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1
Introduction

1.1
Introductory remarks

The last years there is a lot to do in the media about financial rewarding of top managers in the Netherlands, especially because of a new regulation. In the Netherlands there is a regulation since the first of September 2002 for making known the ownership of stock options of the top management, the supervisory board and all the other employees of legal entities as mentioned in article 2:360 BW 2. This regulation is described in article 2:383d lid 1 BW 2 of the Dutch Civil Code. This kind of reward is developed to stimulate employees in all kinds of functions. Most managers want to have employees which work as good and hard as possible to get the best results for the company. Unfortunately not every manager knows how to get the best result out of the employees. The most known way to motivate employees is rewarding, but there are many ways to reward like: fixed wages, financial bonus plans and all the other conditions of employment. The last few years there is a lot to do about ‘performance reward’ and of course the question ‘does it motivate the employees?’. There are also much motivation theories from different persons, for example Maslow, Herzberg and Vroom (Keuning and Eppink, 2000).

Now we can ask ourselves what is motivation? In psychology motivation refers to the initiation, direction, intensity and persistence of behaviour (Kirch, 2008, p. 969). Motivation is having the desire and willingness to do something. In a simple way it can be said that motivation are the wants, needs and beliefs that drive a character. Motivation is the willingness to undertake certain kinds of action (Marsden et al., 2000, p. 5).

From the above it can be concluded that managers want to motivate the employees in a positive way and of course to realize the best results for the organisation. Since a lot of managers think performance rewarding is a good tool to get a better performance out of the employees
, it is interesting to examine in this thesis whether this thought is correct. 

For performance pay it is important that it is possible to measure the targets of the employees. 

For salesmen it is very good possible to measure the targets like volumes, turnover and the profit margins. The business of retail seems to be interesting for the research of performance pay in relation to motivation, because many salesmen are paid partly or fully by reached targets
. Especially car retail is interesting for the research, because as a result of the high prices and the small volumes in the business the reached targets are more visible and better measurable.

1.2
The objective

The objective of this thesis is to get to know if performance reward in the car retail business results in a better performance per individual and of course for the whole organisation. So this thesis tries to find out if performance reward motivates car salesmen to reach the best results.

1.3
Research question and sub questions
As discussed in section 1.1, there is an expectation for a relationship between performance and performance reward for car salesmen. In advance it is not known if the relation is positive or negative. In the past years more and more companies have introduced performance pay
 but there is comment on this matter, for example Kohn is well known for his negative reactions on this matter. For this thesis the research question will be:

Does performance reward for car salesmen result in a better performance?

The relation between performance reward and performance will be investigated by asking the opinion of employees within organizations. Employees can have the opinion that they perform better, equal or worse when performance reward is used. 

If the result of this research is that performance reward for car salesmen result in better performance it can be a good reason for car dealer organizations to make use of performance reward and come to the best results for the organization.

Especially in the current global financial crisis it is very important to come to the best possible results to survive as an organization. Already some Dutch car dealer organizations became bankrupt.

For a proper answering of the research question the following nine sub questions are formulated:

1. What is performance?

2. What is reward and what reward systems exist?

3. What sorts of performance reward exist for car salesmen?

4. How can performance be measured?

5. What is the relation between performance measurement and performance reward?

6. Which department is involved in performance reward of employees?
7. Which regulation has influence on performance reward of employees?
8. What is the environment of car salesmen?

9. How is the performance of car salesmen without performance reward?

10. How is the performance of car salesmen with performance reward?

By answering the first eight sub questions there will be created a good theoretical basis for the study and the research question. By answering the last two sub questions it must be possible to give the right answer to the research question.

1.4
Research method

Quantitative and qualitative approaches in research are the two main cultures in research. The difference is in the use of different research techniques like survey, interviews, historic analyses etc. To classify a research approach there are some marks for each one. The quantitative approach is big-scale, has a statistic representation, and is superficial and reliable because of the number of observations. The qualitative research method is small-scale, has a theoretical representation, and is deep and valid because of the fact that the qualitative approach has more orientation by using a smaller group of respondents. (Babbie, 2001, p. 10-11).

Besides the above-mentioned classification, it is instructive to categorize the research methods on the basis of the expected results from a research:

· exploratory approach;

· descriptive approach;

· explanatory approach.
An exploratory approach is used when there is not very much knowledge of the subject. This approach is mostly objective and the subject is quite new for the researcher.

The descriptive approach is about a subject, which is already familiar to the researcher, but who wants to know more about the subject. This kind of research tries to get more information on the function of a certain phenomenon. This approach usually go on to examine why the observed patterns exist and what these patterns imply.

The explanatory approach is an approach which has the possibility to testing theories. The explanatory approach is to distinguish in hypotheses testing and interpret. The hypotheses testing is deductive, this means from general to specific so to a lower abstraction level. Interpret is inductive, this means from specific to general so to a higher abstraction level (Babbie, 2001, p. 91-94). 

There are two sorts of research: one is the cross-sectional study and the other is the longitudinal study. The cross-sectional study is based on observations made on a specific moment. The longitudinal study is based on observations made at more than a single moment (Babbie, 2001, p. 101-106).

The research in this thesis will have a descriptive approach because it is based on doing interviews and interpret the outcome. The research question which will be handled is mentioned on page 2, ‘Does performance reward for car salesmen result in a better performance?’. This thesis is for a good description of the subject and giving more information about the subject of performance pay.

The research in this thesis will be done by using reports of prior researches on the subject of performance reward and take a look at the results of and facts out of these reports. These results and the facts will also be used as a base for a survey in the form of an interview at Dutch car retail companies to find some opinions in practice about the research question. The survey will be held for different functions in the car retail business like sellers and managers. While taking the interviews I will fill out a question form.

Also this thesis takes a look at the regulations in the Netherlands on the subject of performance pay. If for example in the regulations are restrictions for performance pay we need to know this, so it can’t become an advice in this thesis. 

Out of the research description above, it will be clear that this research belongs to the qualitative approach of research. The method is small-scale, has a theoretical representation and is deep and valid. Because the observations in this thesis will be made at a specific moment it is a cross-sectional study.

1.5
Theoretical framework

In this thesis motivation is important in relation to performance. In section 1.1 motivation is described. A motivation theory can be approached from two points of view, the first one is the more social-psychological approach and the other one is the economic-organisational approach. The more social-psychological motivation theory is aimed at explaining the behaviour of the employees and explaining the choice for a certain performance reward system (Keuning and Eppink, 2000, p. 364-377). The economic-organisational approach is aimed at creating value for the shareholders and for the organisation (Eisenhardt, 1989, p. 59).
Relevant motivation theories, which belong to the social-psychological theory, are:

· the hierarchy of need’s theory (Maslow);

· the motivation-hygiene theory (Herzberg);

· the expectancy theory (Vrooms).

The hierarchy of need’s theory is based on a pyramid with different levels of needs. This pyramid has two basic assumptions, these are:

1. the human is a ‘wanting animal’, regardless of its position, rank or class the 
human wants more or something else every time;

2. satisfied needs are no longer effective motivators and do not or almost not 
activate behaviour.
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Figure 1: The Pyramid of Maslow

In the pyramid of Maslow the different levels are from below to the top, physiological needs, safety, love/belonging, esteem and self-actualization. The needs higher in the hierarchy only come into focus when the lower needs in the pyramid are satisfied. When an individual moves up to the next level, needs in the lower level will no longer be prioritized. The individual will still give attention to the lower level, but its priority is on higher level (Keuning and Eppink, 2000, p. 365-367).

The motivation-hygiene theory is also known as the two-factor theory, this means people are influenced by two factors; these two factors are satisfaction and dissatisfaction. 

Satisfaction is primarily the result of the motivation factors, which help increase satisfaction and have little effect on dissatisfaction. Some of these motivation factors are: achievement, recognition, the feeling of interesting and important work, responsibility and promotion.

Dissatisfaction is primarily the result of the hygiene factors which cause dissatisfaction if they are absent or inadequate, but the effect on long-term satisfaction is little. Some of these hygiene factors are: policy of the organization, incompetent supervision,   relationships with co-workers, physical environment and low pay and benefits (Keuning and Eppink, 2000, p. 370).

The expectancy theory pretends a direct and plausible relation between performance and rewarding, by using individual performance indicators. According to the expectancy theory employees become motivated when they believe that when they give more effort it results in better job performance and this will lead to rewards, which are valued by the employee. The expectancy theory is based on short-term results (Keuning and Eppink, 2000, p. 373-375).

A relevant motivation theory which belongs to the more economic-organisational theory is the agency theory. The agency theory is based on long-term results. The agency theory is not based on the performance of one individual in relation to the reward. It is focused on the relationships between a principal and an agent. Contractual arrangements are the key element of the relationship between the agent and the principal. The two problems the agency theory is concerned with, are:

1. the different desires/objectives of the principal and agent;

2. for the principal it is difficult or expensive to verify what the agent is actually 
doing.

In an organisation different tasks can be noticed, like operational, tactical and strategic. The operational tasks and partly the tactical tasks are related to a short-term and mostly executed by the employees which are not a manager, so these tasks have a connection to the expectancy theory. The other part of the tactical tasks and the strategic tasks are related to the long-term and most of the time executed by the management, so these tasks are connected to the agency theory.

The agency theory has developed along two lines, the positivist agency theory and the principal-agent theory. The positivist agency theory is focused on identifying situations in which the principal and the agent are likely to have conflicting objectives and then describing the governance mechanisms that limit the agent his self-serving behaviour. The principal-agent theory is focused on the general theory of the principal-agent relationship. The principal-agent theory is more abstract and mathematical in comparison with the positivist agency theory (Eisenhardt, 1989, p. 57-63).

This thesis will investigate the salesmen with their direct performance indicators like volumes, turnover and profit margins. These indicators are most of the time related to the short-term and as mentioned before the short-term targets are related to the employees who are not a manager. The salesmen are employees which do not belong to the management, so in this thesis most refers to the expectancy theory.

1.6
Relevance of the thesis

This thesis will be useful for all kinds of managers within the car retail business as well as for managers in other businesses, which have to motivate and reward their employees. The human resource department of an organisation can also use this research. By reading this thesis all the mentioned people must be able to make a decision to make use of performance rewarding for salesmen or not. Maybe the mentioned people will be able to choose which kind of performance rewarding they will use for salesmen to motivate the salesmen to sell as much as possible and of course at the best profit margin.

1.7
Structure of the thesis
In this first chapter of the thesis the research subject is introduced including the objective, research question and sub questions, research method, theoretical framework and relevance. In chapter 2 there will be an explanation of performance and reward and some reward systems will be mentioned. Within the framework of the reward systems attention will be paid to the sorts of performance reward that exist for car salesmen. Also some criticism on performance reward will be given. In this chapter the answer to the first three sub questions will be given. In chapter 3 there is an explanation of how performance can be measured. The relation between performance measurement and performance reward will also be explained. Chapter 3 gives an answer to the fourth and the fifth sub question. In chapter 4 there will be information about the department which is involved in performance pay namely the Human Resources Management (HRM) department and the regulation which has influence on performance reward of employees. This chapter gives an answer to the sixth and seventh sub question. In chapter 5 a description of the car branch is given and it will give an answer to the eighth sub question. Chapter 6 describes prior researches on the subject of performance reward. Chapter 7 describes the research method, which is used for the research, including research population, the questionnaire, response and the processing of the results. This chapter will include an introduction of the car companies where the research will take place. Chapter 8 contains the analysis of the research results, the conclusions made out of the research, the answer to the research question, recommendations for the users of performance reward systems, the limitations of the research and suggestions for further research. In this last chapter an answer to the ninth and tenth sub question will be given.

2
Performance reward

To understand what performance reward is, it is necessary to split it up into performance and reward. In this chapter the focus is on the first three sub questions of this thesis “What is performance?”, “What is reward and what reward systems exist?”, ”What sorts of performance reward exist for car salesmen?”. In this chapter the definition of performance will be described in section 2.1 and reward will be explained in section 2.2. In section 2.2 attention will also be paid to some of the different systems of reward which are used in practice and to the sorts of performance reward that exist for car salesmen.

Not every reward on the basis of performance is fair, so in section 2.3 attention will be paid to the fact that the performance can be manipulated. There are some well-known people who are against performance measurement as already indicated in section 1.3. This will also be mentioned in section 2.3. In section 2.4 the answers to the sub questions of this chapter will be given and this section also contains a summary of the chapter.
2.1
Performance

Within an organisation a manager wants and has to appraise the performance of the employees. The appraisal can be a reward-oriented appraisal and/or a development-oriented appraisal. The essential difference between these two is that the reward-oriented appraisal is oriented towards the judgement of performance and is reward-linked. The development-oriented appraisal is rarely linked to the remuneration: it is about the quantitative and qualitative enhancement of the employee performance. (Goldsmith et al., 1997, p. 153)

Now the first sub question “What is performance?” has to be answered. The answer to this question for this thesis is the activity of a unit (be it individual, team, department, or division) of an organization intended to accomplish some desired result (Koenen et al., 1992, p. 899). There are a lot of different professions and every profession can have its own desired result. This thesis is aimed at performance pay for car salesmen. The desired result for this profession is to sell as much cars as possible at an as high as possible profit and turnover. Also an important result for this profession is the satisfaction of the customer and the fact a customer really pays the bill for a car.

2.2
Reward systems

The second sub question of this thesis is: What is reward and what reward systems exist? The answer to the first part is: a reward is something given in exchange for something else (Koenen et al., 1992, p. 148). Examples of a reward are a check, money, trophy, medal, ribbon. Rewarding employees can be done in many different ways. Mars and Mitchell (1976) defined a so-called ‘total reward system’. This system comprises: Basic Pay, Subsidized Food, Subsidized Lodging, Tips / Service Charges, ‘Fiddles’ and ‘Knock-offs’.

The last four are the informal elements of this package, which are informal in the sense of not forming part of the elements given to the employee as a part of their remunerations package and are also not comparable to other jobs.

There is some criticism on the total reward system of Mars and Mitchell (1976) because it is not total at all. To make the total reward system more complete some elements have to be added. There are many remunerations to come to a total. Some of these remunerations are (Goldsmith et al., 1997, p. 191):

· basic pay;

· overtime pay;

· bonuses;

· performance related pay;

· shift allowances;

· productivity rewards;

· contributory pensions;

· life assurance;

· sick pay;

· contributions to education costs for personal development;

· health care schemes;

· free or subsidized meals;

· free or subsidized accommodation;

· tips / service charges;

· fiddles and knock-offs;

· free uniforms;

· free transport to and from work;

· subsidized use of company facilities and discount performances;

· company car;

· holiday pay;

· contribution to costs of membership of professional organizations;

· contribution to cost of child care.

All payment systems are directed towards providing an employee with a remuneration package. The three primary elements of a remuneration package are compensation, security and reward. Compensation represents the basic salary, security is about insurance and pension plan and reward includes bonuses, profit sharing dividends (Goldsmith et al., 1997, pp. 191-192). Not every element is always filled in, one or two can be absent.

The five most common remuneration package systems are time rates; payment by results; individual/group performance related pay; skill-based or competency based pay and cafeteria or flexible benefit. These five systems are the answer to the second part of the second sub question of this thesis. The first three will also be introduced as wage systems in section 4.1. Each of the five systems will be described below.

Time rates

In the time rates system the pay depends on the time a person worked and the height of the pay per time unit. This means there is not a connection between the height of the pay and the produced quantity. There is not an impulse to perform better, but the system of time rates is the only good possibility if there is no possibility to measure the performance.

Payment by results

The payment by result system is based on the principle of produce more or better every time. For the best result of a company it is important to increase the productivity so there can be earned more money. Payment by result is some kind of intermediate form of the time rates and the performance related pay. The reward at payment by result fluctuates with the improvement. There will be formulated a performance norm on the results of the previous period and if this new norm is realized in the future there will be a reward.

Individual/group performance related pay

The base of performance related pay is that the height of the reward is based on the delivered performance. Often a motivator to work harder is created, most of the time the reward for obtaining the result is a financial bonus in the form of a percentage of the basic pay, but there are many other possibilities to reward like stock options. The positive side of performance related pay is the possible higher productivity, lower variable costs and less supervision on the employees. 

There is also a negative side like less quality, employees get jealous, safety will be ignored and employees will not help each other anymore. Some of the negative points may not take place if a target is defined for a group of employees. For example a payment for every individual employee of a group of employees on the basis of the profit of a total company.

Skill-based/competency based pay

The three systems discussed till now are ‘output’ based, skill-based/competency based pay is specifically based on the acquisition and deployment of skills/competencies. This means skill-based/competency based pay is based on the ‘input’ and it will motivate employees to develop their skills/competencies. The remuneration package only exists of compensation and maybe security but not of the third one namely reward.

Cafeteria or flexible benefit system 

The cafeteria or flexible benefit system is based on the principle of creating your own kind of remuneration package. Employees can choose for different forms of pension arrangements, modified working hours, additional holidays and so on. The key aspect of the cafeteria or flexible benefit system is that employees have a remuneration package with a same ‘cash’ value as the average on the labour market, but the personal value of the self chosen total remuneration package for the individual employee is higher. 

(Keuning and Eppink, 2000, pp. 525-531 and Goldsmith et al., 1997, pp. 193-200)
Besides the five described reward systems above there is also a couple of collective systems. These collective systems are always for a group of employees and there is a longer period between the performance and the reward. Some well known collective systems are; the Scanlon plan, distribution of profits and options settlement. 

The goal of the Scanlon plan is to increase the productivity by stimulate comprehension and cooperation. If there is a possible realised reduction of cost it will be partly used for the payment of the performance reward and of course not for the basic salary part of the remuneration package. The distribution of profits can been seen as an addition to other reward systems. By this system a part of the annual profit will be paid to the employees. The connection between the individual performance and the reward is very small. The usage of options settlement is only possible at stock listed organisations and gives the possibility to an employee to buy stock of the organisation at a certain moment at a certain price. When the value of the stocks are increased the owner of the options realises a profit. By using options settlement an organisation can try to connect the employee to the organisation for a longer period of time depending on the exercise moment of the option. For this kind of reward there are some extra regulations as will be described in chapter 4 of this thesis. (Keuning and Eppink, 2000, pp. 528-530)
The period of time on which performance reward has effect can fluctuate per employee. The performance of the employees is based on a long-term or a short-term. The performance can be dependent on the sort and the height of a reward. Every sort of reward can stimulate performance for a certain period. Performance reward tries to influence the behaviour of an employee. No organization is interested in unwanted behaviour because that can damage the organization or the results of the organization. For example the bank managers took to high risks with mortgages to get their performance rewards but finally it resulted in the global financial crisis.

A short-term reward has a direct and plausible relation between the performance and the reward on a short-term like a month, quarter or a year. Every period the reward can be earned again by performing. The performance of car salesmen is often on the short-term because the targets for car salesmen are often formulated and measured per year. 

A long-term reward has also a direct relation between the performance and the reward but on a longer-term like a couple of years. The value of the reward is not directly related to a certain period within the long-term. Mostly the rewards are related to the performance of the organization. Long-term incentives plans are available in many different sorts and sizes like; stock options plans, performance share plans and long term cash bonus plans. By using long-term rewards organizations try to create value on the long-term for the organization. (Mertens et al., 2007, pp. 9-10)
For the short-term reward as well as the long-term reward there must be a direct relation between the performance and the reward/incentives. If not, the reward can be paid but the continuity of the organization is in danger. So the right person in the organization needs the decision rights about certain subjects. People in the organization who have the relevant information but whose motivations and goals don't align with those of the organization have to have the decision rights. No unnecessary risks have to be taken to come to the performance to get the reward. (Jensen and Meckling, 1990, pp. 15-20) For car dealers it can be better to put the final decision about a car sale at a manager and not at a car salesmen on this way no unnecessary risks would be taken by the car salesmen to get his performance reward.

By choosing the reward system there are two important points, the first one is the structure of the activities within the job and the other one are the motives for choosing a system (Keuning and Eppink, 2000, p. 531). For example the structure of the activities for car salesmen can be the possibility to measure the performance. The motive for choosing a system for car salesmen is that they have to be motivated to sell as much as possible on a short-term but without unnecessary risks. Based on the motive the second and the third reward systems are good possibilities to be used for car salesmen. But also the first one, namely the time rates system, will often be used because of the rules about minimum wages in the Netherlands as will be described in chapter 4 of this thesis. The payment by result system can be used because managers want to let a car salesman perform as good as possible as an individual. Individual/group performance related pay can be used because it is possible to measure the performance of a group of car salesmen and reward on basis of that. The skill-based/competency system is not often used because in a situation a car salesman has the skills and the competency but he sells nothing it is not common to pay because nothing is earned. The same situation can occur with time rates but as mentioned before that system must be used because of minimum wages in the Netherlands. The cafeteria or flexible benefit system is also not often used because the total remuneration package within this system cannot be directly related to the performance. 

Also a collective system can be used to create comprehension and cooperation between employees and sometimes to keep the employee longer within the organisation. Times rates can be used for the car salesmen but is not based on performance reward.  

So not every sort of reward is a performance reward. Performance reward means that the height of the reward is not 100% guaranteed in advance and is dependent on different targets. Creating your own kind of remuneration package, cost compensation, reward on the basis of age or experience years, a fixed compensation for overwork and a guaranteed 13th month are not a kind of performance reward. (Klaveren and Tijdens, 2008, p. 7)
The answer to the third sub question within this thesis, what sorts of performance reward exist for car salesmen, is that can be expected that car companies will use payment by results, the individual/group performance related pay and collective systems for car salesmen.

2.3
Criticism on performance reward

Within a lot of organisations the rewards are based on in advance determined targets. The first question which will arise is: was it a good performance or was the target to conservative? It can happen that a target was not very hard to achieve but it is not the worst case. There is a bigger problem when the performance results are manipulated. The problem with performance pay is the fact that the measured performance results can be manipulated to get the reward, even despite the fact that the performance was not good enough. Especially the results of financial targets can be manipulated to get the reward.

Notwithstanding the fact that the last few years the performance reward has been introduced within a lot of companies, not every one likes it
. There are people who do not think performance reward is stimulating. A well-known person is Kohn. He wrote some articles about performance pay. Kohn says he heard many times that the description of how organizations strive to improve performance in the workplace is in the words “Do this and you will get that” (Kohn, 1993, p. 1). 

He does not think this way of managing will work for employees: he refers to some practice study where the production did not decrease by taking away the performance pay. 

In two of his articles Kohn identifies six reasons why financial performance pay does not work. These six reasons are:

1. payment does not motivate;

2. rewards punish;

3. rewards rupture relations;

4. rewards ignore reasons;

5. rewards deter risk-taking;

6. rewards undermine interest.

Payment does not motivate

Most people spend most of their lifetime by doing things for which they do not get paid for, like hobby’s, watching TV, eating, cleaning. Of course not every person is not primarily interested in money, but they do exist. Most of the time employees are more interested in interesting work and nice colleagues than in money. Motivation can be split up into intrinsic motivation (having fun by doing the job) and extrinsic motivation (getting a reward and no punishment for doing the job not well enough). Only the extrinsic motivation can be stimulated by performance reward and performance reward does not guaranty a better quality of the work which is done by the employees.  (Kohn, 1998, pp. 1-5)

Rewards punish

Punishment and reward are two sides of the same coin. Rewards are like punishment because they are just like punishment manipulative: “do this and you will get that” is not very different from “do this or here’s what will happen to you”. The fact that an employee will be watched very closely does not motivate, an employee does not like to be controlled the whole day. (Kohn, 1993, p. 1)
Rewards rupture relations

When employees are working in groups, but the reward is on the basis of the personal performance, employees are not interested in the result of the group anymore but only in the comparison of its own production to another group member. This does not motivate to work together and maybe it will happen that an employee tries to improve his own production and also tries to decrease/manipulate the production of another group member. This looks like a benchmark within one organization. (Kohn, 1993, p. 2)
Rewards ignore reasons

The most important function of a manager within an organization is managing, but if a manager only focuses on the performance reward he forgets to look at other reasons why the work is not done well and how it could be done better. When performance reward is used in an organization no attention will be paid to reasons like too little training, or focus on the short-term instead on the long-term results. (Kohn, 1993, p. 2)
Rewards deter risk-taking

When employees are paid by performance and only focus on the targets for the reward they will not be interested in investigating possible improvements by taking some risks. Only the performance reward at the moment is important for an employee. (Kohn, 1993, p. 2)
Rewards undermine interest

The best results are only possible if an employee is really interested in his/her work. The employees who are really very good at their work are of course happy they get paid, but they are good in their work because they love the job they do. Performance pay will make the interest of such an employee change from interest in their work to interest in the performance payment.

(Kohn, 1993, pp. 2-3)

Kohn has described how he thinks how to pay the employees the best. He described that managers must not try to control the behaviour of an employee but just listen to what an employee really motivates. (Kohn, 1998, pp. 1-5)
Psychologists tell us the next three basic thoughts about people (Kohn, 1998, p. 5):

1. people have a basic need for autonomy;

2. people have a basic need to feel related and to belong;

3. people have a basic need to feel competent.

Organizations should not try to control their employees by reward systems, but organizations should try to work together with their employees. This makes that Kohn (Kohn, 1998, pp. 4-5) says that employees must be paid for the work they do on the basis of the following three principles: paying people well, paying people fairly and then do everything possible to take money off people’s minds. Performance pay violates the last principle by its very nature.
2.4
Summary

With the explanation of performance and reward and the description of reward systems for car salesmen in section 2.1 and 2.2, the first sub question, “What is performance?” and the second sub question, “What is reward and what reward systems exist?” are answered. Also the answer to the third sub question, “What sorts of performance reward exist for car salesmen?” is given in section 2.2. As an answer to the first sub question performance is described as the activity of a unit (be it individual, team, department, or division) of an organization intended to accomplish some desired result (Koenen et al., 1992, p. 899). For the first part of the second sub question reward is described as something given in exchange for something else (Koenen et al., 1992, p. 148). Examples of a reward are a check, money, trophy, medal, ribbon. As an answer to the second part of sub question two there are described five reward systems. These five systems are time rates; payment by results; individual/group performance related pay; skill-based or competency based pay and cafeteria or flexible benefit. Besides these five systems also the group of collective systems is mentioned. The answer to the third sub question is that the expectation on the basis of the theory is that car companies will use payment by results and the individual/group performance related pay for car salesmen. Besides these two systems also a collective system is possible. In section 2.3 is mentioned that there are people who do not think performance reward is stimulating. The ideas of one of these people (Kohn), are described.

3
Performance measurement

It is not possible to know what the performance of an employee is if there is no measurement. In chapter 2 a description of performance is given to come to an answer to the first sub question. In this chapter the measurement of performance will be described. There is a lot of theory about performance measurement and in section 3.1 there is a selection of it, this will give an answer to the fourth sub question “How can performance be measured?”. After the description of the measurement of the performance of an employee, the relation between the norm of performance pay and reward is described in section 3.2. In this section an answer to the fifth sub question, “What is the relation between performance measurement and performance reward?” is given. Section 3.3 contains the answers to the sub questions which will be answered in this chapter and also contains a summary of the chapter.

3.1
How to measure the performance of an employee

The measurement of performance is like a process. First there must be formulated a target, after this there has to be a plan. The plan has to be executed and after the execution the employee needs feedback. Also employees have to learn of their mistakes and the improvements have to be implemented. After all these steps new targets can be formulated. (Weeda, 2007, p. 14) This description is like a management control system. ‘A management control system is a logical integration of techniques to gather and use information to make planning and control decisions, to motivate employee behavior, and to evaluate performance.’ (Horngren et al., 1999, p. 328) A management control system aids and coordinates the process of making decisions and motivates individuals throughout the organization to act in concert. In figure 2 below the management control system is drawn, most important for performance reward is the monitoring and the rewarding. The purpose of performance measures is to set direction and to motivate employees. (Horngren et al., 1999, pp. 328-331)
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Figure 2: management control system (Horngren et al., 1999, p. 329)
In practice it is only possible to measure the performance of an employee if there is a well formulated norm. This norm has to be agreed by the managers as well as the employees. Before a specific norm can be formulated a company has to have a vision followed by a formulated strategy. This strategy has to be determined by the directors of an organization. The strategy must give the direction for an organization. A strategy has to give an answer to the questions like what products or services are delivered by the organization, and which investments will be done by the organization. In short a strategy gives an answer to the what question, but not to the how question. (Horngren et al., 1999, pp. 328-331) 
3.1.1
The norm

The how question can be answered by the goal: so to realize a strategy goals will be formulated. A goal has to be S.M.A.R.T., which stands for specific, measurable, achievable, relevant and time-bound. (Mullins, 2002, p. 706) A norm is a derivative of the goals and it has to make the goals measurable. The performance norms can be split up into qualitative and quantitative norms. 

It is practical to formulate a quantitative norm, because there will be a better possibility to compare the norm with the results. If a company uses quantitative norms the eventual deviation between the norm and the results is easier to discuss on an objective level. (Keuning and Eppink, 2000, p. 571)
There are some requirements for norms. A norm has to be:

· complete;

· clear;

· possible to accomplish;

· measurable.

The first requirement is that a norm has to be complete because none important aspects may be missing. A norm also has to be clear, if necessary there must be an explanation, otherwise the interpretation of a norm can be wrong. The requirement that a norm has to be possible to accomplish is important because if a norm cannot be accomplished it does not motivate. A norm is optimal if employees see a norm as a challenge: if a norm is too easy to reach an employee do not see it as a challenge and becomes unmotivated. The last requirement that a norm has to be measurable is also very important: if a norm cannot be measured it is very hard or even impossible to control the execution. (Keuning and Eppink, 2000, p. 561)
3.1.2
Measuring instruments

Measuring of performance is not possible without measuring instruments. To be sure there will be as less as possible discussion about the measured deviation between the norm and the results, the quality of the measuring instrument for performance has to be good. The quality of a measuring instrument is in the next four characteristics:

1. precision, the criterion must be not too extensive;

2. accuracy, the measuring instrument must have the right criterion;

3. reliability, when an instrument measures at repeated measurements the same results, at same conditions, for the same object;

4. validity, the instrument is practical and relevant, so do we measure what we want to measure?

(Babbie, 2001, pp. 140-144)
As described in section 3.1.1 the performance norms can be split up into qualitative and quantitative norms and so the measuring instruments for performance measure can be split up into subjective and objective ones. Subjective measuring instruments for performance measurement are about behavior like team spirit and communication skills. The objective measuring instrument has hard criterion like profit, turnover or budget targets. (Keuning and Eppink, 2000, p. 571)

For best results the specific performance measure attributes are the following: measures are diverse and complementary, measures are objective and accurate, measures are informative, benefits outweigh costs of collecting, measures reflect system causality, measures communicate strategy, measures create incentives for improvement and measures improve decision-making. The explanation for all of these requirements is:

· The management controls of an organization can benefit from greater diversity of performance measures like operational, strategic, financial, and nonfinancial. But this will only be the case if operational measures reflect the current drivers of future financial performance and when they are early in the value chain. A diverse set of performance measures is a complete and complementary set, using subset of measures leads to inferior performance.

· Objective and accurate performance measurement is important, because the measuring must be verifiable and error free otherwise a reward can be based on the wrong results. 

· Informative measures can improve evaluations by giving the possibility to take corrective control actions as a manager. 

· Also that the benefits outweigh the costs of collecting is important because the perceived benefits of using performance measures should outweigh the associated costs. 

· Measures reflect system causality is mentioned because when performance measures can quantify cause-and-effect relations between actions and outcomes at key points in the value chain it could help to predict future effects of current actions. 

· When an organization measures communicate strategy, the outcome can be that reducing managers’ financial myopia create effectively communicate strategy.

· Using performance measures that capture inherent time delays between certain decisions can lead to improved incentives. When the observed operational measures have a good “line of sight” it can increase the expectancy of rewards what can be a motivation.

· Organizations of measures into distinct categories can affect decision-making, perhaps by reflecting the structure of knowledge about the firm’s value chain. By collecting more knowledge it is better possible to make decisions: this knowledge is activated by measuring with tangible connections to processes being managed. So the requirement measures improve decision-making is also important.

(Malina and Selto, 2004, pp. 444-446)
3.1.3
Quantifying the norms

After the norms for an organization are formulated for determined performances, it is also important to ask the question on which level the norms have to be introduced. For example when an employee will be rewarded for increase of the turnover, the question ‘how high the increase of the turnover has to be?’ will arise. The increase of the turnover can be 1 percent but also 12 percent can be possible. Both are an increase but the second one in this situation is the best result out of the two. Now the question arises how to determine a target. A method can be benchmarking, by comparing the expected growth of the turnover of the competitor the organization can formulate its own targets. Also important is the fact that an employee must participate in formulating a target, to come to good norms. Most of the time employees on a lower level have more knowledge about the norm which has to be formulated, so the norm can be formulated better. There are also negative effects to the participating of the employee because an employee wants his norms not determined too high, to reach them easier.

When the quantifying of the norms does not happen very well within an organization an employee does not become very motivated and possible will manipulate the outcome of a measurement. (Keuning and Eppink, 2000, pp. 447-448)
3.1.4
Instruments to measure performance

There are three well-known tools used in practice to measure performance within organisations. These three tools are budgetting, economic value added (EVA) and the balanced scorecard (Otley, 1999, p. 369). The budget is very traditional and used within a lot of organisations. It is capable to integrate a whole gamut of organisational activity into a single coherent summary. The by the Stern Stewart Corporation developed economic value added (EVA) is an overall measure of financial performance that tries to focus managers mind on the delivery of shareholders value. Because the focus is on shareholders value the EVA does not have a broad scope. The EVA is calculated with a formula which is discribed as: 

Economic value added (EVA) = Net operating income – (Weighted-average cost of capital x (Long-term liabilities + Stockholders equity))

(Horngren et al., 1999, p. 381)

The balanced scorecard is developed at the Harvard Business School by Kaplan and Norton. It is a multi-dimensional approach to measure performance and is linked to the strategy of an organisation see figure 3 below. In the figure the four areas (financial, internal business processes, learning and growth, customer) of performance are defined. (Otley, 1999, pp. 370-377)
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Figure 3: balanced scorecard 
3.1.5
Job evaluation

Now is described how the performance in general can be measured, it is important to know how the performance can be measured in relation to rewarding a job. First the individual jobs and group of jobs have to be assessed and placed within a pay structure. The name for this process is ‘job evaluation’. (Goldsmith et al., 1997, p. 184) In this section job evaluation will be discussed. 

Job evaluation can be classified for instance into quantitative and qualitative evaluation systems or into non-analytic, analytic and competency based evaluation systems. (Goldsmith et al., 1997, p. 184)

The most common existing job evaluation systems are:

· job ranking;

· paired comparisons;

· job classification;

· points ranking system.

Job ranking involves a set of characteristics associated with task performance like minimum level of education required, the level of responsibility and task complexity. It also involves agreed job descriptions and ranking all jobs on a scale.

The paired comparisons evaluation system is a refined version of the job ranking system and compares each job with each other job. Another job can be more important, less important or equal and points are given for this. The scored points are summed to produce a rank order of jobs.

Job classification systems are some kind of a reverse job ranking exercise. Job grades are determined by reference to clearly defined factors like responsibility or skill level. After this the jobs are compared with these grade definitions and allocated accordingly.

The points ranking system is the most often used method of job evaluation in the Netherlands. It relies on the identification of job characteristics or factors for instance product knowledge or communication skills. The job characteristics or factors are believed to be applicable to the analysis of most or all jobs and differentiate between such jobs in the organisation. The job characteristics or factors can be broken down into various sub-factors and then degrees or levels. These sub-factors include for example skill, responsibility, degree of decisions making, knowledge, complexity and problem solving. All the factors and the sub-factors of the jobs get grades and after that it is possible to rank the job. (Keuning and Eppink, 2000, p. 523)

The first three systems have the advantage they are easy to understand, easy to perform and inexpensive. But there are also some disadvantages like important differences between jobs are ignored and the systems are inflexible. The system of points ranking does not ignore the important differences between jobs and the system is more flexible, but it is also more complicated and more expensive and less easy to perform.

It is always important that job evaluation schemes are free of gender bias in their construction. Sometimes it can be handy to make use of benchmark jobs, because that will make it possible to evaluate quicker, makes it less bureaucratic and eventually gives it a greater interpretative flexibility. (Goldsmith et al., 1997, p. 185)

3.2
The connection between the norm of performance pay and reward

When an employee meets the agreed norm it is important that there is a reward connected to the agreed norm. When for example a car salesmen has a norm to sale at least 10 cars and he sales 12 cars he suffices the norm. When this employee gets a reward for meeting the norm, the reward is connected to the norm.

The height of the reward and the system of reward will have influence on the motivation of an employee. For example a 1,000 Euro reward is more motivating than a 10 Euro reward. Not just one of the performance reward systems as mentioned in section 2.2 will be preferred above all the others. For every situation a sort of performance reward should be chosen. The management should think about the fact that performance reward must realize the intended effect and of course how much the performance pay may cost for the organization. (Goris, 2005, pp. 15-16)

To come to a good performance reward system an organization must follow the next process. An organization must decide how much money is available for the performance reward. A lot of organizations use a percentage of their turnover or profit. Also an organization must decide how to allocate the available money to the different departments/employees. There are different categories of performance, namely: individual, team and organization performances. The bigger the ‘span of control’ of an individual employee, the more he has to be rewarded on the basis of the performance of the whole organization. So for every individual must be decided which category of performance reward fits the best. Of course an organization must determine which reward follows on which norm. It is possible to create a structure on the basis of a formula. For example a car salesmen can receive a reward of 1,000 Euro when he sales 10 cars within a certain period of time, when he sales more than 13 cars he receives 2,000 Euro and when he sells more than 16 cars 3,000 Euro. This method is very clear for an employee but is only useful when the rewarding is on the basis of objective measuring instruments and not on the basis of subjective measuring instruments as described in section 3.1.2. An organization also has to make a decision in what sort the reward must be paid: this can be done in prizes and gifts (goods), money, shares and stock options. 

Stock options and shares are based on a long-term whereas money, prizes and gifts are short-term based. So the sort of reward has its own characteristics and the sort of reward can be different per organizations. (Goris, 2005, pp. 15-16)
3.3
Summary

In chapter 2 performance is described as the activity of a unit (be it individual, team, department, or division) of an organization intended to accomplish some desired result (Koenen et al., 1992, p. 899). In section 3.1 of this chapter is described how performance can be measured. This description gives the answer to the fourth sub question, “How can performance be measured?”. By creating norms and by measuring these norms performance of employees can be measured. The measurement can be done by using different measuring instruments. The characteristics and the requirements of a measuring instrument are also described in this section. Also three well-known instruments are described to measure performance: budgets, economic value added (EVA) and the balanced scorecard. The relation between performance and rewarding is in rewarding on the basis of meeting a norm as described in section 3.2. Performance reward must realize the intended effect and therefore the relation between performance measurement and performance reward must be positive. This is the answer to the fifth sub question “What is the relation between performance measurement and performance reward?”.

4
Involved department and regulation

This chapter will give an answer to the sixth and seventh sub question, “Which department is involved in performance reward of employees?” and “Which regulation has influence on performance reward of employees?”. In section 4.1 the involved department in performance payment of employees will be described. Besides some Dutch regulations on payment will be described in section 4.2, so it is understandable why the payments of employees are arranged as they are. Section 4.3 contains the answers to the sub question which will be answered in this chapter and a summary of this chapter.

4.1
Human Resource department

In almost every organisation controlling the factor labour is part of the business. The performance of personnel of an organisation has to be evaluated and the personnel has to be rewarded for its functioning. The rewarding of the personnel exists of the determination of the reward and the payment of the indebted reward (primary working conditions). Rewarding also exists of the development, the determination and the award of the secondary working conditions (Starreveld et al., 1997, p. 199).

An organisation is often described as a social arrangement which pursues collective goals of human cooperation whose targets are to reach effort of the employees, for example profit, market share, quality of a product (Keuning and Eppink, 2000, pp. 4-6). So one of these targets is making profit, to reach this target it is necessary to use the production factors (labour, land, capital and information) (Starreveld et al., 1997, p. 200-201). The function of usage the production factors is done by people. When this function is primarily about labour often the name HRM is used. HRM stands for ‘Human Resources Management’. HRM is primarily the work of line managers. 

The most important targets regarding HRM are:

· the dividing of impact between the different groups within an organisation, especially between the management and the other employees;

· giving form and direction to the stream of human potential in, through and out the organisation; 

· developing of reward systems and the design of work systems. 

(Starreveld et al., 1997, p. 201)
Especially the last point is related to this thesis. The conclusion is that within this thesis the Human Resource department will play a role. 

The steering instruments of HRM can be put together within four groups of activities:

1. recruitment and selection;

2. criticize;

3. develop;

4. reward.

(Starreveld et al., 1997, p. 201)

The different steering instruments together create the HRM-cycle, see figure 4 below (Starreveld et al., 1997, p. 202). 















































































































 

Figure 4: The HRM-cycle
In the figure of the HRM-cycle register also appears as an activity. This activity has a role because the management information system within an organisation has to be filled with data.

In the figure of the HRM-cycle there is a clear relation between criticize, reward and labour performance. So it will be impossible to give a good reward if the labour performance can not be criticized well. Now it is clear that the HRM activities reward as well as criticize have a certain importance for this thesis.

To these two connected HRM activities belong the next sub activities.

 Criticize:

· write down the kind and norm of the most important performances of every function, as well as the responsibilities and authority of a function;

· establish and write down the labour performances;

· write down the outcome of the periodic job evaluation conversations, at which attention will be given to the reasons of eventual deviations of the determined norm.

(Starreveld et al., 1997, p. 203)

Reward:

· establish the function structure as well as the minimum and maximum gross wages for the function;

· establish the presence of a person and establish the absence of a person because of sickness, holiday etc.;

· establish the gross wages per employee;

· calculate net wages and the make the pay slip for the employees;

· develop a promotion policy or so-called career planning;

· take care of the accomplishment of the promotion policy;

· promote and relocate employees, and also determine the wage mutation;

· register the agreed mutation of the wages;

· develop and establish periodic wage increases;

· the payment of the wages. 

(Starreveld et al., 1997, p. 204)

For the creating of wages different wage systems exist. Wage systems, which occur a lot and have connection with the labour performance and direct apply to the production of goods or the accomplishment of services are: piece-wages, time-wages and premium-wages (Starreveld et al., 1997, p. 216). These three wage systems are already mentioned as so-called remuneration packages in section 2.2. The three wage systems are the same as respectively the remuneration packages: payment by results; time rates; individual/group performance related pay.

If there is a linear connection between the indebted wages and the number of produced goods the wages are called piece-wages. When there is a matter of services instead of goods, the number of hours will count and the wages are so-called time-wages. At time-wages there is not a linear connection between the indebted wages and the number of produced goods. The wages for the in the wage period available labour has to be paid, regardless of the fact if the labour is used for the production process. When an employee gets besides his time-wages also a premium which is dependent of his accomplished performance it is called premium-wages (Starreveld et al., 1997, p. 216-217).

4.2
Regulations for performance pay

The department of HRM is involved in the rewarding of employees. Rewarding of employees is the subject of a lot of regulations concerning the payment and the financial reporting. There has been no minimum reward mentioned in this thesis yet but there is definitely some regulation about it in The Netherlands namely the law on minimum wages and minimum holiday pay
. Also a very well-known rule is described in article 2:383d lid 1 BW 2 of the Dutch Civil Code, this rule is active since the first of September 2002. In this rule is described  that a legal entity as mentioned in article 2:360 BW 2 has to make known the ownership of stock options of the top management, the supervisory board and all its other employees. This rule is formulated by the Dutch parliament. 

Since 27 november 1968 there is a law about the minimum wages and minimum holiday pay (WML) in the Netherlands. In this law article 7 lid 1 prescribes that every employee in the Netherlands between the age of 23 and 65 has the right that for the labour the reward has to be at least the minimum wage. The minimum wage in numbers is mentioned in article 8 lid 1 of the same law. 

Employees younger than the age of 23 have the right on a certain percentage of the minimum wage as mentioned in article 8 lid 1 WML, this percentages depends on the age and profession article 8 lid 3 WML. The board of directors can make a common decission that employees of the age 21 and 22 have the same rights as employees of the age of 23 article 7 lid 2 WML.

In article 15 lid 1 WML is also prescribed that the minimum holiday pay has to be eight percent of the salary.

These two main rules in this law create a bottom for performance pay and also make clear that the eight percent holiday pay has nothing to do with performance pay.
4.3
Summary

In this chapter the Human Resources Management (HRM) department and the role of this department within an organisation is described in section 4.1. The HRM department is connected to the subject of performance pay of this thesis on the basis of the basic activities rewarding and criticize.

Also this chapter pays in section 4.2 attention to minimum wages and to the fact that a legal entity has to make known the ownership of stock options of the top management, the supervisory board and all its other employees.
By giving attention to the Human Resources Management (HRM) department and the regulation on the subject of rewarding, the sixth sub question “Which department is involved in performance reward of employees?” and the seventh sub question “Which regulation has influence on performance reward of employees?” are answered in this chapter.
5
The car branch

In this chapter a description of the car branch (section 5.1) and the facts of the car branch (section 5.2) will be given. Section 5.3 described some effects of the recession on the Dutch car dealers. This chapter will give an answer to the eighth sub question, “What is the environment of car salesmen?”. The last section (section 5.4) contains the answer to the sub question which will be answered in this chapter and a summary.

5.1 The branch

The car branch can be split up into four parts. The first part is the industry, the second and the third are retail and the aftermarket and the fourth is the after sales. 

The automotive industry is a key industry in the European economy and is characterised by having few vehicle manufacturing firms and a substantial number of independent suppliers. To these independent suppliers 2/3 of the production is outsourced. The output of the automotive industry includes personal cars, vans and trucks, buses, motorcycles and tractors. The main EU car industry is composed of DaimlerChrysler, Volkswagen, BMW, Ford Europe, General Motors Europe, Renault, PSA (Peugeot-Citroën), Fiat and Porsche
. There are of course also some small manufacturers for example Spyker and Lotus. The automotive industry in the Netherlands is marginal with about 2% of the total European production
. 

The retail segment of the car branch exists of the importers and the dealers. The importers are car brand based. The dealers can be brand based or be universal. The universal dealers sale and repair all kinds of brands whereas the brand-dealers just sale and repair one or a couple of brands. The international trading of personal cars also takes place in the retail segment.

The involved parties in the aftermarket segment do the distribution of universal car parts, car accessories and garage equipment.

After sales is also an important part of the car branch. The after sales is part of the retail segment as well as the aftermarket segment. Dealer garage, body work, do it self, fast fitter and a universal garage are all part of the after sales. (Bruin et al.,2007, pp. 8-19)

Below a systematic scheme of the described car branch:










Figure 5: The car branch

5.2
The facts of the car branch

For the research of this thesis a very important factor will be the turnover and the numbers of sale. These numbers of sale and the turnover are important to measure performance on an individual base. In this section the amount of sold vehicles and turnover will be mentioned.

5.2.1
The numbers of sale

In 2007 there are almost 618.000 new motor vehicles sold in the Netherlands. This was six percent more than in 2006. These 618.000 motor vehicles exist of personal cars, vans and trucks, buses, motorcycles and tractors.

The biggest part of the total motor vehicles sale consists of personal cars. In 2007 over half a million new personal cars were sold in the Netherlands. This was for the first time since 2002. In 2007 the personal car sale was 20.000 higher as a year before an increase of 4%
. Also see figure 6 below.

Figure 6: The personal car sale in the Netherlands
5.2.2
The turnover

About 65.000 people are working in the personal cars sale branch in the Netherlands in the years 2000-2006. Together these people made a turnover in 2006 of nearly 31 billion Euros. See figure 7 below for the turnover of the years 2000 till 2006. For the year 2007 the turnover is not available yet
.

Figure 7: The turnover of personal car sale in the Netherlands
5.3 Recession and the car branch

In 2008 the effects of the global financial crisis in The Netherlands became visible. In the beginning of 2009 already some big car dealers in the Dutch car branch became bankrupt, for example L.I.A.M.
 and Kroymans
. Also for other car dealers 2009 will be a difficult year because fewer cars will be sold. The main reasons for the bankruptcy of the car dealers are the decreased car sales and the high debts. A lot of consumers postpone the purchase of expensive goods because of the global financial crisis. 

Besides the car dealers also car manufacturers have financial problems like General Motors and Chrysler
.

5.4
Summary

In this chapter a description of the car branch and some (financial) facts of the branch are given. This description gives some information about the car branch and so the answer to the eighth sub question, “What is the environment of car salesmen?”.

6
Prior research data

In this chapter some prior researches will be discussed. Most of these researches are not directly related to the car dealer organizations. The results out of these researches will be used for partly answering the ninth and tenth sub question and as a basic for the aforementioned survey in the form of an interview at Dutch car retail companies.
Section 6.1 describes data of a research on the subject of performance pay at car dealers of Merchant. In section 6.2 the research of FNV Bondgenoten about variable reward in the Netherlands is described. Section 6.3 describes a research on the subject of performance reward from KPMG. In section 6.4 a research of Towers Perrin about performance reward is described. A research of Hannewijk about performance reward in nursing homes is described in section 6.5. The last section (section 6.6) contains a summary.

6.1
Merchant

The first research has been done by Merchant in 2004 to test if researchers and consultants are right if they pretend that performance reward systems seems to be the same all over the world. In his research he has compared the reward systems of 776 investigated car dealers in the U.S.A. with the reward systems of 120 investigated car dealers in the Netherlands. In table 1 it can be seen that there are important differences within the intensity of variable reward between the U.S.A. and the Netherlands. A formula bonus means that the variable reward is based on a mathematical formula with certain variables, discretionary means that the height of the bonus is dependent for example on a review. A percentage total compensation stand for a bonus based on a standard percentage. (Bouwens, 2005, p. 24)  

Table 1: Variable reward U.S.A. – the Netherlands for car dealer companies

Merchant also discovered that there are other important differences between the car dealers in the U.S. and the car dealers in the Netherlands namely the norm which is rewarded see table 2. (Bouwens, 2005, p. 24)  

Table 2: Usage of  the rewarded sorts of performance by car dealers  

Out of Table 2 Merchant made the conclusion that in the Netherlands customer satisfaction is used as an important basis meanwhile in the U.S.A. the Gross profit is very important for performance pay. The biggest difference is between the percentages of vehicles sold. After his research he has the opinion that probably important differences will always exists between companies of a certain country and similar companies in other countries. The conclusion of Merchant is that per country there is a difference between the used reward systems. Companies have to adjust their incentive systems on the company’s environment. There are differences between countries on culture, history, capital markets and the meaning of professional associations. (Bouwens, 2005, p. 24)  

6.2
FNV Bondgenoten

The second research executed in the period October 2007 until March 2008 and is published by FNV Bondgenoten in 2008. The research is about the variable reward in the Netherlands. This research had four research questions:

1. How often is variable reward used?;

2. What is the share of variable reward of the total reward?;

3. How much are the employees involved in variable reward?;

4. What is the opinion of the employees about variable reward and their involvement?.

Almost 24.000 employees filled in a survey for this research and the data is divided per sector. The answer to the first question is that 56% of the employees have a variable reward. Of the 24.000 employees 29% have at least one sort of performance based reward. Table 3 on the next page gives an overview of the percentages of employees which have a certain sort of performance based reward. An employee can have more than one sort of performance based reward. Especially the result dependent reward is most used.

Table 3: Percentage employees with performance reward
The answer to the second question is that employees who have a result dependent 13th month, this 13th month is about 7% of the total annual salary. For employees which have result dependent reward which is not a result dependent 13th month, this reward is about 11% of the annual reward. For profit sharing and options there is no percentage available.

The percentage of employees which have an evaluation conversation with their manager is 64%, this is the answer to the third question of this research about the variable reward in the Netherlands. 

Of all the employees 46% wants to be its reward more dependent of his performance and 44% don’t want to be its reward dependent of his performance and 10% of the employee does not have an opinion. A first conclusion is that employees which have already a performance dependent reward don’t want to increase the performance dependent part of the annual salary. But employees which have not a performance dependent reward at this moment do want to increase the performance dependent part of the annual salary. (Klaveren and Tijdens, 2008, pp. 5-18)

6.3
KPMG

The third research on the subject of performance reward is from KPMG in 2002. For that research KPMG consulting used 230 companies in The Netherlands. The first and main conclusion in that research was that performance reward has barely effect on the performance of the employees. At only 30% of the companies which introduced variable reward the performance of the employees was increased. About 2/3 of the companies used a sort of reward that exist out of a fixed part and a variable part, dependent on the employees performance.

The fact that the management find it hard to make a difference between the employees is one of the biggest obstacles for introducing performance reward successfully. KPMG thinks that the success of performance reward is dependent on the managers, this is the second conclusion of KPMG. 

The third conclusion is that performance pay occasionally is implemented in a whole company. Most of the time the system of performance pay is directed to the higher functions within a company. (KPMG, 2002)

6.4
Towers Perrin
The fourth research out of 2005 is of Towers Perrin and is about performance reward in Dutch profit organizations. The research had 99 Dutch organizations as respondents which has fill in a multiple choice question form. The goal of the research is to give organizations insight in the subject of performance reward. The two main trends concluded out of this research are;

1. The share of performance reward of the total reward increases;

2. the financial targets still are leading.

The main reasons for organizations to make use of performance reward are that performance reward fits the strategy and culture of their company (75%) and performance reward is used to focus on the goals of the organization (75%). Besides performance reward is also used to make differentiation between high and low performance employees (68%).

About 48% of the companies answers that the income of the employees moves more and more from fixed to variable. The targets for performance reward are mostly based on the financial results of the company (89%), the individual results (86%) and the results of a team (55%).

Employees of 55% of the organizations of this research have the possibility to get performance reward. Performance reward is used most for the management, the board and the salesmen. So one of the results of this research is that salesmen is one of the professions for which performance reward is used a lot. See figure 8.
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Figure 8: Percentage employees from a function with performance reward

There is also a difference in the payment frequency of variable reward between the organizations. In most organizations the payment frequency is once a year (71%), 6% pays the variable reward twice a year and 9% pays it per quarter. Of all the investigated organizations in the research of Towers and Perrin 14% pay the variable reward with an other frequency.

In most organizations the targets are formulated top-down (77%), these targets are dependent of the business plan and the managers have the leading role. Only 15% of the organizations formulates the target in cooperation with the employee so called bottum-up. The remaining 8% of the respondents formulates the target in an other way. 

The biggest part of the respondent (82%) says that the employees in their organization appreciate performance reward. Only 4% of the respondents says that its employees are negative about performance reward. The remaining 14% of the respondents have no opinion or are unknown.  (Towers Perrin, 2005, pp. 1-14)

6.5
Hannewijk

The last research out of 2004 is of Hannewijk and is about performance reward in nursing homes. The research had 68 employees of nursing homes as respondents. Hannewijk has divided the respondents in the research into three groups: employees who are not a manager, managers and the trade unions. In this research the conclusions are made that most of the employees who are not a manager find that reward is not more important for them than other work related factors. And for rewarding they prefer a reward connected to the function. The employees who do prefer a performance reward do prefer performance reward besides a guaranteed basic reward. These employees are mainly searching for security and besides they want to earn more. The managers differ from each other and do first want to know the effect on the performance by introducing performance pay. The third group do prefer the current reward system namely time rates, but they do not reject performance pay as an instrument. (Hannewijk, 2004, pp. 37-50)

6.6
Summary
In this chapter some prior researches are discussed. Most of these researches were not directly related to the car dealer organizations. Section 6.1 describes data of a research on the subject of performance pay at car dealers of Merchant. Merchant discovered that that per country there is a difference between the used reward systems. In section 6.2 the research of FNV bondgenoten about variable reward in the Netherlands is described. A lot of preferences of the employees about variable reward were mentioned. Section 6.3 describes a research on the subject of performance reward from KPMG, the main conclusion was that performance reward has barely effect on the performance of the employees. In section 6.4 a research of Towers Perrin about performance reward in Dutch profit organizations is described. The research is about the opinion of organisations about performance reward. A research of Hannewijk about performance reward in nursing homes is described in section 6.5. The conclusions are made that most of the employees who are not a manager find that reward is not more important for them than other work related factors. In the chapter 8 the overall conclusions out of the prior researches will be made.

7
The research

This chapter describes in section 7.1 the research method which is used for the research to be conducted in this thesis, including the research population. In section 7.2 there is an introduction of the car companies where the research will take place. Section 7.3 compares the prior researches with the interview of this thesis. In section 7.4 the questionnaire of the interview is described. In this chapter also the response is described in section 7.5 and the processing of the results is described in section 7.6. The last section 7.7 contains a summary of the chapter. This chapter is the second step to come to an answer to the ninth and tenth sub question, “How is the performance of car salesmen without performance reward?” and “How is the performance of car salesmen with performance reward?”.
7.1
Research method
As described in section 1.4 this thesis has a qualitative approach because the research method will be small-scale. The research in this thesis will also have a descriptive approach because it is based on doing interviews in practice and interpret the outcome. Because the observations in this thesis will be made at a specific moment the research can also be named a cross-sectional study.

The research in this thesis will be done by using reports of prior researches on the subject of performance reward and take a look at the results of and facts out of these reports. These results and the facts will also be used as a base for a survey in the form of an interview at Dutch car retail companies to find some opinions in practice about the research question. This is also described in section 1.4.
The research question which will be tested is mentioned in section 1.3, ‘Does performance reward for car salesmen result in a better performance?’. There is an expectation for a relationship between performance and performance reward for car salesmen. It is possible that a car salesmen performs better by using performance reward but it is also possible that a car salesmen does not perform better by using performance reward. There is also a possibility that a car salesmen performs worse by using performance reward instead of an other sort of reward mentioned in section 2.2. 

This research question has a direct relation to the ninth and tenth sub question, “How is the performance of car salesmen without performance reward?” and “How is the performance of car salesmen with performance reward?”. An answer to the research question can be formulated after answering these last two sub questions. By answering the first question positive and the second question negative the answer to the research question will be negative. When the answer to the first question is negative and the answer to the second question is positive the answer to the research question will be positive. If both questions been answered negative than there is no effect of performance reward on the performance of car salesmen. A positive answer to both questions would be strange, but an explanation could be that the car salesmen think different from each other.

For collecting the necessary data this research makes use of four prior researches on the subject of performance reward in The Netherlands and also some specific interviews within a number of car dealer companies with car salesmen and their managers. The interviews will be taken at several brand dealers in The Netherlands. The interviewed employees will be divided in to groups: managers and employees who are not managers. Between these two groups can be a big difference because the managers mostly decide if there is going to be a performance reward and the employees who are not a manager do not make that decision.

7.2
The companies used in the interview

In chapter 5 the car branch is introduced and also the size of this branch is given in number of cars sold and in turnover. The interview for the research will take place in the dealer organisation because there the personal car sale of the main brands takes place. This is also the place where the use of the most of the well-known reward systems can be expected, because this is the place where most car salesmen are working. 

Another reason is that the personal car sale is the biggest part of the total motor vehicles sale in the Netherlands as mentioned in section 5.2.1. In 2006 there were 12.735 personal cars sale companies in the Netherlands
. 

The interviews were held at dealers of several main brands namely Volkswagen, Audi, Volvo, Mercedes and SMART, so there can be a small comparison between the brands on the subject of performance pay. In advance there is no information about the sort of reward which is used in the car dealer organisations where the interviews will take place.
7.3 The relation to the prior researches

In chapter 6 some prior researches are discussed. Most of these researches were not directly related to the car dealer organizations. All the prior researches were like this research similar on the subject performance reward. But the prior researches match this research on more elements.

One research namely the research of Merchant was also about the subject of performance pay at car dealers. All the prior researches in chapter 6 were partly or completely in the Netherlands like the interviews in this research. In the researches of FNV bondgenoten and Hannewijk the data was directly from the employees, this will also be that way at this research. As the car dealers which are used in this research some of the prior researches were also held partly or completely at profit organisations.

7.4
The questionnaire
The interview will be in Dutch because all the car salesmen and their managers are Dutch people and to be sure that there will be no questions unclear this will be the best solution. To come to an answer to the research question an answer has to be given to the ninth and tenth sub question and therefore the questions have to be clear. When the questions in the interview are answered the ninth and tenth sub question can be answered. This must be possible because the interviewed person has to tell what his opinion is about the effect of performance reward on the performance of a car salesmen.

The subject in the interview will be performance pay (see appendix) and the first question of the interview will separate the managers from the non-managers like the research of Hannewijk in section 6.5 so there can made a conclusion for two groups.

Questions two to seven will be asked to find out what the relation of the interviewed person is with rewarding. These questions also must set the definitions of some terms for the interviewed person. These definitions will be used for the last questions of the interview.

The second question, “How important is reward for you? More or less important than other work related factors like colleagues, education possibilities and the challenge of the job? And why?”, tries to find out if reward is important for the person who is interviewed, with the answer to this question it maybe possible to see how much the interviewed person could be interested in performance pay. It could be that someone just sees works as a hobby and don’t want any reward for it.
The third question, “Which kind of reward do you prefer most, times rates, individual performance reward, group based performance reward, skill-based reward (example diplomas), reward on the basis the performance of the total organization or another sort of reward? And why?”, must make clear if the interviewed person is interested in performance pay.

The fourth question, “When performance reward is used, which norms must be measured you think? Gross profit, net profit, number of vehicles sold, customer satisfaction, turnover or else? And why?”, tries to make clear how the interviewed person formulates performance.

The fifth question, “How must the norms been formulated? Together manager and car salesmen, or just the manager or maybe an external party?”, tries to find out how to create the most support for implementing performance reward. 

The sixth question, “What do you prefer as a reward, especially in relation to performance pay? Money, shares/options, gifts or else?”, can make clear for a situation where performance pay will be used which form of reward gets the best results. The research of FNV Bondgenoten discovered that different sorts of rewards are used as described in section 6.2 of this thesis.
Also the seventh question, “What frequency for the payment of the reward do you prefer? Weekly, monthly, yearly or else? Why?”, can make clear which frequency of reward gets the best results for a situation where performance pay will be used. Also the research done by Towers Perrin has tested this as described in section 6.4.

After these first seven questions another three questions will be used to find the answer to the sub question. These last three questions are about the effects of performance pay for car salesmen. 

The eighth question is split-up in three sub questions;

1. “Do you think that some kind of performance pay for you as a car salesmen improve your productivity?”;

2. “Do you think that some kind of performance pay for you as a car salesmen improve your effort?”;

3. “Do you think that some kind of performance pay for you as a car salesmen improve your dedication?”

The answer to these three sub questions of the eighth question can explain why a car salesmen can be positive or negative about performance pay. 

The ninth question is, “What do you think are for car salesmen the benefits and disadvantages of performance pay?”. The answer to this question can give more information about other reasons why introducing or not introducing performance pay besides the factor performance.

The last question and most important question for this research is, “Do you think the performance as a car salesmen would be better, equal or worse by using performance reward? And why (suggestions: because competition, work longer (more hours) or harder)?” The answer to this last question gives the answer to the last two sub questions. 

After the answering the last two sub questions the answer to the research question can be formulated. This tenth question must not be to hard to answer anymore when the other nine questions are answered. It will be possible that some elements of the questions before will be used for answering this last questions.
7.5
The sample size and response

The sample sizes of the prior researches are different from each other. Besides these prior researches which are used for the research in this thesis also some interviews at Dutch car dealer organisations has taken place. Six persons working for five different organisations in the specific car sales branch are approached for an interview. These persons has been explained that the interview was about performance reward and there was the explanation that the interview was not about the salary they earned, but about their opinion about rewarding. All of the approached persons were willing to answer the questions of the interview. This is a response of 100% for this research and can be the result of the personal approach.

7.6
The interview data

In this section the answers to the interview questions will be described. This will be done per question. The conclusions made out of these answers and made out of the data of prior researches as described in chapter 6 will be described in chapter 8 of this thesis. Below is a summary per question of the answers given in the Dutch interviews (see appendix).

Are you a manager or non-manager:

Two interviewed persons were manager and one of them was also director owner. Both managers also sell cars. The other four interviewed persons were non-manager car salesmen.

How important is reward for you? More or less important than other work related factors like colleagues, education possibilities and the challenge of the job? And why?

Both managers think that rewarding is very important and that rewarding is one of the most important work related factors. The non-manager car salesmen had the opinion that rewarding was important, but not the most important work related factor. The non-manager car salesmen also appreciate to have a challenge and fun.

Which kind of reward do you prefer most, times rates, individual performance reward, group based performance reward, skill-based reward (example diplomas), reward on the basis the performance of the total organization or another sort of reward? And why?

On this question the managers had different answers, one of the managers preferred individual performance together with skill-based reward to make it easy to explain why employees have difference performance norms. The other manager preferred group based performance reward together with a collective performance reward system to create cooperation between the car salesmen but also between different departments within the organization.

The non-manager car salesmen preferred mostly individual performance reward besides times rates, because they want to have some certainty about their monthly income but do also like to earn more when they sell good.

When performance reward is used, which norms must be measured you 
think? Gross profit, net profit, number of vehicles sold, customer satisfaction, turnover or else? And why?

The managers preferred to use gross profit and number of vehicles sold because both are good measurable and a car salesmen can influence the gross profit more than the net profit. Also customer satisfaction was mentioned by one of the managers because this was an important norm for a recurring purchase and to get the bonus from the importer. 

The non-manager car salesmen preferred number of vehicles sold because it is easy to measure. The non-manager car salesmen also noticed that besides the number of vehicles sold the net profit of the sales is important for the organization to guarantee the quality of the sales.

How must the norms been formulated? Together manager and car salesmen, or just the manager or maybe an external party? 

The managers have to sell the number of vehicles as budgeted by the importers and their board, so they prefer to formulate the norms for the car salesmen by themselves. But because of the fact that the non-manager car salesmen know their market and customers sometimes better than the managers, the managers sometimes listen to the other car salesmen to formulate the norms. 

The non-manager car salesmen preferred to cooperate with the managers to formulate the norms, because they think the norm would be more realistic in that case. Only one car salesmen believes that when the manager formulates the norms alone, the pressure will be higher for a car salesmen. 

What do you prefer as a reward, especially in relation to performance pay? Money, shares/options, gifts or else?

All of the managers and non-managers preferred money, because they need it for the monthly bills and if they want the money can be used for buying shares/options or goods afterwards. One of the managers said he also likes to get days off as a reward. Besides one of the managers and one of the non-managers do like incentives (gifts) for a little variation when this has not a negative effect on the reward paid in money.

What frequency for the payment of the reward do you prefer in relation to performance pay? Weekly, monthly, yearly or else? Why?

The managers car salesmen preferred the monthly performance reward for the car salesmen otherwise the monthly payment will be too low for the car salesmen. One manager also answered that an annual payment is logical for performance rewarding because of annual norms of the importers and the board. Three out of four non-manager car salesmen did prefer a quarterly payment because in that situation the reward is more like a bonus. The other non-manager car salesmen answered that he needs the payment on a monthly basis.

Do you think that some kind of performance pay for you as a car salesmen improve your productivity?

All of the interviewed persons except one non-manager car salesmen answered that some kind of performance reward improve his/hers productivity. Productivity for the car salesmen is working harder at standard working hours and reach a better efficiency.  

Do you think that some kind of performance pay for you as a car salesmen improve your effort?

The managers believed that some kind of performance reward would improve his/hers effort. The non-manager car salesmen answered that some kind of performance reward would not improve his/hers effort. In the car branch employees see effort in the way they will also be at work after the standard working hours and answer the phone for work when they are on a holiday.

Do you think that some kind of performance pay for you as a car salesmen improve your dedication?

The managers believed that some kind of performance reward would improve his/hers dedication. The non-manager car salesmen answered that some kind of performance reward would not improve his/hers dedication because they are already dedicated, being busy with cars is their hobby.

What do you think are for car salesmen the benefits and disadvantages of performance pay?

Mentioned benefits:

· performing well means a very good salary;

· the mood will be good when getting the bonus; 

· car salesmen are tend to work overtime;

· car salesmen get motivated to do their best;

· creating support from the partners at home when hard working pays back.

Mentioned disadvantages:

· uncertain salary, a bad market means most of the times less sell and a lower reward;

· when a car salesmen sells bad for a period of time performance reward can demotivate and create a bad mood;

· stressed employees because of the constant pressure;

· Other employees within the company without performance pay get jealous and demotivated;

· it can create competition (like steeling orders from each other) which a customer but also some car salesmen do not like.

Do you think the performance as a car salesmen would be better, equal or worse by using performance reward? And why (suggestions: because competition, work longer (more hours) or harder)?

Except for one non-manager car salesmen the interviewed car salesmen think that the performance of a car salesmen becomes better by using performance reward. The reasons are the above described benefits. The interviewed car-salesmen except one think that the mentioned disadvantages at question nine are less important and takes place less often than the benefits. One of the managers answered that performance reward will work so well for car salesmen because car salesmen have a commercial mentality. The disadvantages can most of the time be avoid by implementing rules. But one of the non-manager car salesmen thinks that the motivation doesn’t have to be most of the time in the performance reward, it can also be in the pleasure and challenge of the job.

7.7
Summary

Section 7.1 describes the research method, which is used for this research, also the ninth and tenth sub question are explained in this section. These two sub questions have not yet been answered in this chapter but will be answered in chapter 8. The introduction of the used car companies is described in section 7.2. In chapter 6 data of prior researches on the subject of performance pay is described and in section 7.3 these prior researches are compared with the research of this thesis. Besides this comparison the data of the prior researches is also used as the basis for the questions in the interview as described in section 7.4. In section 7.5 the sample size and the response of the research is described. In section 7.6 the interview data is described. The most important question in the interview was about the opinion of the employee about the effect of performance reward on the performance of a car salesmen. In the next chapter the conclusions out of the prior researches of chapter 6 and the interviews out of this chapter will be made to come to an answer on the ninth and tenth sub question.

8
The conclusion, recommendations and limitations

This chapter contains in section 8.1 the analysis of the research results and the conclusions made out of the research. In this section an answer to the ninth and tenth sub question, ‘How is the performance of car salesmen without performance reward?’ and ‘How is the performance of car salesmen with performance reward?’ will be given. This section also contains the answer to the research question. Section 8.2 contains recommendations for the users of performance reward systems. The limitations of the research and suggestions for further research will be described in respectively section 8.3 and 8.4.
8.1 The research results

In this section the outcomes of the prior researches and the interview will be analysed and after the analysis the last two sub questions will be answered. Finally the conclusions are described. 

8.1.1
Analysis of the research results

In the research of Merchant is mentioned that besides quantitative norms also qualitative norms important for measuring the performance of car salesmen in The Netherlands. In the research of FNV Bondgenoten employees which have not a performance dependent reward at this moment do want to increase the performance dependent part of the annual salary. This means that also some employees which have not a performance dependent reward now can be positive about performance reward for the future. In the KPMG research performance reward had barely effect on the performance of the employees, but still at 30% of the companies that introduced variable reward the performance of the employees was increased. So it is clear that 30% is not 100% but it is an increase and positive one. In the research of Towers Perrin the biggest part of the respondent (82%) says that the employees in their organization also appreciate performance reward. The respondents of the research of Hannewijk mainly search for security. In most of all these researches the respondents are positive about performance reward.

Except for one respondent all the interviewed persons in the interview expect that the performance of car salesmen improves by making use of performance reward in combination with the right measured norm as asked in the tenth question of the interview. Except for one respondent the interviewed persons expect that his/hers performance as a car salesmen will improve by making use of performance reward as asked in question 8.1 of the interview. Only the managers think that their effort and dedication also improve see question 8.2 and 8.3 of the interview. The fact that most of the respondents expect that the performance of car salesmen improves by making use of performance reward completes the outcome of the prior researches on the subject of performance reward. 

8.1.2
Conclusions out of the research results

On the basis of the prior researches and the interview questions eight and ten the ninth and tenth formulated sub questions are answered. The ninth sub question ‘How is the performance of car salesmen without performance reward?’ is most of the time answered negative at the interview questions eight and ten. The tenth sub question ‘How is the performance of car salesmen with performance reward?’ is answered positive at the interview questions eight and ten. As described in section 7.1 a negative answer to the ninth sub question and a positive answer to the tenth sub question means that the answer to the research question will be positive.

So the answers to the last two sub questions is that the performance of car salesmen is most of the times better by using performance reward than without the use of performance reward see question eight and ten of the interview.

Now all the sub questions are answered, the final conclusion and answer to the research question ‘Does performance reward for car salesmen result in a better performance?’ can be formulated. On the basis of this interview the answer to the research question is that performance reward for car salesmen most of the time results in better performance of the car salesmen. It is important to know that the performance is dependent of the measured norm (question four of the interview), the reward system (question three of the interview) and the sort of reward (question six of the interview). 

Overall it can be a good reason for car dealer organizations to use performance reward to get a better performances from the employees.
8.2
Recommendations for the use of performance reward

Rewarding of car salesmen is not just a remuneration for the performance, but also an instrument to motivate car salesmen. In this thesis the results for the use of performance reward for car salesmen in The Netherlands is positive. When choosing some sort of performance reward you need to keep an eye on the issues of the organisation like profit, the issues of the customer like good service and of course the issues of the car salesmen like nice colleagues. This information makes clear which behaviour of car salesmen must be stimulated. In this way the most optimal reward system can be developed. To make performance reward for car salesmen a success the process as described in section 3.2 must be followed.

In the interviews some very important factors for a successful performance reward system were mentioned like the norm, the reward system and the sort of reward. It is also very important to create goodwill by involving the employees when creating the norm. But every sort of rewarding always have to suffice the regulation within the country were the organisation is settled. When a certain performance reward system is introduced it is never ready, there will always be other or new norms important at a certain moment so these norms can change. It can be that the introduced performance reward system is not successful enough, then an organisation must try another one or maybe another moment.

8.3
 Limitations
During the research on the subject of performance pay for car salesmen there were some limitations;

· It is possible that not every person was honest while doing the interviews, because the interviewed person could think his answers were not save for his boss;

· An interviewed car salesmen can have no experience with a situation where performance pay is used or a situation without the use of performance pay;

· The number of interviews in the research was limited.

8.4
Suggestions for further research
In this research many relevant subjects of conversation have passed by while doing this research. The subject of performance pay has a broad scope and can be used in many forms and many situations.

The focus in this research was performance pay for car salesmen, but there are many other professions and so branches whereby performance pay can be used. There are salesmen of other goods and there are also other sorts of professions for example: accountants, lawyers and teachers. Some examples of branches are: building, catering industry and transport. Not all the professions are professions which are practiced in profit organizations, there can also be a difference between profit and non-profit organization on the subject of performance pay. One of the interviewed managers also explained that he wants to introduce performance pay for the after sales department of the organization. This was according to the manager a big problem because the fitters/technicians were not as commercial as the car salesmen.

Section 1.1 contains the explanation for choosing salesmen as a subject for this research. The reason for choosing car salesmen was that for car salesmen the possibilities to measure the targets like volumes, turnover and the profit margins are good. Also the business of retail seems to be interesting for the research of performance pay in relation to motivation, because many salesmen are paid partly or fully by reached targets. 

Also an answer in the interviews was that car salesmen are commercial so that makes that performance reward is more effective for car salesmen than for other function within the same organisation. But is the profession of car salesmen really the best basis for the use of performance pay or are there other professions where performance pay is more effective? As described in section 6.1 the research of Merchant proves a difference in reward between two different countries. So probably the culture or history can determine why some kind of reward is used, but what culture or which history belong to what sort of reward?

There is a lot of information in this thesis about reward systems and how to reward and what sort of rewards like options, cash, goods. But there is not spoken about how high or which part of the reward must be based on performance to get the best performances out of car salesmen.

This thesis has investigated if performance pay motivates car salesmen, the issue of how long it motivates is never mentioned? Does a certain sort of performance pay motivates forever or just for some period of time?

On the basis of the comment described there can be formulated some other interesting research questions for further research on the subject performance pay:

· Which profession has the best basis for the most effective use performance pay?

· How to introduce performance pay successful for the after sales at a dealer organization?

· What is the difference between profit and non-profit organizations on the subject of performance pay?

· What culture or history has the best connection to which kind of performance pay?

· How much reward and which dividing of rewards is the most ideal to get the best performances out of car salesmen?

· Does performance pay motivates forever or for a certain period of time?

In this thesis it is mentioned that the norms, which have to be formulated to measure the goals which are a deduction of the strategy of an organization, are important in relation to performance pay. In section 3.1.4 are some tools described to measure the norms for performance reward. For a further research can also be investigated which tool is best for measuring norms for performance pay. Also research can be done to the effect of having evaluation conversation between managers and employees on the performance of the employee.

By doing more research to one or more of the above mentioned other research questions can give more and better advice for the use of performance pay in practice.

8.5
Summary

This thesis was about performance reward for car salesmen. In this thesis the research question was ‘Does performance reward for car salesmen result in a better performance?’. By answering the ninth and tenth sub questions ‘How is the performance of car salesmen without performance reward?’ and ‘How is the performance of car salesmen with performance reward?’ in section 8.1 the answer to the research question can be formulated. By looking at prior researches and doing some interviews at car dealers in The Netherlands it is clear that the performance of car salesmen becomes most of the times better by using performance reward than without the use of performance reward. Most employees are also positive about introducing performance reward. In section 8.2 some recommendations for the use of performance reward are described. In this chapter also some limitations of this thesis and suggestions for further research are described in respectively section 8.3 and 8.4.
References

· Babbie, E.R., 2001, The Practice of Social Research, Wadsworth/Thomson Learning

· Bouwens, J.F.M.G., 2005, Internationalisering zonder grenzen, Management Control & Accounting (MCA)

· Eisenhardt, K.M., 1989, Agency Theory: An Assessment and Review, The Academy of Management Review, Vol. 14, pp. 57-74

· Goldsmith, A.P., D.P. Nickson, D.H. Sloan and R.C. Wood, 2000, Human Resource Management for Hospitality Services, Thomson Learning

· Goris, G., 2005, Kan prestatiebeloning uw organisatie verbeteren?, SD Worx

· Hannewijk M., 2004, Beloning en Prestatie; een dubieus tweetal
· Horngren, C.T., G.L. Sundem and W.O. Stratton, 1999, Introduction to Management Accounting, Prentice Hall International

· Jensen M.C., W.H. Meckling, 1990, Specific and general knowledge, and organizational structure
· Keuning, D. and D.J. Eppink, 2000, Management & Organisatie, Educatieve Partners Nederland

· Kirch, W., 2008, Encyclopedia of Public Health, Springer

· Klaveren, M. van and K. Tijdens, 2008, Flexibel belonen in Nederland, FNV Bondgenoten

· Koenen, M.J. and J.B. Drewes, 1992, Woordenboek Nederlands, Koenen

· Kohn, A., 1998, Challenging Behaviourist Dogma: Myths about Money and Motivation, Compensation & Benefits Review, March/April 1998

· Kohn, A., 1993, For Best Results, Forget the Bonus, New York Times, October 17 1993

· KPMG Consulting, 2002, Prestatiebeloning gewogen: variabele beloning in Nederlandse organisaties, KPMG Consulting
· Malina, M.A. and F.H. Selto, 2004, Choice and Change of measures in performance measurement models, Management Accounting Research, Vol. 15, pp. 441-469

· Marsden, D., S. French and K. Kubo, 2000, Why Does Performance Pay DeMotivate? Financial Incentives Versus Performance Appraisal, London School of Economics and Political Science
· Mertens, G., N. Knop and R. Strootman, 2007, Pay-for-performance in Nederland 2002-2006, RSM Erasmus University and Hewitt Associates B.V. 
· Mullins, L.J., 2002, Management and organisational behaviour, Prentice Hall International
· Otley, D., 1999, Performance management: a framework for management control systems research, Management Accounting Research, Vol. 10, pp. 363-382
· Starreveld, R.W., H.B. De Mare and E.J. Jöels, 1997, Bestuurlijke informatieverzorging, deel 2A, Samsom
· Towers Perrin, 2005, Variabele beloning, Towers Perrin
· Vries, M. de, C. Rutten, C. Rustenhoven and M. Erich, 2007, Automotive na 2010, Ernst & Young

· Weeda, N.P.J., 2007, Gedreven door prestaties, Finance Incorporated, Vol. 13, pp. 14-17
· White, I., A.C. Sondhi and D. Fried, 2003, The Analysis and Use of Financial Statements, John Wiley & Sons, Inc
Other sources:

· ec.europa.eu
· www.cbs.nl

· www.fd.nl

· www.hrpraktijk.nl

· www.st-ab.nl

· www.vacature.com

· www.wikipedia.org

· www.zipp.nl

Appendix
Questions for the interview about performance pay

1.
Are you:

0
Manager

0
Non-manager

2.
How important is reward for you? More or less important than other work related factors like colleagues, education possibilities and the challenge of the job? And why?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

3.
Which kind of reward do you prefer most, times rates, individual performance 
reward, group based performance reward, skill-based reward (example 
diplomas), reward on the basis the performance of the total organization or 
another sort of reward? And why?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

4.
When performance reward is used, which norms must be measured you think? Gross profit, net profit, number of vehicles sold, customer satisfaction, turnover or else? And why?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

5. How must the norms been formulated? Together manager and car salesmen, or just the manager or maybe an external party? 


------------------------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------------------------

6.
What do you prefer as a reward, especially in relation to performance pay? Money, shares/options, gifts or else?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

7.
What frequency for the payment of the reward do you prefer in relation to performance pay? Weekly, monthly, yearly or else? Why?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

8.1
Do you think that some kind of performance pay for you as a car salesmen improve your productivity?

------------------------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------------------------

8.2
Do you think that some kind of performance pay for you as a car salesmen improve your effort?

------------------------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------------------------

8.3
Do you think that some kind of performance pay for you as a car salesmen improve your dedication?

------------------------------------------------------------------------------------------------------------
------------------------------------------------------------------------------------------------------------

9.
What do you think are for car salesmen the benefits and disadvantages of 
performance pay?

Benefits:

------------------------------------------------------------------------------------------------------------

Disadvantages:

------------------------------------------------------------------------------------------------------------

10.
Do you think the performance as a car salesmen would be better, equal or worse by using performance reward? And why (suggestions: because competition, work longer (more hours) or harder)?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------

The Dutch interviews

The interview with a Volkswagen employee:

1.
Bent u:


Manager


Niet-manager

2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Heel belangrijk, staat in de top 3 van belangrijkste werkgerelateerde factoren.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

Prestatiebeloning op basis van groepsprestaties om zo de samenwerking tussen collega’s onderling te bevorderen.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Op basis van de aantal verkochte voertuigen en daarnaast de brutomarge. Dit zijn namelijk de zaken die door de autoverkoper te beïnvloeden zijn.

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

Enkel door de manager omdat een dealer organisatie te maken heeft met de doelstelling van de importeur/fabriek. In principe heeft een autoverkoper hier geen invloed op.

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

Geld heeft de voorkeur. Incentives i.c.m. met bepaalde verkoopacties (denk aan verkopen van financiering) kan het daarnaast leuker maken.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


Maandelijks op basis van afgeleverde auto’s, dit is namelijk goed te registreren en dus uit te betalen.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Ja.

8.2
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Ja, bij de autoverkopers wel maar bij de werkplaatsmedewerkers niet.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Ja.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Mogelijkheid van een goed salaris.

Begrip bij autoverkoper thuis, omdat overwerken beloond wordt.

Stimulerend.
Nadelen:

Slechte markt heeft minder zekerheid tot gevolg.

Constante druk kan stress en dergelijke tot gevolg hebben.
10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Beter, omdat autoverkopers commercieel van aart zijn kunnen verkoop aantallen en marge bewustzijn gestimuleerd worden middels prestatie beloning.

The interview with a second Volkswagen employee:

1.
Bent u:


Manager


Niet-manager
2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Minder belangrijk als alle andere werkgerelateerde factoren. Niets is zo belangrijk als met plezier naar het werk te gaan.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

Uurloon geeft veel zekerheid, maar individuele prestatiebeloning biedt wel de mogelijkheid om iets extra’s te verdienen. Een combinatie van deze twee wordt als wenselijk ervaren.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Aantal verkochte voertuigen is het meest transparant en makkelijk te bemeten. Het is daarnaast ook niet ingewikkeld om je doelstelling vooraf helder te hebben bij het gebruik maken van aantal verkochte voertuigen.

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

De voorkeur gaat uit naar de manager samen met de verkoper, dat voorkomt namelijk onrealistisch targets door meerdere invalshoeken (verkoper en manager).

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

De voorkeur gaat uit naar geld, hiermee kun je in je dagelijkse levensonderhoud voorzien. Daarnaast heb je met geld vaak ook de mogelijkheid om de andere genoemde zaken zelf aan te schaffen zoals aandelen en goederen.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


Maandelijks, omdat het basis salaris te laag is om elke maand volledig van te kunnen leven.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Ja.

8.2
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Nee, zou niet met een andere instelling naar het werk komen.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Nee.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Het kan motiveren.

Er zal een positieve sfeer hangen op de werkvloer als er bonussen behaald worden.
Nadelen:

Onzekerheid over de hoogte van het salaris.

Er kan competitie ontstaan tussen de verkopers wat een negatieve indruk op de klanten kan maken.
10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Beter, verkopers zullen toch iets meer hun best doen wanneer er iets tegenover staat.

The interview with an Audi employee:

1.
Bent u:


Manager


Niet-manager
2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Heel belangrijk net zoals de andere genoemde werkgerelateerde factoren. Het maakt wel uit wat voor soort werk het is.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

De voorkeur gaat uit naar individuele prestatiebeloning en beloning o.b.v. vaardigheden. Werkervaring en diploma’s dienen namelijk ook gewaardeerd te worden en dit zal tevens een verantwoordelijk werksfeer bevorderen naar zijn mening. Beloning op basis van vaardigheden schept volgens hem daarnaast ook duidelijkheid voor iedereen.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Op basis van de brutomarge,  deze is namelijk goed te beïnvloeden door de autoverkoper. Daarnaast is de klanttevredenheid ook een belangrijk issue in verband met de continuïteit.

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

Door de manager en de autoverkoper tezamen om op een juiste wijze de bovengrens te kunnen bepalen van wat haalbaar is. De ondergrens daarentegen zal wel moeten worden bepaald door een manager.

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

Naast Geld heeft ook extra vrije tijd de voorkeur. Beide zijn namelijk naar eigen wens te besteden/in te delen.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


Afhankelijk van de functie met bijbehorende doelstelling zal de beloning jaarlijks moeten plaatsvinden voor de managers en maandelijks voor de autoverkopers.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Ja.

82.
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Ja.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Ja.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Meer inkomen voor extra inspanning en bewezen kunde.

Extra inzet en motivatie om een stapje extra te doen op het werk.
Nadelen:

Wanneer de markt tegen zit zal dit waarschijnlijk een slecht inkopen tot gevolg hebben wat weer resulteert in demotivatie.

Er is een beperkte zekerheid met betrekking tot het inkopen. Er bestaat het gevaar van orders pikken tussen de verkopers onderling.
10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Beter, de genoemde nadelen wegen niet op tegen de voordelen. Daarnaast zijn de nadelen van prestatiebeloning gedeeltelijk de voorkomen door regels op te stellen en te handhaven.

The interview with a Volvo employee:

1.
Bent u:


Manager


Niet-manager
2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Relatief belangrijk, het is nodig voor bepaalde levenswijze. Toch is beloning minder belangrijk dan een prettige werkplek en uitdaging in het werk.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

Uurloon plus prestatiebeloning in de vorm van een eindejaarsbonus. Vast inkomen werkt makkelijker dan variërend maandinkomen, je weet beter waar je aan toe bent.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Op basis van de netto marge om de kwaliteit van de verkopen te waarborgen. In de netto marge worden namelijk meer kostenposten meegenomen dan de bruto marge en is hiermee completer.

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

Enkel door de manager om de prestatiedrang bij de autoverkoper te verkrijgen.

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

Geld heeft de voorkeur, het is simpel en goed bruikbaar als motivatie middel.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


Per kwartaal, niet maandelijks omdat er dan mee gerekend gaat worden.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Nee.

8.2
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Nee.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Nee.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Voor sommige autoverkopers zou het kunnen motiveren en meer gedreven maken.

Nadelen:

Valse competitie onderling door het ‘stelen’ van orders.

Geen duidelijkheid over het loon
10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Hij vindt van niet omdat de motivatie al in het werk en de uitdaging moet liggen en niet in de extra beloning.

The interview with a Mercedes employee:

1.
Bent u:


Manager


Niet-manager
2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Even belangrijk als alle andere werkgerelateerde factoren. Daarnaast vindt hij dat je het op je werk naar je zin kunt hebben, maar thuis wil hij dat ook en dat is naar zijn mening alleen mogelijk als je voldoende beloond wordt.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

Uurloon tezamen met individuele prestatie, je wordt op deze manier beloond voor je harde werken maar je bent daarnaast enigszins beschermd tegen invloeden van buitenaf.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Een aantal aspecten samen, net zoals bij zijn huidige werkgever. Heb je bijvoorbeeld je aantal verkochte aantallen niet behaald, maar zijn je klanten wel er tevreden dan krijg je toch nog 10% van de maximale beloning.

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

Het liefst de manager samen met de verkoper, dat zorgt ervoor dat de targets scherp maar wel reëel zijn en dus haalbaar.

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

Geld heeft de voorkeur, aangezien dit de mogelijkheid biedt om zelf te bepalen waaraan het besteed kan worden.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


4 keer per jaar (=per kwartaal) en na elke uitbetaling weer met een schone lei beginnen.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Ja, het houdt je scherp.

8.2
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Nee, hij is toch al gemotiveerd.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Nee, hij heeft al hart voor de zaak.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Het kan de stemming op de zaak hoog houden als de targets behaald worden.

Nadelen:

Wanneer de targets niet behaald worden zou dit voor een slechte sfeer kunnen zorgen.

10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Gelijk of hooguit iets beter, bij zijn werkgever is de workethic al goed volgens de verkoper.

The interview with a SMART employee:

1.
Bent u:


Manager


Niet-manager
2.
Hoe belangrijk is belonen voor u? Meer of minder belangrijk dan andere werkgerelateerde factoren zoals collega’s, studie mogelijkheden en de uitdaging in het werk? Waarom? 

Minder belangrijk, wel staat voorop dat minimaal de kosten van het levensonderhoud betaald moeten kunnen worden van het salaris. Plezier hebben in het werk wat je doet en de uitdaging in het werk zijn belangrijker. Wanneer de kosten van het levensonderhoud niet gedekt worden door het salaris zou er wel naar een andere baan gezocht gaan worden.

3.
Naar welke beloning gaat uw voorkeur uit? Uurloon, individuele prestatie beloning, prestatie beloning o.b.v. groepsprestaties, beloning o.b.v. vaardigheden (bijvoorbeeld diploma’s), op basis van de prestatie/resultaat van de totale organisatie of een andere vorm van beloning. Waarom?

Op dit moment individuele prestatiebeloning echter wanneer er sprake zou zijn van een gezin liever uurloon. Uurloon zal namelijk meer zekerheid bieden om zo de vaste lasten te kunnen betalen.

4.
Als er gebruik gemaakt zou worden van prestatie beloning, op welke prestatie zou de beloning gebaseerd moeten zijn? Omzet, bruto marge, netto marge, aantal verkochte voertuigen, klant tevredenheid of iets anders? Waarom?

Op basis van netto marge, hierin zijn namelijk meer kosten meegenomen dan in de bruto marge. Hierdoor heeft het voor het bedrijf ook voordelen op het vlak van continuïteit. Een faillissement is namelijk niet wenselijk ook niet voor de autoverkoper.  

5.
Hoe moeten de targets worden vastgesteld? De manager samen met de verkoper? Of enkel door de manager? Of door een externe partij? Of op een andere manier? Waarom?

Samen door de manager en de autoverkoper, hierbij is het mogelijk de doelstellingen toe te lichten en kunnen marktontwikkelingen besproken worden om zo gezamenlijk tot een realistische doelstelling te komen.

6.
Welke beloning heeft uw voorkeur in relatie tot prestatie beloning? Geld, aandelen/opties, goederen of iets anders? Wat is hiervoor de reden?

Geld heeft de voorkeur, maar daarnaast zijn secundaire arbeidsvoorwaarden ook belangrijk. Geld is namelijk vrij te besteden. Incentives (goederen) zijn af en toe leuk voor de afwisseling.

7.
Met welke tijdsinterval zou je de beloning het liefst uitgekeerd willen zien worden in relatie tot prestatie beloning? Wekelijks, maandelijks, jaarlijks of met een andere frequentie?


Per kwartaal, want dan wordt het als extra gezien en zal er minder vooraf rekening mee gehouden worden bij het maandelijkse uitgavenpatroon.

8.1
Bent u van mening dat een vorm van prestatie beloning uw productiviteit zou verbeteren?

Ja, zou scherper zijn.

8.2
Bent u van mening dat een vorm van prestatie beloning uw inzet zou verbeteren? 

Nee.

8.3
Bent u van mening dat een vorm van prestatie beloning uw toewijding/betrokkenheid zou verbeteren?

Nee.

9.
Wat zijn volgens u voor autoverkopers de voor en de nadelen van prestatie beloning? 

Voordelen:

Extra beloning kan stimuleren.

Veel verdienen is mogelijk bij goede prestaties.
Nadelen:

Afhankelijk van de markt omstandigheden en de prestaties.
Prestatie conflicten tussen de autoverkopers onderling.
10.
Denkt u dat de prestatie van een autoverkoper beter, gelijk of slechter zou worden door gebruik te maken van enige vorm van prestatie beloning? En waarom? (voorbeelden: competitie, langer werken (meer uren) of harder werken)?

Beter, omdat autoverkopers minder zouden weggeven bij de verkoop als de netto marge als doelstelling zal worden gebruikt. Geld verdienen is namelijk belangrijk binnen de meeste commerciële organisaties.
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