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Chapter One: Introduction

The coronavirus pandemic has drastically changed the way the world functions. With three
months short to two years since it was first detected in Wuhan, China, it has brought upon
unfavourable impact not only in the health sector but also in the social and economic aspect.
Aside from devastating loss of human life and dramatic blow to the global health system,
national economies, businesses and livelihood of the people across the globe have been
severely affected. For nearly two years, national governments have been simultaneously
struggling to mitigate the effects of the pandemic in the country while managing the direct
setback of the global crisis to the government itself. Temporary and permanent closure of
businesses contributed to such challenges including rise in the unemployment rate, therefore
disrupting the whole economic cycle. According to Jones et al. (2021), the previous year was
seen as a difficult time for job seekers as many people have either had their incomes cut or
already have lost their jobs. UK’s unemployment rate rose from 3.8% in 2019 to 5.4% in 2020.
Although labour market indicators are returning to their pre-pandemic levels and the level of
employment have been increasing whereas the level of unemployment has been decreasing
which suggests a recovery in the labour market, a labour market statistic for months April to
June 2021 was published on August 17, 2021, forecasting a rise in the unemployment due to
the termination of the Coronavirus Job Retention scheme. Most employees from ethnic
minority background, low paid workers, disabled workers, women, and young workers have
been adversely affected by the Covid-19 outbreak (Powell and Francis-Devine, 2021).

One of the industries heavily impacted by the pandemic is the hospitality industry. While
common businesses in the sector such as hotels and restaurants suffered from lockdowns and
restrictions due to Covid-19, hotel services in hospitals remained in place to provide better
health care to their patients. Such services include reception, cleaning and maintenance of the
general environment of the hospital and catering services (Sevin, 1998, p. 2, cited in Sevin,
2018, p. 452), which improves patient recovery and experience. With the pandemic demanding
more from healthcare workers, not only the clinical team but also the non-clinical staff
including hotel services department take up important roles in the overall delivery of healthcare
services to the patients. Therefore, it is important to understand their work motivations to
maximise their potentials even under the pressure brought about by Covid-19. Even before the

pandemic, it has already been a challenge to assess employee motivation, especially those



working in the healthcare sector, as each member of the workforce has their own driving force
towards each of their job roles. Therefore, there is a substantial need to evaluate and consider
employee motivations to address their engagement and performance in the organisation. This
paper will examine the motivations of the hotel services staff of Imperial Private Healthcare —

St. Mary’s Hospital taking the ongoing pandemic into consideration.

Research Objectives

This case study aims to assess the impact of Covid-19 on the motivation of the hotel services
staff of Imperial Private Healthcare — St. Mary’s Hospital. The following are the objectives

specific to this case study:

i.  To identify the factors affecting the motivation of the hotel services staff of Imperial
Private Healthcare — St. Mary’s Hospital.
ii.  To determine the level of importance of these factors to the hotel services staff of
Imperial Private Healthcare — St. Mary’s Hospital.
iii.  To analyse the impact of Covid-19 on the motivation of the hotel services staff of
Imperial Private Healthcare — St. Mary’s Hospital.

Research Questions

In order to achieve the research objectives, this study will answer the following questions:

i.  What are the factors affecting the motivation of the hotel services staff of Imperial
Private Healthcare — St. Mary’s Hospital?

ii.  How significant are these motivating factors to the hotel services staff of Imperial
Private Healthcare — St. Mary’s Hospital?

iii.  How does Covid-19 influence the motivation of the hotel services staff of Imperial
Private Healthcare — St. Mary’s Hospital?



Research Hypothesis

In line with the abovementioned aim and objectives and so as to answer the research questions,
the research hypothesis for this study are as follows:

Hypothesis 1 (H1): Covid-19 has a significant impact on the motivation of the hotel
services staff of Imperial Private Healthcare — St. Mary’s Hospital.

Hypothesis 2 (H2): Covid-19 has no significant impact on the motivation of the hotel

services staff of Imperial Private Healthcare — St. Mary’s Hospital.

Chapter Two: Literature Review

Human resource plays a critical role in achieving organisational goals and objectives. They are
the backbone of the overall operations of an organisation as each department are consisted of
a number of members of the staff carrying out essential duties through their individual job
roles. It is therefore important for the management to allot attention on how to take care of
them, thereby maximising their potentials which is beneficial for their personal growth as well
as the general performance of the organisation. This places the human resource department of
an organisation in a strategical position in the sense that they can influence the key players in
the operation of a company. Directly affecting the overall performance of the organisation,

employee engagement and performance can be achieved through motivation of the employees.

Badubi (2017) defined motivation as the emotional attachment of employees towards their jobs
as a result of the deliberate assessment of their employers. In most instances, employee
motivation is associated with job satisfaction. This can be explained as individuals who are
satisfied with their jobs are likely motivated and on the other way around, motivated employees
are likely satisfied with their jobs. Motivation is a result-oriented, self-driven desire and
passion of an individual to work harder, to perform better and to be more efficient and
productive. Moreover, according to Gopalan et al (2017), motivation is a theoretical concept
applied in order to explain human behaviour as it feeds reasons for human beings and
encourages them to react and behave in a certain way. Therefore, it is a process that urges
individuals to begin and maintain behaviours as well as guide them as they take action to fulfil
their needs and expectations and achieve their goals. As CIPD (2021) noted, work motivation

indicates an employee’s state of mind which encourages or discourages them to have and



perform in a certain way towards achieving their desired outcome. As explained in Figure 1,
there are certain factors which affects the motivation of employees. Such factors can be
explained through motivational theories thereby assessing the overall the employee’s

motivational state.

Motivational Motivational Motivational
factor :> theory > | state

Figure 1 Motivation as a Logic Model (CIPD, 2021)

In the present time, the gradual insurgence of Covid-19 cases is one of the top factors affecting
work motivation of employees across all industries. From restrictions, social distancing,
working from home to temporary and permanent loss of jobs, staying motivated is a challenge
for the workforce as they are faced with additional rules and regulations as well as concerns
with their health and safety. The unfamiliar environment caused by the virus brought about
implications in the employees’ motivation. It is indeed the medical frontline workers who
directly combat Covid-19, however other essential workers especially those working in
healthcare industry are also greatly impacted by the pandemic. As previously mentioned, this
study will focus on the impacts of the global health crisis to the motivation of some of these
non-clinical essential workers, specifically the members of the hotel services team of Imperial
Private Healthcare — St Mary’s Hospital. VVarious motivational theories will be discussed to

further explain the relevance of the current situation with the employees’ work motivation.

Frederick Herzberg’s Two-Factor Theory

One of the main underpinnings of this study is the Motivation-Hygiene Theory which was
published by Frederick Herzberg in 1959 from a research conducted to analyse the employees’
attitude towards their jobs, to discover what trigger such attitudes and to ascertain their
implications on the employees and their work motivation. The study concluded that employees
have two types of motivating factors (Alrawahi et al, 2020) or two set of needs categorised as

motivators and hygiene factors as presented in Figure 2.
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Factor Principles
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Figure 2 Herzberg's Two-Factor Theory of Motivation

According to Alshmemri et al (2017), the first set of factors are focused with increasing and
improving job satisfaction. This set includes factors such as advancement, the work itself,
personal growth, responsibility, recognition and achievement. Lack of these factors hardly
mean job dissatisfaction but absence of job satisfaction instead. On the other hand, the second
set of factors are concerned with preventing job dissatisfaction which means that lack of
factors, such as salaries and wages, policies and procedures, interpersonal relationship among
peers, supervisor quality and overall working conditions, causes dissatisfaction at work. Each
set is to be treated differently as they are not on the same continuum which means that
motivators and hygiene factors are not in contrast with each other but a separate set of
considerations regarding the work attitudes of employees. As a whole, motivators are intrinsic
to the job, bears strong influence on satisfaction and motivation which implies that presence
produces satisfaction and motivation and absence produces lack of satisfaction or motivation.
Furthermore, hygiene factors are extrinsic to the job and bears modest influence on satisfaction
and motivation because its presence produces no dissatisfaction and absence produces lack of

dissatisfaction.

Motivators

Motivators, as the name suggests, are factors contributing to the increase of motivation in an
individual. These factors are equivalent to Maslow’s Hierarchy of Needs theory top two needs:
Self-Actualization and Esteem. Herzberg’s theory suggests that the enthusiasm of an employee
can be derived from the aspects directly related to their job role itself. Moreover, it follows that
the job and everything that can be achieved from it, encourages an employee to be motivated,

raise their self-esteem and realise self-actualisation.



Achievement causes feeling of motivation to employees for the reason that it gives them
satisfying feeling after having done or accomplished a task. They will have that sense of
fulfilment and will be assured that they are doing something worthwhile and contributing to

the organisation.

Recognition from the management, supervisors and colleagues can boost employees’
motivation as their efforts and hard work is being recognised and appreciated. Few gestures of

recognitions are public acknowledgement and praises.

Responsibility can boost employees’ motivation because they will have the sense of
accountability and ownership of their role which in turn will encourage them to perform to the

best of their abilities and achieve better results.

The job itself is a source of motivation especially for individuals who are employed in a job
that they enjoy and are passionate about. The nature and their feelings towards their job
heightens their excitement and motivation towards their job. This is one of the most important
motivating factors as individuals have an evident control over this as they chose their job
themselves and they know what meaningful input they can contribute to their team and to the

whole organisation.

Advancement opportunities serves as a motivation for employees. As an individual aspire to
be in a better or a more challenging role, it will push them to exert more effort and be more

driven towards their work.

Personal Growth can be motivating especially when the job offers more than just financial
benefit. Employees can be motivated with their job if their role enables them to become a better
version of themselves in terms of their capabilities, skills and expertise. These aspects can be

seen in the trainings and development programme of the organisation.

If these factors are present in the working environment, employees are highly motivated. In
contrast, if these factors are absent, employees are not demotivated but are likely less

motivated.



Hygiene Factors

Hygiene factors represent the causes of lack in dissatisfaction and demotivation rather than
dissatisfaction and demotivation themselves, which is why it is sometimes referred to as
maintenance factors. Unlike motivating factors, these aspects do not induce motivation and are

associated with but not necessarily a part of the job itself.

Working conditions refers to the working environment which focuses on the overall setting,
health, comfort, welfare and safety of the employees in an organisation. According to
Herzberg, poor working conditions make employees feel dissatisfied. However, good working

condition does not necessarily mean that they will feel satisfied, but not unsatisfied rather.

Co-worker relations refers to the functional relationship between the employees with their
colleagues. A good working relationship with peers enables employees to develop teamwork
skills however, excessive trust between employees can jeopardize their quality of work
(Molina-Morales, 2011 cited in Rupasinghe and Morais, 2019). There should be an appropriate

and a balanced relationship across all the employees within the organisation.

Policies and rules represent few of the most complicated hygiene factors because they can
cause frustrations to the employees especially then they are not clear, not necessary or if it is
biased in a way that they don’t require everyone to follow them. Despite not giving off a feeling
of satisfaction, employees will tend to not feel dissatisfied if rules and regulations are clear,

fair and necessary in the operation of the organisation (Syptak et al, 1999).

Supervisor quality relies on the ability of an individual to show leadership skills and fair
treatment to all the employees. High supervisor quality decreases the employees feeling

dissatisfied because they can feel supported and encouraged.

Salaries and wages serve as a maintenance factor according to the two-factor theory. Being
paid unfairly increases the dissatisfaction and demotivation of employees. Aside from being
paid adequately, it is important to provide benefits due to them in order to lessen the employees’

dissatisfaction.



Motivation-Hygiene Matrix

As it has been previously stated, motivators and hygiene factors are independent aspects to
consider in assessing employee motivation. This is established on the premise that the causes
of motivation and demotivation cannot be the same factor. Hence, there are combinations of
both factors which can guide the organisation in the evaluation and management of the overall

motivation of its workforce, as illustrated in Figure 3.

lllustration of the Two Factor Theory in practice toolshero

High hygiene & High hygiene &
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not motivated and to work but they have
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Figure 3 Motivation-Hygiene Matrix

Scenario 1 — High Hygiene and High Motivation: It is safe to say that this combination is the
perfect scenario where employees are highly motivated and have minimal to no complaints

regarding their job.

Scenario 2 — High Hygiene and Low Motivation: This setup shows the common “paycheck
job” situation wherein employees are not that motivated to do their job but have few complaints
at the same time. While they are doing what they are paid for, employees do not have much

interest to take initiatives in the betterment of the organisation.

Scenario 3 — Low Hygiene and High Motivation: This situation is the opposite of Scenario 2

wherein employees are highly motivated but have a lot of negative issues. A common example



is when an individual is employed in a job role that they enjoy and is in line with their passion,

however, the policies and regulations or salaries and wages are not appealing.

Scenario 4 — Low Hygiene and Low Motivation: Contrary to Scenario 1, this is clearly not a
good situation for an individual to be in. This is where an employee is not motivated and their

hygiene needs are not satisfied as well.

The motivation-hygiene matrix proposes that organisations must manage several aspects so as
to achieve at least moderate level of motivation among its employees through enhancing
motivators and hygiene factors. It is a challenge especially for the human resource department
to do so as each employees have their own preferences, however, a critical understanding of
these factors can contribute to an improved employee and organisational performance (ACCA,
2021).

Advantages and Disadvantages of Herzberg’s Two-Factor Theory

The motivation-hygiene theory highlights the two sets of needs which govern the behaviour of
an employee. Treating each factors differently among the others, organisations are enabled to
consider the diverse preferences among the workforce thereby allowing the management to
better direct the motivation of each employee. However, employees also tend to have a change
in their preferences along their life. A motivator today, may not be a motivator in the months
or years to come (Hammond, 2018). Gracia (2018) explained the benefits of this theory for the
managers as they were given a guide in promoting motivation and satisfaction among the
employees. It also put emphasis on the role of management and the organisation in achieving
better employee performance by giving them better working conditions. Conversely, this
theory discredits the input of employers in boosting the motivation of its human resource as

their efforts are only seen as eliminator of dissatisfaction and demotivation.

Victor H. Vroom’s Expectancy Theory

According to the Expectancy Theory, motivation is “a process governing choices made by
persons or lower organisms among alternative forms of voluntary activity” (Vroom, 1964 cited

in Lloyd and Mertens, 2018, p. 29). This theory is based on the idea that individuals make



choices depending on their perceived outcome of a particular choice. It also seeks to forecast
and clarify the task-related efforts an individual expends (Baumhof et al, 2017). Moreover, it
is constructed on the three premises, each with assigned values — expectancy (0 to 1),
instrumentality (0 to 1) and valence (-1 to 1), and the product of which is the motivational force
that drives behaviour. Locke and Baum (2007, cited in Barba-Sanchez and Atienza-
Sahuquillio, 2017) noted that this theory acknowledges that an individual’s action is based on
expectations rather than deprivation as put forth by other theories that it is a natural tendency
for humans to meet their basic needs. Furthermore, expectancy theory is also grounded to the
notion that performance management will enable the organisation to improve the motivation
level of its employees which contradicts the traditional practice of giving rewards according to
the tenure of an employee (Lee, 2019). IfM (2016) stated that Vroom’s theory assumes that a
certain behaviour results from picking a conscious choice out of a pool of alternatives with the
purpose of diminishing pain and boosting pleasure. While it is a general knowledge that each
employee has different sets of objectives and goals, the theory suggests that they can be
collectively motivated through the idea that efforts are linked with performance—that the
favourable performance will result in the desired reward—that the reward will satisfy an
essential need—and that the desire to fulfil that need is sufficiently strong to make the effort
meaningful. As a summary, World of Work Project (2021a) highlighted that the theory
suggests that employees are motivated when they give importance to the reward associated
with a certain action, they trust that they will receive that reward if they perform better and that

through hard work, they would be able to accomplish their goals and objectives.

Effort » Performance » Outcome »  Motivation
Expectancy: Instrume ntality: Valence:
Perceived probability Perceived probability that ~ Value of expected
that effort will lead to good performance will outcomes to the
good performance lead to desired outcomes individual

Figure 4 Vroom's Expectancy Theory of Motivation

Expectancy is an individual’s optimism that their effort will lead to a particular level of
performance. Moreover, it is the point to which employees trust that their skills and capabilities
will lead them to achieve their goals. Vroom defined expectancy as the correlation between

action and results and assigned 0 and 1 according to an individual’s belief that their action will
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lead to a certain result, for no expectation and full expectation, respectively. Expectancy
represents how much an individual believes that their additional efforts will help them achieve
their behaviour target result. Instrumentality refers to the connection between the outcome of
the performance of an individual and the outcome or reward they anticipated. Just like
expectancy, the values assigned to instrumentality is 0 to 1 which describes no expectation to
a level of reasonable expectation that the perceived rewards will be received. Instrumentality
signifies how much an individual believes that the reward is achievable should they accomplish
the desired behaviour or outcome. Valence is defined as the degree to which an individual has
the freedom to choose a particular outcome. The assigned value -1 represents an individual’s
wish to avoid getting a particular reward while the assigned value 1 represents an individual’s
desire to receive the reward (Lloyd and Mertens, 2018). Valence indicates how much an
individual value the prospective rewards associated with their specific behaviour or outcome.
Therefore, according to Vroom’s theory, motivational force = expectancy x instrumentality x
valence. As illustrated in Table 1 (Newstrom and Davis, 1999 cited in Parijat and Bagga, 2014),
motivation outcomes depend on each factor thereby if one area is valued at zero, motivation is

also zero.

SITUATION | VALENCE EXPECTANCY | INSTRUMENTALITY | MOTIVATION

1 High positive High High Strong Motivation

2 High positive High Low Moderate Motivation
3 High positive Low High Moderate Motivation
4 High positive Low Low Weak Motivation

5 High negative Low Low Weak Avoidance

6 High negative High Low Moderate Avoidance
7 High negative | Low High Moderate Avoidance
8 High negative | High High Strong Avoidance

Table 1 Motivational Force According to Vroom's Expectancy Theory

Advantages and Disadvantages of Vroom’s Expectancy Theory

Expectancy theory is viewed as one of the most acceptable motivational theories as backed up
by the results from accuracy tests (Ivancevich et al, 2012 cited in Parijat and Bagga, 2014)
done to predict behaviours of employees. This theory aids managers in understanding
psychological processes which influences employee behaviours, performance and motivations.
Moreover, expectancy theory is appealing as it explains various phenomenon related to the

factors of motivation. It also values the hard work and efforts of human resource as it is pinned
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in performance management rather than basing in years of tenure and seniority. In line with
this, expectancy theory takes note of the diverse motivations among the workforce which is
important in managing human resources and creating, boosting and maintaining motivated

spirits among the employees.

However, just like any other theories of motivation, expectancy theory is limited to the
subjective nature of motivation. Moreover, it involves multiple variables which lead some
experts to consider the theory difficult to test and to implement. Timewise, not all members of
the staff have the willingness and time to assess and calculate motivation as patterned to this
theory. Furthermore, the theory seems to be too idealistic and does not focus on the interests

of each employee with regards to their intrinsic and extrinsic rewards.

David McClelland’s Theory of Needs

Achievement

Figure 5 McClelland's Theory of Needs

In 1938, Henry Murray established a list of motives and demonstrated needs as the core of
studying personalities. This became the basis of David McClelland’s Theory of needs which
defines the three motivational paradigms: Need for Achievement (nAch), Need for Affiliation
(nAff) and Need for Power (nPow). According to Sinha (2015, cited in Osemeke and
Adegboyega, 2017), Needs Theory is closely linked with learning theory for the reason that
McClelland believed that needs are acquired or learnt through various events which people
experience within their culture and around their environment. With this information, it can be

implied that every individual behaves differently according to their needs. Rybnicek et al
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(2019) explained that employees are primarily motivated by a predominant need and they

consequently experience various stimuli as rewarding to an extent.

Need for Power (nPow) pertains to the desire of an individual to teach, encourage or influence
others on how they should behave. This means that people aspire for power in order to make
an impact or difference in someone’s life and/or to make a change in the working environment,
in the organisation and in the society in general. Such individual values discipline in the
workplace and enjoys their job at the same time. Nevertheless, there are instances that they are
not good of a team player as they tend to have the mindset that in order for them to succeed,
others must fail. But then again, as every organisation requires teamwork skills in order to
succeed, this can become a challenge for other staff member to be competitive enough to
achieve the team’s goals. Their passion and desire can drive motivation for themselves and
their teammates which is beneficial especially if aligned with the aims and objectives of the

organisation.

Need for Achievement refers to the desire of an individual to strive to succeed or excel in a
particular area. This behaviour is also directed towards competition however focusing on the
quality of the outcome, quick progress, task delivery and high-level performance. Individuals
with high need for achievement tend to have the drive for excellence and perfection in
accomplishing their goals. Moreover, they put value in doing their tasks because they believe
in the importance of accomplishing something through hard work rather than through luck.
McClelland highlights that people with higher need for achievement tend to perform better
than those with lower need for achievement. While having a high level of need for achievement
is good in delivering tasks with high quality, it can be a hindrance for the individual as they are

more exposed to personal burnout.

Need for Affiliation indicates the need for interpersonal relationships. Creating and
maintaining social relationship within the organisation is one of the top motivating forces of
people with high need for affiliation. As these individuals enjoy the feeling of acceptance,
approval and sense of belongingness within the group, it would be a challenge for them to

become effective managers as they tend to worry about others’ feelings towards them.
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Advantages and Disadvantages of McClelland’s Theory of Needs

The theory posits that employees across the board have the three types of motivation regardless
of the demographics they belong in. Brandon (2015, cited in Osemeke and Adegboyega, 2017),
agreed that it is not possible to categorise people into one of the three types of needs because
needs changes over time and under certain circumstances. Everyone’s needs change depending
on their situations in life as well as their cultural opinions. However, each type of needs has
their own benefits and drawbacks for the employee and the organisation. An individual holding
a top-level management position should have higher need for power and lower need for
affiliation, managers should have higher need for achievement and team players should have
higher need for affiliation. Knowing the balance and the dominant need of the employees will
enable the management and the organisation to understand their motivations. World of Work
(2021b) highlighted that management should be aware of the blend of needs as well as the
intensities of such needs which can bring about an individual’s best qualities, points for

improvement, behavioural potentials and risks and motivations.

However, the theory poses that the three needs exist at the same time with or without an
individual knowing which one is dominant. According to Rybnicek et al (2019), co-existing
needs often compete against each other thereby making the motivation of an employee a result
from trying to fulfil all these needs. It also does not take into account the demographics which
may be a factor in a certain behaviour of or motivating factors important to an employee
(Osemeke and Adegboyega, 2017).

Chapter Three: Research Methodology
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Figure 6 Saunder's Research Onion
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Research onion, as illustrated in Figure 6, is one of the most common research models used by
researchers in developing their research methodologies. This theoretical concept was proposed
by Saunders et al (2016, cited in Melnikovas, 2018) as an approach to construct a research
methodology which outlines how research should be conducted. As its name suggests, it
depicts an onion of which each layers represents different aspects to be considered in terms of
research design. The research methodology of this paper will be based on the six layers of the
research onion, in order to collect data and analyse them with the goal to come up with

reasonable conclusions with regards to this case study.

Research Philosophy

According to Bajpai (2011), research philosophy encompasses source, nature and development
of information. It is the principle of collecting, analysing and utilising data. Research
philosophy highlights the beliefs where the research is based upon. Moreover, it describes the
ontological and epistemological view or the “whats” and “hows” of the research. Three of the
main research philosophies revolving around these assumptions are: Positivism, Interpretivism
and Pragmatism (Crossley and Jansen, 2021). Being the outermost layer in research onion, it
signifies the initial step in research methodology and this case study will assume the philosophy

of positivism which is viewed on an objective point of view (Alharahsheh and Pius, 2020).

Research Approach to Theory Development

Saunders et al (2016) noted the three main research approaches with regards to theory
development, namely: deductive, inductive and abductive. One of the most used approach is
deductive research logic which is typically used in testing theory and is referred to as reasoning
starting from general rule to specific inferences whereas inductive reasoning follows the logic
of using specific data to a broader approach thereby creating framework. On the other hand,
abductive reasoning follows the approach of using collected data in exploring a certain
phenomenon, identifying patterns and coming up with a new theory which will be tested on
another round of data collection. Peeling the second outermost layer of the research onion, this

case study will apply deductive logic as the research approach.
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Research Methodological Choice

The third outermost layer of the research onion represents the use of quantitative, qualitative
or mixture of both methods. Like all the layers of the research onion, methodological choice
must be grounded on the research objectives and it must consider the viability of the study so
as to acquire the necessary data required. In line with the philosophy and research approach,
this case study will predominantly use the qualitative method of research. Unlike quantitative
research method which involves numerical figures, qualitative research method uses non-
numerical data or those that pertains to thoughts, perceptions, opinions, experiences and other
subjective notions. In line with the research objectives, using qualitative method of research is
viable for this study because most of the data gathered in this research involves the subjective

notion of employee motivation and the impact of the ongoing pandemic on this aspect.

Research Strategy

Melnikovas (2018) defined research strategy as the plan of action which determines how the
research will be conducted or how data will be collected according to the aims and objectives
of the study. The third innermost layer of the research onion demonstrated in this study uses
the case study research approach which employs two data collection methods: written interview
and survey questionnaires. There are two focus groups for this research according to the data
collection method. Written interview was assigned for the managers and supervisor of Imperial
Private Healthcare, St. Mary’s Hospital whereas data survey questionnaires were assigned to
the rest of the members of hotel services staff of the organisation. The information gathered
in these techniques were acquired directly from the primary sources. Primary data gathering is
vital in the research philosophy, approach and choice of this study. Moreover, this data
gathering method is suited for the research aims and objectives. Despite the drawback of this
method being quite time-consuming and arduous given the current health situation the world
is dealing with, it is the best way to answer the research questions presented in this case study.
Secondary data gathering method is also used in this study mainly for theoretical background
for the reason that case studies of the same topic and the same organisation are scarce. While
it is easier to collect information through this method, control of the quality of the data may
fall short.
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Research Time Horizon

The second innermost layer of the research onion represents the span of time a certain study is
to be undertaken. According to Kosow and Gal3ner (2008, cited in Melnikovas, 2018), time
horizons vary depending on how many years it will take to finish a study such as short-term
lasting to up to ten years, medium-term lasting up to 25 years and long-term if it is lasting for
more than 25 years. In another viewpoint, time horizon can be categorised as longitudinal or
cross-sectional (Sahay, 2016). Longitudinal time horizon characterises the collection of data
on multiple occasions and is applied in progressive studies which may take longer time. On the
other hand, cross-sectional time horizon refers to a one, specific point in time that the data are
gathered. Considering the previous layers as well as the research objectives, this particular case
study makes use of the cross-sectional time horizon, although further research can change the

time horizon.

Research Techniques and Procedures

The core of the research onion signifies the final part of the research design. It is the real
practicality of the research wherein data are gathered and are eventually analysed. It holds
together all the other layers of the research onion wherein data collection method, sampling

method, materials and data analysis are decided (Crossley and Janses, 2021).

As mentioned previously, this case study used the qualitative research approach as it focuses
on subjective notions of employee motivation. It has been also stated that written interviews
and survey questionnaires are employed in order to collect data. The population for this study
includes the members of the hotel services team in Imperial Private Healthcare — St Mary’s
Hospital — which is about 35 employees. Since the population is a small number of group,
everyone was given the written interviews and survey questionnaires. While not everyone has
responded, the total number of people who participated in the data collection were treated as
samples. Sampling is selecting the smaller segment of a population which will represent the
whole (Naderifar et al, 2017). The sample outcome is then treated as a product of random
sampling so as to prevent bias and to collect data from different type of employees across the

team. The sample came back as 4 out of 5 managers or 80% and 20 out of 30 staff members or
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67%. Data collected will be presented in various charts, graphs and tables along with their

respective explanations.

Research Limitations

This case study is only limited to St Mary’s Hospital, one of the five hospitals of Imperial
Private Healthcare and the data collected and the results of derived from them cannot be used
to generalise the entire organisation. Moreover, availability of secondary data for this study is
limited due to the nature of the topic. Furthermore, time-constraint also proved to be a challenge

in completing this study.
Ethical Consideration

In order to conduct this study, permission from the organisation was obtained in order to collect
data. Participants and their information are held anonymously and confidentially. Moreover,
all the information gathered during the data collection process will be used solely for this

academic undertaking.

Chapter Four: Analysis and Discussion of Findings

Interview with the Managers and Supervisors

A written interview with managers and supervisors were conducted in order to determine the
impact of Covid-19 on the motivation of the employees in Imperial Private Healthcare — St
Mary’s Hospital. This was carried out in order to understand the topic in the point of view of
the managers and supervisors. As mentioned before, the written interview was sent out to five
members of managerial and supervisory team. Four of them responded in the seven-question
interview. A copy of the interview questions will be presented in the Appendices section and

the following are information from the responses.

Brief description of the role in the organisation — As mentioned, the respondents for this

interview are managers and supervisors, who are responsible for the non-clinical operational
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tasks and/or specifically the smooth running of hospitality services such as reception, catering,
domestic and porter services. Aside from overseeing the day-to-day performance of the
employees and managing the team, they are also responsible with training new team members,
evaluating performances and providing feedbacks in order to ensure the highest standard of
services. It is also their duty to make sure that the whole team provides a welcoming

environment for the patients by facilitating their varied needs.

Motivating factors and their importance for the hotel services employees of Imperial Private
Healthcare — St. Mary’s Hospital — According to the respondents, employee’s motivation
comes from the enhanced level of care linked to private patients. Moreover, additional perks
associated with working for a large organisation like Imperial Private Healthcare and having
to perform a meaningful job creates motivation which targets the need for self-actualisation.
They also stated that the pay structure, flexibility and career advancement are by far the key
factor why people apply for jobs in the NHS. Learning and development opportunities can also
boost motivation because they will feel guided especially in areas and aspects that will help
them progress. Furthermore, the other factors they consider as motivating factors of employees
include being supported by the management, the Trust Values (Kind, Expert, Collaborative
and Aspirational), being treated with respect and dignity, having friendly and supportive
colleagues, fair pay rates and benefits, communication within the team, trainings and

development and providing a safe working environment.

Motivation within the workplace pre-pandemic — The respondents cited that the organisation
has been fortunate enough to have a very motivated workforce. The employees are benefitted
from working in a more rewarding environment where making a difference is highly
encouraged. Additionally, they noted that the hotel services team members have been always
an utmost importance in the workplace. Employees are well-motivated because the support and
benefits that they need are met such as drinking water facilities, staff room for breaktime,
separate changing room for men and women, different means of communications (Trust
intranet, noticeboards, newsletters, etc.), staff recognition, rewards, birthday and Christmas
celebrations and health and safety trainings to name a few. Managers and supervisors manage
employee motivation by making time to listen to their perspective so that they feel valued and

heard and by demonstrating genuine appreciation and recognition.
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Changes in employee motivation during the Covid-19 pandemic - Just like other
organisations, the initial months of the pandemic was rather difficult as there were a lot of
misinformation coupled with the shortage of PPE supplies. Employee’s morale was very low
and there was even greater need to motivate them to attend work. Still an ongoing effort, the
management shifted their attention to motivating their staff to come to work in order to make
sure that their mental well-being was catered for. Despite the social distancing protocols which
challenged the way team members communicate and deliver services, management puts effort
by providing trainings related to Covid-19 protocols such as using appropriate PPEs in the
workplace and briefings to maintain green and red Covid pathways to ensure not just the

patients’ safety but the staff as well.

Highlights and challenges with regards to employee motivation during the Covid-19
pandemic — As mentioned previously, one of the Covid-19 related factors which affected
employee motivation are communication of information and guidelines. Managers and
supervisors stated that the lack of knowledge, the misinformation, the lack of clear guidelines
and the constant changes in the processes and procedures were undoubtedly the main
challenges they faced. However, the declining motivation in the employees were quite
mitigated by the availability of PPEs which are essential in the health and safety of the staff.
In addition, respondents are constantly faced with shortage of staff due to sickness and isolation
protocols. In order to address these issues, staff with comorbidity and other health concerns
were allocated, redeployed or given different tasks where they will not be put at risk. Some of
the other highlights managers and supervisors experienced during the pandemic includes
providing refreshments to the staff and creating extra staff rest areas to maintain social

distancing within the workplace.

Strong points and points for improvement with regards to the management’s role in the
employee motivation — Imperial Private Healthcare — St Mary’s Hospital management team
was asked to attend mental wellbeing sessions intended to educate managers and supervisors
on how to better understand and support the staff as not everyone can adapt to the “new” way
of working. Moreover, occupational health and support helpline contact are enlisted to support
them in managing the staff. As a personal contribution, presence and working with the staff in
the frontline every day is one of the best ways to motivate the employees to do the same.

Working together as a team, giving positive feedback, showing appreciation, recognising their
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achievements and communicating and relaying important information to the staff such as

Covid-19 vaccination, free vouchers, food and others.

Impact of Covid-19 pandemic on the motivation of the hotel services employees in Imperial
Private Healthcare — St Mary’s Hospital — \While there are very few employees who have
lower motivation drive at this time than it is before the pandemic, the managers and supervisors
cannot quite generalise the impact of the pandemic on the members of staff because it is a case-
to-case basis. This means that motivation would be different for each person as it is a personal
and emotional issue for those who were at work, those with underlying health conditions and
those who were asked to self-isolate and had to return to work after several months. The
respondents keep in mind that understanding an employee’s situation is critical in keeping their
morale. The priority of getting free Covid-19 vaccinations for the staff has been a great help in
boosting employee motivation aside from appreciating and recognising their efforts and giving
them the same opportunity for learning and development as it was before the occurrence of

global health crisis.

This case study acknowledges the management’s standpoint with regards to employee
motivation. As the key role of managers and supervisors involve the overall delivery of day-
to-day operations and the efficient performance of the team, it is critical for them to understand
the support the workforce needs to achieve the goals of the team and of the organisation as a
whole. Motivating employees is one of the functions of managers and supervisors because
they have more control in the working conditions and environment than the employees
themselves has. They must work together to achieve the optimum motivation level with which

the employee, the team and the organisation can achieve their goal and objectives.

Survey with Imperial Private Healthcare — St Mary’s Hospital Hotel Services staff

In an organisation’s standpoint, motivation of its workforce is important in maximising their
potentials thereby improving the organisational performance and achieving organisational
goals and objectives. As accountable as managers and supervisors, it is critical for the
organisation to manage the factors affecting motivation of the employees. Highly motivated
employees are assets to the organisation and no matter what the situation is, human resource

will always be the greatest asset of an organisation. With the pandemic still going on,
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employees are faced with motivation issues which tackles their livelihood as well as their health
and safety.

In order to address the changes in the motivation of Imperial Private Healthcare — St Mary’s
Hospital hotel services staff and the impact of Covid-19 to their motivation, data was collected
by distributing questionnaires. The two-part questionnaire was facilitated to determine the
respondents’ demographics as well as to answer the research questions with regards to the
employees’ point of view. As mentioned before, the questionnaire was handed out to 30
members of Imperial Private Healthcare — St Mary’s Hospital hotel services team. 20 of them
responded in the eleven-question survey questionnaire. A copy of the survey questionnaire will

be presented in the Appendices section and the following are information from the responses.

Respondents’ General Information

Figure 7 illustrates the summary of the respondents’ general information as collected in the
first part of the questionnaire. The profile information includes gender, age, job role and their
employment tenure. Breakdown of these data are also shown in Table 2 to Table 5 accordingly,
showing the distribution of the respondents according to their demographics.
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Figure 7 Summary of Respondents' General Information
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Gender Frequency Percentage

Male 7 35.00%
Female 13 65.00%
Total 20 100.00%

Table 2 Gender of Respondents

Age Group Frequency Percentage
16-25 4 20.00%
26-35 5 25.00%
36-45 5 25.00%

46 and above 6 30.00%
Total 20 100.00%

Table 3 Age of Respondents

Job Role Frequency Percentage
Supervisory 2 10.00%
Domestic Support Staff 8 40.00%
Catering Staff 8 40.00%
Reception Staff 2 10.00%

Total 20 100.00%

Table 4 Job Roles of Respondents

Employment Tenure Frequency Percentage
Less than 5 years 14 70.00%
5-10 years 6 30.00%
10 years and above 0 00.00%
Total 20 100.00%

Table 5 Employment Tenure of Respondents

Tables 2 to 5 suggests the distribution of employees according to gender, age, job role and
employment tenure, with each totalling to 20 respondents which is equivalent to 67% of the
total population of 30 hotel services staff. Because random sampling was employed in the
collection of data, each respondent was fairly distributed according to the demography within
the workplace. Table 2 illustrates that 35% of the respondents are male and 65% are female,
while table 3 shows that 20% of the respondents are from the age group 16-25, 25% are 26-35,

25% are 36-45 and 40% are above 45 years old. In Table 4, the respondents were categorised
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into their job roles which showed that 10% of the respondents are from the supervisory role,
40% from the domestic support team, another 40% from the catering team and 10% from
concierge and reception team. Lastly, 70% of the respondents have been working for under 5
years and 30% for 5 to 10 years in Imperial Private Healthcare — St Mary’s Hospital as a
member of the hotel services team. All of these information were gathered from Part 1 or

Questions 1 to 4 of the questionnaire.
Motivation before and during the Covid-19 pandemic

Motivation before and during the Covid-19
pandemic

14

12
10 I

Strongly Agree Uncertain ~ Disagree Strongly
Agree Disagree

ON B~OYO

m Before the Pandemic ~ m During the Pandemic

Figure 8 Motivation before and during the Covid-19 pandemic

I feel motivated towards my job... Before the During the

Pandemic Pandemic
Strongly Agree 1 1
Agree 13 12
Uncertain 4 6
Disagree 0 1
Strongly Disagree 2 0
Total 20 20

Table 6 Motivation before and during the Covid-19 pandemic
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Presented in Figure 8 and Table 6 are the data gathered through questions 5 to 6. According to
their responses, 13 out of 20 hotel services staff agree that they feel motivated towards their
job prior to the pandemic. Although the number decreased by 1, majority of the respondents
still agree that they feel motivated towards their job even during the pandemic. It can also be
noted that before the pandemic, 2 respondents strongly disagreed that they feel motivated
towards their job however, none of the respondent disagree on the statement during the
pandemic. Although this data shows small changes, Figure 8 shows the comparison between

the employees motivation before and during the pandemic.

Top Motivating Factor before and during the Covid-19 pandemic

TOP MOTIVATING FACTOR BEFORE THE DURING THE
PANDEMIC PANDEMIC

PAY/SALARY/WAGES 16 11
OVERALL WORKING ENVIRONMENT 2
INTERPERSONAL RELATIONS WITH CO-WORKERS 1
SUPERVISOR QUALITY 1
PROMOTION
RECOGNITION
POLICIES, RULES AND REGULATIONS 1
ACHIEVEMENTS
RESPONSIBILITY 2
NATURE OF JOB 2 1
PERSONAL GROWTH 1 1
OTHERS (JOB SECURITY) 1

Table 7 Top Motivating Factor before and during the Covid-19 pandemic

Responses to questions 7 to 8 is presented in Table 7 and Figure 9. Both exhibits the top
motivating factors considered by the hotel service staff of Imperial Private Healthcare — St
Mary’s Hospital. The respondents were asked twice, one for what they considered as a top
motivating factor at the time that there was no pandemic and another for the time that the virus

has already spread globally. On the pre-pandemic period, the top motivating factor for the
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respondents were pay/salaries/wages. Looking at the charts, the same factor was chosen by
most of the respondents during the pandemic. Although this factor was chosen on the different
time period, comparison shows a 31.25% drop from 16 down to 11 respondents choosing
pay/salaries/wages. The pandemic changed some of the respondents’ top motivating factor as
seen in the charts. During the pandemic, a number of respondents chose overall working
environment, interpersonal relationships, policies, rules and regulations and responsibilities as
what they consider as their top motivating factor. This may be backed up by the changing
working environment because of the restrictions and additional policies to ensure health and
safety of the staff. An additional factor, job security, was mentioned by a respondent citing that

having job in the middle of the pandemic is their top motivating factor.

Top Motivating Factor before and during the Covid-19
pandemic
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Figure 9 Top Motivating Factor before and during the Covid-19 pandemic
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Importance of Motivating Factors before and during the Covid-19 pandemic

BEFORE the pandemic, to which extent do you agree that these factors are important?

20 W Strongly Agree Ml Agree Neutral Ml Disagres [ Strongly Disagree

LEbl wn bbb

Pay/Satary/Wages

Overall Working Environment Supervisor Quality Promotion Recognition Policies, Rules and Nature of Job

Figure 10 Importance of Motivating Factors before the Covid-19 pandemic

DURING the pandemic, to which extent do you agree that these factors are important?

W Strongly Agree I Agree Neutral [ Disagree [ Strongly Disagree
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Pay/Salary/Wages

Overall Working Environment Supervisor Quality Promation Recognition Policies, Rules and Reg Nature of Job

Figure 11 Importance of Motivating Factors during the Covid-19 pandemic

Figure 10 and 11 shows the extent to where the respondents agree or disagree that each factor
are important. The given factors were based on the main theory, Two-Factor Theory discussed
in the Literature Review. Before the pandemic, the factors were fairly ranging from neutral to
agree. This is the same for during the pandemic. The top 5 factors bearing importance in the
motivation of the hotel services staff before and during the pandemic are: Pay/Salaries/Wages,
overall working environment, interpersonal relationship with co-workers, supervisor quality

and policies, rules and regulations.

Chapter Five: Conclusions

This case study is conducted in order to determine the impact of Covid-19 on the motivation
of the hotel services employees of Imperial Private Healthcare — St Mary’s Hospital. The
objectives of this research include determining the factor of motivation as well at their
importance to the employees. Different theories were reviewed to establish a framework in
understanding motivations, factors of motivation as well as the ongoing Covid-19 pandemic.
With the help of the research onion, research design was established in order to collect
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information due for analysis which will answer the research questions and achieve the research
objective. The following conclusions were drawn from the data analysis and the overall

research process:

Conclusion 1

This research discussed various theories as a basis in determining the factors affecting
motivations of hotel services staff of Imperial Private Healthcare — St. Mary’s Hospital. Based
on the findings, hotel services employees in Imperial Private Healthcare — St. Mary’s Hospital
are generally motivated before there was a pandemic. Before the pandemic, the top motivating
factor for the staff is pay/salaries/wages, supervisor quality, nature of job and personal growth.
Using Herzberg’s Two-Factor theory, the first two factors are hygiene factors while the other
two are motivation factors. Although there is a balance between the number of factors, it can
be understood that employees in Imperial Private Healthcare — St. Mary’s Hospital are likely
not dissatisfied rather that being satisfied. During the pandemic, changes in the motivating
factors have been considered by the respondents including pay/salary/wages, overall working
environment, responsibility, interpersonal relationships, policies, rules and regulations, nature
of job, personal growth and job security. Therefore, the pandemic has changed their standpoints

regarding their motivation in the midst of the pandemic.

Conclusion 2

Understanding the motivation factors helps employees to function better at work as it
establishes their needs and how they deal with it. In most instances, each employee has multiple
motivating factors. As diverse as the motivating factors are there across the workforce, every
employee prioritises each factor differently. In case of the respondents of this case study, it can
be concluded that majority of them put higher importance on factors such as remunerations,
working conditions, interpersonal relationship with peers and supervisor quality. They also
value personal growth and nature of job of least importance while the rest of the listed factors

remained in the middle.
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Conclusion 3

Covid-19 has made adverse impacts in several aspects in the way the world functions. Other
than increasing health and safety risks on human lives, it has negatively affected business and
their employees. To some extent, employees had to change the way they normally do their jobs.
Moreover, their motivations are impacted in several ways. Others find themselves more
motivated because of the responsibilities towards their jobs as they understand their role
especially at these times. The nature of the job also motivates staff because despite the ongoing
health crisis, they were able to keep their jobs. Also, working in an organisation providing job
security increases motivation in the job. As a bonus, working in Imperial Private Healthcare
enables them to get early access to Covid-19 vaccines. Other benefits such as getting lateral
test kits on the early stages of the pandemic somehow eased the worries of the employers.
Additionally, there are tokens of appreciation for the employees to recognise their presence at
work amid the pandemic. However, some are reluctant because of the risk present in the job
that may affect them and the people around them. The changing protocols confuse them
especially in the initial months of the pandemic. Although it’s not their peers’ fault, others find
it also disappointing when other staff get sick, so they must cover for their shift. To conclude,

it is difficult to generalise the overall impact of Covid-19 on the motivation of the employees.

Final Conclusion

At the beginning of this study, research objectives have been stated and research questions
have been drafted. Considering these elements, hypotheses stated in the beginning of the
research contemplated whether Covid-19 has a significant effect on the motivation of the
respondents. Based on the data collected and analysed it can be concluded that, to some extent,
Covid-19 has a significant effect on the motivation of the hotel services employees in Imperial

Private Healthcare — St. Mary’s Hospital.

Implications

As stated in the Research Limitations section, this case study must not be used to generalise

the whole organisation. However, to an extent, it can serve as a guide for the management to
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better understand needs and motivation of their employees. Moreover, this research can be a
guide for Imperial Private Healthcare — St. Mary’s Hospital to continue the efforts that have
been proven to help the employees to perform better despite the situation and to work on other
areas that needs improvement. Lastly, this case study can serve as a reference for further
studies as this research was conducted under the time constraint and changes in the current

situation are bound to happen in the future.
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Appendix 1

INTERVIEW QUESTIONS

As part of my MBA dissertation, | am conducting a survey analysing the impact of Covid-19 on employee motivations. Please be assured that your information

will be held confidentially.

VI.

VII.

Please state a brief description of your role in the organisation.

What do you think are the motivating factors for the Hotel Services employees of Imperial
Private Healthcare — St. Mary’s Hospital? How significant are these driving forces in the

motivation of the employees?

How can you describe employee motivation within the workplace before the pandemic?

With regards to employee motivation, what are the changes which occurred when Covid-19

became a pandemic?

What are the highlights and challenges you faced as a manager/supervisor with regards to the

motivation of the employees at the time of the pandemic?

In what ways does the management support employees to keep them motivated and engaged
despite this trying time? What are the strong points and points for improvement with regards

to the management’s role in the employee motivation?

Please describe the impact of Covid-19 on the motivation of the Hotel Services employees of

Imperial Private Healthcare — St. Mary’s Hospital.
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Appendix 2

% Prifysgol Cymru
% Y Drindod Dewi Sant

*" University of Wales
Trinity Saint David

QUESTIONNAIRE

As part of my MBA dissertation, | am conducting a survey analysing the impact of Covid-19 on employee motivations. Please be
assured that your information will be held confidentially.

Kindly tick (V') the appropriate box.

1. Gender: O Male O Female
2. Age: O 16 - 25 years old O 26— 35 years old
O 36 - 45 years old O 46 years old and above
3. lob Role: O Management/Supervisory O Catering Services
O Domestic Support Worker O Reception
4, Years Working: O Less than 5 years O 5to 10 years

O More than 10 years

5. Before the pandemic, | feel motivated towards my job.
O strongly Agree O Agree O Uncertain O Disagree O Strongly disagree

6. During the pandemic, | feel motivated towards my job.
QO strongly Agree O Agree QO Uncertain QO Disagree O Strongly disagree

7. In the following factors, which do you consider as your top motivating factor before the pandemic?

O Pay/Salary/Wages

O Overall Working Environment

Achievements
Responsibility
O Interpersonal Relations with Co-Workers Nature of Job

O Supervisor Quality Personal Growth

o O O 0 O

O Promotion Others (please specify):

O Recognition

O Policies, Rules and Regulations
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8. In the following factors, which do you consider as your top motivating factor during the pandemic?

O Pay/Salary/Wages

O Overall Working Environment

O Interpersonal Relations with Co-Workers

O Supervisor Quality
O Promotion
O Recognition

O Policies, Rules and Regulations

0]

O 0 0 O

Achievements
Responsibility
Nature of Job
Personal Growth

Others (please

specify):

9. Before the pandemic, to which extent do you agree that these factors are important?

Motivating Factors

Strongly
Agree

Agree

Uncertain Disagree

Strongly
Disagree

Pay/Salary/Wages

Overall Working Environment

Interpersonal Relations with Co-Workers

Supervisor Quality

Promotion

Recognition

Policies, Rules and Regulations

Achievements

Responsibility

Nature of Job

Personal Growth

Others (please specify)

10. During the pandemic, to which extent do you agree that these factors are important?

Motivating Factors

Strongly
Agree

Agree

Uncertain Disagree

Strongly
Disagree

Pay/Salary/Wages

Overall Working Environment

Interpersonal Relations with Co-Workers

Supervisor Quality

Promotion

Recognition

Policies, Rules and Regulations

Achievements

Responsibility

Nature of Job

Personal Growth

Others (please specify)

11. Please state the significant impact of Covid-19 on your motivation towards your job.

Thank you for your time and cooperation!
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