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Abstract
Very often the performance of project teams begins to decrease during project

implementation. Project manager should find methods and techniques to overcome this
transitory loss of concentration. This Thesis is describing a guideline that will provide
all the necessary tools to the project manager to retain the performance of his/her project

team in high levels.

The creation of guideline will include two interviews from experienced project
managers and a survey in 40 people. The results from both tasks will provide useful
help for the reasons which create the problem, what is the impact in the project and how
they could be solved. These interviews and questionnaire in combination with the

theories about motivation will be the main activities of the Thesis.
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CHAPTER 1 — Introduction

1.1 Nature of the study

The managers in modern organizations frequently use projects in order to
successfully complete their targets. The implementations of project teams that comprise
skillful people are the project manager’s responsibility. The project team‘s members do
not always have previous experience in similar projects. Project managers should
inform them about their new duties and obligations and try to help them work as a team.

This is not always easy to succeed at this task.

Frequently in the beginning of a project all project members have the will and
strength to participate. However, after a short period the first symptoms of tiredness and
unwillingness show up. This situation usually affects the performance of the project in a
bad way. This is the moment that project manager with his/her experience and

knowledge should give the proper motivation to keep the morale high among the team.

There are many reasons that the project team and its members experience a gradual
drop of performance. Lack of motivation and routine are the most important. Team
members are usually doing same things again and again. As a result they lose their
enthusiasm and get bored easily. In addition, because of their tiredness some members
cannot concentrate and are losing their focus. The project manager should redirect them

on the correct orientation.
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1.2 Needs assessment

This guideline will offer valuable help to many people that are dealing with
projects. The project manager, project team’s members, senior management and
customers are some of the major stakeholders of this guideline. The creation of the
guideline based on material that provided assistant to the stakeholders in order to

complete projects with success.

Quite often projects are failing because of bad communication among stakeholders
or disability of project manager to complete the project. As a result the project’s cost is
increasing, higher management could not provide additional help that pm wants, the
customer begins to complain and be unsatisfied, and finally the whole project fails. It is
very important for all the stakeholders to have directions that will follow step by step to

gain the desired results. This is the role of this guideline.

1.3 Purpose of the study

The purpose of the thesis was the creation of a guideline that will help the project
manager to motivate project teams. With the use of proper tools, like interviews and
surveys, the author tried to reveal important conclusions about the factors that make the

team motivated.

1.4 Relation to the program of study

In the first term of author’s Master’s there was a lesson (PM506) called “Managing
projects with people and teams”. This was inspired the author to create this guideline. In

this lesson he learned how project teams are created, who could be its members, how
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could achieve their target and many more useful theories about organizing and operating

a project team.

PMS512 (The customer in the project process) gave him the proper elements to
complete his guideline. The various ways of motivating people working in a project and
the role of project manager in order to retain the morale and motivation high in his team

have being taught briefly in this lesson.

Furthermore, the assistance of author’s professor in his Masters was priceless and

very valuable.

CHAPTER 2 - PROBLEM STATEMENT

2.1 Problem definition

If the project manager does not motivate the team during the project, it may lead to

a project team's gradual drop in performance or project failure.

2.2 Rationale

A team is a group of people who are jointly responsible for achieving a common
goal. Project teams are created, work and finally lead a project in success. The project
manager is responsible to find the proper people with the needed abilities, to understand

their individual differences and to join them together to fulfill the needs of the project.

This would be ideal for every enterprise. However, to find a project manager and
team members with such skills is very rare phenomenon. So, the project manager has to

overcome some difficulties during the project. One of them is the gradual drop of
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performance of project team’s members. Lack of motivation, loss of orientation, bad
communication among team members, isolation and of course, tiredness is among the

most common reasons for this decrease of performance.

Like Frederick Hertzberg says in his two factor theory, “There are certain factors in
the workplace that cause job satisfaction, while a separate set of factors cause
dissatisfaction” (1968, p-p. 53-62). So project manager should find the reasons that
cause that dissatisfaction and eliminate them. On the other hand he has to bring out
those reasons that may help the team to be more functional, effective and closer to

success of the project.

In modern business environments many projects fail because of the project team’s
lack of motivation. The project manager should find different methods to motivate his

project team in order to increase its performance. The most important are:

e The goals should be the same and clearly defined for all.

e Team members should not have problems in communicate each other
e Every team member should fulfill each needs and worries.

e Continuous and effective training to team members

e The existence of a modern working environment.

¢ [t should have balance between working life and living.

2.3 Objectives

The objective of master thesis was the creation of a guideline for project managers

in order to find ways on how to motivate teams and work more efficiently.
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CHAPTER 3 - REVIEW OF LITERATURE

3.1 Literature review

The master’s thesis developed based on the use of books, journals, web sites, two
interviews with project managers working in a huge pharmaceutical company and in
Ministry of Education. The author tried to explain what motivation means, why project
team performance fails, how a project manager can improve motivation in project team,
the ways that project manager can retain motivation in high levels, the effects in the

project and other important issues that influence the project’s team performance.

Author’s resources wrote by psychologists, people who have worked for years in
business, organizations that are focused on project management, manager consultants,
journals and scientific articles. Some important theories and statistical data have taken

from the internet. The sites author used were only the official and worldwide accepted.

There are a great number of theories and books about how project manager could

motivate his team:

e One of them is Theory Y. “If Theory Y holds, the firm can do many things to

harness the motivational energy of its employees:

» Decentralization and Delegation

» Job Enlargement

» Participative Management

» Performance Appraisals” (McGregor, 2005, p. 353).
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e In Commodity team motivation and performance the writer describes “factors
that may influence team members’ motivation to participate in activities that
create opportunities for synergy and coordination of purchasing” (Englist,

Jorgensen, Johansen, Mikkelsen, 2008, p. 15).

e Gallstedt in his article in Working conditions in projects: Perceptions of stress
and motivation among project team members and project managers interviewed
project managers and project team members about motivation and presented his

conclusions.

e Another book which includes techniques and methods in order to improve the
performance of project team member’s is the Motivational management:

Inspiring your people for maximum performance (Hiam, 2003).

¢ In The manager as motivator the writer describes “information of being an
effective manager along with specific skill development opportunities” (Kroth,

2007, p.12)

e “This research investigates the tension between goals and quality management
in the Six Sigma context” (Linderman, 2005, p. 779). Six Sigma teaches ways
how to improve the production of a product and the same do for the

improvement of a project team.

e The effects of project manager’s motivation are “...by continually assessing the
project team’s performance, actions can be taken to resolve issues, modify
communication, address conflict, and improve team interaction.” (Project

Management Institute, 2004, p. 216).

10
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e [ will also take useful information for my research on team work from Managing

teams (Heller, 1998) and Teamwork and project management (Smith, 2007).

e Alered R. Mele in his book Motivation and agency describes “six popular theses

in the philosophical and psychological literature on motivation:

l.

Motivation is present in the animal kingdom but does not extend throughout

it

Motivated beings have a capacity to represent goals and means to goals

A motivation-encompassing attitude may have either a goal or a means as its

object

Motivation varies in strength

The stronger an agent’s motivation to A is, in comparison to the agent’s
motivation for alternative courses of action, the more likely the agent is to A,

other things being equal

Whenever agents act intentionally, there is something they are effectively

motivated to do” (Alered, 2003)

The following books and journals are describing teams. More specific are

describing the implementation, their characteristics, methods of improvement and

development and how each member motivates.

e The book of Lou Adler sets out some methods to create an effective team by

choosing the proper individuals for the proper job.

11
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e Irlenbush and Ruchala wrote in relative rewards within team-based
compensation that “if the bonus is high in experiment we indeed observe a
significant increase in effort which is not the case if the bonus is low” (2007, p.

161). They believe that the performance of the team depends on the reward.

e Chen and Kanfer in their book with title Towards a systems theory of motivated
behavior in work teams present the relation between a person’s will and a
project team’s member success. “Likewise, effective or ineffective individual
regulation processes can greatly affect team-level motivation and performance”

(2006, p. 244)

e The building of a strong and effective project team that it will work in a healthy
environment which helps its member to reveal their advantages, it is very
difficult for the project managers. However, Vijay in his book describes some
methods and tools that could help the project manager to improve his/her skills

and abilities.

e Managing human resources is a book that refers to managers working with
organized human teams. The author believes that “to enhance employees’
motivation to work...managers need to focus on three key areas of
responsibility: 1. Performance definition, 2. Performance facilitation and 3.

Performance encouragement”. (Cascio, 1992, p. 450)

e Project delivery system (CH2mHILL, 2001), Field guide to project management
(Cleland, 2007) and Project management for the 21% century (Bennet, Lientz,
Kathryn, 1998) are books that they will help me to find some of the basic

principles and methods of project management.

12
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Motivation is not only working during the project but also in the close out of it. In
order “to maximize performance at the close of the project, the project manager needs to
use the people skills of: a) crafting tailored motivation strategies that address the

individual differences of team members...” (Flannes, 2005, p-p. 7-9).

These materials revealed the ways that project manager can motivate his team in

order to retain its performance in high level and complete the project with success.

CHAPTER 4 - METHODOLOGIES AND PROCEDURES USED IN THE STUDY

4.1 Description of methodology

Master Thesis methodology included two parts. First, the author used of evaluation
methodology to describe the motivation. Then he used the development methodology

which included the creation of the guideline for project managers.

In first part of master’s thesis methodology he included interviews that helped him
to analyze the issue of motivation, how it affects the project team and the whole project.
In addition the project managers helped him to understand how project managers work
in huge projects, what the common problems that they have to understand are and how

they should overcome them and support their project team and its members.

Another evaluative method that writer used was a questionnaire. This questionnaire
helped him to understand the reasons why project team’s members experience
motivation lows, how the project manager could retain the team’s motivation at high
levels and what would be the impact on the project. This questionnaire filled out by
people from author’s working environment and people that are working on projects and

in big well-known companies. Of course it was essential to take their permission to

13
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answer it in order to take valuable outcomes for his thesis. The writer used email and
printed questionnaires to forward to them. The number of the people that participated in

this questionnaire was 40.

On the second phase of methodology the author developed the guideline for project
managers. After he has taken into consideration the results from the interviews and the
questionnaire, he created a guideline that gave solutions and ways on how project
managers can overcome the problems that show up during the completion of the project.
This guideline also included tips and step-by-step methods based on famous theories

from books and journals.

CHAPTER 5 - RESULTS

5.1 Motivation theories

The traditional approach to describing motivation theories divides them into two
groups — content theories, and process theories. Content theories, such as Maslow's
hierarchy of needs, McClelland's 'need for achievement', and Herzberg's two-factor
theory of motivation, all emphasize what motivates rather than how individuals are
motivated. Process theories, on the other hand, like the expectancy theory of motivation,

and equity theory, draw our attention to how people are motivated (or demotivated).

Clearly an adequate approach to understanding motivation has to include the what
and the how of motivation. It is therefore more useful to consider the group of theories
that emphasize needs as driving motivation, and those theories that emphasize thinking

and perception.

14
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5.2 Needs-based theories of motivation

These theories all start from the assumption that human beings have certain clearly
identifiable needs - and that people's actions are oriented towards meeting those needs.
These needs are considered inbuilt, and so do not require us explicitly to recognize them

in order to become motivated.

5.2.1 Maslow's hierarchy of needs

The most famous of the need theories of motivation, at least in managerial circles,
is Maslow's hierarchy of needs. He argued that we all have five main types of need -
physiological, security, social, self-esteem, and self-actualization. These are arranged in
a hierarchy so that we are motivated by lower needs, such as physiological, before
higher order needs, such as self-actualization, and only one need type at a time is
operational. A satisfied need ceases to motivate, and so the next type of need becomes
operational. However, lower order needs take precedence over higher ones - if you lose
your house (security need), social, self-esteem, or self-actualization needs will cease to
be effective motivators. Once your security needs have been met again, only then will

social needs serve to motivate your behavior.

15
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1) Self-Actualization

2) Self-esteem
3) Social
4) Security

5) Physiological

Maslow’s hierarchy of needs

Despite the popularity of Maslow's theory among managers, there are a number of
problems concerning its validity. Research has not found that needs are grouped in the
way the theory predicts, and there is little support for the notion that needs are ranked
hierarchically. Finally, there is not a clear association between needs and behavior. This
is particularly important for managers who need to know how behavior might be
modified. On a more positive note, Maslow did draw attention to the existence of other
potential motivators than money, and highlighted the idea of self-actualization, which

has fed through into a number of other motivation theories.

5.2.2 Herzberg's hygiene factors and motivators

Herzberg's two-factor theory of motivation is another popular needs-based
motivation theory. Herzberg suggested, on the basis of his own research, that managers
should make a distinction between factors that actually motivate behavior, such as a
sense of responsibility, or a feeling of autonomy, from those aspects of work that people
tend to expect to be present - such as adequate pay, efficient management, and so on. He

called this second set of factors the hygiene factors. One point to note is the similarity

16
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between the hygiene factors, and the lower levels of Maslow's hierarchy, and the

motivators, and the higher levels of the hierarchy.

Herzberg's ideas have proved controversial, largely because no one has been able to
replicate his research, despite many attempts. This problem suggests that his results had
more to do with the particular group he studied, or the details of how he carried out his
research, than with his having actually identified a new way of thinking about basic
needs that motivate behavior. His ideas have been applied to job design, with qualified
results for motivation and performance. They are also helpful in making managers
appreciate that satisfaction and motivation are two distinct attributes. He argued that the
absence of hygiene factors will result in dissatisfaction, but that their presence will only
result in the absence of any dissatisfaction. Satisfaction, on the other hand, will result
when motivators are present. Thus it is possible to have a situation where a workforce is
neither dissatisfied (because the hygiene factors are present) nor satisfied (because

motivators are absent).

There are several other content or need theories of motivation, such as Alderfer's
existence, relatedness and growth theory, or McClelland's need for achievement
approach. As with Maslow and Herzberg, their theories emphasize one set of needs

which it is assumed motivate everyone in similar ways.

5.3 Cognitive theories of motivation

While the needs-based theories of motivation assume we are all driven, in varying

degrees, by different kinds of needs, other approaches to motivation give more

17
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importance to the decision-making aspect of human behavior. If we consciously make
decisions about how to behave, then this suggests we are not driven to act by needs of
which we are not conscious. Further, it suggests that in an important way, we each make
our own motivations. Cognitive motivation theories try to identify what kinds of things
most influence that process of becoming motivated. They are also useful in helping to
understand why people might be demotivated, and so suggesting corrective action to

managers.

5.3.1 Expectancy theory

This approach to understanding how individuals are motivated was developed in
the 1960s by Victor Vroom. It has been elaborated considerably since then. Vroom was
interested in measuring the strength of an individual's motivation to put effort into work

tasks that contributed to the overall goals of the work unit or organization.

Vroom based his ideas on the fact that we all make decisions about how to act or to
behave. We usually have a clear idea of the outcome of any behavior that we propose to
engage in, even if we have never behaved in that way before. Further, our decision to
act, or not to act, will be influenced by the anticipated outcomes, and how they are

related to our personal goals.

For example, we know that one result of putting effort into work is getting paid.
Since money enables us to attain other goals, and might for some people be a goal in
itself, getting money is a valued outcome of exerting effort. So, in order to secure pay

(as well as other work-related rewards) we put some effort into our work. Vroom used

18



Motivation guideline for project managers at team’s performance lows

these simple ideas to develop a way of measuring the strength of motivation any

individual had in relation to the goal or goals they were pursuing.

The strength of motivation of an individual can be measured provided we know two

things:

e How important the outcome of the activity is and

e How far the individual feels that their performance can make a difference to

whether they obtain the outcome or not.

Vroom called the importance someone places on an outcome the valence of the
outcome, and the feeling whether they can make a difference by exerting themselves
their expectancy. If we know an individual's valence and expectancy in relation to a
goal, we can calculate their force of motivation simply by multiplying together valence

and expectancy.

For example, \'valence could be measured on a scale from -10 through zero to 10.
Expectancy is expressed as a probability, and therefore always has a value between 0
and 1. Zero means you feel the goal is impossible to obtain; .5 that you have a 50:50

chance; and 1 means that you are certain you will achieve the goal.

Now, supposing your boss offered enhanced promotion if you completed a project
before the scheduled date. You value the prospect of promotion, so the aim of
completing the project early becomes very important - it has a valence of 10. You also
know you are likely to finish early because of some nifty work you did last week, so
your expectancy is also high - say .9. The force of motivation to put in the effort to

complete the project early can then be calculated as follows:
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Force = expectancy x valence

= .9x10 =09

This force of motivation scale runs from -10 (high absence of motivation) to +10

(high presence of motivation) so your score of 9 indicates high motivation.

Life is rarely as simple as this because human behavior seldom conforms to the
principles of Newtonian mechanics! But, to continue with this example, you know that
working extra hard on the project also has costs, such as reduced social activities,
domestic tensions, stress, and so on. All of these will affect your overall motivation, and
Vroom's formula allows the influence of these kinds of factors to be taken into account.
Supposing the project will last another month. You are reluctant to lose your social life,
however, and score the valence of this outcome as -2. You also have a high expectancy
that your social life will be disrupted - a 75 per cent chance, or an expectancy of .75.
The loss of social life will thus affect your motivation by -2 x .75 = -1.5. The overall
force of motivation to work hard to complete the project can be calculated by adding

together the separate effects of each outcome:

9+ (-1.5)=7.5.

Thus you still have a strong motivation to succeed, but less strong than if you had
been unconcerned about your social life. Development of Vroom's model, particularly
by Lawler and his associates, has shown that expectancy takes two distinct forms. On

the one hand is the expectancy that effort will lead to performance. If you have the
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required skills to do a task, then extra effort will result in extra performance - other
things being equal. These Other things' include, for example, an assessment of the state
of equipment or supplies that are necessary to complete the project. This is the
expectancy that your performance will produce the desired outcome. Lawler and his
associates called this second expectancy factor 'instrumentality’. "Where this is low,
then it can cancel out the effect of the first kind of expectancy. In the context of the
example above, suppose some vital equipment was being used by someone else, this
would prevent your effort from having the desired result, and your overall motivation to

act would be reduced.

Although a great deal of effort has been put into developing the expectancy
approach to motivation, the theory has received poor support from research designed to
test it. There are problems with measuring expectancy, and studies that have not
measured expectancy, or which have combined expectancy and instrumentality, have
predicted effort and performance more effectively than studies which tried to apply the
full model. In reading about the theory, you may have felt that we do not really go
through that kind of process when making decisions. Another criticism has been that
expectancy theory perhaps overemphasizes cognitive processes. However, the approach
is useful for drawing managers' attention to factors that might be affecting someone's
motivation. It has also contributed towards the thinking behind ideas like the path-goal

approach to leadership

5.3.2 Equity theory of motivation

Equity theory proposes that an individual's motivation is significantly determined

by their perception of being treated in a fair or equitable manner. Complaints about pay,
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for example, often involve the view that it is not a 'fair' amount, either in comparison
with other people, or with the amount of effort being expended. Individuals making this
kind of complaint are engaging in a process of comparison, linking what is with what

they think should be, and concluding that their present situation is inequitable.

Equity theory was developed by a number of researchers, but is mainly linked with
the name of J.S. Adams. Adams proposed that in order to understand motivation, we

have to distinguish between:

 the individual (who feels equity or inequity)

o the comparison other - the other individual or group with whom comparison is

made

e inputs - things the individual brings with them to the job

e Outcomes - the results of the job, for the individual.

To give an example, you might have noticed that someone who joined your firm at
the same time as you always manages to get away on time, while you often have to stay
back to catch up. If you make several observations about your situation like this one,
and find that compared with so-and-so you seem to be losing out, then you are

experiencing what Adams w°uld call inequity.

More formally, people compare what others receive for a given effort with the
rewards they themselves receive for a similar effort. People make this comparison with
other people, as in the example above. They also make comparisons over time, and with

themselves. For example, you might compare the effort you have to put in now with that
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you exerted last year, and wonder if you are not being asked to work too hard (or

perhaps think that you are due for some other form of compensation).

However, if you feel that the balance between the amount of work you have to do
and the rewards that you receive is correct, then you will experience a feeling of equity.
Note that according to Adams' theory, a feeling of inequity can also arise if you feel

someone else is worse off than yourself.

How does all this relate to motivation? If you experience equity, then you are likely
to be satisfied with your situation. In this case, whatever is currently providing your
motivation to work will continue to do so. You continue to work as hard as ever. On the
other hand, if you feel inequity as a result of assessing your situation, then you will be
motivated to change the situation in some way, by changing your behavior, your

perception of the situation, or both.

Adams listed four ways in which someone who perceived inequity might behave.

They might attempt:

to change the ratio of inputs to outcomes

to change the importance they attach to particular inputs, and outcomes

to adopt a different person or situation to compare themselves with

To leave the situation altogether.

The attempt to leave the situation is easy enough to understand in the context of

work. Similarly it is not too hard to think of examples of behavior aimed at altering the
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balance between inputs and outcomes. These might include changing the amount of

effort exerted, or asking for an increase in pay or other extrinsic rewards.

The other two types of behavior Adams identified call for a more extended
commentary. Both are connected with change in people's attitudes and values, so that
they change the way they see the situation. In everyday life we talk about 'coming to
terms' with the situation, about the need to accept something unpleasant as 'a fact of
life'. When we do this, or others tell us to do this, we are in fact trying to adopt a

perspective on life which makes it feel less inequitable, more bearable.

For example, you were given a grade increase last year, but didn't expect the
volume of work you now have to do. Your predecessor certainly didn't seem to have to
work so hard, and so you are feeling a bit put upon. However, looking at things on the
bright side, as we say, you'll be able to afford that holiday in the Seychelles now, and
the new office furniture you were able to choose looks great. So you decide things don't

look so bad after all.

In Adams' terms, you have changed your perception of the input-output ratio. Now
the possibility of the dream holiday, plus the new office suite, does seem to compensate

to some extent for the extra work you are being asked to do.

Equally you might reassess your predecessor. Clearly he was moved on because he
was not up to this job, considering the way it has developed in the last few months. In
this way you downplay the qualities of your predecessor, who no longer becomes an

important person with whom you compare yourself.

Equity theory is based on the idea of exchange relationships, and since most people

go to work in orders to get a living (an economic exchange relationship), it seems to
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make a lot of sense. The theory was initially tested and confirmed in experiments
involving students. They were asked to apply for a job, and then divided into three
groups. The first group was told they were not qualified, and would earn at a lesser rate
than advertised. The second group was told they were qualified for the going rate. The
third group was told that although they were not qualified, they would be paid in full.
The first two groups experienced equity, and the third group inequity. As a result, the
third group worked hardest, and produced the best work. Other experiments have

confirmed these basic ideas.

However, confirmation of the theory’s predictions in the real world has proved
more difficult to obtain. One problem is that comparisons with Others' could take many
directions. Another is that it seems people compare outcomes, rather than the input-
output ratio. This makes sense as it is very difficult to know what another person's input

was.

Nevertheless, the basic ideas are useful, particularly in so far as we live in a society
where individuals expect to receive equitable treatment. In the context of managing
diversity, for instance, it is clearly important that members of different groups do not
perceive inequity if their motivation is not to be adversely affected. Further, it is
important to remember that individuals experience equity or inequity after managers

have set the rewards they hope will influence motivation.

5.3.3 Goal-setting theory

This approach to understanding and influencing individual motivation was

developed in the USA by Locke and Latham, and has become one of the most widely
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used approaches. A large amount of research has been carried out which confirms the

key assumptions of the theory, and has helped to refine it.

The idea that people are motivated by goals is not a new one. Frederick Taylor
made the assumption that the potential to earn more was a goal that would motivate
each individual worker, and the needs theories of motivation also assume that particular
goals motivate individuals. However, Taylor's failures, and other research on behavior
in organizations, show that it is too simplistic to assume that money is always the

primary motivator, and that offering more money will motivate more performance.

One key result of research into the motivational consequences of goal setting is that
people are motivated better by specific goals than by general or vague goals. Setting
targets for performance, provided they are seen as realistic, produces better results than
simply asking people to 'do their best'. This helps us understand perhaps why the needs-

based theories of motivation are of little help - they only point to general goals.

Research into goal setting and motivation has turned up two more consistent
findings. First, those difficult goals tend to result in higher performance than easy goals
provided they have been accepted by the person performing the task. It appears that
people's perceptions of the goals they have been set is an important factor influencing
the effort they will expend. This in turn raises the question of how goals are set, and
research suggests that participative goal setting generally achieves better results.
Participation in goal setting means individuals have psychological ownership of tasks,

and clearly understand what is required of them.

The second finding is that feedback to the person performing the task is essential
for the full performance benefits of the motivational program to be realized. It is this
knowledge of the outcomes of their activities that influences the individual's direction,
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intensity, and persistence of behavior towards performing. Without feedback,

performance tends to suffer.

Goal-setting theory shares with the expectancy and equity theories an emphasis on
the role of an individual's perceptions of the work or other situation in which they are
required to exert some effort. It is also clearly important that they have the ability to
perform the task, and those other resources - equipment, and other 'hygiene' factors - are
felt to be adequate. It is not the final answer to the problem of how to motivate people,
but does show much practical promise. It is also useful for managers in that it highlights
the role of financial and other incentives, and provides clear indications of how it can be

implemented.

5.4 Questionnaire and interviews results

In this chapter the author shows the results from the two interviews with project
managers and the sum of all the answers of the questionnaires. The forty people that
participate in this survey were most male and between 20-28 years old. In addition,
most of the participants are working in their company for 1 — 3 years. There is also a
great number that over passed the 5 years in the same organization as the figure 1

shows.
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Experience in the company

M less than ayear
ml--3
m3--5

H morethan 5

Figure 1

1-3 years are occupying with the same project. However there is a great amount of

people that are working less than a year for the same project (see figure 2).

Time in the Project

H |ess than a year
m]l--3
m3--5

m more than 5

Figure 2
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Twenty of the participants believe that their role in the project is interesting,

fourteen of them find it very interesting and only six of them do not interest or they

were bored with its role.

Figure 3

Almost all the people (80%) have found a situation of “low performance” in their

work (see figure 4).

O Haveyou ever been in
"low performance"
situation?

Figure 4
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However, there is a variety of reasons why this could have happened like figure 5
shows. The personal problems of employees and lack of motivation from the project
manager are the first two major reasons. Some conflicts that may occur during the
implementation of the project are very common factor of “low performance”, also.
Finally, company’s loss of interest and lack of motivation from the project itself are

complete the list of reason of “low performance”.

Reasons of "low performance”

T T T T 1 M Reasons of "low

o _ oo.-- & & 6\ performance
& XN QO ~0 2
S &2 2 3 R
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Q‘\ &) ) é&. (_’0
> < < &
< & & QY
& &S
QQ! \:b \:b o
S
<&
Figure 5

Despite the fact that almost all the participants have been in a “low performance”
situation, the 90% have overcomed it. According to figure 6, self motivation is the
factor that helped nineteen out of forty people to find their strenght again and keep
working with will and passion. Only 8 people believe in Project Manager’s abilities and
experience in order to overcome this “low performance”. Of course it is important to

say that almost 1/3 (13 persons) have been helped from their organizations.
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Reasons overcome the "low
performance”

B The P.M. helped me

H | found motivation on my
own

 The company helped me

Figure 6

A very interesting result from this survey is the methods that help people to regain
their high performance. Figure 7 shows those three different ways of motivation are the
most important (bonus, conflict resolution and personal talk). The possibility of a better

possession in the company or a higher salary is not so important.

Ways of motivation

B Bonus

M Personal talk

m Conflict resolution
B Promotion

u Other

Figure 7
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The fifty percent believe that project manager is a professional. After that the other
fifty percent think that emotional, experienced and amateur or something else will

characterize the project manager (as seen on figure 8).

Opinions of Project Manager
19
20
15
10 6 5 5
> A S
0]
> >
& & & & g
& O & o S
\é‘ﬁ @0 Q}\ ?&(‘
© < +,'Q
Q <
H Opinions of Project Manager
Figure 8

Finally, the percentage that project manager is being considered as the facilitator of
the project team’s “low performance” is almost 97%. This high number of people
consider bonus as the major factor that could help them overcome their performance.
The dissolve of any kind of problems that may occur through the project and personal

talk between project manager and his/her team members are important, too (figure 9).
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Support realization

20

18
18 -
16 -
14 -
12 -
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s m Support realization
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Figure 9

5.5 Interviews with Project managers

The creation of Master Thesis included two interviews with Project Managers. The
first Project manager is working in a big pharmaceutical organization for more than
three years. His experience was valuable in order to provide information and results for
the Thesis. The hold of Project Manager Professional degree offer elements that could
be described not less than accurate. His answers were achieving high project
management standards and of course meet the typical requirements of a project. He
transferred his experience in the answer sheet and covered all the fields of Project

Management.

On the other hand, the second Project manager is a woman that occupied in the
field of education and more specific in Ministry of Education. She has almost 3 years
experience but the nature of projects does not have the typical features of the Projects as
we know them. However, she tried to answer in the questions in an honesty and simple

way. Her lacks of education project management background provide in the Thesis
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results by a project manager with only experience background. In addition, she helped

Thesis with answers that came from government field.

CHAPTER 6 — DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS
6.1 The Guideline
What is Project?
e Have a specific objective to be completed within certain specifications
e Have defined start and end sates
e Have funding limits
e Consume human and nonhuman resources (i.e. money, people, equipment)
e Are multifunctional (i.e. cut across several functional lines)'
The first steps as project manager:
e Understand the scope of the project
e Clarify the needs of the stakeholders
e Create project team
e Communicate properly the objectives of the project

e (Gain the support of senior management

! Adapted from Harold Kerzner. Project management: A systems approach to planning, scheduling and
controlling. (New Jersey: John Wiley & Sons) p. 2.
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During implementation of the project:

Be on time

Control the expenses

Assure quality

Resolve any conflicts

Keep project team’s members morale high

Symptoms of project team’s performance lows:

Lack of interest

Delays on deliverables

Conflicts arise

Psychological and physical tiredness

Reasons of project team’s performance lows:

Lack of motivation from the project manager

Lack of interest from the organization

Personal problems

Project team conflicts

Changes in working conditions

Personal problems
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Ways to overcome project team’s performance lows:
e Extra bonus
e Promotion
e Better working environment
e Conflicts resolutions
e Senior management support

e First discuss with each team member in order to clarify his/hers strongest

motivation. Then apply the most suitable from the above.
Need more assistance in order to motivate? Try the below resources:

e Flannes, W. & Levin, G. Essential people skills for project managers.

Management Concepts.
e Heller, R. Managing Teams. DK

e Project Management Institute. A guide to the project management body of

knowledge (3™ ed.). Newton Square.

e Kerzner Harold. Project management: A systems approach to planning,

scheduling and controlling. John Wiley & Sons.

e CH2mHILL. Project Delivery System (4th ed.).
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6.2 Conclusions, recommendations

The creation of a guideline was not easy work. The author tried to make an effort to
present new tips to assist project managers to complete their projects without any delays
or over budget. Finding new ways to motivate project teams were the biggest part of my
thesis. The project manager has a key role to motivate his/her team members. Their
performance determines how satisfied and happy the members of this project team will
be. As a conclusion, the result of their performance will affect the final outcome of the

project.

He was expecting that the guideline will be a useful tool in project manager’s hand.
The author wants this guideline to inspire them and direct them to a successful
completion of a project, while satisfying all the stakeholders that will be part of this
project. His ambition is that any project manager that will encounter problems on how

to retain the high performance and the morale of his/her team will use this guideline.

On the other hand, guidelines for project managers are a very common and
widespread object of study. It was easy to lose his orientation and create another useless
guideline. That’s the reason why he took data from real life (questionnaire, interviews)

up to date (-2008) and created a unique tool-guideline.
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10.

11.

12.

13.

14.

15.

16.

17.

Appendices A Interview Questions

What is your education?
How long are you working as a project manager?

What kind of training or professional development have you undertaken in the

past that fits you for this role?
What kind of training or professional development do you think you still need?

As a project manager, what do you consider to be your main roles and

responsibilities?

What is your opinion about your occupation?

What is your opinion about motivation?

Do the members of a project team need to be motivated? Why?
What techniques or processes did you use to motivate your team?

What kind of challenges or difficulties did you face in the procedure of

motivation and how did you overcome them?

What is your relationship with your project team’s members?

What motivates you, as project manager, to do your best on the work?
In your opinion what does a person need in order to motivate others?

Describe a personal experience about how you have motivated a team to

complete its work with success.

What kind of organizational structures have been used to support your project?

How effective has this been and how they can motivate you and your team?
Do you abandon your goals easily or you are trying hard to achieve your goals?

Have you reached your last project’s goals?
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Appendices B Questions of the questionnaire and survey

1. Areyou:
Male O Female O

2. How old are you:

20-28 O
29-37 O
38-46 O
47-55 O
55-63 O
63-71 O

3. What is your occupation?
4. Do you like your job? Why?

5. How many years have you worked for this company?

Less than a year 0
Between 1-3 years N
Between 3-5 years []
More than 5 years 0

6. How long are you occupied with this project?

Less than a year 0
Between 1-3 years N
Between 3-5 years []
More than 5 years 0

7. What is your role in this project?
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8. What is your opinion about your role?

Very interesting

Interesting
Uninterested
Boring

Very boring

0

0

9. Have you ever found yourself in the situation of “low performance” during the

execution of a project?

Yes

10. This “low performance” was due to:
[J Personal problems
[0 Lack of motivation from the project itself
0 Lack of motivation from the project manager
[0 Team contflict situations
[1 Company problems/ signs of loss of interest for the project

11. Did you overcome this “low performance”?

Yes

0

0

No

No

12. If “Yes”, this happened because:

[J The Project Manager helped me

[J I found motivation on my own

[0 The company helped me

13. What was the motivation that resulted in this overcome?

[0 Bonus
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14.

15.

16.

[J Personal talk

[J Conflict resolution

OJ Promotion

[J Other

What is your opinion about the project manager?
[l Professional

00 Emotional

O Experienced

[J Amateur

0 Other

Do you believe that the project manager supports the project team to complete

its role with success?

Yes 0 No 0

How is the above support being realized towards yourself?
[J Bonus

[ Personal talk

1 Conflict resolution

[J Promotion

[1 Other

44



Motivation guideline for project managers at team’s performance lows

45



Motivation guideline for project managers at team’s performance lows




	CHAPTER 1 – Introduction
	1.1 Nature of the study
	1.2 Needs assessment
	1.3 Purpose of the study
	1.4 Relation to the program of study

	CHAPTER 2 – PROBLEM STATEMENT
	2.1 Problem definition
	2.2 Rationale
	2.3 Objectives

	CHAPTER 3 – REVIEW OF LITERATURE
	3.1 Literature review

	CHAPTER 4 – METHODOLOGIES AND PROCEDURES USED IN THE STUDY
	4.1 Description of methodology

	CHAPTER 5 – RESULTS
	5.5 Interviews with Project managers

	CHAPTER 6 – DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS
	6.1 The Guideline
	6.2 Conclusions, recommendations
	BIBLIOGRAPHY
	Appendices A Interview Questions
	Appendices B Questions of the questionnaire and survey


