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INTRODUCTION

This paper is an attempt to objectively analyze a 
research project that failed. The intent is to examine 
the totality of the project from start to failure -with 
the goal of establishing substantative observations and 
recommendations for future studies in the field of 
executive motivation. The analysis will include an 
evaluation of gathering data by means of a mailed 
questionnaire and classification and interpretation of 
this data utilizing the Critical Incident Technique. 
Hopefully, the results of the analysis presented in this 
paper will be useful to those who may elect future 
research excursions into the area of executive motivation, 
or those who may select the Critical Incident Technique 
as a vehicle for investigative attempts.
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PART X

THE PARENT STUDY

Development of the study. This study originated from 
an examination of existing literature on motivational 
aspects of executive behavior and the causes of that 
behavior. The examination revealed the following:

1. Very little had been done directly pertaining to 
motivation of executives holding positions in the highest 
levels of corporate management.

2. The implicit assumption was evident that all 
human behavior stems from common, universal motivating 
forces.

3. Most of the literature was theoretical in nature 
and few attempts had been made to empirically determine the 
causes of motivated executive behavior. Generalized state
ments concerned themselves with what should successfully 
motivate executives and nothing could be found that objec
tively stated what was actually required.

In view of the importance of executive motivation and 
the obvious need for knowledge concerning this area, the 
lack of empirical research seemed unwarranted. A research 
proposal was formulated which would attempt to satisfy this
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lack of knowledge concerning executive motivation. The pro
posed project would have as its goal, the isolation of a 
list of critical behavior items, described in concrete 
terms, which would differentiate successful and unsuccessful 
executive motivation. The methodological device which would 
be used would be the Critical Incident Technique.

The research proposal was presented to the American 
foundation for Management Research, Inc. for consideration 
and was subsequently approved and funded.

The Critical Incident Technique. John C. Flanagan 
defines this technique as follows:

Th e Cri ti cal Incident Te chniqu e consists of a 
seo of procedures for collecting direct observa
tions of human behavior in such a way as to 
facilitate their potential usefulness in solving 
practical problems and developing broad psychologi— 
cal principles. The Critical Incident Technique 
outlines procedures for collecting observed 
incidents having special significance and meeting systematically defined criteria.

By an incident is meant any observable human 
activity that is sufficiently complete in itself 
to permit inferences and predictions to be made 
about the person performing the act. To be criti
cal, an incident must occur in a situation where 
the purpose or intent of the act seems fairly 
clear to the observer and where its consequences 
are sufficiently definite to leave little doubt concerning its effects.1
The use of the Critical Incident Technique in this study 

would inyolve the collection and analysis of specific

1John C. Flanagan, "The Critical Incident Technique," 
Psychological Bulletin, Vol. LI, No. k (July, 195k), p. 32?.
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instances of executive behavior for the purpose of obtaining 
a valid, comprehensive, and objective list of actions which 
are fundamental to success or failure in motivating execu
tives. The resulting list of behavioral events would 
compose the critical requirements of executive motivation.

These critical requirements, to be both valid and 
comprehensive, must be based upon actual experiences judged 
important by many persons participating in, or closely 
associated with every important area or position of executive 
performance. They should also include a quantity of data 
commensurate with the complexity of executive motivation.

There are two basic requirements for collecting data 
with the Critical Incident Technique. First, the data must 
be specific instances of executive behavior. Second, these 
instances must be chosen by the respondent as examples of 
behavior which he believes to be especially effective or 
ineff ective.

Analysis of the data obtained with this approach is 
known as category formulation. This involves grouping the 
behavorial incidents into workable categories according to 
similarity. Descriptive statements of these categories 
constitutes the list of critical requirements of executive 
motivation.

Uses of the critical requirements of executive motivation. 
It was beyond the scope of this study to determine the various



ways a list of critical executive motivational items could 
be used; however, it is pertinent to briefly review this 
sub j ect.

Perhaps the most obvious way of utilizing a list of 
critical requirements of executive motivation could be the 
preparation of a checklist for evaluating the performance of 
people engaged in motivating executives. If a checklist 
that includes all the important executive motivating behaviors 
was available, an individuals performance could be 
evaluated merely by marking a rating scale for each obser
vation. In other words, it would be possible to evaluate an 
individuals ability to successfully motivate executive per- 
f ormance.

Executive behavior in critical incidents and the specific 
details involved make such incidents an ideal basis for 
developing training materials for executive development 
programs. In addition, it seems feasible that many practical 
applications of the critical requirements of executive 
motivation would be useful in the areas of executive coun
seling, selection and classification. Although further 
research would be needed to develop the applications of such 
a list the uses mentioned above indicate that such investi
gation could well be worth the time and effort required to 
conduct it.

Data collection considerations and study variables. The
use of the Critical Incident Approach poses several problems



concerning data collection before the approach can be used. 
These problems are:

1. Who should contribute data?
2. Should an interview or mailed questionnaire method 

be employed to collect the data?
3• What questions should be asked in obtaining the 

incidents?
Who should contribute data? People who participate 

directly in the executive motivation are the executives them
selves. Persons who are closely associated with executive 
motivation are the executive 1s immediate subordinates and 
superiors. Xt was decided, therefore, to collect information 
from all three sources in order to insure the comprehensive
ness of the data. This decision isolated the first three 
independent variables of the study. The final critical 
requirements would be analyzed according to $

1. Data obtained from executives versus data obtained 
from their superiors

2. Data contributed by superiors versus data contri
buted by subordinates

3* Data collected from executives versus data collected 
from subordinates.

Should an interview or a mailed questionnaire be employed 
to collect the data? In view of the success obtained with the

5
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mailed questionnaire in critical incident investigations of 
other subjects, it was decided that this device could be

pused to collect data. According to Flanagan, in situations 
where the observers of behavioral incidents were motivated 
to read instructions carefully and answer conscientiously, 
the results obtained from a questionnaire did not materially 
differ from those obtained by personal interview. The same 
evidence was found in Heckmann1s study at Wisconsin.^ Based 
on Flanagan's comments and Beckmann’s success, a mailed 
questionnaire was selected as the sole data collection device 
for this study.

What questions should be asked in the questionnaire to 
obtain the incidents? The actual criticalness and, con
sequently, the ultimate value of the critical requirements 
made it imperative that the respondent relate specific 
incidents of behavior rather than generalized opinions.
This made it essential to design questions that would elicit 
the proper response.

In this study, it was decided to utilize questions which 
have been proved to be valid and reliable by other researchers 
who have utilized the Critical Incident Technique. These 2

2Ibid., LI, p. 343.
^Irvin Lee Heckmann, Jr., "An Analysis of the Critical 

Requirements of Non-Academic Foremanship in a State Univer
sity" (unpublished Ph.D. Dissertation, Dept, of Commerce,
University of Wisconsin, 1955).
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questions would, of course, be modified to suit the purposes 
of this study.

Since it could not be assumed that age, education, and 
number of years in an executive position did not influence 
the data collected, these factors would also be included as 
independent variables in this study.

The dependent variable in this study would be the list 
of critical requirements of executive motivation.

Quantitative variations in this list could appear in 
two forms. First, differences could appear in the number 
of categories data were contributed to by the two parts of an 
independent variable. Second, within one or more of the 
critical requirement categories variations could appear in the 
number of incidents contributed by the two elements of an 
independent variable. These latter differences could be the 
result of chance sampling. It was decided to hypothesize 
that the differences in the numbers of incidents within the 
categories for the independent variables could be accounted 
for by chance. Consequently, values of chi-square for these 
differences could be computed as a test of these null hypo
theses.

Research procedure. The procedure for this study con
sisted of three independent steps:

1. Collection of the data
2. Category formulation
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3» Analysis of the data within the categories.
A sample of one thousand executives who held positions 

m  the highest three levels of management was developed from 
— -°r *s Re,gister of Corporations, Directors, and Executives. 
1963, and Management News - Men and Women of Distinction.
1963 (An AMA publication). The random selection of the sample 
was based on the following criteria;

1. The company must have five hundred or more employees.
2. The company must have more than $150,000,000 in 

annual sales.
3. The person selected must hold an executive position 

as defined by this study.
The sample should represent the full spectrum of 

business activity. The sample should not reflect concen
tration in functional areas.

To insure that the sample did not concentrate in specific 
industries (e.g., electronics, steel, manufacturing, etc.), 
the first two hundred and fifty executives selected were 
classified by industry and functional area (e.g., finance, 
sales, production, advertising, etc.). The results showed 
no significant concentration in a particular industry or 
functional area.

In bn attempt to secure the necessary returned question
naires and thus usable incidents, two hundred and fifty 
executives were selected from the various committees and
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councils of the American Management Association. These 
executives were sleeted only if they and their firms met 
all of the criteria previously stated. It was felt, since 
the American Management Association had funded this project 
through its research foundation and that its members had a 
vested interest from the standpoints of contribution and 
knowledge to be gained, the response percentage from this 
group would be significantly higher than from the rest of 
the sample.

All sources that could be found covering mailed ques
tionnaire results indicated that an approximate number of 
responses that could be expected would be thirty-five per 
cent of the total sample. Since four separate observations 
would be requested in each questionnaire and each observation 
would probably reveal more than one critical behavior item,
the required number of critical incidents, as stated by

4Flanagan, seemed to be a reasonable expectation. With the 
previously stated considerations in mind, no follow-up 
procedures or actions were planned.

The questionnaire and associated cover letter, Appendix 
A, were developed with the primary considerations of clarity 
of purpose, emphasis of the importance of the study and an

^Flanagan, p. 3^3.
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appealing physical appearance.
The cover page explained that the study was supported 

by the American Foundation for Management Research, Inc., in 
cooperation with the Faculty and Students of the Master of 
Business Administration Program at The Creighton University. 
The cover page also stated that data obtained in this study 
would be kept confidential.

Since it was imperative to make certain that all re
spondents refer to the same activity, the definition of an 
executive applicable in this study was detailed on the 
instruction page. This page also included the following 
points $

1. Two examples of effective and two examples of 
ineffective executive motivation were requested. The ex
amples were to be written in the spaces provided.

2. The respondent was requested to give complete and 
accurate descriptions of the incidents observed. The 
respondent was cautioned not to use the names of the people 
involved in his observation.

3. The respondent was requested to furnish his age, 
educational level, number of years in an executive position, 
title, and functional area.

4. x The respondent was offered the opportunity to 
receive a copy of the final project results by furnishing a 
mailing address in a space provided.



11

Each question concerning effective and ineffective 
motivation was stated on separate pages. Following each 
observation the respondent was asked to furnish the organi
zational relationship between himself and the subject of hi s 
observation.

Following the fourth and last question a full page was 
reserved for any comments that the respondent wished to add.

In stating the instructions and questions, no examples 
of what was wanted were given for fear that such examples 
would cause the respondent to think along similar lines.

The incidents collected with the questionnaire would be 
recorded on special forms that would be prepared for the 
study.  ̂ The forms would be labeled so that they could be 
readily sorted according to any of the following factors:

1. Effective or ineffective behavior
2. Respondent's relationship to the subject of the 

reported incident - superior, peer, or subordinate
3. Functional area - production, sales, etc.
4. Age
5• Number of years in an executive position
6. Education

^Portions of this section are adapted from Irvin Lee 
Heckmann, Jr., 11 An Analysis of the Critical Requirements of 
Non Academic Foremanship in a State University," unpub
lished Ph. D. dissertation University of Wisconsin, 1953,
PP. 33-37.
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7. Area and sub-area in which classified.
Each form would be read and the specific behavior 

indicated would be recorded in order to reduce reading during 
category formulation. This isolation of the actual inci
dents is especially necessary with the data submitted by 
questionnaire because introductions and opinions accompanying 
the incidents are frequently quite lengthly.

After the incidents have been recorded, a group of 
tentative major categories would be set up. Common area 
headings would be employed. However, effective and inef
fective behavior would be dealt with separately. The major 
areas would be intended as groups of non—overlaping categories 
which could encompass all of the incidents.

The next step would be to prepare a general definition 
of the type of behavior covered by each area. Revisions of 
these areas would be made as the incidents are classified.
The incidents placed within each area would be examined 
and those which are nearly identical would be grouped toget
her. Phrases describing each group of incidents would then 
be prepared. Incidents which could be described by those 
generalized phrases would be grouped together. At all times 
only those items would be included which would permit the 
phrases vto be specific enough to be easily identified with 
all of the items in the group. Sub-categories would be 
prepared which several, if not all, of the groups within a
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major area could be placed. Definitions of the sub-areas 
would be prepared from a study of the similarities in the 
groups under them. Final revisions would be made so that, 
as nearly as possible, each incident is, first, more similar 
to others in its group than to any outside the group; second, 
more similar to others in its sub-area than any outside the 
sub-area; and third, more similar to other incidents in its 
major area than to those outside the major area.

The procedures outlined above would be accomplished by 
three separate evaluators working completely independently. 
Once all questionnaires had been evaluated by all three 
researchers, a mutual formulation of categories, major areas, 
groups, and sub-areas would be attempted. When agreement 
was reached it was felt that the results of the multiple 
judgments leading to common classifications of the data 
would materially increase the category formulation validity.

The most specific units retained in the list of require
ments of executive motivation would be the group descriptive 
phrases. These constitute the critical requirements. The 
major areas and sub—areas serve merely as aids in organizing 
and understanding these descriptive phrases.

As a precautionary measure, the reliability of the 
category formulation would be investigated. If the incidents 
have been categorized on a chance basis, a statistical 
analysis of the critical requirements of executive motivation 
would be meaningless. The most practical test of the
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reliability of the category formulation would not be a 
re-formulation by an independent investigator. A more 
valid test would be assignment of incidents chosen at 
random to positions in the established areas and sub-areas 
by an analyst not previously associated with the study.

Each of the critical incident categories would be 
examined and the number of incidents in each would be record
ed. Effective and ineffective behavior would be considered 
separately. Since different total numbers of incidents would 
be associated with each part of the independent variables, an 
examination of the absolute number of incidents contributed 
to each area and sub-area by each variable would have little 
meaning. Consequently, the percentage of incidents contri
buted to each category by each variable would be computed. 
These percentages would permit a comparison of the relative 
contributions of each of the variables with every other 
variable, and with the total list of critical requirements 
of executive motivation.

Values of chi-square would be computed for the differ
ences between the number of incidents contributed to each 
category by the two elements of each independent variable, 
in addition, it would be established that the attainment of 
a total chi-square value (the sum of the chi-squares computed 
for all areas and sub-areas for a given variable) which 
exceeds the one per cent level of confidence would be
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considered a rejection of the null hypothesis for that 
variable.

Project research plan. The background research for 
this project was primarily determined to be a standard li
brary search for data pertaining to motivation in general, 
and executive motivation in particular. The starting points 
for the library search were:

1. Text books dealing with motivation.
2. Personnel Literature, U.S. Civil Service Commission 

Library, January 1956 through July 1 9 6 6.
3. Personnel Management Abstracts, Bureau of Indus

trial Relations, University of Michigan, June 1957 through 
July 1 9 6 6.

k. "Critical Incident Technique, " John C. Flanagan, 
Psychological Bulletin, Vol. LI, No. 4, July 195k, pp. 327-
358



PART II

PROJECT RESULTS

Completed questionnaires received. As could be anti
cipated by the introduction to this paper, the project 
results, as far as returned questionnaires were concerned, 
were bitterly disappointing. Table 1 illustrates the 
breakdown of the responses received. As is indicated in 
this table, the responses ranged from courteous refusals 
to actual usable returns. Some striking facts about

TABLE 1
TABULATION OF QUESTIONNAIRES RETURNED BY TYPE

TYPE RESISTANCE
NOTED TOTAL

Courteous Refusals 5 9
Gag Returns 1 1
Misunderstood Directions 3 5
Resistance Evident 2 2
Usable Returns 2 _6

Total 13 23
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the responses received were:

1. The number which reflected resistance to the pro
ject. This resistance ranged from a manifest belief that the 
study was impossible through reluctance to furnish observed 
incidents of negative executive motivation.

2. The number of respondents who attempted to cooperate 
but who misunderstood the questionnaire directions concerning 
the type of data requested.

3• All of the respondents who attempted to furnish data 
plus the two whose resistance was most evident requested a 
copy of the project results. This interest was reassuring 
but of little or no value for the purposes of this study.

4. The nine courteous refusals contained six references 
to vacation schedules or reduced manning during the summer 
months.

Even though the project was determined to be a failure 
in the month of September, the usable incidents submitted 
were analyzed. The usable returns and the returns reflecting 
misunderstood directions yielded twenty-eight separate 
incidents of executive behavior. An examination of these 
limited data enabled some preliminary category formulation 
and major area definition. The following results were 
obtained by the attempted data classification.

Categories of positive executive motivations
1. Effective counseling
2. Public recognition of accomplishment



3. Assignment of challenging or difficult task
4. Allowing participation in the decision making 

process
5. Clarification of corporate policy.
Categories of negative executive motivation:
1. Public criticism for mistakes
2. Scape-goating, blaming failure on someone else
3. No participation allowed in decision making process
4. By-passing a managerial position and going to an 

executive's subordinate for information.
It is realized that this attempted data classification 

is nebulous and shakey, however, even with these limited data 
preliminary category formulation was possible. Further 
evaluation was abandoned because of the lack of data.

Library research results. The library search revealed 
that there is very little information available which is 
directly applicable to executive motivation. The sources 
which were found were theoretical in nature and did not 
concern themselves with "what was being done" to motivate 
individuals at any organizational level.

These sources generally conceded that motivation is 
still a theory which is based on an assumption that there is 
some order or uniformity that characterizes all human behavior. 
This assumption, as far as could be determined, has not been 
proven conclusively by empirical research. The motivational

18
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studies and concepts seem to concentrate on the lower level 
manager and the rank and file -worker. The material also 
indicates that motivation does or should have the same cri
tical requirements at all levels of all organizations.

The library search indicated a lack of knowledge of 
executive behavior and its causes. This knowledge gap must 
be filled before the management process can become more than 
an informed intuitive art.



PART III

PROJECT ANALYSIS

Fallu re of any endeavor, in and of itself, dictates that 
analysis be made into the basic causes for that failure. The 
initial analysis must be one which concerns itself with the 
validity of the parent endeavor.

The need for the attempted research project into execu
tive behavior and its causes was evident. Interest in this 
area of research was clearly indicated by the American 
Foundation for Management Research, Inc. when the original 
funding for the project was received. However, the results 
obtained by the research attempt paint a different picture.

The question which is most obvious could be stated as 
follows: "is management interested in research which can
add knowledge about the management process?" The answer to 
this question should be a resounding "yes." American manage
ment has clearly indicated its interest by membership in 
numerous business and professional societies which, in part, 
are dedicated to improving the varied skills required for 
effective management. The business community has established 
a multitude of executive development programs and has directly 
supported college and university educational emphasis into 
the study of management. Professional publications are

20
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literally full of articles covering the management process 
•which contain ideas that should enhance management's effec
tiveness. With this evidence in mind, the conclusion cannot 
be reached that the failure of this project is due to a lack 
of management interest.

If management is interested in executive behavior and 
its causes and a need does exist for this knowledge, what 
caused this research project to fail? The best explanation 
for failure is that the researchers erected barriers in the 
questionnaire and cover letter which were sufficient to block 
the interest and need that management felt. These barriers 
apparently precluded collection of the prerequisite incidents 
of executive behavior and thus assured failure of the project.

Analysis of this project will center on the barriers 
that could have contributed to its failure. Isolation and 
subsequent evaluation of these barriers will be based on the 
conclusions drawn from the limited number of study responses 
and interviews with executives and fellow researchers con
cerning their personal reactions to the cover letter and 
questionnaire.

Covering letter. A careful examination of the cover 
letter, shown in Appendix A, in light of comments contained 
in some*of the returned questionnaires and reactions received 
in the interviews mentioned above revealed several problem 
areas.
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The cover letter apparently failed to sufficiently 

motivate the recipient toward project participation. The 
importance of individual contribution and thus personal 
involvement in the project was not stressed to the degree 
that would cause the executive contacted to press on in spite 
of the time and trouble involved. The first part of the 
letter automatically warned the recipient that he was busy 
and that additional effort would be required to participate 
in this study.

The subject of the research was not as clearly stated 
as it should have been. Motivation of the executive is too 
simple, too straight forward, too broad, and does not ade
quately identify the area of research interest. The review 
and evaluation of other studies apparently "muddied the water11 
and raised serious doubts concerning the possibility of 
successfully reaching the project goals.

The letter did not specifically state what could be 
gained from the project either by the participant or by the 
total business community.

The stated time required for participation in the 
project was misleading and contradictory. The percentage 
of the executives contacted who looked at the questionnaire 
and thought to themselves, "a few moments indeed, a few hours 
perhaps 1 11 is strictly a matter of conjecture but this is 
perceived to be a major problem.
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The basic format of the letter, no personal salutation, 
mimeographed, undated, and including a HP.S. 1 possibly left 
an undesirable impression. The level of executives in the 
sample used for this study could be repelled by this type 
of correspondence. The letter's appearance could have de
creased the perceived importance of the study and thus the 
need for the individual's participation in it.

The letter and the questionnaire had one fault in com
mon. The questionnaire stated that the information furnished 
would be confidential and that names of people involved in 
the observation or signatures of the observer should not be 
included. However, both the cover letter and questionnaire 
gave the respondent an opportunity to positively identify 
himself by requesting a copy of the study results. This 
conflict could have caused doubt concerning the confidential
nature of the data submitted.

The questionnaire. The questionnaire appearance cannot 
be criticized because it did represent a professionally 
produced document which without exception received favorable 
comments during the evaluation interviews. The contents of 
the questionnaire do, however, present some problems. The 
instructions were apparently misunderstood by over twenty 
per cent of the executives who attempted to respond. This 
lack of understanding could have caused some of the sample to
choose not to respond.
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Tile instructions asked for observations which are 
difficult to recall and accurately describe. This difficulty 
would increase the amount of time required to complete the 
questionnaire, reduce the participant’s confidence in being 
able to xurnish accurate data, and increase his resistance 
to contributing data for the study.

The questions asked for observed incidents of both 
positive and negative executive motivation. Without exception, 
in the questionnaires which were returned, the observations 
ol positive motivation were more lucid, expansive, and usable.
Xn addition, the positive motivation incidents outnumbered 
the negative incidents two to one. This concentration of 
recalled observations of positive executive motivation, plus 
the comments contained in some of the returned questionnaires, 
indicate that there was some resistance to furnishing obser
vations of negative behavior. It is possible to assume that 
this resistance could have overcome the interest an executive 
might have had in furnishing data for the study.

Other possible problems. Several other potential prob
lem areas were evaluated for impact on the project and are 
briefly discussed below.

Project timing. The project via? initiated during the 
months of July and August, a time when vacations are at their 
peak. This could have caused the questionnaires to be over
looked or ignored by executives who were getting ready to

!

;

!
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depart on vacation; or who were covered up with work after 
their return. This represents an unknown but could have 
contributed to project failure.

Executive and company policy. The correspondence could 
have been identified by executive secretaries as "just 
another questionnaire" and found its way into the "circular 

cabinet because of company or personal executive
policy.

Sample development. A thorough examination of the sample 
and the isolation procedure used to develop it, led to the 
conclusion that neither contributed to the failure of the 
project. This analysis showed that the sampling technique 
and the resulting sample were valid. The barriers constructed 
in the cover letter and questionnaire virtually precluded 
pxojecv success and thus the sample or its isolation could 
not have materially contributed to project failure.

Use of the Critical Incident Technique. The project 
failed because the mailed questionnaire technique did not 
gather sufficient data. The data collection methodology 
classically used in conjunction with the Critical Incident 
Technique has been the personal interview. The mailed 
questionnaire approach was selected because of the previous 
success of Beckmann in his study at Wisconsin6 and the

^Heckman, Ph. D. dissertation.
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limitation of time and financial support available for the 
project. In retrospect it appears that personal interviews 
would have undoubtedly furnished adequate data for success
ful completion of the study. However, the mailed questionnaire 
technique, if implemented properly, should also have produced 
the required data.

In the researchers1 opinion, the fault lies not with the 
questionnaire technique, but with the researchers, because 
of the unconscious erection of blocks to executive partici
pation in the study. In view of this, the proposed use of 
the critical incident approach for data evaluation had no 
apparent bearing on project success or failure.

Library research plan. The library search had no bearing 
on the project whatsoever. Appendix B contains a list of 
source materials which could be of possible future value to 
those who may elect research into executive behavior and its 
causes.

It is recognized that these ideas do not represent a 
total picture of the project failure, however, they are 
potential problems whose solution would have increased the 
probability of project success. No one problem can be isolated 
as the culprit but their cumulative effects are crystal clear.



PART IV

RECOMMENDATIONS AND CONCLUSIONS

These recommendations and conclusions are based on the 
firm belief that the management community is interested in 
attempts to increase knowledge of the management process.
This fact is evidenced by the existance and continued 
development of the numerous professional business societies, 
management development programs and educational emphasis 
on the management process. Since support for pure research 
is being furnished by these interested parties, it is assumed 
that investigations into all facets of management will con
tinue. If the specific area of executive motivation is the 
focal point of further research, the following discussion 
should be of some value.

Recommendations. These recommendations represent a 
possible alternative refinement to the methodological 
approach used in the attempted research project into execu
tive behavior and its causes. The over-riding theme of these 
ideas is better project planning.

A basic departure from the data collection techniques 
concerning the mailed questionnaire used in the abortive study 
attempt is, in the researchers' opinion, required. The

27
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change is essentially a different method of questionnaire 
placement. This would be done by requesting voluntary pro
ject participation by use of an introductory letter, 
explained below, which would ultimately lead to question
naire placement. The letter would be mailed to selected 
increments of the sample. Successive increments of the 
sample would be contacted until sufficient potential sources 
of incidents had been isolated to insure project success.
The initial step in the, hypothesized plan would be the design 
and writing of an introductory letter which would be mailed 
to the sample group of executives. This letter would be 
professionally produced, dated, and would include a correct 
salutation. The letter must accomplish these purposes :

1. It must be contributor centered and motivate the 
recipient to participate in the study.

2. It must stress the importance of the addressee's 
personal contributions toward the massive data required for 
project success. The role of the recipient must be pic
tured as active, not passive.

3. It must identify what the project goals are and how
the recipient will benefit from its success.

U. It must state who is interested in the project and
why they are interested.

5. It must clearly identify what type of data are 
desired and that a questionnaire will be provided at a later
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date. A carefully designed example, illustrating incidents 
of human behavior required for the project, should be in
cluded. No minimum number of incidents should be specified. 
However, two incidents of positive executive motivation and 
two incidents of negative executive motivation should be 
requested. The idea should be stressed that the type of 
incidents desired is difficult to recall, but that they are 
occurring every day and could be recorded immediately after 
observation even before the questionnaire is received. It 
should be made clear that any incidents recorded on a form 
other than the questionnaire should not neccessarily be 
transcribed but forwarded as is.

6 . The time required to participate in the study should 
be mentioned. The idea that the potential gain one might 
realize from successful completion of the study would more 
than offset the time investment.

7. The addressee should be asked to volunteer his 
services by completing and returning an enclosed franked 
post card or letter to trigger mailing of a questionnaire.

8 . The addressee should be encouraged to place addi
tional questionnaires in his company. A space would be 
provided on the return correspondence to indicate the number 
of questionnaires desired.

9. A time limit for questionnaire completion and 
return should be determined and stated.
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The purpose of this introductory letter would be to 

solicit project participants. Once the letter is designed, 
its effect should be tested by getting reactions from 
students, professors, and researchers,. The design and 
semantical problems which are isolated by this process would 
then be eliminated and the resulting letter should be mailed 
to a limited number of local executives. Once the letters 
had been received by these executives, appointments should 
be made with them for the purpose of obtaining their reactions, 
comments, and recommendations concerning the introductory 
letter. Once these data have been obtained, analyzed, and 
the introductory letter revised as required, the letter 
should be ready. As soon as this process is complete, design 
of the basic questionnaire would begin.

The development of the questionnaire should follow 
approximately the same process as the introductory letter.
Of course, the questionnaire must be professionally produced, 
instructions clearly stated, and questions asked properly. 
Again, examples of the type of human behavior items desired 
must be furnished. The basic design of the parent study 
questionnaire as shown in Appendix A should suffice, incor
porating the changes in format and semantics recommended by 
the same dual screening process as detailed for the 
introductory letter.

The questionnaire must clearly state that the requested 
data are confidential and will be kept as such. The
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respondent would be offered the opportunity to receive the 
project results by completing and returning an enclosed 
form or postal card. However, this form or card must not 
be a part of the questionnaire. There must not be a con
nection between the returned questionnaire and the request 
for project results, or anonymity of the contributors can
not be assured.

It is felt that once the letter and questionnaire have 
completed the circuit of testing outlined above, the chances 
for data collection in the quantity and quality required 
would be materially increased.

A maximum of two follow up reminders would be mailed 
to the executives who have volunteered their services but 
who had failed to return the questionnaire(s) at the end of 
the established time limit. These would be courtesy reminders 
only. The reminders would reiterate the importance of their 
personal contributions and encourage them to return the 
questionnaire(s).

Isolation of the executives for the sample should be 
the next step in the project plan. The criteria used for 
sample isolation in the attempted study now appears too narrow 
and restrictive. Ihe isolation criteria would be revised 
as follows.

Executives who hold positions in the top four levels 
of management in companies that have no less than 200
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employees and no less than $50 million in gross sales would , 
be considered as candidates for the sample. A random sample 
of 4000 executives would be developed. The experience 
gained in the previous study indicates that industry con
centration and functional area involvement would not be a 
significant consideration during the sample isolation.

The next step in the recommended plan would be mailing 
the introductory letters in an attempt to solicit project 
support. This mailing would be incremental in nature. For 
example, letters would be mailed to every fifth executive 
in the sample, or a total of 800 mailings.

As soon as any feedback was received, the interested 
executives8 names, addresses, and the data of questionnaire 
mailing would be recorded on forms designed for this pur
pose. This record would facilitate any follow up action 
required. Additional increments of the sample would be 
contacted until a sufficient number of questionnaires had 
been placed to allow reasonable assumption that the quantity 
of data required would be obtained.

The remaining steps in the data collection attempt 
should be auxiliary and adjective in nature, but do provide 
a hedge against failure of the questionnaire data collection 
method. 'These additional data gathering methods would be 
as follows:

1. Interview of executives who were not included in the
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sample but who meet all the criteria used for sample develop
ment. The success of the interview technique of obtaining 
critical human behavior items has been well documented. A 
single interview could conceivably produce dozens of usable 
incidents. The interview could be used to collect data and 
it offers an opportunity to secure placement of additional 
questionnaires within a company.

2. Interviews of management consultants for incidents 
they have observed during the performance of their assign
ments. A possible further source of data, if permission 
could be obtained, would be the case studies and notes made 
by the consultants during their analysis of real life 
business problems.

Once the data have been collected, the same methodology 
described in the parent study would be used for data classi
fication, variables considered, category formulation, 
statistical validation, and ultimate formulation of the list 
of critical requirements of executive motivation.

The mix of the recommendations outlined above, of 
course, depends on the time and financial support available 
for the research attempt.

These recommendations are not viewed as a panacea; far 
from it,,but they are ideas which should increase the 
chances for success of subsequent studies in the area of 
executive behavior.
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Conclusions. The failure of the attempted project to 
isolate a list of critical requirements of executive 
motivation and subsequent analysis of that failure led to 
the following conclusions.

The project was valid and does represent an area which 
did and still does warrant research. The failure of this 
project in the researchers’ opinion, is in no way connected 
to the validity of the parent research proposal. The 
Critical Incident Technique, which would have been used for 
data evaluation, still appears to be the best measurement 
device of critical items of human behavior. Since the study 
failed because of a lack of useful data, no shadow can be 
cast on the validity of this technique.

The need for the study and the information which could 
be furnished by a successfully completed project still 
exists. Those needs perceived originally are still unsatis
fied and this failure does not diminish the critical 
requirement for research in the area of executive motivation 
and its causes.

The potential gain derived from such research still 
remains evident. Knowledge contributed to such a project 
increases understanding of the totality of the management 
concept.- This knowledge and thus increased understanding 
could furnish an obvious link in the chain of knowledge 
which may some day enable management to evolve from an 
intuitive art to a more scientifically measurable skill.
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The implication is not that research in this area is a 
keystone of the foundation of management science, but it is 
implied that knowledge furnished by successful research into 
executive behavior can be used to weave a much stronger 
management science fabric.

With these observations in mind, it is felt that 
research into executive behavior and the causes of that 
behavior leading to the formulation of a useful list of the 
requirements of executive motivation can be successful.

The chance for success of such a project will, in the 
researchers' opinion, be materially enhanced if the following 
ideas are considered and carefully developed.

1. The methods of data collection must be refined, 
tested, and properly implemented.

2. The prospective contributors of the necessary data 
must be motivated to participate in the study.

3. The potential gain that the participant could 
realize from the successful completion of the research must 
be made crystal clear. The contributor must know how he can 
use the results of the study for his own self improvement and 
business success.

4. The sample to be contacted as potential contribu
tors must be developed properly.

5. The directions to the participants must be unmis
takably clear concerning what is wanted. Examples should be 
furnished in order to illustrate the type and form of data
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required.
6 . Sufficient time must be allowed for the project 

especially in the planning and development stages. This 
also implies that adequate funds would be available to support
the study





T H E  C R E I G H T O N  U N I V E R S I T Y
O M A H A ,  N E B R A S K A  68131

C O L L E G E  O F
B U S I N E S S  A D M I N I S T R A T I O N

O F F I C E  O F  T H E  D E A N

Dear Sir:
Yes, this is another questionnaire. And, like all questionnaires 

you receive, it is a very important one. We sincerely hope, however, that 
because the subject of our investigation, namely, motivation of executives, 
is a matter of great concern to people like you that you would not mind 
taking a few moments from your busy schedule to complete and return the enclosed form.

Specifically, the purpose of our study, which is supported by the 
American Foundation for Management Research, Inc,, is to develop a list of 
behavior patterns that indicate effective or ineffective, positive or 
negative, motivation of executives. Although other studies have been con
ducted in this area, they manifest a common tendency to define executive 
behavior in non-specific, general terms. In particular, they have been 
primarily concerned with specifying what people "think" should motivate 
corporate executives. None of their conclusions gives a concrete, objec
tive description of what "has been" done by executives to motivate others. 
We hope, of course, that our study will overcome this deficiency.

Because the success of this study depends on the completion and 
return of the data, we would sincerely appreciate your cooperation in 
filling out and mailing the enclosed questionnaire at your earliest convenience ,

Thank you for your help in this important project. We appreciate your courtesy and consideration.
Sincerely,

Dr, I, L, Heckmann Dean
ILH:sed
Enclosures
P. S, If you would like to have a copy of the final report, please so 

indicate in the space provided on the questionnaire.



CONFIDENTIAL

THE CRITICAL REQUIREMENTS OF 
EXECUTIVE MOTIVATION

A study sponsored by the American Foundation 
for Management Research, Incorporated, in co
operation with the Faculty and Students of the 
Master of Business Administration Program at 
The Creighton University.

NOTE:

The facts obtained in this study are confidential. 
Respondents are requested to not identify the 
names of people when answering the questions 
and to not sign their names.
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convenience.

------------- -- nie peup le  invoivea.

have completed the questionnaire, please mail it in the stamped envelope at your earliest

Thank you for your cooperation.

❖

W e should appreciate it If you would give us the following information about yourself.

1. Age___ x__________

2. Education: □  H.S. □  College □  Advanced Degree

3. Number of years in executive position___________

4. Title_____ ______________________

5. Functional area_____________
(e.g., Sales, Mfg., etc.)

o

If you would like to have a copy of the final results, please complete the following:

Name__________________

Address_________________

City and State_______________

Zip Code



QUESTION 1

E ^ c - n m i  S S  VanothAer exeS ™  ° °  50ME7HING THAr' IN YOUR

In the space below, describe what you saw as accurately and completely as possible.

ABOUT THE SUBJECT OF YOUR OBSERVATION:

1. HIS TITLE______ _____________________________________  _____________

2. HIS RANK IN RELATION TO YOU: □  SUPERIOR □  PEER Q  SUBORDINATE

3. HIS FUNCTIONAL AREA.____________________
(e.g., Sales, Mfg., etc.)



QUESTION 2

In the space below, describe what you saw as accurately and completely as possible.

THINK OF ANOTHER TIME WHEN YOU SAW AN EXECUTIVE DO SOMETHING THAT, IN YOUR
OPINION, EFFECTIVELY MOTIVATED ANOTHER EXECUTIVE:

ABOUT THE SUBJECT OF YOUR OBSERVATION:

1. HIS TITLE_______________________________________________________________________

2. HIS RANK IN RELATION TO YOU: □  SUPERIOR □  PEER □  SUBORDINATE

3. HIS FUNCTIONAL AREA________________________________________________________
(e.g., Sales, Mfg., etc.)



QUESTION! 3

THINK OF A TIME WHEN YOU SAW AN EXECUTIVE DO SOMETHING THAT, IN YOUR OPINION,
INEFFECTIVELY MOTIVATED ANOTHER EXECUTIVE:

In the space below, describe what you saw as accurately and completely as possible.

ABOUT THE SUBJECT OF YOUR OBSERVATION:

1. HIS TITLE_______________________________________________________________________

2. HIS RANK IN RELATION TO YOU: □  SUPERIOR □  PEER □  SUBORDINATE

3. HIS FUNCTIONAL AREA____________________________________________________ _
(e.g., Sales, Mfg., etc.)



QUESTION 4

In the space below, describe what you saw as accurately and completely as possible.

THINK OF ANOTHER TIME WHEN YOU SAW AN EXECUTIVE DO SOMETHING THAT, IN YOUR
OPINION, INEFFECTIVELY MOTIVATED ANOTHER EXECUTIVE:

ABOUT THE SUBJECT OF YOUR OBSERVATION:

1. HIS TITLE_______________________________________________________________________

2. HIS RANK IN RELATION TO YOU: □  SUPERIOR □  PEER □  SUBORDINATE

3. HIS FUNCTIONAL AREA________________________________________________________
(e.g., Sales, Mfg., etc.) '

If you have any comments or additional observations, please record them on the following page.
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