desire to advance through the organisation, especially at 

supervisor level, and perhaps even entering into a management 

position should the opportunity present itself.  

 

  6.2.2.3. Camaraderie and teamwork 

A strong thread that came through during the interview stage was that 

of camaraderie, where employees seemed to be motivated through 
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affiliation with others. These workers enjoy the interaction with their co-

workers and find the social aspect of the workplace rewarding. It is clear 

that a significant number of individuals have a ‘need to belong’ which, 

in itself, has been demonstrated to be a driver that motivates people to 

work. Furthermore, the youngest group of 16-24 year old valued 

relationships with peers more than any other age profile at the 

questionnaire stage, which may be a factor of them being at the 

beginning of their careers and having a stronger need to belong than 

older respondents. 

 

6.2.3. Research objective 3: To develop an understanding of work-based 

motivation in hourly paid employees from a manager’s perspective. 

This case study has enabled the researcher to develop an understanding of 

work-based motivation in hourly paid employees from a manager’s perspective 

within the dairy under review. By interviewing employees at all levels within the 

company’s hierarchical structure, the researcher has established the key 

motivational factors among the workforce. Clearly, it is imperative that 

employers engage with staff to identify the motivational factors that matter 

most to employees in order that employers can then develop human resource 

practices and strategies that maximise the potential of the business through 

the effective motivation of their workforce. Managers must not simply assume 

what motivates staff as incorrect conclusions can sometimes be drawn (see 

Bent 1999, 2000). Using the knowledge derived from these studies, the 

researcher has developed a framework for motivation (see 6.5. Implications 

for practice) to address this research objective.  

 

6.3. Research conclusions 

This research demonstrated a large proportion of the workforce were involved in 

this project which in turn provides increased validity for its findings within the 

business under review. The sample size has enabled the researcher to gain an 

in-depth understanding of the most, and indeed, least important drivers that 

influence employees within this workplace. Also, as the management of the dairy 
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were so encouraging and helpful throughout the questionnaire and interview 

stages, the researcher was able to take whatever time necessary to complete 

these studies. Furthermore, respondents had no influences from management 

and were clearly able to express their views in an honest manner however they 

each saw fit to do so.  These factors have also added significantly to the richness 

of the data collected during the research process. 

Further to the author’s previous study into work motivation, the author posits that 

there are other causes than intrinsic factors that influence motivation at work 

(Sheffield, 2013). Work motivation is clearly a particularly complex and interesting 

phenomenon, one that professes to have robust similarities between the work 

colleagues under review in this case study however, on the other hand, it can 

also be particularly personal and ostensibly dependent on an individual’s 

circumstances. Motivation tendencies are likely to differ from person to person. 

The evidence also supports the point of view that motivation at work is derived 

from a combination of intrinsic and extrinsic factors (Maslow (1943), Adams 

(1965), Locke (1968), Alderfer (1972), Bent et al (2000), Manolopoulos (2008), 

Kooij at al (2011), Goffnett et al (2012), Gallie et al (2012), and Morgan et al 

(2013).   From this research, extrinsic factors such as job security, financial 

motivation and being part of a progressive company were particularly important 

to a good deal of participants for the reasons presented and discussed earlier. 

The results of this research also suggest that extrinsic factors have an overriding 

influence on motivation at work compared to intrinsic factors. This may be due to 

the level of workers under review (in that the study was concerned with the views 

of hourly paid workers and not management level employees) and the fact that 

the environment in which the participants worked was factory based, however, 

this assumption would need to be clarified in future studies. Intrinsic motivators 

such as the work itself were also prevalent among workers. There is one category 

that the researcher posits crosses the boundary of extrinsic and intrinsic 

motivators – that of camaraderie and teamwork. An individual’s drive and desire 

to be a respected and integral part of a team, and the need to belong, could be 

categorised as an intrinsic motivator. However, the fact that there is a team in the 

first place means that there are multiple members – not just oneself – and as 

such, the entity of a team and the desire to be part of the team could be described 

as an extrinsic motivator.   
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The findings of this research project also provide evidence that motivational 

preferences do indeed change over time. Key motivational drivers appear to be 

contingent on a number of influences linked to life stage, for example, the addition 

of a new child to the family, entering the housing market, or indeed paying off 

one’s mortgage and owning one’s home. Each of these milestones in one’s life 

can affect motivational drivers at any given time. 

It was also interesting to note those factors that were the least important work 

motivation factors – such as status, working conditions and advancement. These 

findings could be useful to the management at the dairy in order to retain and 

develop staff. Clearly, some employees were not at all interested in progressing 

through the ranks of the organisation, however, it is important for management to 

identify and understand which employees may want to advance in order for 

training and development plans to be tailored at the correct areas of the business 

to deliver maximum effectiveness. Furthermore, it is useful to understand the 

barriers to motivation - that is the motivational factors least important to 

employees - so that management can remove such barriers which, in itself could 

well be a source of motivation within the organisation. 

   

6.4. Implications for theory 

As presented in Chapters 4 and 5, the findings of this case study have been 

categorised into two main a priori and a posteriori themes. Job security and 

financial motivation were found to be the two main drivers within the a priori 

category. Job security as a motivator was consistent with the works of Maslow 

(1943), Gazioglu & Tansel (2006), Kooij et al (2011), Goffnett et al (2012) and 

Gallie et al (2013). Moreover, Bibi et al (2016) found a significant and positive 

relationship between job security and employees’ retention. The findings of this 

study identified that there were no discernible distinctions between hierarchical 

levels when exploring respondents’ views regarding job security. There was 

however, a link to life stage with the youngest group (16-24 year olds) placing 

significantly less importance on job security as a motivator, which seemed to be 

due to the fact that this age group were just starting their careers, potentially still 

living with their parents and had few responsibilities.    
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There is significant discourse as to the merits of financial motivation in our society. 

For example, in Herzberg’s seminal studies, salary was categorised as a hygiene 

factor (Herzberg et al, 1967). Other studies claim that financial incentives do not 

motivate and, in some circumstances, money can provide dissatisfaction and 

hence effectively demotivate individuals (Parsons and Broadbridge (2006), 

Jindal-Snape and Snape (2006) and Thomas and Holley (2012)). On the other 

hand, it has also been widely documented that financial motivation can be a draw 

to employees in a significant number of work situations. Consequently, these 

studies concur with the findings of Adams (1965), Bent et al (1999, 2000), Lazear 

(2000), Nohria et al (2008) and Morgan et al (2013). Gerhart and Fang (2015) 

found it to be important to employees to have economic security and the freedom 

that comes with it. Additionally, Bibi et al (2016) also found a significant and 

positive relationship between compensation and employees suggesting that 

where employers provide proper compensation packages, employee retention is 

increased. These studies found there was a link to life stage, in that those 

respondents who had financial commitments such as mortgages were more likely 

to be motivated by money than the younger respondents with less financial 

commitments who were living at home with their parents. Hierarchical level has 

also been demonstrated to have a positive effect on financial motivation in this 

case study. There are some researchers who suggest that financial motivation is 

only relevant to an individual until such time as they can maintain an acceptable 

and comfortable standard of living. For example, Kovach (1987) found that as 

income increased - and indeed as employees got older - they placed less 

importance on money being a motivator.  
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Building on the knowledge derived from the literature review, Table 4 above 

revisits the key characteristics of work motivation and includes the findings from 

the present studies to the many extant journals and seminal works reviewed. 

Furthermore, clear evidence has been presented during the findings of this case 

study that motivational tendencies can change depending on the life stage and 

personal circumstances of the employee under review. This hypothesis is further 

supported by Quarstein et al (1992) and Oshagbemi (1997) who proposed that 

situational occurrences and situational characteristics effected an individual’s 

motivation to work. Additionally, Kovach (1987) found that motivation factors that 

were particularly important to younger employees (such as job security and good 

wages) become less important as one moved up through the age groups. Kanfer 

et al (2013) also support the hypothesis that motivation factors change in later 

adulthood. 

Caution should be exercised when management attempt to understand precisely 

what it is that motivates their employees. Some researchers have established 

that employers’ perceptions of motivation are not necessarily an accurate 

reflection of their employees’ motivation (Kovach (1995, 1997) Bent et al (2000), 

Conrad et al (2015)). Managers should consider engaging with their workforce in 

order to establish the key motivation factors that are important. It could be useful 

for a HR department to conduct a rigorous investigation of employees’ needs and 

wants so as to develop the most effective and appropriate motivational packages 

in order to maximise the potential of the workforce. For example, Seo et al (2010) 

found that emotional states can have positive implications for work motivation 

and that pleasant feelings can increase work effort. Additionally, investing in job 

embeddedness techniques - focusing on what inspires employees to stay rather 

than what impels them to leave - can have positive effects on employee retention 

(Collins and Mossholder, 2017). Furthermore, highly embedded employees are 

likely to be more motivated at work (Ng and Feldman, 2014).   

The present studies also indicate that social influences can have a profound 

effect on motivation at work and can also be a source of increased productivity 

within the organisation. Some employees were concerned with their personal 

level of effort and the contribution they made to the job at hand, which in itself 

was sometimes seen to be a motivator as the individual did not wish for the job 



 

116 
 

to fall behind on account of their actions. Furthermore, camaraderie among team 

members has been confirmed in this case study to have a beneficial impact on 

the efficient running of day-to-day business activities. It is also clear that 

camaraderie and teamwork constructively supports operatives in dealing with the 

challenging and often repetitive nature of the work in the dairy. 

Satisfaction of the need for relatedness has been found to lead to positive work-

related outcomes (Baard, Deci & Ryan, 2004). Positive co-worker relationships 

can also increase employee motivation and can also have the added benefit of 

increasing employee’ intent to stay with an employer (Basford & Offermann, 

2012). There is evidence of this being apparent in the findings of the case study 

under review which can be corroborated by the average length of service being 

8.8 years and the comments from participants highlighting camaraderie between 

employees both inside and outside of work. The researcher has first hand 

experience of how high levels of camaraderie can have positive effects on factory 

efficiency and productivity.  The author posits that nurturing camaraderie can be 

a vital source of motivation for employees and, if harnessed appropriately, can 

also significantly improve team effectiveness and productivity in a manufacturing 

environment.  

 

 

6.5. Implications for practice 

The present studies have provided a framework for understanding the key drivers 

of employees’ motivation at work within the context of this particular case study. 

The author posits that the key influences of motivation within the dairy under 

review were 1) overtime, 2) camaraderie, 3) job rotation, 4) business stability and, 

5) team selection. 

 

6.5.1. Overtime 

The fact that employees are able to earn such substantial overtime payments 

appears to be an important factor in not only their motivation to work, but also in 
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the reasoning behind their intentions to stay working at the cheesemaker. 

Furthermore, these overtime payments seem to be sustainable in that a large 

number of employees have taken to relying on these rewards in order to support 

and maintain the enhanced lifestyles some can provide for themselves and their 

families. To this end, management should approach any changes to pay 

conditions surrounding overtime with extreme caution. It certainly appears that 

offering employees such excessive overtime hours is a distinct factor in their 

decision-making process resulting in their loyalty and willingness to stay. Any 

deviation in the company’s overtime hours policy could have a significantly 

detrimental effect on this business.  

The lack of pay during employee holidays is a cause for concern. Currently, 

employees do not receive any payment other than their basic pay when they are 

on holiday. This means that their take home pay reduces considerably whenever 

they take a holiday. Management could consider investing the next annual cost 

of living pay rise into employees’ holiday pay. For example, if an employee works 

an average of 50 hours per week, to receive pay whilst on holiday that was equal 

to their ‘normal’ average weekly pay the company would need to award the 

employee with a pay rise equivalent to approximately 2.5% of their annual salary. 

Employees are likely to view such an act extremely positively which could also 

further improve employees’ intent to stay with the cheesemaker.   

Based on the findings of this case study, the author posits that there is significant 

value in companies engaging with their employees to establish their wants and 

needs. For example, not only have the present studies identified which 

motivational factors are important to employees, they have also established the 

various traits that are clearly not motivational to the majority of respondents. As 

a result, management could embrace these motivational factors and consider 

amending their HR policies in order to focus on these key areas of importance. 

Also, removing the obstacles presented by issues that are not deemed to be 

important to employees could in turn actually have a motivational effect in itself.    
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6.5.2. Camaraderie 

Camaraderie features heavily as a motivating factor in this case study with some 

employees mentioning how they enjoy work and the ‘banter’ they have with their 

colleagues. As camaraderie in the workplace seems to be so important to 

employees, it would be wise of management to consider matching like-minded 

individuals to the various teams throughout the plant, in other words, developing 

teams of people who actually get along with one another. Happiness at work can 

have positive implications for work motivation (Seo et al, 2010; Fisher, 2010). 

Butler et al (2016) suggest that managers in unattractive industries can mitigate 

negative industry-specific attributes and indeed achieve competitive advantages 

by focussing on co-worker camaraderie, among other conditions. Additionally, 

such employee practices can also be rare and costly to imitate, making them 

valuable to maintaining competitive advantage. Furthermore, positive co-worker 

relationships can increase employee motivation and increase employees’ intent 

to stay (Basford & Offermann, 2012). HR practices that promote embeddedness 

should also be considered as embeddedness has been found to help 

organisations to retain employees by reducing turnover intentions (Peltokorpi et 

al, 2015). Minimising employee turnover is particularly important for businesses 

as recruiting, selecting and training new employees is especially costly. It is 

important that an appropriate recruitment policy be adopted to ensure the right 

kind of individuals are enlisted into the business – it may be that ‘word of mouth’ 

be a key factor within this recruitment policy as a certain amount of camaraderie 

may already exist between individuals outside of the business.  

 

6.5.3. Job rotation 

Another interesting emergent finding from this research was that employees had 

taken it upon themselves to develop a system of job rotation to alleviate the 

boredom of some of the more mundane tasks in the dairy. Management could 

take these learnings, review operations in other areas of the plant and extend the 

principles of job rotation more widely across the business. 
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6.5.4. Stability 

The evidence presented in this case study indicates that stability within a 

business breeds success. Stability can be measured in a number of ways, for 

example, the cheesemaker has consistently invested in plant and machinery over 

a sustained five-year period whilst still maintaining healthy profits in a particularly 

aggressive marketplace - without the profits, the business would not be able to 

invest as readily as it currently does. This continuous investment has been proven 

to be particularly reassuring to some employees who have had negative direct 

experiences of businesses they have previously worked in that have not invested 

in their futures and have subsequently entered bankruptcy.  Furthermore, the 

average length of service within the business is 8.8 years, indicating a relatively 

high level of stability in the workforce. A framework for performance improvement 

is illustrated in Figure 19 below: 

 

 

Figure 19: Stability breeds success: a framework for  work motivation 

 

Firstly, having appropriate recruitment procedures and policies in place should 

not be underestimated as it is of paramount importance to ensure that the 

business recruits the right people into the business to start with. Cetin & Askun 

(2018) suggest considering the person-job fit claiming that problems in person-
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job fit may negatively influence the self-efficacy of an employee. Matching new 

recruits as closely as possible to the existing demographic profile within the 

workplace will aid new employees’ transition into the general population when 

commencing work. In fact, ‘Word of Mouth’ would be a highly appropriate part of 

the recruitment policy to ensure, where possible, new staff remain local. Having 

robust training plans in place will then assist the new employees and provide the 

best possible chance of integrating into their new working environment as 

smoothly as possible. 

6.5.5. Team selection 

Once recruited and trained, management need to ensure that team selection is 

as effective as possible by matching the skills and traits of new employees to the 

existing teams as closely as is practical. The process of team building can then 

begin and, depending on how successful the first few stages of this process have 

been, camaraderie between the newly formed team may well naturally occur. 

Camaraderie is proven to be a motivating factor amongst employees who work 

together and contributes to the workforce stability as identified within the context 

of this case study. From the author’s personal experiences in businesses, 

workforce stability can have a direct and positive effect on performance – largely 

due to the fact that an experienced, dedicated and motivated workforce achieves 

more than a workforce of inexperienced workers who cannot work together as a 

coherent team. Moreover, there are studies that have established that 

productivity can increase when a person works together with friends (Bandiera et 

al, 2010). The management of the dairy would be wise to consider this finding 

when developing and selecting their teams so as to maximise productivity and 

effectiveness in each area of the organisation. 

 

6.6. Limitations of the study 

The primary purpose for undertaking a case study is to explore the particularity, 

the uniqueness, of a single case (Simons, 2009, p.3). The case study research 

method was selected as it has a number of strengths. Firstly, the case study 

provided an appropriate framework which facilitates comprehensive and in-depth 

investigation. As part of the case study, the researcher conducted interviews to 
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establish the key aspects that motivate respondents by asking interviewees to 

explain incidents that resulted in high levels of motivation whilst at work. These 

events were in the past and as such, the researcher had no control over these 

behavioural events. Furthermore, the study is contemporary as it was conducted 

in the present day within a real-life context. These three criteria mean that case 

study research is especially justified for the present studies (Yin, 2014, p.2). 

However, it must be recognised that the conclusions within this case study must 

not be generalised. The reasons employees provided as to their motivational 

preferences whilst at work were specific to those individuals within that particular 

work environment at the time the studies were conducted. This study does not 

suggest that these individuals would have the same motivational drivers if they 

were employed in a different work environment or business. Therefore, although 

the outcomes may be limited to this case study, the author believes that the 

results will complement other literature on motivation at work and inform practice. 

Furthermore, these studies are limited to one particular sector of the market and 

one particular privately-owned company which has been governed by the family 

owners for three generation and as such, will not have the sometimes 

cumbersome and inefficient corporate structure and processes endured by larger 

publicly owned corporations. For example, the owners are devoted to and 

involved in the business on a daily basis and hence define the strategy and 

culture of the organisation. There are no head office functions or personnel to 

interfere with the operation meaning that the management team can focus solely 

on the direction handed down by the owners. Consequently, such a privately-

owned company can be a very different place to work than a public company. 

Should the present studies be conducted in a public company, it may be 

reasonable to suggest that the results may be expected to be somewhat different 

to those established in a private enterprise.  

 

6.7. Reflection on the research process 

Following a meeting with the General Manager of the dairy, the researcher 

received the approval to conduct these studies at the family-owned cheesemaker. 

Subsequently, when the research commenced there were numerous meetings 
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held at the site which allowed the researcher to develop strong and robust 

relationships with key members of the site management team. The support and 

interest of the General Manager has been extraordinary and has enabled the 

researcher to gain access to a particularly rich set of data within the context of 

this case study. The researcher is indebted to the General Manager for his 

commitment and support during these studies. 

The combined approach of the administration of a pilot study, reflecting on the 

findings, and discussing improvements to the pilot study questionnaire with 

colleagues, family and the author’s supervisors, led to a final version of the 

questionnaire that was particularly effective and relevant for the purposes of this 

research. The qualitative data was especially valuable as it provided insight into 

the reasons why respondents were most and least motivated by certain factors 

in their work. The response rate of 96% is considered exceptional and provided 

a comprehensive perspective of the values the respondents place on their key 

motivational drivers. However, on reflection it may have been useful to secure 

100% of the sample surveyed except unfortunately these individuals were not 

available in the business over the survey dates in question. 

The main reason the researcher selected this organisation was because of his 

existing connections within the dairy as the researcher was aware that some 

management researchers suggest that you are more likely to be successful 

where you have a friend or relative working in the organisation in which you wish 

to conduct a study (Easterby-Smith et al, 2012, Buchanan et al, 1988). 

The researcher amended their original research plan as once the questionnaires 

were completed and a hierarchical split of the workforce was established it 

become apparent that additional interviews would be required in order to deliver 

rigour to this research by ensuring a truly representative split of the employees 

by job type. Consequently, the researcher requested that four additional 

interviews be conducted, bringing the total to sixteen. Due to the researcher’s 

relationship with the General Manager, permission was granted with no issues.    

The questionnaire feedback informed the interview questions in order that the 

researcher could establish a deeper, richer and more relevant understanding of 

the main motivating factors to employees in line with the research questions and 
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objectives. The researcher felt that he developed an appropriate level of rapport 

with each of the interviewees. As none of the respondents had been involved in 

such studies previously, the researcher spent a good deal of time at the start of 

each interview explaining what was going to happen and ensuring that each 

employee was comfortable throughout the process. 

Most of the interviews exceeded the researcher’s expectations as most 

individuals were willing to offer detailed comments and opinions. However, there 

were a few interviewees who were not particularly confident and consequently 

could not contribute significantly to this research. That said, it was useful to gain 

the perspective of those employees less confident in their own abilities. 

The task of writing this thesis has been challenging but rewarding, especially with 

the other responsibilities and events happening in the researcher’s life at the time 

of these studies. However, research requires great dedication and focus, and the 

fact that the research subject was so personally interesting to the researcher 

assisted enormously during each stage of this extensive research process, 

allowing him to remain motivated and enthusiastic throughout. On many 

occasions, the researcher found himself in deep reflection. Having the time to 

reflect and contemplate the most appropriate way forward in a particular task is 

seldom possible in the busy business environments he has previously operated 

in. However, throughout the process of completing this thesis the researcher has 

recognised the value of reflection. Furthermore, he now finds himself reflecting 

more at work, consequently spending more time thinking before doing in his 

current role.  

Due to a number of changes in the researcher’s personal circumstances, the 

researcher decided there was no option but to suspend these studies for a six-

month period. This was a particularly difficult decision to make as the researcher 

was concerned and mindful of the fact that any suspension could well bring an 

end to the project as the motivation to return to complete these studies may 

critically diminish due to significant other personal pressures in the researcher’s 

life. When the time came after a six-month moratorium, it was incredibly difficult 

to recommence writing this thesis. However, after a few weeks and especially 

with the unwavering support and encouragement of my wife, Karen, I persevered 

and began to write the final two chapters. To my surprise, I then found that I was 
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able to make significant progress, in fact far quicker than the limited progress I 

had been making prior to suspending my studies six months earlier. Evidently, 

the break allowed the researcher to recommence these studies clearly refreshed 

and with a new sense of purpose to complete this management project.        

The advice and encouragement from the researcher’s supervisors have been 

invaluable throughout this process. It was incredibly useful to have solid direction 

regarding next steps, and their feedback also provided great motivation. The 

researcher thanks both supervisors immensely for their encouragement and 

constructive input. The researcher has also been particularly grateful to some of 

the other students in his cohort - a great deal of conversation and debate has 

been undertaken throughout this research which has been both motivational and 

insightful. 

 

6.8. Opportunities for further research 

It is documented in the extant literature that motivational factors can change over 

time (Wiley (1997), Kovach (1980,1987), Bassett-Jones and Lloyd (2005), Kooij 

et al (2011), Gallie et al (2012), Cerasoli et al (2014), Kanfer et al (2017)). Indeed, 

growing age diversity in the workplace requires additional research to identify the 

nature of potential age-related differences in motivation (Kanfer et al, 2017). It 

could be a useful contribution to knowledge to further investigate why such 

changes occur and to establish the circumstances as to when such changes may 

be effective throughout one's career. Identifying the key drivers of motivational 

change could be invaluable to managers and could assist businesses in 

increasing staff retention. Understanding the key factors of motivational change 

could also assist in the development of training plans for employees. For 

example, training plans which identify the needs of employees and take into 

account anticipated changes in motivational drivers could be most useful to a 

business and could also assist in improving the efficiency and effectiveness of 

the workforce. Such training plans could also inform succession planning 

decisions for key roles within the business. 

It also appears that there is an opportunity to further explore the phenomenon of 

camaraderie and teamwork (as illustrated in Figure 18) to establish whether 
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teams are more successful, effective and efficient where there is a high level of 

camaraderie between team members. The author believes there is a strong link 

between stability in the workplace and improved performance which would be a 

particularly useful topic to explore within the hourly paid food manufacturing 

environment in the UK. It may be useful to consider employee embeddedness 

within the scope of this potential research as highly embedded employees are 

likely to be more motivated at work because they have more positive emotional 

relationships with colleagues and supervisors (Ng and Feldman, 2014). Such 

studies could also contribute to understanding how motivation and staff retention 

could be improved within the workplace. 

Moreover, there exists an opportunity to investigate how management perceive 

hourly paid employee motivation and to ascertain how closely management’s 

perception of hourly paid employee motivation is aligned to the reality of what it 

is that motivates hourly paid employees to work. Bent et al (1999,2000) 

conducted studies which identified that employers had a distinctly different 

understanding of motivational factors than their employees. This position is 

supported by Conrad et al (2015) who also found there were differences between 

what leaders thought motivated employees and the factors that actually did 

motivate employees. Further studies in this area could be extremely valuable in 

the field of work motivation in assisting employers to develop methods to improve 

HR practices which actively promote motivation at work within hourly paid 

employees.   

Finally, it may also be useful to conduct further research into the negative side of 

business, sometimes referred to as the “dark side of organization” (Linstead et 

al, 2014). Further research could investigate the phenomenon of what 

demotivates employees in the workplace and the sometimes profoundly adverse 

effects that can result not only to individuals, but also can potentially harm the 

organisation too. Furthermore, creating a better appreciation of the emotional 

content of leadership in action (Vince & Mazen, 2014) could prove invaluable to 

managers. By better understanding one’s workforce and removing demotivating 

obstacles from the work environment, managers have the ability to potentially 

improve motivation in the workplace which may lead to improved efficiency, 

reduced staff turnover and indeed enhanced performance. 
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6.9. Final words 

The researcher has addressed the research aims and objectives as detailed 

above and built on the knowledge of previous scholars to identify and 

understand how and why hourly paid employees are motivated to work.  A 

summary of the key findings from this study are presented in Table 3.  

Motivation at work is a fascinating phenomenon - one that is of particular 

interest to the researcher. It is a situation that is also clearly of interest to many 

individuals and has been the subject of considerable debate and discussion 

throughout the process of this case study. The researcher has not come across 

one person through the time spent conducting these studies who did not have 

opinions on the subject. Without exception, each individual that helped the 

researcher to complete these studies had significant contribution and input to 

any discussions on work motivation that arose throughout this process. The 

researcher believes that this generic position has added richness to these 

studies and has delivered a meaningful outcome. The researcher hopes that 

managers will value the results of this case study, reflect on the findings laid 

out above, and consequently seek to utilise some of the recommendations to 

improve motivation within their teams in their own work environment which, in 

turn, could well lead to improved effectiveness and efficiency within the 

workplace.   
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Appendix One 
 

Informed Consent Form 
 

Research Title How and why are hourly paid employees 

motivated to work in a family owned food 

manufacturing sector SME within the UK? 

Researcher Name   - Duncan Sheffield 
 
Researcher’s Status   - DBA student 
 
Researcher’s Contact Telephone - 07703 394377 
 
Researcher’s email address  - holthill@btinternet.com 

 
 

Dear Sir/Madam 
 

You are invited to participate in a research project designed to establish what motivates 
people to work in today’s society.  If you wish to participate in this research I would be 
most grateful if you could read this form, complete the necessary questions, and sign 
in the appropriate place.  Participation in this research is voluntary and will involve 
completing a questionnaire, and possibly an interview.  The interview should last no 
more than 45 minutes. 
 

All information received during this research project will remain confidential and your 
results will remain anonymous.  The interview will be recorded using a digital voice 
recorder, and an interview transcript will be produced.  Each interview transcript will 
subsequently be coded, and the researcher will be the only person with access to the 
transcripts in order that confidentiality and anonymity is ensured.  Your name will not 
appear on any document relating to this research project. 
 

Thank you for taking the time to read this consent form.  If you would like to participate 
in this research project, please tick the following boxes and sign below. 
 

 I consent to participate in this research project 
 

 I understand I may withdraw from the project at any time 
 

 I understand that an interview will be recorded and notes will be made however, I 
have the right to stop the recording at any time 
 

 I understand that I will remain anonymous 
 

 I understand that my contribution will remain confidential 
 
 

Participant’s signature:   ______________  Participant’s name: ________________ 
 
 

Researcher’s signature: ______________                 Date:  ________________ 

mailto:holthill@btinternet.com
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Appendix Two 
 

Motivational Questionnaire 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

1. Gender: Male ☐  Female ☐  

2. Age: 16-24 ☐  25-34 ☐  35-44 ☐  45-54 ☐  >54 ☐  

3. Length of 

service: <1 year ☐  1-3 years ☐  3-5 years ☐  5-7 years ☐  >7 years ☐  

4. Average 

weekly take-

home pay:

<£250 ☐  
  £251 - 

£270
☐  

  £271 - 

£290
☐  

  £291 - 

£310
☐  >£310 ☐  

5.Grade / Level Operative ☐  
Skilled 

Operative
☐  Chargehand ☐  Supervisor ☐  

Work  

Motivational Study 
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1 . Achievement    5 . Advancement 9   . Interpersonal relations - superiors

2 . Recognition    6 . Salary 10 . Interpersonal relations - peers

3 . The work itself    7 . Possibility of growth 11 . Working conditions

4 . Responsibility    8 . Status 12 . Job security

6 . Of the twelve factors above please select and rank the top three most important  factors that motivate you 

in your work, and please explain why they are of importance to you

1 .

2 .

3 . 

7 . Of the twelve factors above please select and rank the three least important  factors that motivate you in 

your work, and please explain why they are of least importance to you

1 .

2 .

3 . 

Thank you kindly for your time.


