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1. Introduction

In many organizations today, there is a greater awareness of the importance of ‘human capital’.
 Organizations realize that traditional ways of ‘controlling’ employees in our changing times do no longer lead to the desired results. Personnel- and HR-departments are trying to become ‘partners’ to the management by helping them to increase the profits of ‘human capital’ in the organization.

This so called ‘making profitable’ of the commitment of employees is mainly aimed by formulating adequate strategic targets of the organization. In many cases, these are commercial targets: making (financial) profits and increasing their value on the stock market. Being competitive and delivering best quality are well-known issues.  

2. Changing views on ‘human capital’

These changing views and ideas concerning the importance of human capital in organizations also initiate new views and ideas on human resource management. New trends are developing and many new instruments evolve supporting these trends and developments. Competence management, individual work plans, new reward systems like ‘merit rates’, performance management and employability are some of these new HR-instruments. These new trends and HR-instruments also characterize their goals. They mostly aim at the commercial targets of the organization like the financial profits. Often they characterize financial or related terms such as satisfying stockholders, higher values on the stock market, etc.
By following these developments, the author Joop Vinke noticed that the organization’s HRM focuses primarily upon the so-called ‘paid’ employees as ‘means’ to realise the targets of the organization. Therefore human resource management as an integrated HR-policy often gets a clear money-based focus apart from its basic tendency to the human resource.

In the Netherlands, many organizations have other strategic targets than these money-based profits. Those organizations are regarded as the so-called ‘service sector’ and this sector has expanded remarkably in the last years, as shown in recent information of the Dutch ‘Centraal Bureau voor de Statistiek’ (CBS) (Statistics Netherlands). The growth of this sector mostly concerns the commercial service sector as a part of the so-called ‘tertiary sector’ (cf. Statistics Netherlands). In addition to this sector, it appears that the ‘quartary sector’ also expanded considerably. This is the sector where we will find ‘not-for-profit’ organizations, welfare organizations and governmental institutions. 

3. HRM and its role in research on volunteer work 

Because of the strong relationship between the trends and the developments in human resource management and the commercial industry, organizations more and more use HRM only for realising their commercial and financial profits.
However, the governmental institutions and the ‘not-for-profit’ organizations also try to follow these new trends and developments in HRM. Especially governmental institutions are successful in this and are currently developing policies with more attention to the human capital. The ‘not-for-profit’ and welfare organizations follow reluctantly, but in many cases, they still lag far behind. More often than not, the causes are: the lack of financial funds, professionalism, or plain lack of interest. 

3.1. Methodological preliminaries

At the beginning of 2001, the author Joop Vinke confronted the fact that that particular year was marked as the ‘International year of the volunteer’. This was one of the reasons for his interest in the ‘special way’ of organising people, work, and ideal goals. This type of organizing can mostly be found in welfare organizations, particularly those organizations that are mainly working with unpaid employees (volunteers). There was also another, a more personal interest from the author in the possibility whether modern HRM could have any impact on this special kind of employees, because a former colleague just started as a manager of such an organization
One of the first things the author noticed was that the immediate confrontation with the specification of volunteer work as: ‘labour’, led to problems in these organizations. Employees in these organizations associated the term ‘labour’ clearly with ‘paid work’. The term ‘human capital’ is a well-known issue and term in this kind of organizations working with volunteers, but “labour” was not accepted.
A request of a welfare organization in Zutphen for an advice on HRM made this more interesting and rewarding. It also made it possible to broaden the scope of this research. 
This organization, the ‘Stichting Ouderenwerk Zutphen’ (STOW) or “Foundation of Work for the Elderly People” is one of the aforementioned welfare-organizations focussing upon work, volunteers, and idealistic goals. The organization consists of nine ‘paid’ employees and an additional hundred volunteers.  The ‘STOW’ provides facilities and services to elderly people in Zutphen. Over the last few years, this organization discovered an increasing lack of commitment of the side of the volunteers.

One of the other recent developments was a continuously decreasing amount of volunteers. There was also a problem concerning the age of the unpaid volunteers and the seemingly decreasing quality of the provided service.

After several meetings with the organization’s management, the author managed to come to an assessment of the problem. The definition of this problem is; “What possible measures does the organization have to ensure a qualified amount of volunteers in the near future.” The effect must be to secure the strategic targets and consequently the continuation of the organization.

The first step in the research was a desk research and analysis of the organization, with a SWOT-analysis and translation into another method, known as ‘TOWS- strategies’ (Fig 1.). 
	· SO strategies    = defining strong points and aiming at opportunities.

· WO strategies  = giving answers of opportunities and decreasing weaknesses

· ST strategies    = using threats within the environment of the organization
· WT strategies  = developing a managerial method for disposing or reorienting on parts of the organization


Figure 1: Explanation of “TOWS-strategies”
The goal of using this method is to develop future strategies based on the following strategies. The result of this translation was a product of several partial strategies, as shown in figure 2.
	· Using volunteers for technological improvements followed by training of other employees.

	· Improving ways of communicating within the organization

	· Professional volunteer management 

	· Integrated use of HR-instruments

	· Selecting new employees by competences

	· Aiming the strategy of the organization at new markets

	· Coaching employees on their new position


Figure 2: Possible strategies in volunteers’ organizations
After having finished this analysis, the author managed to develop a special research method by which he defined the wishes and needs of volunteers. 

The goal was to get insight into these wishes and needs of the current volunteers from the analyses and their relation to the partial strategies. The results presented a revealing insight into the ways in which HR-policies had to be made and implemented in this organization.
Utilizing the experiences of other scientists the author studied available literature on research on volunteers and looked particularly into the research experiences on volunteer organizations and the introduction of policies for volunteers and theses on the subject. 

As the first step the author gathered information through interviews with some strategic persons in the organization. Starting from this, theses were constructed (as shown in figure 2) and translated into measurable hypotheses.
	· The attention of the organization on volunteers

	· Visible and latent needs and wishes of attention of the volunteers

	· The need for attention to the future of volunteers

	· The ways in which this attention of the organization should be given

	· The need for the professionalizing of volunteer policy

	· The relation between the motive to participate and the affinity with the kind of work of volunteers


Figure 3: Constructed theses based on the interviews
With these hypotheses, a survey in the form of a questionnaire was made and presented to all the 100 volunteers of the organization. The response on this questionnaire was very high (70%).
The result of this research shows that there was enough support by the present volunteers for introducing a new HR-policy combined with several new HR-instruments like contracts, introduction, selecting, recruiting, performance appraisal etc.

In addition to this, it became clear that the partial strategy relates perfectly to the needs and desires expressed by the volunteers. An obvious example is the wish from the respondents to give more structure and rules (professionalizing) to the managerial level of volunteers by a professional HR-policy and HR-instruments. 
In his research, the author used concepts and definitions explaining to the volunteers in their vocabulary what professional HRM is. (See figure 4, below). Eighty-five percent of the respondents concurred with the fact that a good working HR system is necessary in this kind of organization
	Example:

Respondents wished to have:
· a written agreement about their participation                  (= labour contract)

· regular meetings with the coordinator about their work (= performance appraisals)

· a good competency based description of their work       (= job description)

Etc.


Figure 4: Examples of used definitions in research
3.2. Analyzing the results: reformulating strategic HR-thinking

Consequently, the results of both studies were a good starting point for formulating a strategic and integrated HR-policy in which the organization gives special attention to the unpaid volunteer. This policy however still missed a careful and successful method fitting this specific organization. The author found this method in the recent developed ‘HR-scorecard’ by Becker, Huselid and Ulrich (2001).
3.2.1. The HR-scorecard and “performance powers”
The authors of the HR-score method have developed it primarily in order to be able to construct a complementary method to the ‘balanced scorecard’ by Kaplan and Norton (1992). The important sentence behind it is:” You can’t manage things you can’t describe”
.

By using this method, it was possible to formulate a solid HR-policy for this organization, aiming at the strategic behaviour of its employees. Earlier methods in the organization where not based on a strategic focus. There was not a solid system in the form of policies. Employees did not know why they were doing the work they did.  
By developing a so-called ‘chain of creation’ (see appendix 1), it became possible to detect the exact ‘performance powers’. These are parts in the chain of creating vital values for the organization in the whole system. The parts that are called “performance powers” can be influenced by HR-instruments in an HR-system to contribute to the targets of the organization.

Essential to this method is that it is primarily based upon ‘system-thinking’. This way of thinking focuses upon the idea that, every activity of every employee creates values, if and only if this activity is part of the total creation chain. This chain is the total interdependent process (system) of creating values in and for the organization. By visualizing these ‘performance powers’ and making them “measurable” by progress-indicators it became clear for everyone that and how each member of the organization is a creator of value for the organization (cf. Appendix 1). 
3.2.2. Interrelation between work and motivation
One of the important hypotheses of this research is that the (unpaid) employees often participate in an organization based upon subjective motives. These motives differ. When organizations try to recognize these motives for participation in the organization, a ‘performance power’ in the ‘chain of value’ of the organization is becoming active. It is obvious how important it is to make this “visible and measurable”. (See fig. 6.) 
	Example

If an employee (volunteer) had a “bad day” this could \influence his/her attitude an as a result the behaviour. This has a relation with the product that is offered (a service) to the client. The satisfaction of the client about the product influences client's behaviour and has a direct relation with the attitude of the client towards the organization. This influences the image of the organization and of course the attitude and behaviour of the people that donate money (or participation) to this kind of organizations. This, at last can lead to the closure of the organization (no money, no volunteers)    


Figure 6: Example of a visible and measurable relationship in the value chain
It is clear that this example of a “negative” relationship in the chain of creation can also be offered as a “positive” one.  
3.2.3. System thinking

In the way of ‘system thinking’, employees can get a clear insight of their own share in the value creation of the organization (see example in Fig. 6). 
This can provide an answer to their own motives; it specifically gives them satisfaction and therefore a powerful ‘reward’. 
That is one of the reasons why in this research the author used a combination of motives in "motives as functions", as presented by Clary and Snyder (1991). 
The belief in the necessity of giving attention to this kind of performance powers is the reason of using this function-based structure in research. They are not really indicators in the way of measuring as we are used, but they can be influenced and make possible by the use of HR instruments.  That is why the motive is one of the important values in the chain of creation forming the organization. People have an innate, biologically founded need for rewards or attentions to satisfy them (cf. Maslow’s pyramid, self-actualization, or Kohlberg’s description of moral development) and to make them contribute to the organizations employing them in helping them to reach the strategic goals. That may well be the reason why employees are the most important “human capital” of the organization!  

Employees do not only want to be ‘motivated’ by external stimulators like financial rewards or attention by others. By giving attention to the delivered performance power, they will receive the incentive in employing their own (intrinsic) creation of values. In doing this, it will create a new reward system.
The method of the HR-scorecard encompasses a definition for the ‘HR structure’. This structure depends on the use of HR-instruments as ‘possible-makers’ for creating values. This may seem to be a simple conclusion. However, it is not only a manner of changing strategy and structure, it also asks for a large cultural change within the organization.  An example for this is the shift of mindset that is necessary to accept volunteers as “employees”. Another example is the focus on the “motive” in HR-instruments like recruiting, selecting, introduction, performance appraisals etc. This mindset can only be changed if there is a strategy focused HR-system and there are competent HR-employees that can use HR as the added value for the organization.
3.2.4. Implementation

This research, because of its translation into the HR-scorecard, demands a high level of abstraction. That is the reason why the author made an implementation plan for this particular welfare organization: this plan made it possible to introduce the HR-scorecard in the organization. 
In this plan detailed recommendations where give how to take steps to make the abstraction concrete. By means of this plan, it was possible to make a successful introduction of the new HR-structure and HR-policies in that organization. 

Because of this research, the ‘Stichting Ouderenwerk Zutphen’ introduced this HR-structure in order to receive its targets in the future. It has already led to an increased total of volunteers and a better organization. In this way, the meaning of the ‘Year of the volunteer’ has given a clear surplus of value to this organization.
4. Other applications of the value chain and performance powers
In addition to this, the author intends to implement this research and the conclusive insights in other organizations. With this research and the conclusions, they will be able to use “human capital” to make profit and improvements in their human resource management.
4.1. The paid labour market

Within the ‘paid’ labour market, the performance power, like the motive of an employee to participate, is mostly not recognized by the organization as a ‘creation of value’. That is also the reason why most organizations search for reward methods and try to find the answers in self-made (and therefore extrinsic) reward systems as how to motivate people to work. 
Based on this research, the benefits of paying attention to the performance powers as distributors for the creation of value for the organization are becoming clear. By giving attention to and rewarding the motives of employees the authors think that organizations are stimulating on of the most powerful performance power in the “chain of creations” of an organization. 
In doing this, organizations also make it apparent that they are able to recognize and acknowledge the ‘human resource’ as human capital. 

Making a ‘chain of creations’ for the organization, introducing, and implementing a HR-system of strategy focussed HR-instrument as possible makers for the performance powers, will be a great contribution to this. 

4.2. Arnhem Business School

As HRM-manager of HAN-University, Arnhem Business School, the author Joop Vinke brought this way of thinking also in the organization and made a HR-plan that was based on it. As a part-time lecturer in HRM on Arnhem Business School, he introduced this in his lecturers and started together with Frank Vonk new courses in which this way of thinking became basic in teaching students.
A couple of years ago both decided to integrate their diverse disciplines of HRM and Business Ethics in common lectures. The reason for this was to get a didactical approach of ‘system-thinking’. In integrating disciplines, the authors experience the approach that every activity of each student is also a ‘creation of value’, as long as it is part of the total chain of creations. 
This “chain” is in this case the total system of creating values in the study of the student. 
By visualizing these ‘performance powers’ and making them visible and “measurable” by progress-indicators the authors made clear for the students and lecturers that and how each student is a creator of value for the study.  
Both authors have, based on this new didactical and managerial approach written some publications and are writing a book that they will present in the summer of 2006. They call this approach “Gyroscopic Management” and it explains how their vision about motivation can be used in many ways. In this paper, we will not go further on this theme, but in the presentations that the authors give, they give examples how this works. 

5. Concluding remarks

5.1 New approaches.

Based on this research, other organizations are already implementing or considering this way of rewarding their employees. It also led to a total new didactical approach and a study stream at HAN University- Arnhem Business School in the Netherlands. 
In 2005, a new international Human Resource and Quality Management (HRQM) Bachelor study programme started based on this principle. The students that are following this programme now translate the basics into a didactical approach: “Don’t try to motivate students, just try to reward their motives”. 
This new approach is maybe the best shown in recent reactions of students that follow our courses (Fig 7.)

	 How do I feel about motivation?

“the way managers encourage the employees”

“aiming for better results”

“How eager are you to reach something?”

“I always like to know why people do certain things, more than to know how they do it”

“to make employees love their work, feel they are involved”

“self-creativity and self-enthusiasm”

“rewarding, reliability, helpfulness”





Figure 7: Reactions of Bachelor students International Business on the notion of “motivation” (HAN-University 2005)
5.2. Added value for HRM

The authors believe that the experience from this research is giving a benefit to the human resource. On the one side, it proves that modern human resource management has implementation possibilities in organizations employing volunteers. On the other side, it shows that these specific organizations have some special insights that all organizations gives opportunities for increasing the use of the ‘human capital’. 
By rewarding the motives of employees, through means of just giving those motives attention within a HR-system, employees will be stimulated to contribute to the creation of value.
The organizations that are willing to put this investment in human resources have, in the meaning of the authors a real advantage in the quest for competitive advantage.
That is the reason for the statement formulated in the header:
 ‘Do not try to motivate employees. Just try to reward their motives!’

Arnhem, April 2006

Joop Vinke and Frank Vonk
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ABSTRACT

J. VINKE, MBA

DR. F. VONK, PHD

“DON’T TRY TO MOTIVATE PEOPLE, JUST TRY TO REWARD THEIR MOTIVES”


In this paper, the authors explain a new vision and approach on HRM. They have built this approach on a research done by the author Joop Vinke. This research was done in an organization with unpaid employees. It clarifies  that there are more reasons than just making money as a reward why people ‘work’. One of the most important issues that came out of this research was the innate need to reward the motive(s) of an employee instead of trying “to motivate” them.

Many organizations try to motivate their people by making new reward systems. Most of these systems fail to answer their targets because they are not focused on the real intrinsic motive of the employee. Based on this research the author used a modern HR-instrument (the HR-scorecard) to find a new HR-structure and HR-system for this organization. This research was rewarded with the Dutch “HR-talent trophy 2002”. 

Together with Frank Vonk, the author also implemented the vision behind it in their work as senior lecturers at HAN-University of Professional Education in Arnhem, The Netherlands. In 2005 they started an international Bachelor and Master study stream called “HRQM” (Human Resource and Quality Management) in which they implemented this vision in a concrete practical didactical style. This resulted in a growing international interest from companies and Universities. The authors are writing a book about this new approach, which they call “Gyroscopic Management”. This book will be published in the second half of 2006.

The organizations that are willing to put this approach as an investment in Human resources have, in the meaning of the authors a real advantage in the quest for competetive advantage.
Appendix: Value chain including progress indicators ”Stichting Ouderenwerk Zutphen”



-  Subsidization / financing








- Needs and wishes of customers


- Needs and wishes of financiers





- Measuring quality


- Certification





- Attainability of services


- State of the buildings





- Validation by customers


- Validation and appreciation by society








- Extent of translation of strategies into goals


- Evaluation of services and products





- Turnover of empl.s


- Satisfaction of empl.s


- Keeping empl.s





- Familiarity of the Foundation


- Motives of responding to participation





- degree of attention to motives


- degree of adjusting the selection to the value chain


- results of job interviews


- results from exit interviews





- Effect of recruitment


- Increase of competences of empl.s / vol.s


- Level of learning by the organisation





- Effect information


- Degree to which the empl. Is aware of its own goal


 - Percentage of empl.s able to explain the strategic mission and intention





Customer satisfaction





- Complains / praise of customers


- Extent to which the organisation learns from it





- Achievements of the empl./vol.


- Achievements new empl.s/vol.s


- % mw. dat ideeën oppert


- onderzoek inspraak mw.





Appendix: Value chain including progress indicators ”Stichting Ouderenwerk Zutphen” 2002





Keeping empl.s / vol..s.








Employee’s or volunteer’s motive 











Appeal to new empl.s/vol.s





Appreciation and validation of society


Income / subsidies





Provable necessity of services to the elderly people





Tenure








Service / Product














Volunteers





Behaviour of the employee/volunteer





Customers





Satisfaction





Value





Quality


Deliverance





Attitude of the empl. / vol.





Place


































































































� The full research paper is written in Dutch and available by the author J.Vinke.





� For further details cf. Gary S. Becker (1964, 19943): Human Capital. Chicago: UCP. An operational  definition of human capital we will use in this paper implies the role of investing in education and training as to optimize a person’s ability to the job. This “optimimalization” is the main target of HR-thinking in relation to “human capital”.


� Quote by D.P. Norton 2001
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