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Abstract

Organizations are increasingly using IT-enabled internal crowdsourcing initia-
tives to leverage the knowledge of employees to provide solutions for business
tasks. An example of such an initiative is the use of an internal work mar-
ketplace to match business tasks throughout the organization with employees.
However, organizations need to ensure that enough employees and managers are
participating in the platform to guarantee that tasks are posted and completed
adequately. Therefore, organizations need to understand the motivation of em-
ployees and managers to make use of such a platform. Seeing that employee
and manager motivation are related to each other but not equal, this study
employed a mixed method design to uncover the motivation of managers and
employees to make use of an internal work marketplace within a global profes-
sional consulting firm. Based on the theory of extrinsic and intrinsic motivation,
employee motivation was studied mainly quantitatively by using a motivation
survey tool to relate the two types of motivation to self-reported participation
data in regards to the platform. In addition, survey participants were asked
what they liked about the platform. The survey yielded 73 responses. Manager
motivation was studied qualitatively by performing interviews with five di↵er-
ent managers that had experience with sta�ng people for projects. This study
found that for employees the intrinsic motive ”need for enjoyment” decreases
the quantity of projects completed on the platform. This might be caused by a
mismatch in perception of usefulness regarding the platform. Managers see the
platform as a means to get manual work done, while employees see the platform
as a tool to develop skills and expand their network. These findings suggest
that the intended use of the platform should be clearly communicated to the
parties using the platform.
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Chapter 1

Introduction

1.1 Introduction

Workforce flexibility enables companies to make use of the emerging opportuni-
ties provided by the current pace of technological innovation (Breu, Hemingway,
Strathern, and Bridger, 2002; Dyer and Shafer, 2003; Joiner and Josephs, 2007;
Vazquez-Bustelo, Avella, and Fernández, 2007; Weber and Tarba, 2014; Wor-
ley, Williams, and Lawler III, 2014). Nonetheless, companies struggle to obtain
the right resources. Not only are the right people scarce, a new generation
of employees desire increased flexibility and employers need a very specialized
workforce with shifting skills during peak moments. Most companies are in
the same situation and some are turning to crowdsourcing-based solutions to
promote flexibility.

However, attracting employees who want to do work through crowdsourcing
platforms (solvers) is relatively new and therefore organizations do not under-
stand how to attract potential solvers. More specifically, organizations do not
always know what drives employees to participate in crowdsourcing initiatives.
Therefore, this study will look at a crowdsourcing initiative of a global profes-
sional consulting firm to study the e↵ect of intrinsic and extrinsic motivation
on participation in an internal crowdsourcing setting. In addition, this study
will try to understand what drives managers to make use of an internal crowd-
sourcing work marketplace as well.

This study will accomplish this by performing a mixed method study consist-
ing of quantitative and qualitative methods. Employee motivation will mainly
be studied quantitatively by employing a survey that measures motivation.
While manager motivation will be studied qualitatively by interviewing man-
agers who use employees to help with completing their projects in their day to
day activities.

At the end, this study aims to understand why employees and managers
make use of an internal crowdsourcing initiative that serves as an internal work
marketplace. The findings of this study will contribute to current practice be-
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cause it will enable organizations to increase participation in their internal
crowdsourcing initiatives. Understanding solver and manager motivation will
help to design internal crowdsourcing platforms more adequately to ensure in-
creased chances of success for the platform. The study is academically relevant
because it adds to current literature on motivation in internal crowdsourcing
initiatives.

1.2 Research questions

The main objective of this study is to understand the motivation of salaried
workers to participate in an internal crowdsourcing work marketplace while also
understanding what drives managers to sta↵ people via such a work marketplace.
Therefore, the main question that this study aims to answer is:

• What drives managers and employees to make use of a crowdsourcing
based internal work marketplace within a professional consulting firm?

Seeing that the focus is on managers and employees, this question can be
split up into two questions:

• How does motivation a↵ect participation of salaried workers in a crowd-
sourcing based internal work marketplace within a professional consulting
firm?

• What drives managers to make use of a crowdsourcing based internal work
marketplace within a professional consulting firm?

1.3 Research design

To understand the motivation of managers and employees to make use of crowd-
sourcing based work marketplaces, this study takes di↵erent approaches to study
the two research questions. The motivation of salaried workers will be studied
quantitatively, using a survey measuring individual di↵erences in motivation
among participants of an internal crowdsourcing platform of a global consul-
tancy firm. While the motivation of managers to make use of such a system will
be studied qualitatively, using semi-structured interviews.

1.4 Scientific relevance

From a scientific perspective, many studies have discussed incentives and mo-
tivations in internal crowdsourcing (Lopez, Vukovic, and Laredo, 2010; Simula
and Vuori, 2012; Kügler, Smolnik, and Raeth, 2013). Despite these e↵orts, no
general model of motivation exists regarding the motivation of solvers for this
type of crowdsourcing (Zuchowski, Posegga, Schlagwein, and Fischbach, 2016).
One of the main inconsistencies within these studies is the role of financial
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incentives in motivating solvers (Bailey and Horvitz, 2010; Benbya and Van Al-
styne, 2010; Soukhoroukova, Spann, and Skiera, 2012). This implies that further
research is needed on the relationship between di↵erent forms of internal crowd-
sourcing and solver’s motivation (Zuchowski, Posegga, et al., 2016). In addition,
the di↵erent views of studies in the perceived role of financial incentives might
imply that motivation of internal crowds is unique per crowdsourcing setting.
Therefore, this study aims to provide an analysis of the motivation of salaried
workers for participating in a crowdsourcing based work marketplace within a
professional consulting firm. The added scientific value can be found in the
exploration of the motivation of salaried workers within that specific context.
Within this context it is important to note that solvers do not receive direct
financial compensation when doing work through the crowdsourcing platform.
Employees have the possibility to earn recognition points for doing jobs on the
platform and in some cases this work is chargeable to the client. This charge-
ability rate is an important performance indicator for employees and therefore
important to keep in mind when sketching the business context. Moreover, work
that is done by solvers on the agile workforce platform is generally performed in
addition to a worker’s normal day-to-day activities. Therefore, this study will
provide a description of the di↵erences in types of motivation that individuals
have for participating in a crowdsourcing based work marketplace.

1.5 Managerial relevance

From a business perspective, this study adds value because it provides an elab-
orate view on how to attract and retain solvers better by using motivation
in an internal crowdsourcing initiative within a global professional consulting
firm. Understanding internal crowdsourcing and work marketplaces is relevant
as this type of crowdsourcing has the potential to solve mismatches between
people and problems in larger and more segmented enterprises (Benbya and
Van Alstyne, 2010). Uncovering what drives employees and managers to make
use of an internal work marketplace enable companies to design their crowd-
sourcing activities more e↵ectively. That is, to design these initiatives in such
a way that they have the highest probability of attracting enough employees to
ensure the success of the platform. The success of crowdsourcing initiatives that
aim to solve mismatches between people and problems is highly dependent on
the amount of people that use the platform. More people participating in the
platform indicate a higher probability of matching people with specific tasks.
Therefore, the results of this study will help larger organizations to set-up or
make adjustments to their internal crowdsourcing initiatives that are focused
on bringing people and problems together. In specific, the results of this study
will help organizations think about the incentive design for their crowdsourcing
initiatives.
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1.6 Study outline

• Chapter 2 of this study will discuss the available literature on a variety of
domains that relate to using crowdsourcing within organizations. In this
section, organizational agility and workforce agility will be discussed to
provide the context in which organizations may turn to crowdsourcing to
increase workforce agility. Using crowdsourcing increases the potential of
organizations to make use of on-demand internal/external expertise, mak-
ing them better at dealing with unpredictability. In addition, this chapter
will discuss the specifics of crowdsourcing and will delve deeper into the
literature on motivation in general and specifically for crowdsourcing.

• Chapter 3 discusses the methodology that is used within this study. In
this chapter, the qualitative and quantitative research approaches will be
explained.

• Chapter 4 will provide a description of Accenture and its agile workforce.

• Chapter 5 will provide an overview of the results of the study. This chapter
will relate the hypotheses that are presented in the methodology section
with the data that is found.

• Chapter 6 contains the discussion in which the findings are placed into
relevant context.

• Chapter 7 will provide the conclusion of this study.
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Chapter 2

Literature review

This chapter presents an overview of the relevant concepts that come into play
when discussing crowdsourcing as a sourcing strategy and subsequently the mo-
tivation of employees to participate in projects that make use of crowdsourcing.
First, this literature review will discuss the relevant business context that may
drive organizations to make use of crowdsourcing. In this case, the context
relates to the need of companies to have a specialized workforce with shifting
skills during peak moments. Related more closely to the business context, it
is about maximizing the utility of employees who are within projects and im-
proving organizational capabilities to quickly make use of innovative technology
by gaining access to specialized skills. Therefore, the domains of organizational
agility and workforce agility will be lightly touched upon when discussing the
need for crowdsourcing by organizations. The second section discusses the the-
ory concerning crowdsourcing. This section will cover internal and external
crowdsourcing from an organizational perspective. The third and concluding
section will provide general motivation theories and will delve deeper into the
application of these theories for participating in crowdsourcing.

2.1 Organizational agility

Current management principles obstruct organizational capabilities to thrive in
today’s hypercompetitive and turbulent global business environment (Breu et
al., 2002; Dyer and Shafer, 2003; Joiner and Josephs, 2007; Vazquez-Bustelo et
al., 2007; Weber and Tarba, 2014; Worley et al., 2014). The rate of technological
innovation, elevated customer expectations towards customized products, and
global competition served as catalyst for the demanding market of today (Swaf-
ford, Ghosh, and Murthy, 2006). For a few decades now, business and academics
have been improving their knowledge about environments that are di�cult to
predict, while maintaining a dynamic and constantly changing character (Shere-
hiy, Karwowski, and Layer, 2007). One of the most popular notions of dealing
with such an unpredictive environment is that of organizational agility, which
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entails that organizations are required to change their strategy and structure
to be more agile in order to withstand an environment in which adjustments
are typical (Hannan and Freeman, 1984; Eisenhardt and Sull, 2001). In this
process agility should not be considered a goal, but as a mean to maintain com-
petitiveness in markets that are characterized by unpredictability and change
(M. Jackson and Johansson, 2003).

Agility is a strategy that is used in business to respond to a competitive and
changing business environment. The term originated in the 1950s in the field of
air combat and was used to describe “an aircraft’s ability to change manoeuvre
state, or, put another way, as the time derivative of manoeuvrability” (Richards,
1996). The term was firstly used in the 1990s in the manufacturing industry, but
soon gained traction in broader business context. While no commonly accepted
definition of agility exists, agility is often referred to as ”an enterprise’s ability to
quickly respond and adapt in response to continuous and unpredictable changes
of competitive market environments” (Goldman, 1995; Sharifi and Zhang, 2001;
Yusuf, Gunasekaran, Adeleye, and Sivayoganathan, 2004; Gunasekaran, 1999).

For an organization to be able to formulate a swift and adequate response to
change, it is essential that the organization can adapt all elements of the enter-
prise such as goals, technology, organization, and people (Kidd, 1995). Recent
literature indicates that workforce agility specifically plays a prominent role in
achieving enterprise agility. That is, to have people within the organization
who are readily available, can quickly adopt innovative technologies and adapt
to circumstances that have not been encountered before (Youndt, Snell, Dean,
and Lepak, 1996). At its core, workforce agility revolves around the timing of
having human resources at your disposal. Found benefits of workforce agility
include improving helping customers, improvement of conditions and enabling
employees to learn more quickly (Herzenberg, Alic, and Wial, 2000; Hopp and
Oyen, 2004; Bhattacharya, Gibson, and Doty, 2005; Fink and Neumann, 2007).

2.2 Workforce agility

2.2.1 The need for an agile workforce

Workforce agility is defined as ”the workforce’s ability to deal with uncertain
scenarios, learn from them, generate innovative solutions, and deliver specific
skills at any given time” (Breu et al., 2002; Muduli, 2013). An agile workforce is
educated adequately and adjusts quickly enough to adjust to new opportunities
and market circumstances. As a result, an agile workforce has the possibility to
increase an organization’s capacities to remain competitive in an environment
that is typically changing on a global scale (Katayama and Bennett, 1999). In
that sense, an agile workforce is essential for business agility (Kidd, 1995). If
knowledge workers are the primary assets of a firm, which is often the case in
service-oriented organizations, it is crucial to have an agile workforce. Follow-
ing the business agility literature, two main elements make up workforce agility:
the ability of a workforce to properly and timely response to change and the
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ability of the workforce to translate change into opportunity (Kidd, 1995). Fos-
tering a collaborative environment by making use of cross-functional project
teams, collaborative ventures with other companies, or virtual organizations
are practices that seem inherent to an agile workforce (Forsythe, 1997; Oyen,
Gel, and Hopp, 2001). Moreover, workforce agility revolves around estimating
when certain capabilities are needed, responding to opportunities provided by
clients and improving through the use of adapting resource deployment strate-
gies (Kidd, 1995). More specifically, it’s about being able to rapidly play into
the advances in customer demand and their environment to ensure survival.
Changing customer demand for types of services may result in the quick devel-
opment of di↵erent skill sets as well as changes in size of the workforce. Within
a professional services firm one of the key internal capabilities has to be man-
aging resources, seeing that human resources are responsible for the majority of
operational costs.

2.2.2 The characteristics of an agile workforce

Multiple attempts have been made to explore the characteristics of an agile
workforce. The first description of the attributes of an agile workforce contained
the following characteristics: accepting change as a second nature; getting used
to innovative ideas and technologies; learning as a main ability and taking on
new responsibilities (Plonka, 1997).

Gunasekaran (1999) observed the following characteristics of workforce agility:
employees that are highly skilled in relation to Information Technology; the abil-
ity to work in teams; a workforce which speaks multiple languages; employees
that have the ability to shape their own direction by feeling empowered and
using cutting edge production strategies.

Breu et al (2002) includes the following primary indicators of workforce
agility: using criteria to assess skills; being able to quickly respond to develop-
ments in the environment in which a firm operates; developing skills at a quick
pace; being able to share information instantly; rapidly being able to change
the Information Technology that is used; using mobile technologies that provide
information access remotely; being independent within the working environ-
ment; using technologies that foster collaboration, for example by employing
virtual teams; sharing knowledge between business units and employees that
are empowered by the firm.

Later, Dyer and Shafer (2003) stated that for an organization to acquire
organizational agility, three distinct types of behaviour within the workforce are
required: proactive, adaptive and generative. Proactive behaviour consists of
two constructs: initiate and improvise. Proactive initiative refers to the active
search for opportunities that contribute to organizational success and taking
lead by following through on promising opportunities. Proactive improvisation
relates to the degree in which organizations are able to come up with creative
ways to pursue opportunities and to deal with threats. Adaptive behaviour
stipulates that the workforce should be able to assume multiple roles across
multiple levels, and that projects often induce quick changes of roles. Generative
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behaviour indicates that employees have to learn in multiple areas of competency
and because of active knowledge sharing will educate others as well.

As a result of the above-mentioned characteristics, Sherehiy et al. (2007)
grouped the attributes into three dimensions: proactivity, adaptivity and re-
silience. Proactivity refers to the situation in which an individual initiates ac-
tivities that have a positive e↵ect on the changed environment (Gri�n and
Hesketh, 2003). The adaptive dimension refers to the adaptability of an indi-
vidual to better fit into the new environment. Resilience describes the ability
of an individual to function even though a constant changing environment is
present or when applied strategies have not been successful.

Based on the above-mentioned studies, Muduli (2013) concludes that an agile
workforce consists of the following attributes: adaptive, flexible, developmental,
speed, collaborative, competent, and informative. More concretely, an agile
workforce has to be comfortable with an adapting environment and to do this
they need to utilize new technologies and beliefs. Related to this, the workforce
should have the ability to pursue di↵erent business strategies and tactics, while
being able to quickly change from one job or task to another. This means
that an agile workforce should focus on learning as this enables organizations
to quickly change jobs. Furthermore, speed refers to the ability to complete
the requirements of all other agile characteristics in the shortest possible time.
Speed in relation to the agile employee refers to the degree in which an employee
acquires new skills, adapts to new work environments and speed of information
sharing. In addition, an agile workforce is expected to take part in spontaneous
collaboration. That means that a collaborative environment is one in which
the agile workforce thrives. A related aspect to a collaborative environment
is the use of technology that facilitates cooperation. The agile workforce is
known to be tech-savvy. Generally, an agile workforce uses flexible technologies
and infrastructure that support change and require higher cognitive demands.
Lastly, an agile workforce consists of information seekers. It is important for
agile employees to keep informed in order to achieve the objective or clarify
problems. An agile employee uses contacts or information networks to obtain
useful information.

Relating crowdsourcing to workforce agility shows that crowdsourcing relates
to the situational skill delivery aspect of workforce agility. Crowdsourcing is used
to induce agility by quickly tapping into internal/external knowledge that was
initially not at hand. Organizations can use external crowdsourcing to acquire
on-demand skills and internal crowdsourcing to rapidly shift skills within the
company.

2.3 Crowdsourcing as a type of workforce agility

2.3.1 Establishing a definition of crowdsourcing

In 2006, Howe coined the term crowdsourcing and defined it as: “the act of
a company or institution taking a function once performed by employees and
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outsourcing it to an undefined (and generally large) network of people in the
form of an open call. This can take the form of peer-production (when the job is
performed collaboratively), but is also undertaken by sole individuals (experts
or novices)” (Howe, 2006). Howe’s article of crowdsourcing sparked the inter-
est of organizations and academics to delve deeper into this sourcing strategy
and crowdsourcing quickly gained popularity. Not surprisingly, crowdsourcing
has been used to solve a variety of problems that require sustained human in-
volvement. For example, crowdsourcing has been used for gamification to drive
employees’ motivation, rewarding ideas for innovation, and paid microtasks to
complete routine jobs such as text translation and data entry (Dawson and
Bynghall, 2012).

The crucial prerequisite for crowdsourcing is ”the use of an open call to access
a large network of potential labors” (Howe, 2006). Thus, crowdsourcing works
because it draws on recent technological advances which enable organizations to
reach a sizeable heterogeneous group of people and transfer information to them
which allows the requested task to be completed by this group of individuals
in an online environment. Howe further explains that crowdsourcing “capital-
izes on the deeply social nature of the human species (. . . ) and uses technol-
ogy to foster unprecedented levels of collaboration and meaningful exchanges
between people from every imaginable geographical location” (Howe, 2006).
Since Howe’s article, multiple attempts have been made to establish a definition
of crowdsourcing and recently Estelles-Arolas & Gonzalez-Ladron-de-Guevara
(2012) performed a meta-analysis to integrate the di↵erent existing crowdsourc-
ing definitions (Estellés-Arolas and González-Ladrón-de-Guevara, 2012). The
result of this meta-analysis was an integrated crowdsourcing definition that is
used in most recent papers (Zhao and Zhu, 2014; Majchrzak and Malhotra,
2013; Ghezzi, Gabelloni, Martini, and Natalicchio, 2017):

“Crowdsourcing is a type of participative online activity in which
an individual, an institution, a non-profit organization, or company
proposes to a group of individuals of varying knowledge, heterogene-
ity, and number, via a flexible open call, the voluntary undertaking
of a task. The undertaking of the task, of variable complexity and
modularity, and in which the crowd should participate bringing their
work, money, knowledge and/or experience, always entails mutual
benefit. The user will receive the satisfaction of a given type of need,
be it economic, social recognition, self-esteem, or the development
of individual skills, while the crowdsourcer will obtain and utilize
to their advantage what the user has brought to the venture, whose
form will depend on the type of activity undertaken.”

2.3.2 Origin and relevant research areas of crowdsourcing

Research of crowdsourcing can be found in multiple academic disciplines, which
approach the topic from distinct perspectives. The literature shows that the
concept is mainly studied by four research areas: computing research, business
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management research, social science research and crowdsourcing applied to pro-
fessionally oriented disciplines (Brabham, 2013). Computing research focuses
on the design and technical aspects of crowdsourcing systems and is mainly
executed by Internet technology research firms. The business management re-
search stream relates crowdsourcing to innovation, profitability and business
e�ciency. In addition, this research stream studies the integration of crowd-
sourcing within business processes from a strategic and managerial perspective.
Social scientists primarily study the human aspects of crowdsourcing. One of
the main elements, which they study, is the motivation of individuals to partic-
ipate in crowdsourcing. The applied professionally oriented disciplines focus on
using crowdsourcing in specific industries.

The original definition by Howe implies that crowdsourcing originally stems
from exploring the domain of co-creation. This implies that it is justified to
increase the number of individuals who can participate in building added value
(Chui et al., 2012; Greer and Lei, 2012). In fact, crowdsourcing is a branch
of the co-creation domain that has been made possible by the rise of the web,
where the ‘crowd’ can help authenticating and increasing the value of company
ideas or resources that were posted online. (Ghezzi et al., 2017). The concept of
using an external crowd for validation or input in general refers to the domain of
open innovation as well. Within the domain of open innovation, crowdsourcing
is relevant for the idea generation phase whenever a company is interested in
integrating input from customers or other outsiders into the firm (Chui et al.,
2012; Poetz and Schreier, 2012). In addition, one of the core elements of open
innovation is the use of idea competitions to acquire innovative input from
external sources (Leimeister, Huber, Bretschneider, and Krcmar, 2009).

In this process, crowdsourcing is one of the main tools that is used to gather
external input in these innovation competitions. Even though crowdsourcing
appears to be integral to open innovation, two key elements still determine
whether it is suitable for this process. The first element is the intrinsic nature
of the problem and its complexity (Vukovic, 2009). The second element is the
role that is assigned to the crowd (Rouse, 2010).

2.3.3 Types of crowdsourcing

Crowdsourcing activities can be divided into four categories: contests, collabo-
rative communities, complementors and labor markets (Boudreau and Lakhani,
2013). Figure 2.1 provides an overview of the purpose, challenges and best uses
of these types of crowdsourcing.

Using crowdsourcing as a method to source individuals in business environ-
ments is accomplished via internal and external crowdsourcing. When an orga-
nization is using external crowdsourcing, it is sourcing individuals outside of the
company to perform company tasks. Di↵erent versions of external crowdsourc-
ing in business environments are already documented and include companies
such as Lego, Philips Healthcare, and SAP (Schlagwein and Bjørn-Andersen,
2014; Ågerfalk and Fitzgerald, 2008).

Using crowdsourcing in an enterprise while only involving a company’s own
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Figure 2.1: Forms of crouwdsourcing (Boudreau and Lakhani, 2013)

employees is considered internal crowdsourcing. Based on a literature review by
Zuchowski et al. (2016), a current formal work definition of internal crowd-
sourcing has been established. In this definition, internal crowdsourcing is
defined as: ”an (a) IT-enabled (b) group activity based on an (c) open call
for participation in an (d) enterprise.” Versions of internal crowdsourcing have
been documented at organizations such as Deloitte, Deutsche Telekom, and
IBM (Riemer and Scifleet, 2012; Rohrbeck, Thom, and Arnold, 2015; Muller,
Geyer, Soule, Daniels, and Cheng, 2013) Internal crowdsourcing allows organi-
zations to combine knowledge that is dispersed within the firm (Lopez et al.,
2010; Benbya and Van Alstyne, 2010; Gaspoz, 2011; Riemer and Scifleet, 2012;
Stieger, Matzler, Chatterjee, and Ladstaetter-Fussenegger, 2012; Guy, Hashavit,
and Corem, 2015). In turn, internal crowdsourcing increases social interaction,
therefore increasing social capital of the people involved and this amounts to an
increase in overall knowledge quality within the enterprise (Bharati, Zhang, and
Chaudhury, 2015). Furthermore, internal crowdsourcing can be used to access
collective intelligence, o↵er design solutions and make crowd based decisions
within an enterprise (Zuchowski, Posegga, et al., 2016). In addition, success-
ful internal crowdsourcing integration enables companies to make better use of
company-wide human resources.
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2.3.4 Types of people in internal crowdsourcing

In internal crowdsourcing generally two types of people are recognized: re-
questors (organisers, crowdsourcer) and solvers (workers, crowdsourcee) (Vukovic,
2009). In external crowdsourcing it is possible that an intermediary party is in-
volved. In internal crowdsourcing this is not typically the case.

Requestors

Requestors often come from upper management (Benbya and Van Alstyne, 2010)
and use the e↵ort of internal crowdsourcing carry out tasks within the organi-
zation that are linked to organizational objectives (Geiger, Seedorf, Schulze,
Nickerson, and Schader, 2011). It is the responsibility of requestors to organize
and manage the crowdsourcing process by either directly performing the tasks
or have associates act as their agents. Requestors typically define the criteria
for using crowdsourcing, make sure that people within the organization know
about the initiative, determine where each resource is supposed to go and en-
suring payment (Vukovic, 2009; Erickson, Petrick, and Trauth, 2012; Skopik,
Schall, and Dustdar, 2012). It is essential that requestors remain open and
proactive in their management.

Solvers

By using crowdsourcing, organizations have the potential to receive input from
several types of participants. Generally, crowdsourcing solvers range from am-
ateurs and volunteers who do projects in their free-time to part-time/full-time
workers (Brabham, 2013). However, in the case of internal crowdsourcing,
solvers are employees of the organization that uses crowdsourcing (Simula and
Ahola, 2014). Employees that are imaginative and proactive are deemed to be
the most critical type of solvers who increase the chances of success for inter-
nal crowdsourcing (Zhu, Djurjagina, and Leker, 2014). Nonetheless, a diverse
range of potential solvers is imperative to the success of internal crowdsourcing
(Stieger et al., 2012). Therefore, internal crowdsourcing mostly works best for
large multinational organizations, as they have access to a sizeable and diverse
range of solvers within the firm (Simula and Ahola, 2014). In addition, the aim
of solvers and requestors of internal crowdsourcing are more in line with each
other than they would have been when using external crowdsourcing (Erickson
et al., 2012), as solver and requestors are part of the same organization when
using internal crowdsourcing. Furthermore, because internal crowds are more
familiar with the organization, their abilities to solve issues related to the or-
ganization often are superior to that of external crowds (Erickson et al., 2012).
The downside of organizational familiarity is that the professional mental maps
of internal crowds may obstruct out-of-the-box idea generation in comparison
with external crowds (Afuah and Tucci, 2012; Schlagwein and Bjørn-Andersen,
2014). Moreover, common socio-cultural background of solvers has the potential
to increase the e↵ectiveness of internal crowdsourcing as it increases engagement
(Riemer and Scifleet, 2012). However, conformity and social pressure seem to
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decrease internal crowdsourcing e↵ectiveness (Stieger et al., 2012). Significant
di↵erences in motivation can be found between internal and external crowds as
well. These di↵erences are mainly explained by increased self-selection to par-
ticipate in crowdsourcing initiatives by external crowds compared to internal
crowds (Simula and Ahola, 2014). Some participants are motivated to con-
tribute by the possibility of obtaining intrinsic inputs, such as meeting people
and testing their knowledge, while others are motivated by extrinsic inputs, such
as financial compensation or recognition (Howe, 2008).

2.4 Motivation

2.4.1 Self-determination theory

People demonstrate distinct levels of motivation towards a task and have var-
ious levels of motivation in general (Ryan and Deci, 2000). Self-determination
theory (SDT), developed by Deci and Ryan (Deci and Ryan, 1980, 2000; Ryan
and Deci, 2000), is an empirically based theory of human behavior and person-
ality development (Ryan and Deci, 2017). According to SDT, motivation can be
split into intrinsic motivation, that is when an activity is performed for its own
sake, and extrinsic motivation, which happens when an activity is executed for
a reward (Frey, Lüthje, and Haag, 2011; Ryan and Deci, 2000). SDT provides
a well-supported conceptualization which proposes that motivation consists of
di↵erent but complementary types of behavioral regulations which di↵er per
individual (Deci and Ryan, 1985). The theory focuses on the psychological level
and makes it possible to study human motivation by di↵erentiating human mo-
tivation along a continuum from controlled to autonomous motivation. SDT
formulates a general theory used as an outline for studies on motivation. Fur-
thermore, SDT is a formal theory in which intrinsic and extrinsic sources of
motivation are defined, and a description of the roles of intrinsic and extrinsic
motivation in cognitive and social development and in individual di↵erences.
SDT suggests that motivation related to job activities a↵ects well-being and
e↵ectiveness of employees.

2.4.2 Autonomous motivation and controlled motivation

Autonomous motivation is displayed when individuals are engaged in an activity
with a full sense of willingness. Most of the time, autonomously regulated
activities are intrinsically motivated. However, in certain circumstances, it is
possible to autonomously motivate extrinsically motivated activities. That is,
to induce feelings of true engagement and energy towards a certain activity
(Deci, Olafsen, and Ryan, 2017). This shift to autonomous motivation can be
achieved by letting individuals understand the worth and purpose of their jobs,
providing them with feelings of ownership and autonomy, and by providing
constant and clear feedback and support. In turn, individuals are likely to
increase performance, study better, and show increased flexibility. However,
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using performance based rewards or power dynamics to control motivation can
decrease employees’ e↵orts, increase the focus on targeted short-term gains,
and negatively influence future functioning and work commitment (Deci et al.,
2017).

2.4.3 Intrinsic motivation

Intrinsic motivation, which is a type of autonomous motivation is being defined
as “doing an activity for its inherent satisfactions rather than for some separable
consequences” (Ryan and Deci, 2000). Therefore, the motivation for a specific
activity lies in the behavior itself. When intrinsically motivated, individuals
experience the “rewards” of an activity by being interested in and enjoying the
activity itself. Simply put, someone likes doing something for the sake of the
activity itself. The prototype of intrinsic motivation is children’s play, but also
adults who enjoy their hobbies. It is possible for employees to be intrinsically
motivated for their jobs or at least part of their jobs. Intrinsically motivated
employees often perform better and display better well-being.

Cognitive Evaluation Theory (CET) is a sub-theory of SDT which addresses
the e↵ects of social contexts in hindering or supporting intrinsic motivation
(Deci and Ryan, 1980). Competence and autonomy are the key components to
foster intrinsic motivation. CET has showed that social context events such as
providing feedback on work or rewards lead to feelings of competence and there-
fore enhance intrinsic motivation (Deci and Ryan, 2000). The theory explained
that intrinsic and extrinsic incentives are not stackable per definition, CET has
showed this by exploring the undermining e↵ects of rewards (Deci, Koestner,
and Ryan, 1999). These experiments suggest that rewards could change peo-
ple’s perceived sense of causality or competence, in turn lessening their sense of
autonomy and/or their sense of competence. The implication of these studies
therefore did not only relate to intrinsic motivation, because perceptions of au-
tonomy and competence impact the quality of extrinsic and intrinsic motivation
both.

2.4.4 Extrinsic motivation

Extrinsically motivated behavior is defined as “doing an activity to attain a
separable consequence, whether tangible or otherwise” (Deci et al., 2017). SDT
argues that extrinsic rewards can have distinct e↵ects on intrinsic motivation.
More specifically, extrinsic rewards may improve, reduce or have no e↵ect on
intrinsic motivation (Deci, 1972). In addition, SDT distinguishes di↵erent levels
of extrinsic motivation which can be observed in the workforce as well (Deci and
Ryan, 1985; Ryan and Connell, 1989).

Within the extrinsic-motivation continuum of autonomy, external regula-
tion is the least-autonomous form of extrinsic motivation. Individuals see their
behavior as being directly controlled by others, frequently through dependent
rewards and threats. External regulation can motivate specific behavior. How-
ever, it often harms long-term autonomous-motivation and well-being. A more
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autonomous form of extrinsic motivation is introjected regulation, which centers
around recognition in the form of receiving approval and disapproval in their
jobs. Introjected behavior is self-controlled behavior in the sense that its focus is
on getting recognition and improving one’s self-esteem. Even more autonomous
behavior is identified regulation which essentially entails that individuals have
recognized the importance of their work and behaviors and therefore person-
ally identify with them. When individuals are accepting of their own behavior,
they are more autonomously self-regulated and it easier for them to maintain
their behavior. The most autonomous form of extrinsic motivation is that of
integrated regulation. This occurs when the behavior of individuals is fully inte-
grated into their personal values and beliefs. More specifically, people have in-
tegrated their identifications and are able to unreservedly engage in their target
activities. When individuals have not integrated their identifications, conflict
between di↵erent identifications can arise which obstruct engagement to target
activities.

2.4.5 Psychological needs

The main assumption of SDT is that people show e↵ort, agency and commitment
in their lives because humans focus on personal growth by mastering di�cult
situations and enriching their sense of self with the integration of new experi-
ences. The social environment of individuals plays a critical role in realizing the
potential that is inherent to humans. SDT argues that individuals have innate
psychological needs – opposed to acquired needs (Chirkov, Ryan, Kim, and Ka-
plan, 2003) – in the form of competence, autonomy, and relatedness (Ryan and
Deci, 2000). These needs form the basis of self-motivation and assimiliation of
personality. Competence relates to the innate need to feel e↵ective, being able
to control outcomes and experience mastery (White, 1959); feeling competent
enables individuals to learn and grow in their functional environment (Deci and
Ryan, 2000; Elkind, 1971). Relatedness, which also plays a prominent role in
the current literature on identification and psychological attachment (Bowlby,
1958), refers to the innate desire to feel connected to others (Baumeister and
Leary, 1995). Autonomy relates to the individual desire towards the integration
of work with one’s self-image (Charms, 1968; Deci and Ryan, 1980; Ryan and
Connell, 1989). Conditions that support the individual’s experience of these
needs induce voluntary and high-quality forms of motivation and commitment
to activities, enhanced performance, persistence, and creativity. Essentially,
these three basic psychological needs must be satisfied to foster well-being and
health. SDT also implies that when any of these three needs is unsupported
within a social context, a decrease in individual wellness is expected.

The following figure shows the key elements of SDT related to the work area.
The model explains the e↵ect of workplace context and individual di↵erences
(independent variables) on basic psychological needs and motivations (media-
tors) which in turn a↵ect work behaviors and health and wellness (dependent
variables) (Deci et al., 2017). Workplace context relates to organizations sup-
porting or thwarting the basic psychological needs for autonomy, competence

19



and relatedness of employees. These needs are often influenced by managerial
styles. Supporting these needs is mostly done on an integral level. However,
when studies focused their attention only on autonomy support, it became ap-
parent that when organizational and managerial support related to autonomy
is present, all three psychological needs on a general level will be satisfied. Two
processes explain this e↵ect: first, managers who support autonomy, are gen-
erally supportive of other needs as well. Second, employees who have satisfied
their need for autonomy, generally find ways to get their other needs satisfied as
well. In other words, when employees experience autonomy, they will feel more
connected to the organization and therefore experience increased e↵ectiveness
(Deci et al., 2017).

Figure 2.2: The basic Self Determination Theory in the Workplace (Deci et al.
2017)

General causality orientations (Deci and Ryan, 1985) of employees are com-
monly used as variables to indicate individual di↵erences. Three motivational
orientations that di↵er in the amount of autonomy that is displayed by an em-
ployee are at the root of these individual di↵erences. For example, employees
can exert full autonomy towards a task and therefore display full attention and
willingness. However, when this sense of autonomy is diminished, employees dis-
play a controlled orientation. This entails that employees focus on the rewards
of the work to guide their behavior. Lastly, when there is no autonomy, the
orientation is called impersonal. In this orientation, a purpose is not displayed
and avoiding evaluations and failures is key.
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2.5 Motivation in crowdsourcing and incentive

design

Considering that motivation varies between user groups, it is easy to compre-
hend the importance of incentive design for an internal crowdsourcing platform
to succeed. In the existing literature, some di↵erent viewpoints about incentives
exist. Some authors argue that incentives and motivations of (salaried) solvers
are not going to cause any significant issues concerning the e↵ectiveness of in-
ternal crowdsourcing. (Skopik et al., 2012). Some organizations use incentive
schemes which are comparable to normal salary and performance bonuses to
ensure successful internal crowdsourcing (Lopez et al., 2010). Other authors do
stress the importance of having specific incentives in place for internal crowd-
sourcing to maintain employee engagement (Bonabeau, 2009). These incentives
can range from payment and recognition mechanisms to instruments that induce
feelings of being part of the community (Benbya and Van Alstyne, 2010; Simula
and Vuori, 2012; Kügler et al., 2013). Figure 2.3 shows the main intrinsic and
extrinsic motives for crowdsourcing.

Figure 2.3: Main intrinsic and extrinsic motivations for crowdsourcing (Ghezzi,
2017)

An important objective of understanding participant motivation is to de-
sign better incentives for specific crowdsourcing types to increase participa-
tion(Leimeister et al., 2009). The most straightforward form of incentives is
o↵ering monetary rewards. The opportunity to earn financial rewards is a
key factor which people consider (Brabham, 2010; Dombek, 2014; Leimeis-
ter et al., 2009). However, studies also show that it is not the only factor
and using monetary rewards potentially decreases productivity (Huang, Vir
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Singh, and Srinivasan, 2014; Martinez and Walton, 2014). Furthermore, if the
crowdsourcing session provides an opportunity for skill development, individuals
may be tempted to participate as well (Füller, Bartl, Ernst, and Mühlbacher,
2006; Kosonen, Gan, Vanhala, and Blomqvist, 2014; St̊ahlbröst and Bergvall-
K̊areborn, 2011). Several studies indicate that in some situations intrinsic in-
centives are more e↵ective in motivating solvers (Battistella and Nonino, 2012;
Leimeister et al., 2009; Zheng, Li, and Hou, 2011). Using intrinsic incentives
often increases the amount and quality of submissions (Frey et al., 2011). How-
ever, structuring incentives is not only a matter of o↵ering additional incentives.
It was found that adding extra incentives may lead to lower quality proposals
(Huang et al., 2014).

Thus, it is important for crowdsourcing to create relevant incentives for spe-
cific types of solvers. The literature has identified several ways to attract solvers
via incentives. For example, game-based contests (Thaler, Simperl, and Wölger,
2012), learning mechanisms (Massanari, 2012; Kaikati and Kaikati, 2013), post-
ing comments on platforms (Bayus, 2010) and better task design/ interesting
problems (Ebner, Leimeister, and Krcmar, 2009; Schulze, Krug, and Schader,
2012) have proven to be e↵ective measures of increasing solver participation. In
addition, reputation and recognition mechanics have proven to motivate partic-
ipants as well (Paolacci, Chandler, and Ipeirotis, 2010; Leimeister et al., 2009;
Zheng et al., 2011). In some cases participants saw a crowdsourcing activity
as form of entertainment (Brabham, 2008; St̊ahlbröst and Bergvall-K̊areborn,
2011) or if the crowdsourcing activity was a form of charitable crowdsourc-
ing, participants entered the activity with altruistic considerations (Choy and
Schlagwein, 2016; Gerber and Hui, 2013; C. B. Jackson, Østerlund, Mugar,
Hassman, and Crowston, 2015).

Incentive design depends task/problem complexity, task/problem attributes
and the innovation process phase. Task complexity is important for individuals
in determining whether they are motivated enough to continue with a certain
task (Sun, Fang, and Lim, 2012; Zhao and Zhu, 2012). Task attributes relate
to the nature of the task itself, factors such as analyzability and variability are
relevant when discussing task attributes (Zheng et al., 2011). The innovation
process phase dictates how tangible the intended results are of the task. More
tangible results often indicate more extrinsic motivations. Furthermore, tasks
which a are easy to solve in a limited amount of time were found to be more
successful for crowdsourcing (Lopez et al., 2010). Moreover, these tasks should
be formulated clearly without ambiguous statements (Bailey and Horvitz, 2010)
and include a time estimate for completion (Vukovic and Naik, 2011). In ad-
dition it is important the larger context of the needed work is communicated
(Simula and Vuori, 2012).

In their systematic analysis of the literature on internal crowdsourcing, Zu-
chowski et al. (2016) listed the following findings on incentive design for internal
crowdsourcing:

• Participants were motivated by the use of rewards (e.g., Benbya and Van
Alstyne, 2011)
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• Avoid setting work of participants side by side (e.g., Benbya and Van
Alstyne, 2011)

• May allow for free-riding on other’s ideas (e.g., Stieger et al., 2012)

• Di↵erent incentives might be needed for di↵erent types of tasks and solvers
(e.g., Vukovic and Natarajan, 2013a, b)

• Involvement of upper management increased participation of solvers (e.g.,
Leung et al., 2014)

• Recognition induced participation of solvers (e.g., Kügler et al., 2013)

2.6 Gap in literature

Currently, research on the motivation of solvers in internal crowdsourcing has
not produced a general model for solver motivation. Contradictory conclusions
regarding the e↵ectiveness of financial incentives cause uncertainty for the pro-
duction of a general model for solver motivation. Some scholars argue that mon-
etary incentives work best for internal crowdsourcing (Bailey and Horvitz, 2010;
Benbya and Van Alstyne, 2010), while other scholars argue that non-monetary
incentives are more e↵ective (Soukhoroukova et al., 2012; Abu El-Ella, Stoetzel,
Bessant, and Pinkwart, 2013). As a result, it is uncertain whether the context of
each crowdsourcing initiative is unique and therefore would obstruct attempts to
establish a general model. This uncertainty would indicate that more research
is needed on di↵erent internal crowdsourcing purposes and solvers’ motivation.
This study tries to overcome this gap regarding the role of financial incentives
by answering the following research question:

• What drives managers and employees to make use of a crowdsourcing
based internal work marketplace within a professional consulting firm?
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Chapter 3

Methodology

3.1 Research approach

This study aims to determine the motivation of employees and managers to
participate in an internal crowdsourcing initiative. Employee and manager mo-
tivation are closely linked yet require di↵erent approaches This study uses a
positivistic as well as an interpretivistic stance to study the motivation of man-
agers and employees. Employee motivation is based on well-established existing
theory on intrinsic and extrinsic motivation and therefore is of deductive na-
ture. Manager motivation refers to the subjective added business value of the
platform in the eyes of managers and therefore is of inductive nature.

3.2 Research strategy

Motivation of employees and managers will be considered by using a mixed
method study in which the motivation of employees is mainly studied quantita-
tively and the motivation of managers is studied qualitatively. A mixed method
study was chosen because the motives for managers and employees are closely
linked to each other but require di↵erent approaches.

Employee motivation is mainly studied quantitatively because motivation
related to work environments has been widely studied and the theory on moti-
vation is widely accepted. This enables this study to take a positivist approach
and develop hypotheses upon pre-existing theory regarding motivation and then
apply this to the internal crowdsourcing initiative at hand (Silverman, 2013).
As a result, the motivation tool is used to determine the impact of intrinsic and
extrinsic motives on the decision to contribute to the platform and the amount
of projects completed. In addition, the survey will contain a qualitative section
as well. In this section, participants are asked what they like about the plat-
form. Using this qualitative component within the survey is useful for relating
the quantitative findings with the environment in which the solvers operate.
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To understand manager motivation to make use of the platform, an inter-
pretive stance is preferred. This approach makes makes it possible to study
a phenomenon extensively while leaving room for context. Given a social set-
ting, interpretivism enables a focus on the distinct experiences of individuals
and facilitates sense-making on the part of both participants and researchers
involved in interpreting the meaning of such settings (Gioia, Corley, and Hamil-
ton, 2013). Seeing that internal crowdsourcing is a new phenomenon at the
intersection of IT, business and social behaviour, an interpretative stance is ac-
ceptable (Zuchowski, Schlagwein, and Fischbach, 2016). Performing interviews
therefore seem a fitting research strategy.

Thus, this study utilizes a standard motivation survey tool to measure in-
dividual di↵erences in motivation to uncover solver motivation and will be per-
forming interviews to uncover manager motivation related to the platform.

3.3 Data collection and analysis

The data that will be gathered is dependent on the methodological approach
used (Bryman, 2016). The produced data from this study will be primary
and subjective and will be the result of the survey and interviews that are to
be conducted (Bryman, 2016). The survey will yield quantitative data in the
form of likert scale ratings related to a motivational construct. In addition, the
survey yields some qualitative data as well. Participants will be asked about
their opinion in regards to the platform. The interviews with managers will
produce qualitative data which reflects their view on crowdsourcing in general
and specifically related to the platform. The performed study is cross sectional.
The survey is going to be posted to the work marketplace and left open for two
weeks. Managers are interviewed only once.

3.4 Quantitative research design

3.4.1 Work Preference Inventory

A common method to directly measure motivation related to the work environ-
ment is the Work Preference Inventory (WPI). The WPI assesses “the individual
di↵erence in the degree to which adults perceive themselves to be intrinsically
and extrinsically motivated” in work situations (Amabile, Hill, Hennessey, and
Tighe, 1994; Amabile, Hil, Hennessey, and Tighe, 1995). The WPI consists
of 30 items that are divided into intrinsic (15 items) and extrinsic motivation
(15 items). Each of these types of motivation is split into two elements. In-
trinsic motivation consists of the desire for challenge (5 items) and enjoyment
(10 items), while extrinsic motivation consists of the desire for compensation (5
items) and outward orientation (10 items). The items of the WPI are written in
a way that captures the major elements of motivation. For intrinsic motivation
this includes: self-determination, competence, task involvement, curiosity, and
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interest. For extrinsic motivation this includes: evaluation concerns, recogni-
tion concerns, competition concerns, focus on money or other incentives, and
focus on the dictates of others. Items are written from a first-person view, and
respondents are asked the extent to which each item describes them best on a
4-point scale (1 = never true for me, 4 = always true for me). The main as-
sumption behind the WPI is that extrinsic and intrinsic motives can coexist. To
enable a more elaborate scale, the version that was used in this study employed
a 6-point likert scale. Figure 3.1 showcases how the questions of the adapted
version of the WPI looked like for participants.
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Figure 3.1: Example of questions of the WPI that were used in this study

Surveying a total of 2,418 respondents led to the development of the WPI.
This group consists of 1,055 working adults and 1,363 students. In two-factor
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as well as four-factor models, the WPI was found to be reasonably internal con-
sistent. For adults, the alphas ranged from 0.62 to 0.75 and for undergraduates
from 0.71 to 0.79. Both populations showed higher internal consistency in the
two-factor model than the four-factor model. In addition, the test-retest relia-
bility was found to be 0.84-0.94 for undergraduates and 0.73-0.89 for working
adults, in a time span of six months.

Even though the WPI showed low model fit statistics while conducting Con-
firmatory Factor Analysis (CFA), the WPI is still the best tool to measure
motivation in this study. Other motivation tools did not include the motive
for compensation or only focused on satisfying the need for self determination
(Vallerand, Fortier, and Guay, 1997; Pelletier et al., 1995).

In addition to the WPI being integrated into the survey, participants were
asked to provide some demographic information and some qualitative data as
well. Participants were asked to provide their age, gender, education level, career
level, country and in how many agile workforce projects they had participated.
Furthermore, participants were asked to rate the platform on a scale from 1 to
10, what they liked about the platform and which improvements they saw for
the platform.

3.4.2 Measurement of variables

In this study, the dependent variables are the decision to contribute to an ag-
ile workforce project and the quantity of completed agile workforce projects.
The independent variables were the motives of respondents and demographic
variables that serve as control variables.

Decision to contribute

This study distinguished contributors and non-contributors based on the amount
of completed agile workforce projects. Contributors participated in one or more
agile workforce projects in the past year while non-contributors did not yet par-
ticipate in an agile workforce project in the past year. The number of completed
projects was self-reported.

Project completion quantity

Participants were asked how many agile workforce projects they had completed
in the past year. The amount of completed agile workforce projects acted as
the quantity variable.

Control variables

Several field economists (Day and Devlin, 1996) state the importance of demo-
graphic factors driving free-choice behaviour. Therefore, this study has included
gender, age, education level, country and career level as control variables. These
variables were self-reported as well.

27



3.4.3 Statistical methods

Confirmatory Factor Analysis

This study measures a latent variable which means that it cannot be directly
measured but only indirectly by measuring di↵erent aspects of motivation. For
example, questions regarding the need to tackle new problems or enjoying solv-
ing complex problems relate to the intrinsic motive of challenge. When these
items show high correlation, it is assumed that they measure the same vari-
able. Latent variables are also known as factors. Therefore, grouping particular
correlated items is called factor analysis (Field, 2009).

Factor analysis can be performed in two ways: Exploratory Factor Analysis
(EFA) and Confirmatory Factor Analysis (CFA). EFA looks at the underlying
structure of the observed variables and indicates a certain factor structure based
on correlations between variables. CFA di↵ers from EFA in the sense that it
allows testing a hypothesized factor structure. Therefore, when an a priori
theory on the factor structure exists, it is better to make use of CFA (Hurley
et al., 1997). Since, the WPI is an existing tool for measuring motivation, this
study uses CFA to determine factor structure.

Structural Equation Modelling software is typically used for CFA. This study
used AMOS version 25 to do its modelling and verify the pre-existing model on
motivation. CFA can be verified by assessing the overall model and its validity
and reliability of the indicators provided (factor loadings) by the model.

Model fit

Hu and Bentler (1998) state that good measures for model fit are the Root Mean
Square Error of Approximation (RMSEA), Standardized root Mean of square
Residual (SRMR) and Comparative Fit Index (CFI) (Hu and Bentler, 1998).
This study will base the assessment of overall model fit on these indicators.

RMSEA indicates the discrepancy of the model and the observed data per
degree of freedom. RMSEA is considered to be one of the most informative fit
indices. A value lower than 0.10 is considered to be acceptable (Hu and Bentler,
1998).

SRMR is another fit statistic that was used; it provides the values of the
residuals. If a model fits well, residuals should be relatively small compared
to observed values for elements. The root mean square residual (RMR) is a
measure that summarizes the fitted residuals. However, interpreting RMR can
become troublesome because the size varies with the unit of measurement that
varies per variable. It is possible to avoid this problem by using standardized
values, hence the use of SRMR. For a reasonable fit, this measure should be
lower than 0.08 (Hu and Bentler, 1998).

CFI is the last fit statistic that is used. CFI compares the model to a baseline
model. A CFI value of more than 0.10 is considered to be acceptable (Hu and
Bentler, 1998).
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Reliability of the model

Internal consistency (reliability) of the four subscales (enjoyment, challenge,
outward, compensation) and the higher order scales (intrinsic and extrinsic) is
assessed using Cronbach’s alpha. This alpha indicates how closely related a set
of items are as a group (Bland and Altman, 1997).

Regression analyses

For this study, two types of statistical models were needed. The dependent
variable decision to contribute is binary, while the quantity of completed projects
is a count variable. Therefore, the decision to contribute is studied using binary
logistic regression. The quantity of completed projects is a count variable and
thus negative binomial regression is used. Normally, the standard regression
method for count data is the Poisson regression. However, the data within
this study is overdispersed because the variance is greater than the mean. As a
result, negative binomial regression is used (Gardner, Mulvey, and Shaw, 1995).

3.4.4 Development of hypotheses for solver motivation

This study tries to determine the diverse levels of motivation that salaried work-
ers display when deciding to participate in projects on voluntary basis through
a work marketplace platform within an enterprise. In this work marketplace
platform, recognition rewards are present and financial rewards are absent. The
following research questions were established to discover the impact of motiva-
tion on participation:

• How do intrinsic motivations of salaried workers a↵ect participation quan-
tity in projects through an internal work marketplace?

• How do extrinsic motivations of salaried workers a↵ect participation quan-
tity in projects through an internal work marketplace?

Hypotheses regarding intrinsic motivation

Most of the work on the platform is voluntary and therefore individuals who par-
ticipate in projects through the agile workforce platform will probably display
more intrinsic motivation than extrinsic motivation. Doing projects through
the agile workforce platform provides individuals with an opportunity to give
direction to their career (Wrzesniewski and Dutton, 2001), to better fulfill per-
sonal needs that are unfilled by one’s current job. Seeing that need fulfillment
is a critical factor that induces intrinsic motivation, it is likely that the indi-
viduals who choose to participate will be motivated by the intrinsic value in
the work. Internal crowdsourcing participants often are chosen because of their
competence or expertise on a specific matter. When individuals participate in
projects in which they know they can perform well, the project provides them
with an opportunity to validate their expertise. If the project induced a certain
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amount of skill validation, the individuals will likely continue with said work as
it makes the individuals feel more content with their own skills. When individu-
als feel good about themselves, they will internalize the work, which makes the
work feel more autonomous instead of controlled. In addition, positive feedback
in the form of additional consultation opportunities or compliments should in-
crease intrinsic motivation as well (Deci and Ryan, 1980; Vallerand and Reid,
1984). Seeing the nature of the platform, this study hypothesizes:

• Hypothesis 1: Intrinsic motivation of a salaried worker has a positive e↵ect
on the decision to voluntarily participate in a project o↵ered through an
internal work marketplace.

According to the current psychology literature, intrinsic motivation has a
positive e↵ect on the number of voluntary activities (Deci et al., 1999).

• Hypothesis 2: Intrinsic motivation of a salaried worker has a positive e↵ect
on the amount of completed projects through an internal work market-
place.

Hypotheses regarding extrinsic motivation

While Accenture’s internal crowdsourcing platform does have a reputation sys-
tem in place to reward participants, it does not o↵er direct financial rewards to
participants. However, some of the jobs on the platform are chargeable, which
means that the job performed is paid directly by a client of Accenture. This
chargeability metric is an important performance metric for employees of Ac-
centure as it is an indication of how productive a specific employee is for the
company. Nonetheless, this metric is not considered to be a form of financial
compensation. Therefore, the agile workforce platform provides recognition re-
wards but not financial rewards. The psychology literature expects that when
rewards are present that address specific extrinsic motives, a positive e↵ect on
free choice behaviour will occur (Kerr, 1975). To illustrate, individuals who are
motivated by recognition, will demonstrate more free choice behaviour if that
certain behaviour can lead to recognition. This e↵ect can certainly be applied
to the decision to contribute because participating is the only way to receive the
reward. The e↵ect on the quantity of contributions is dependent on the reward
system that is in place. If this system rewards quantity of contributions, then
the expectation is that extrinsic motives have a positive e↵ect on quantity. In
the absence of a certain reward, a negative e↵ect of extrinsic motives related
to this specific reward is expected because the absence of the reward is dissat-
isfying. The person is expected to have a lower willingness to contribute and
to show lower performance, since that person will feel under-rewarded in his
or her free choice behaviour. Regarding the agile workforce platform, solvers
only receive a reputation score when they have completed a minimum of three
tasks in which they are scored on their performance. Therefore, the hypotheses
related to extrinsic motivation are:
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• Hypothesis 3a: Extrinsic motivation to gain recognition of a salaried
worker has a positive e↵ect on the decision to voluntarily participate in a
project o↵ered through an internal work marketplace.

• Hypothesis 3b: Extrinsic motivation to gain recognition of a salaried
worker has a positive e↵ect on the number of completed projects through
an internal work marketplace.

• Hypothesis 4a: Extrinsic motivation to gain a monetary reward of a
salaried worker has a negative e↵ect on the decision to voluntarily partic-
ipate in a project o↵ered through an internal work marketplace.

• Hypothesis 4b: Extrinsic motivation to gain a monetary reward of a
salaried worker has a negative e↵ect on the amount of completed projects
through an internal work marketplace.

Figure 3.2: Theoretical model and hypotheses.

3.5 Qualitative research design

Next to solver motivation, this study tries to determine what motivates man-
agers to source their employees through an internal work marketplace. The
following guiding questions were established to discover what would motivate
managers to make use of an internal work marketplace:

• What is the added business value for managers to make use of an internal
work marketplace?

• Which tasks are deemed suitable by managers to be completed through
an internal work marketplace?

• What are the barriers to using an internal work marketplace?

Manager motivation is studied qualitatively by conducting semi-structured
interviews. A qualitative approach in the form of semi-structured interviews is
chosen because this would enable managers to elaborate on their answers more
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easily. This enables the interviewer to ask through on elements of managers
theirs answers that are unclear. Seeing that no elaborate theory exists regarding
manager motivation to use internal crowdsourcing, it is important that managers
are able to provide as much context as needed. In addition, the goal of these
interviews is to gain specific knowledge about the perception of managers on an
internal work marketplace. The interviews will be analyzed by distinguishing
certain themes from the answers provided by the managers. These themes
are established by comparing the frequency of mentions between interviews.
Within these themes the answers provided by managers will be compared. This
results in an overview of what managers find important when using an internal
crowdsourcing alternative. The results of this part of the study will showcase for
what kind of jobs and people the platform should be used from the perspective
of managers. Therefore, the findings about manager motivation can also be used
to approach the findings on employee motivation from a di↵erent perspective.
If employees mention specific motives to be important, managers might cause
this.

3.5.1 Research procedure

Before conducting the interviews, an interview guide was developed to assure
that interviewees would be asked the same questions. In addition, using a
working guide will help avoiding pitfalls and badly timed and intrusive ques-
tions (Charmaz, 2014). The interview guide covers the specific subjects that
are relevant to the study and which should be covered during the interviews.
The interview guide is seen as a data collection tool that is used to determine
the required domains of inquiry (Charmaz, 2014). By using an interview guide,
the researcher is able to guide the interview in such a way that relevant data is
gathered. In addition, it helps the researcher to ask the right interview ques-
tions. However, this does not mean that the interview should be completely
fixed. Interviewees may mention topics that are also relevant to the study, but
were not yet known beforehand (Charmaz, 2014).

To allow for flexibility in the interview, the performed interviews were semi-
structured. This entails that the interview guide indicates the topics and open
questions to be discussed, but allows for possible detours. This means that the
use and order of the open questions and topics to be discussed could di↵er per
interview, depending on the flow of the conversation (Saunders and Townsend,
2016).

The interview guide consisted of 13 open questions and was divided into four
sections. The first section was a general introduction in which the purpose of
the interviews is stated and formalities such as personal introductions, confiden-
tiality agreements, and approval for the recordings were discussed. In addition,
the interviewee was asked about his or her current role within the consulting
firm. The second section revolved around current manager sta�ng methods and
the usage of alternative means of sta�ng in the past. Alternative was defined as
other sta�ng procedures than their standard ones. The third section revolved
around the notion of an internal work marketplace in general. Managers were
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asked if they considered using such a marketplace and for which jobs it could
possibly be used. In addition managers, were asked about important platform
characteristics. The last section revolved around Accenture’s own marketplace
platform. In this section managers were asked to think whether they would
consider using that specific platform. Furthermore, managers were asked about
the potential benefits and barriers for using such a system.

3.5.2 Selection of interviewees

The selection of interviewees was done through non-probability sampling. More
concretely, by asking available managers from distinct business units and ge-
ographies within Accenture. This is called purposive sampling, which entails
selecting participants with specific characteristics. In non-probability sampling,
no explicit rules exist regarding the sample size (Saunders and Townsend, 2016).
However, it is advised to keep conducting interviews until data saturation is
reached. This point is reached if interviews do not yield extra data and research
can be produced. In this study, five interviews were conducted, which produced
enough data in order to produce theory.
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Chapter 4

Organizational context

4.1 Company description

Accenture Plc is a global management consulting and professional services firm
that provides clients with strategy, consulting, digital, technology and opera-
tions services. In 2017, the company reported net revenues of $34.9 billion,
while employing more than 425,000 people. The company serves its clients in
more than 200 cities in 120 countries.

4.2 Accenture’s agile workforce

Accenture defines the agile workforce as “a workforce that is flexible and built
for adaptation, where talent can move fluidly to where it’s needed most and
skills mix can be changed quickly.” Accenture envisions a workforce in which
online labour markets act as matchmakers between task owners and talent, task
owners find someone who is available and has the right skills quickly and workers
can pursue their interests and work in a more flexible, on-demand way.

Figure 4.1: Model of Accenture’s general agile workforce composition (Accen-
ture, 2017)
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4.3 Internal crowds

The agile workforce of Accenture consists of internal and external crowds. The
internal crowds consist of the employees who have the standard employment re-
lationship with Accenture. These crowds consist of employees who are unsta↵ed,
employees in full-time roles and the newly introduced flexible employees. The
employees who are unsta↵ed and the employees in full-time roles are character-
ized as the volunteer crowds. The unsta↵ed employees – in consulting this is
called “sitting on the bench” – are typically between assignments or have been
recently hired. The employees in full-time roles generally want to do another
activity because they are interested in a kind of topic that is o↵ered via the agile
workforce platform or want to build specific skills via the platform. The flexi-
ble employee model is made for the people that have embraced full flexibility.
Accenture currently has a few pilots running in North America in which they
test flexible employee models. These employees are not required to work a fixed
number of hours but pick jobs when it suits them. Therefore, these employees
have the benefit of being employed but choosing their own projects. Figure
4.2 provides an overview of the di↵erent marketplaces on the agile workforce
platform.

Figure 4.2: An overview of the di↵erent marketplaces on the agile workforce
platform

4.4 External crowds

The external crowds consist of freelancers who might have had some a�liation
with Accenture in the past (not required) but are currently not part of Accen-
ture. The external crowds consist of privately managed external crowds and
publicly managed external crowds. Privately managed external crowds consist
of a curated pool of people who have a warm and on-going relationship with
Accenture but who are not employees. It is possible that they are Accenture
alumni or have done projects for Accenture in the past; it basically boils down
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to the fact that Accenture is familiar with their skills and the crowd is familiar
with Accenture. Therefore, the privately managed external crowds can partici-
pate in projects instantly and require little project integration e↵ort. Accenture
uses the term private because they solely have access to that specific pool. Pub-
licly managed external crowds are crowds owned by external vendors, which
Accenture can access by collaborating with a certain vendor. Thus, Accenture
uses the pool of resources from the external vendor. This also implies that other
companies can access the external vendor crowds as well.

4.5 Implications of Accenture’s agile workforce

According to Accenture, the agile workforce benefits the company as well as
the people employed in the company. By implementing an agile workforce,
companies gain faster access to more talent, the structure and speed of work
will change, team dynamics will change and more data and insights will be used
to inform talent strategy. When discussing the role of the agile workforce in
informing talent strategy, it is important to note that the platform owners have
access to data about the demand of employees and supply of tasks. Therefore,
the platform will generate data about the popularity of certain skills and how
quickly employees pick up tasks. Aggregating this data will therefore increase
the amount of data and insights that are used regarding talent strategy. The
employees within a company will have more choice in their work, develop new
skills more easily, have more visibility and mobility across the company and are
provided with more flexibility in their work.

4.6 Success factors and threats of an agile work-

force

Accenture has determined a variety of success factors for an agile workforce to
work. First, they argue that it is essential to establish an ecosystem of partners
and providers who are matched to functional and area needs. This way, the most
prominent skills gaps can be filled instantly. Second, Accenture stresses the im-
portance of having clear and present governance models in which accountability
of work is integrated as well. Third, leaders in an agile workforce need to under-
stand the capability of their current teams and capabilities they need to deliver
work. If these leaders have a proper sense of the team’s current capabilities to
perform the work at hand, these leaders are better able to distinguish the added
value of using the internal crowd for filling the possible gap in the team’s capa-
bilities and the capabilities that are needed to do the work. Fourth, Accenture
argues that a culture needs to be established in which mind-sets for collabora-
tion and empowerment are fostered and in which behaviours that express agility,
a digital outlook, and relentless ethics are promoted. Lastly, Accenture states
that an environment in which feedback across teams and partners is integrated
within the daily processes benefits an agile workforce.
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In addition to the success factors of Accenture’s agile workforce, Accenture
also lists some potential threats when employing an agile workforce. First,
Accenture mentions that non-existent or outdated organization charts or role
descriptions, with unclear or improperly defined needs for skills, levels of expe-
rience or reporting hierarchy need to be mitigated. The implication here is that
teams work with employees/freelancers who are not part of the core team and
that by not having a clear role definition, tensions may rise when work of exter-
nal people overlaps with that of the team members. A clear task/role definition
provides the teams with adequate guidance to define the distribution of work.
Second, managers who are protective of existing full-time employees and/or the
size of their organizations or teams can obstruct agile processes. Managers that
have such a protective mindset will not embrace the possibility of using the in-
ternal and external crowds to enhance their teams, essentially undermining the
concept of an agile workforce. Third, Accenture argues that when employing
an agile workforce, one should watch out for technology that is unavailable to
support adaptive internal/partner ecosystem role and capability need identifi-
cation. Fourth, IP and proprietary information issues need to be considered as
well. External workers may gain access to sensitive information, leakage of this
information needs to be avoided at all costs. Fifth, remote, collaborative and
rotational work induces cyber security threats as well. The information systems
that facilitate this form of collaboration must be able to provide an answer to
cyber security threats. Lastly, Accenture mentions that one should watch out
for decreased knowledge continuity from incomplete knowledge transfer from
adaptive workers.

4.7 The relationship of this study with the suc-

cess factors and threats of the agile work-

force

This study addresses the success factors and threats of Accenture’s agile work-
force in numerous ways. First of all, gaining knowledge about the motivation of
employees and managers for using the agile workforce might enable Accenture to
increase the amount of employees and managers that participate in the platform
by aligning the platform incentives with the actual motivation of employees and
managers. If more people participate in the platform, the probability that a
task will be completed will increase as well. This applies to the completion of
manual tasks as well as tasks that require specific skill sets. Thus, increasing
the e↵ectiveness of the platform in completing specialist and simple tasks. In
other words, the results of this study are related to fill potential skill gaps. More
employees and better task completion rates also serve as incentives for managers
to make use of the system. If managers know that the system can provide the
right resources in a reliable way, they are more likely to post tasks on the plat-
form. Second, this study will directly inquire what characteristics influence the
decision of managers to make use of the platform. Using this information can
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act as guidance for increasing the interest of managers in the platform. In turn,
when more manager post tasks on the platform, employees have more projects
to choose from and a higher probability that a project matches their specific
wishes. However, if the results of this study manage to increase the popularity of
the platform, tensions between employees and managers might increase as well.
If more employees take on jobs through the platform it might harm the ability
of the employees to do work for their direct managers. Without proper com-
munication, managers might get frustrated when their tasks (to be completed
by the employee) are compromised by an employee’s desire to work on projects
through the agile workforce. This potential lack of a clear role definition might
discourage an organization its desire to truly employ an agile workforce.
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Chapter 5

Results

5.1 Descriptive data

The survey was posted on three di↵erent marketplaces on the agile workforce
platform and members of these platforms could apply to it. The survey ran for
two weeks and resulted in a total of 73 individual responses. Furthermore, 30
respondents (41.1%) were male and 43 respondents (58.9%) were female. The
age of participants ranged from 23 to 37 with a mean age of 36.4 and a median
age of 34.

Figure 5.1: Age distribution of participants

Most participants were of Indian (43.8%) and American (32.9%) origin.
Other countries that were included are: Australia, Brazil, Canada, Czech Re-
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public, France, Mauritius, the Netherlands, Philippines, Poland, Slovakia and
the UK.

Figure 5.2: Background of participants

Furthermore, around 50% of respondents had a bachelor’s degree and a little
over 30% a master’s degree. About 8% of respondents had some college educa-
tion but not degree and 10% have completed some postgraduate education.

Figure 5.3: Education distribution of particpants
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Looking at the career level of respondents, most prevalent were consultants
(32.9%) followed by analysts (30.1%). Around 12% were associates and about
25% were managers or senior managers.

Figure 5.4: Career levels of participants

Of these responses, 36 (49.3%) had not participated in an agile workforce
project in the last year and 37 (50.7%) had participated in one or more agile
workforce projects in the same time frame. Data on project completion quantity
was self-reported and participants stated that they completed an average of 1.6
projects per participant.
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Figure 5.5: Projects completed by participants

5.2 Reliability analysis

The results for the reliability of the sample, along with the results reported
for the working adult sample by Amabile et al. (1994), are displayed in the
following table. In this table, two models are reported next to the original
model of Amabile et al. (1994). The first model is the complete model as
proposed by Amabile et al. (1994) applied to the data that was found within
this study while the second model is the model that is the result of the CFA
that was conducted in this study to improve model fit statistics. By deleting
ten items spread over all constructs, Cronbach’s Alpha was increased for all
primary and secondary scales. The Intrinsic-Enjoyment (.81) and the Primary
Intrinsic Motivation (.85) are now above satisfactory levels of .8 (Peterson, 1994.
Reliability for the new model should be satisfactory, seeing that all Cronbach’s
Alpha values are increased compared to the original model.
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Figure 5.6: Cronbach alpha values

5.3 Validity

Prior to testing the hypotheses, a confirmatory factor analysis (CFA) was con-
ducted to examine the fit of the data with the proposed theoretical model. Ini-
tially, the confirmatory factor model showed low model fit statistics (�2=720.13
[400, n=73]; p<0.001; RMSEA=0,106; CFI=0.549; SRMR=0.1320). In ad-
dition, six of the 30-item loadings were less than 0.30. None of the relevant
indicators (RMSEA, CFI and SRMR) showed appropriate model fit.

To improve fit statistics, the model was simplified by deleting ten items that
showed low factor loadings. The improved model was still not completely sat-
isfactory (SRMR > 0.08) but advances on the original confirmatory factor model
(�2=224.81 [164, n=73]; p<0.001; RMSEA=0.072; CFI=0.853; SRMR=0.0913).
RMSEA (below 0.1) and CFI (above 0.8) are now at acceptable levels. SRMR
however is still a too high as it should be below 0.08. Nonetheless, Amabile et
al. (1994) state that even though the model shows low model fit statistics, it
still makes sense to use the primary factors of intrinsic and extrinsic motiva-
tion in combination with the secondary scales. First, the items’ groupings are
conceptually meaningful. Second, the fit statistics are values that are generally
considered to be satisfactory for scales of this type (Lim and Carnevale, 1990;
Vallerand and Richer, 1988). Last, in addition to the CFA’s they conducted,
they also examined how di↵erent each scale was in relationship to the others
by testing if a scale correlated higher with another scale instead of correlating
with its own. They argue that not a single item correlated higher with another
scale than with its own scale. The original model and the improved model can
be found in figure 5.7 and figure 5.8.
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Figure 5.7: The original WPI model before adjusting the items due to poor
factor loadings in relation to the construct.
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Figure 5.8: The adjusted WPI model in which 10 items were deleted to increase
factor loadings and model fit.

5.4 Results correlation matrix

The correlation matrix shows that the intrinsic and extrinsic motives are corre-
lated positively with the other motive of the same construct (r>.349, p<.01).
The intrinsic motives challenge and enjoyment were highly correlated (r=.630,
p<.001). The extrinsic motives compensation and outward correlated highly as
well (r=p.349, p<.01). This indicates that the items of intrinsic and extrinsic
motivation measure the same intended latent variables. Additionally, the intrin-
sic motive enjoyment and the extrinsic motive of compensation were positively
correlated as well (r=.288, p<.02).
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5.5 Regression results

Figure 5.10: Binary logistic regression results
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Figure 5.11: Negative binomial regression analysis

5.6 Intrinsic motivation hypotheses testing

Hypothesis 1 posits that intrinsic motivation of a salaried worker will have a
positive e↵ect on the voluntary decision to participate in a project that is o↵ered
through an internal work marketplace. This hypothesis is rejected. This study
found through binary logistic regression that the coe�cients of the intrinsic
challenge and enjoyment variables (B=.276, p<.367; B=-.191, p<.186) on the
decision to contribute were not significant. This indicates that the intrinsic

49



motivation of salaried workers does not influence the decision to participate in
a project that is o↵ered through an internal work marketplace.

Hypothesis 2 states that intrinsic motivation of a salaried worker has a pos-
itive e↵ect on the amount of completed projects through an internal work mar-
ketplace. Running a negative binomial regression analysis showed that the co-
e�cient for the intrinsic challenge motive had a non-significant positive e↵ect
on the quantity of projects completed (B=.147, p<.296). The intrinsic enjoy-
ment motive however found a negative significant coe�cient on the quantity of
projects completed (B=-.148, p<.03). This implies that employees who value
motives of enjoyment tend to participate in fewer projects through a work mar-
ketplace. Therefore, hypothesis 2 is rejected.

5.7 Extrinsic motivation hypotheses testing

According to hypothesis 3a, a positive relationship is expected between the
need for recognition and the decision to contribute. The coe�cient of the ex-
trinsic motive outward is non-significantly related to the decision to contribute
(B=.058, p<.348). Therefore, hypothesis 3a is rejected. It seems that the need
for recognition is not a driving force of the decision to contribute to work that
is o↵ered through a work marketplace.

Hypothesis 3b describes a positive relationship between the need for recog-
nition and the quantity of projects in which an employee has participated. The
coe�cient of the extrinsic outward variable is non-significantly and negatively
related to the quantity of contributions (B=-.027, p<.562). Therefore, hypoth-
esis 3b is rejected. There does not seem to be a significant relation between the
need for recognition and the quantity of projects participated.

Hypothesis 4a posits that extrinsic motivation to gain a monetary reward
of a salaried worker has a negative e↵ect on the decision to voluntarily par-
ticipate in a project o↵ered through an internal work marketplace. Through
binary logistic regression, this study found that the coe�cient of the extrinsic
need for compensation variable was non-significantly related to the decision to
contribute (B=.047, p<.749). Thus, hypothesis 4a is rejected. There does not
seem to be a relation between the need for compensation and the decision to
contribute. Hypothesis 4b states that extrinsic motivation to gain a monetary
reward of a salaried worker has a negative e↵ect on the amount of completed
projects through an internal work marketplace. Through negative binomial re-
gression, this paper found that no significant relationship exists between the
extrinsic motivation of employees to gain a monetary reward and the quantity
of contributions (B=.057, p<.382). This entails that the extrinsic motivation to
gain a monetary reward does not influence the quantity of projects completed.
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5.8 Qualitative survey results

5.8.1 Opportunities provided by the platform

When asked what participants liked about the platform, most often they men-
tioned that the platform provided them with opportunities. Naturally, each
participant has a di↵erent idea of what opportunities the platform then actu-
ally provides. Nonetheless, most frequently, participants referred to the general
opportunities the platform provided. For example, one participant mentioned:

“It is possible to support even for minimum hours and it gives an
idea about the available opportunities within the organization”

To provide a deeper understanding of the opportunities the participants are
referring to, it is important to understand the di↵erent dimensions that come
into play when discussing the opportunities. The most mentioned opportunity
mentioned by the participants is that the platform provides them with the
opportunity to be exposed to di↵erent work activities. Related to this exposure
to new work activities, participants stated that the platform helped them to
expand their skills while also increasing the alignment between their skills and
interests. In their eyes, the platform provides access to work that is di↵erent
than their day-to-day activities. Some participants also mention the relative ease
with which they get opportunities sent to them by e-mail and the advantages of
being able to support for minimum hours. Regarding the opportunities provided
by the platform, one participant emphasizes:

“The platform provides access to work on interesting topics, (inter-
nal) initiatives etc, also outside ’typical’ areas of work - possibility
to get to know other people, gain di↵erent perspectives, etc through
(usually) short-term work/jobs - overall, good concept and right di-
rection to have possibility to engage in short(er) term activities e.g.
when not on a project or to contribute to something in line with
interests and/or skills”

Another participant states:

“I can easily find/fill needs that align to my skills and interests. I
can support projects that expand my skill set. I can expand my
network of professionals with similar interests and work demands.”

To extend on the last participant’s response, participants favoured the social
aspect that goes hand in hand with doing projects for other people outside of
your usual network. For example, participants stated that they like meeting new
colleagues. More specifically, participants liked that they could expand their
network of professionals with similar interests and exchange knowledge/share
expertise with colleagues. Moreover, the possibility of helping colleagues in
general terms is one of the main driving forces to participate in projects on the
platform. To exemplify, one participant specified:
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“I get to exchange knowledge and it is easy and quick collaboration
challenge where we can reach out to entire Accenture audience and
get answers and also help others.”

In addition, participants stress the importance of using the platform to use
idle time more e↵ectively.

“I like the ease in applying for and accepting jobs. I like the ease
in finding jobs. I like the ability to be able to quickly and easily
find small ways to add value to Accenture while I’m not otherwise
engaged. I also like the small amount of experience that performing
a job can give you, as well as the chance to connect with others in
the company that I wouldn’t ordinarily have the chance to.”

5.9 Interview results

Five interviews were conducted with managers from Accenture. These man-
agers were from di↵erent business units (strategy, research and products) and
had experience with hiring people to do projects for them. The interviews
were conducted using Skype for business. Distinct themes were established on
the basis of the answers by the managers. These themes were established by
carefully interpreting and coding the answers provided by managers. Within
these themes, the answers of managers were compared to draw up an accurate
description of their vision on internal crowdsourcing. Part of achieving this
description was the interview guide that was used. By asking managers about
their current sta�ng methods, view on crowdsourcing in general and specifi-
cally on the platform within Accenture, a complete analysis could be provided
to uncover manager motives for using internal crowdsourcing. The following
table showcases the themes and how often its relative importance.
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Themes Frequency of mentions

Priority to familiar employees 3/5

Project complexity determines employ-
ees to approach

3/5

Using external sources to fill skill gaps 2/5

Experience with crowdsourcing 3/5

Favouring manual tasks for crowdsourc-
ing

4/5

Platform useful for specialized work 2/5

Usability as important platform charac-
teristic

3/5

Quantity of people as important plat-
form characteristic

3/5

Skills as important platform character-
istic

3/5

Consider using crowdsourcing 5/5

Reaching out to people outside of con-
ventional network

2/5

Visibility within the organization moti-
vates employees

4/5

Skill development and alignment as in-
centive for employees to participate in
internal crowdsourcing

3/5

Gathering resources quickly 2/5

Di�culties providing proper incentives
for employees

2/5

Trusting the system is di�cult because
skills are di�cult to assess

2/5

Table 5.1: Resulting themes from manager interviews and frequency of mentions

5.9.1 Current manager sta�ng methods

In order to understand what motivates managers to make use of crowdsourcing,
it is important to define the advantages and shortcomings of current manager
sta�ng methods. When managers were asked about their current sta�ng meth-
ods, it was apparent that a strong focus was given to familiar employees. Three
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out of five managers acknowledged that their first sta�ng priority is with em-
ployees they already have work experience with. That way, they know what to
expect and are minimizing the chances of not being able to deliver at a specified
deadline. To exemplify:

“So how I sta↵. You can think of it like a decision tree kind of
process flow. So the first stage or box on that map would be: Is one
of the people that I’ve worked with before currently available? And
if the answer is yes, then I’ve pretty much finished my hiring process
there. Because over the years, you know what it’s like, you develop
a network of go to people whom you trust and whom you want to
work with again. So my very first step is to reach out to people in
that network.” – Strategy Manager

In addition to employee familiarity, project complexity and project focus also
impacts the decision of the managers to sta↵ certain individuals to projects. As
a result, an individual’s skills are more important for a manager when sta�ng
more complex projects. The following quote states it quite clearly:

“So industry expertise would be my first protocol. Second, it de-
pends on the complexity. If think it’s very complex then, you know
like a thought leadership, or a client presentation where you have
to present to a CEO and you have to prepare that as well. Then
I would perhaps reach out to someone who has the experience or
who has the confidence and trust, which has done that before, who
comes from strategy for example. They would probably understand
a situation like this better so I will reach out to them based on their
skills.” – Products Industries Senior Research Manager

Furthermore, two other managers mentioned the use of external sources to
fill certain skill gaps that may arise when sta�ng projects. One of the managers
spoke about using ecosystem partners to help di↵erentiating research. The in-
stitutions that are used range from universities and other research organizations
to clients that have subject matter expert on a certain topic. In an attempt to
drive costs down for longer-term projects, the skills of promising students can
also be leveraged in this process. On the other end, if there is budget available,
one manager made use of expert networks. That is, when the organization is
lacking in certain knowledge, an expert from a vendor is hired to educate the
organization about a specific matter. To illustrate the openness of managers to
external sources:

“Another option is to leverage ecosystem partners. We tend to use
ecosystem partners or what we call open research to help di↵eren-
tiate our research for few reasons. One reason would be that we
need a subject matter expert on a certain topic that we don’t have
in house. Therefore, we look at academia or universities or other
research organizations. Sometimes even our clients who have these
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type of skills that can provide input. Another reason would be, for
longer-term projects in which the costs have to be driven down, we
could leverage students for universities to have certain skills, for ex-
ample economic modelling, and they could work on it.” - Geography
lead Growth & Strategy Research

5.9.2 Manager experience with crowdsourcing

Managers with internal crowdsourcing experience had mixed feelings about the
concept. One manager indicated that it was easy to find analysts in past crowd-
sourcing initiatives. He specifically mentioned the suitability of crowdsourcing
for simple tasks:

“So in the past I’ve used that and it has worked quite well. So
once I’ve used it I was bidding on a piece of work and I needed help
basically, you know easy stu↵ turning into a word document into a
PowerPoint or something like that or formatting slides or something.
I put that out on the job jar and I had about 4 people reply to me
either that day or the next day. With this piece of work I was
doing, I needed additional support with research, but not the kind
of sophisticated research. But basic go to their website and copy the
logo or something. And again I had like three or four analysts reach
out and get in touch, yeah it was easy.” – Strategy Manager

Another manager recalled her crowdsourcing experience to be underwhelm-
ing. She stated that the platform that she used could not guarantee adequate
quality of solvers when she did not know about the skills of solvers. One of
the issues that she mentioned was the misinterpretation between the manager
and the solver regarding the specific wishes of a client. As a result, she had to
do the work of the solver again. Moreover, she notices that research work is
increasingly complex and therefore does not see crowdsourcing working for her
in the future:

“Because you’re just reaching out to a broad pool of people and
I’ve not really defined the skills and I’m not trying to get any re-
ally... I’ve not got the quality that I’ve expected because I don’t
know the person beforehand. When you’re close to a design and
we understand the client di↵erently. And it could be very genuine
because that person doesn’t work on this industry or geography or
these kinds of projects regularly so there maybe reasons for the de-
gree of quality. But I had to work on them myself and redo stu↵
to make the deadline. So it has not always worked for me. In fact,
the degree of complexity for research projects is increasing more and
more everyday. So for me now this type of crowdsourcing in which
you can reach out to a broad group of people without knowing the
skill set doesn’t seem to be working. So I prefer refusing the project
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beforehand than taking the risk of being unsure about the quality.”
- Products Industries Senior Research Manager

5.9.3 Types of jobs and people suitable for crowdsourcing

4 out of 5 managers stated that the relatively simple jobs are most suitable for
crowdsourcing. When speaking about relatively simple jobs, managers mean
jobs that require little formal education such as: data gathering, turning a word
document into a PowerPoint, copying logo’s and formatting slides. The line of
reasoning here is that often managers need to acquire sources quickly without
too much explanation. Two managers mentioned that they would consider the
platform for highly skilled work as well. To illustrate:

“Look, I see there’s two levels and from a research perspective. One
is the relatively less experienced individuals who are . . . If you look
at research there’s a lot of . . . a core first part of research is gathering
information and data and stu↵ like that. I think a model in which a
chunk should suit more those levels of people who are not necessarily
experts but are really in gathering info, data etc. You know relevant
information. So that’s a good chunk of this sourcing model. And
then there’s another layer of people who are a bit more experience
in a topic. So you get a few of them in this model as something you
would want to actually tap into to bring in the actual benefit. To
get some more experience to add value to the project.” - Geography
lead Growth & Strategy Research

5.9.4 Relevant platform characteristics

The characteristics of a crowdsourcing platform that are deemed most impor-
tant by managers are usability and the quantity of people that are available to
participate in tasks on the platform. Managers stated that they favour high us-
ability, since the approach of the platform is to gather resources quickly. Some
managers therefore stated that they do not want to provide too much informa-
tion. The information that they are required to give should revolve around the
task. Furthermore, the concept of the platform does not work if no solvers are
around to do projects in the first place. Managers have short deadlines and
therefore need to be able to rely that someone picks up their jobs quickly. To
extend on that, managers also need to be able to trust in the platform and its
solvers as well. Managers stated that they needed to have some sort of assur-
ance that the people on the platform could provide work with adequate quality.
Other favourable platform characteristics mentioned by managers are: skill fil-
ters, reputations systems and proper closure of completed tasks. The general
attitude towards relevant platform characteristics is captured in the following
quote:

“So I guess two main things and these kind of go hand in hand.
One: How easy is it to use? And two: How many other people
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use it? Because I think that with these kinds of things there is
a huge dependency on what you could call critical mass. So the
ADP volunteering thing is a good example, because I was around
four years ago when it was just being setup. And I just completely
ignored it because there was no one else around it. Soon as it became
popular I wanted to use it. So adoption is certainly a big component
of it. And you know SharePoint is a pretty annoying tool to use, and
that is honestly one of the main reasons that I don’t use it more” –
Strategy Manager

5.9.5 Openness of managers for using the agile workforce

All the managers that were interviewed indicated that they were open to using
the platform. These managers all had di↵erent reasons. One manager was inter-
ested in the di↵erent domains in which work is o↵ered on the Agile Workforce
platform. In addition, he mentioned that the platform could overtake other in-
ternal crowdsourcing platforms as well and act as single source of truth within
the organization. Two managers stated that they found it interesting to be able
to reach out to people outside of their usual community. Especially when their
usual community does not have the necessary skills for a certain project. An-
other manager would consider the platform for projects in which she does not
need industry expertise. The last manager would only use it on the condition
that enough solvers were available and he could filter skills. After showing the
platform, one manager indicated:

“Yeah this looks pretty cool. It looks usable from a user interface
and experience kind of view. It looks pretty easy, like I would be
able to understand it and easily o↵er a job on it. And it’s interesting
that it’s global.” – Strategy Consultant

5.9.6 Manager POV of employee motivation for using the

agile workforce

When managers were asked to indicate what would motivate employees to make
use of the agile workforce platform, 4 out of 5 managers stated that they thought
visibility within the organization would be a key consideration for employees.
According to these managers, visibility can be gained on the way employees
work and the type of work that employees do. Furthermore, two managers
stated that they thought the platform could be used by employees to increase
alignment between the projects that they do and the skills they wish to develop.
To extend on that, three other managers named skill development as a motiva-
tion for employees to participate in the platform. Lastly managers stated that
the opportunity to do chargeable work also was one of the main reasons for
employees to participate in the platform. One of the managers stated:

“The reason why people would use this platform is to receive some
feedback. The recognition that they earn can motivate people. Any-
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thing that relates to people validating their status as an expert on
blockchain suppose. I think that getting a medal for example that
shows their recognition would motivate people. The person knew a
lot about the topic etc.” - Research Manager Growth & Strategy

5.9.7 Benefits of the agile workforce

Concerning the general benefits of the platform, the managers envisioned dis-
tinct benefits. One of the managers stated that the platform provides an oppor-
tunity to outsource manual tasks, and therefore provides managers with more
time to add value (e.g. seeing clients) to the company. In the same regard, one
manager mentioned that using the agile workforce could help organizational
capabilities to deliver projects to the client more quickly. In addition, this man-
ager mentioned that the platform could provide an overview of the relevant
skills that are in demand at a specific time. Another manager spoke about the
increased e�ciency for the hiring process due to the marked segments, which
the platform provides. In addition, it provides the organization with higher
margins because consultants on the bench have the possibility to increase their
chargeability. Lastly, two managers noticed that the platform could be used to
gather resources quickly. To illustrate:

“Very quickly, I think there are three. For hiring people, it’s more
e�cient I imagine. You may find more appropriate resources if you
got marked segments such as social or operations or whatever. For
the supply side, it’s another opportunity to do volunteering stu↵
and you get all the performance and recognition and networking
stu↵. From a company point of view: Every time there is someone
on the bench, it’s eating into our profits right. If you get more
people productive more of the time, then you get a more e�cient
organization and our margin goes up. And none of that is less than
obvious, but that’s how I see It.“ – Strategy Manager

5.9.8 Barriers to adopting the agile workforce

In addition to the perceived benefits of the platform, managers were also asked
what they thought were barriers to adoption of the agile workforce. Two man-
agers noticed that it might be di�cult to incentivize employees to do work for
unknown managers, since they do not receive direct recognition for doing so.
As a result, it could be possible that not enough people make use of the system.
Another manager felt that she still was not able to trust the platform, as she
doesn’t have information on the time it takes to receive an o↵er to help. To add
on this, another manager stated that it is di�cult to trust the platform, as one
does not know the amount of skills a potential solver has. It still remains to be
seen if a solver has skills that are adequate in the eyes of the manager. Lastly,
one manager stated that a bad experience might result in a reluctance to use
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the system. Therefore, the system should be able to guarantee a first encounter
that properly shows the platform its capabilities.

“I think you’ve already hit on the biggest barrier, which is about
motivating and I prefer to use the word incentivizing because it
needs the. . . With the social stu↵, you’ve got the whole like giving
back thing, which is enough to motivate a lot of people. But, in
general I think it’s tough. Getting people to volunteer is tough. So I
would say that lack of incentives is your biggest barrier for adoption”
– Strategy Manager

Ideas by managers to overcome the abovementioned barriers are distinct as
well. The most straightforward answer by one manager revolved around increas-
ing the room for feedback from users. Related to the issue of not enough people
using it, one manager noticed that it would probably be a marketing issue.
Therefore, involving employees in the project can resolve this issue. Further-
more, one manager mentioned the use of HR to vouch for employee skills. That
is, when a manager is uncertain about the skills of a certain employee, he/she
is able to contact HR and get validation on someone’s skillset. Moreover, this
manager also stated that when he has a certain task available, he would like to
get suggestions from the platform which people he could approach. To overcome
the issue of not wanting to do work for managers on the other side of the world,
local adoption has the potential of solving this issue. Lastly, one manager sug-
gested a sort of notification system for interested solvers to increase real-time
availability. To illustrate:

“So the barrier on the supply is that I don’t think many people
are using it. Even though they have enough capacity. That’s a
marketing issue. Direct people more to the agile workforce thing.
That’s a first one. How do we convince people that they use this
platform? How do you overcome the skills barrier? I think you have
a team and you could create a partnership with HR or something. To
actually vet the skills level. The last one was around either usability.
To rethink the design of minimal and quicker turnarounds. Maybe
you categorize or put tags on people. That way you know who is
in the pool. A list in which the people are showed that are relevant
to me based on the skill.” - Geography lead Growth & Strategy
Research
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Chapter 6

Discussion

Conflicting conclusions regarding the e↵ectiveness of monetary incentives in
internal crowdsourcing suggest that more research is needed between di↵erent
purposes of internal crowdsourcing and solvers’ motivation (Zuchowski, Posegga,
et al., 2016). Therefore, this study aims to understand the motivation of em-
ployees and managers to make use of an internal work marketplace that is based
on crowdsourcing within a professional consulting firm. The results of this study
can be used to argue whether a general model for solvers’ motivation in inter-
nal crowdsourcing exists or whether the context of each internal crowdsourcing
initiative is unique and therefore not generalizable.

This study answered the research question by using qualitative and quantita-
tive methods. First of all, to understand the motivation of employees (solvers),
the WPI survey was used to study individual di↵erences of solvers’ motivation.
In addition, these solvers were asked to provide qualitative data reflecting their
preferences for the platform as well. Second, managers were interviewed to ask
which characteristics they deemed important for an internal work marketplace
and what their general stance on internal crowdsourcing is as well.

6.1 Solver motivation towards the platform

6.1.1 Impact of the need for enjoyment on the amount of

projects completed

The main finding of the quantitative part of this study is that solvers who
value enjoyment contribute to fewer projects in an internal crowdsourcing work
marketplace within a professional consulting firm. The intrinsic motive “need
for challenge” and the extrinsic motives “need for recognition” and “need for
compensation” showed no significant influence on the number of projects. These
findings are not in line with Deci, Koestner, and Ryan (1999) who argue that
intrinsic motivation has a positive e↵ect on the number of voluntary activities.
These findings are also not in line with the findings by Kerr (1975) on extrinsic
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motivation which stated that when rewards are present that address specific
extrinsic motives, a positive e↵ect on free choice behaviour will occur. Seeing
that the platform has a reputation system, it is expected that individuals who
value recognition would be more likely to contribute to the platform. So, why
are these findings not in in line with general theory on motivation?

First of all, why do solvers who value enjoyment contribute to fewer projects?
To come up with a solid explanation, it is important to note that the motive
“need for enjoyment” only significantly impacts the amount of projects com-
pleted, not the decision to contribute. This would imply that employees who
have contributed to the platform already have a di↵erent perception of the plat-
form than the non-contributors or the contributors with few projects. Therefore
there has to be some kind of mismatch between the expectations of employees
in regards to the opportunities provided by the platform and the actual work
on the platform.

6.1.2 Mismatch between solver motivation and manager

motivation

The employees that participated in the survey are relatively young of age. Based
on the answers that were provided when being directly asked what they liked
about the platform, most answers focused on the opportunities that the platform
could provide. Due to their junior position, these employees are mostly not able
to pick their own projects. Therefore, they are seeking for ways to develop
their own niche and discovering what kind of jobs are out there. Looking at
the qualitative answers, they perceive the platform as a tool to do this. The
solvers explicitly state that they participate in the platform because of the
opportunities it may provide. When relating these findings to the literature on
crowdsourcing in general, it is clear that these forms of motivation are not new
to crowdsourcing (Ghezzi et al., 2017). Skill development is typically seen as a
form of intrinsic motivation, while meeting new people, gaining recognition and
the potential career benefits are forms of extrinsic motivation. It is known that
solvers are motivated by gaining recognition within the enterprise (Simula and
Vuori, 2012). However, when managers were being asked about the possibilities
of the platform, most mentioned their intention to use the platform for manual
tasks. These findings would predict the platform to be more successful because
it was found that easy to solve tasks in a limited amount of time are more
successful for crowdsourcing ((Lopez et al., 2010)). Nonetheless, this mismatch
between the expectations of managers and solvers could explain why solvers who
value enjoyment are not satisfied by the work opportunities on the platform, and
therefore complete fewer projects. More specifically, solvers want to develop
their skills by doing interesting work, which can be perceived as enjoyable, but
managers see the platform as a means to get manual work done.
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6.1.3 The e↵ectiveness of financial incentives

The discussed mismatch might also imply that financial incentives are not e↵ec-
tive for this type of crowdsourcing within this specific context. The employees
that are drawn to the agile workforce are younger and are searching for ways
to increase their network and skills. In that sense, this study acknowledges
that financial incentives might not be e↵ective in situations where employees
are already paid and the crowdsourcing initiative is seen as a means for skill
development and networking. Therefore, regarding the debate between schol-
ars concerning the e↵ectiveness of monetary incentives, this paper argues that
within the specific context of an internal work marketplace within a professional
global consulting firm, monetary incentives are not deemed e↵ective because
solvers are not looking for extra pay. Does this mean that the e↵ectiveness of
a certain reward is determined by the crowdsourcing initiative in which it is
employed?

The literature often indicates that for idea generation internal crowdsourcing
initiatives, the main driving forces for participating are intrinsic motives and
non-monetary incentives Abu El-Ella et al., 2013; Bailey and Horvitz, 2010.
In these studies, participants want to see their ideas happen and even would
participate if there were no rewards. A case could be made that this construc-
tion might be di↵erent for an internal crowdsourcing initiative which serves as
a work marketplace. Specifically if the platform is used for manual tasks. This
study showed that solvers who value the need for enjoyment participate in fewer
projects on the platform. However, qualitative answers provided by these solvers
indicate that solvers in general value skill development and networking. This
implies that non-monetary incentives such as gaining recognition may be an
e↵ective tool but using solvers their intrinsic motivation might not. Due to the
nature of the platform (manual work), solvers feel under-rewarded in their need
for skill development and need for enjoyment. Seeing that the need for recog-
nition also did not impact participation, there is a possibility that the platform
that was observed within this study also did not reward solvers adequately with
their reputation system. Involving managers more directly has the possibility
to overcome this issue. Therefore, this study also acknowledges the claims in
literature that it is important to visibly involve manager and other leaders in
the crowdsourcing activities since it has a positive impact on the motivation of
other to participate (Leung, van Rooij, and van Deen, 2014). In addition, these
findings indicate that it might be di�cult to come up with a general model for
motivation in internal crowdsourcing. This also implies that motivation di↵ers
per internal crowdsourcing initiative.

6.1.4 Consequences of the mismatch between solver and

manager motivation

The consequences of this mismatch are that solvers do not get the satisfaction
of doing interesting work and therefore will be frustrated in their attempts to
develop specific skills while doing something that they enjoy and that managers
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might end up with unmotivated solvers who are under-performing on a certain
task because solvers do not enjoy the tasks. Therefore, the jobs on the platform
are still seen as ‘work’ (Hasan, Meloche, Pfa↵, and Willis, 2007). More con-
cretely, even though employees have more freedom in choosing their projects,
they do not perceive the projects as ‘fun’ activities. Therefore, employees that
have the need for enjoyment as motive for participating in the platform will
feel under-rewarded in their free choice behaviour. Solvers realize this when
doing more projects. The consequence of this mismatch is that participants are
not really drawn to the platform and therefore participation decreases. Tasks
that would be posted to the platform will remain with the manager. The man-
agers will have to do the tasks themselves and therefore lose valuable time that
could be be spend interacting with clients. As a result, the designed internal
crowdsourcing initiative is not e↵ective and idle time is not used as e↵ectively
as possible throughout the firm.

6.1.5 Do platform contributors and non-contributors value

the same motives?

It is surprising that the findings concerning the need for skill development and
networking are stated by the general sample but no real di↵erence exists on
these motives by skill development and network development between the con-
tributors and non-contributors. More concretely, the decision to contribute or
the quantity of contributions is not triggered by a di↵erence in motivation be-
tween contributors and non-contributors. It is possible that the two groups are
relatively homogeneous. The groups are distinguished on the premise that peo-
ple who have participated in an agile workforce project display higher intrinsic
and to some extent extrinsic motivation related to the platform. Seeing the
qualitative results, it would be expected that questions relating to doing new
tasks, skill development and meeting new people would trigger higher responses.
The data shows that is not the case.

Comparing the di↵erences in scores provided by the two groups shows that
they are relatively similar. That is, non-contributors also value doing new tasks,
developing skills and meeting new people. Seeing the age and place in hierar-
chy of the respondents, this could be a sensible explanation. As stated above,
younger employees within Accenture have not acquired a specific niche and
therefore value knowing people and doing di↵erent sorts of work. Even though
they do not aim to participate in the agile workforce, they still possess the same
traits as the contributors. Thus, di↵erences in motivation do not seem to influ-
ence the decision to contribute to the agile workforce. The qualitative part of
the survey makes it evident that contributors and non-contributors value skill
development and meeting new people.

63



6.1.6 The importance of skill development and networking

explained

Looking at the interviews of managers there is reason to believe that skill de-
velopment and networking are important and that solvers know the importance
of it. Most managers stated that they favoured to reach out to their usual net-
work of people before using alternative means of sta�ng such as crowdsourcing.
Therefore, it is essential for relatively young employees to become part of these
networks and to become an expert in a specific domain. This might also explain
why employees put so much emphasis on acquiring new skills and meeting new
people. They know that becoming part of a network and specializing in a cer-
tain skill will yield the most results career-wise. It also provides solvers with the
opportunity to change their day-to-day routine. Accenture is a company with
400.000 employees, therefore solvers must be curious to find out which tasks are
out there.

6.1.7 Do solvers get enough recognition from the plat-

form?

An interesting point made by some managers when speaking about the barriers
to adoption of the platform for solvers revolved around the platform not being
able to provide direct recognition and therefore solvers would not be motivated
to participate on the platform. This is an interesting thought. The reasoning
behind this thought is that most of the work on the platform is done for unknown
managers with di↵erent geographical backgrounds. So even though solvers get to
meet new people, they will feel under-rewarded in their drive to gain recognition
because the recognition will be from someone who is from a di↵erent location
and therefore the recognition will have relatively low impact. This might explain
why the need for recognition does not seem to impact the decision to contribute
or the amount of contributions. Following the same line of reasoning, it is of
added value to ask if the reputation system provides solvers who value getting
recognition with enough satisfaction. In line with Leung et al. (2014) this
shows that manager involvement is important since it has a positive impact on
the motivation of others to participate.

6.2 Manager motivation towards the platform

6.2.1 Skills as a prominent concept

One of the most prominent concepts for employees as well as managers is skills.
Employees use the platform for skill development and managers use it to search
for skills that are relevant to their specific need. In their search for skills,
managers need to be able to rely on the platform. They need to make sure
that the platform can provide them with competent people. Otherwise, the
risk of not being able to deliver is too large to make use of the platform when
deadlines are tight. This problem might not be considerable for the manual
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tasks where the deadline is flexible, but certainly can be sizeable when specific
expertise is promised to a client and the manager cannot deliver because the
solver is lacking in skills. This also raises the question whether the platform is
suitable to find deep experts on specific topics. In theory, the platform can be
used to quickly gain access to some helping hands and to gain specific expertise.
However, in practice, it is much more di�cult to make use of the experts. The
platform cannot guarantee that a certain expert will have adequate knowledge.
This issue is not present when the manager just needs some extra hands with
manual tasks because these tasks can be completed much more easily. For
more elaborate tasks they mostly reach out to their current network of people.
Therefore most managers deem the platform more helpful for manual tasks
than for specialist knowledge.The following quote exemplifies that for complex
projects managers need to be able to trust a person to do an adequate job:

“So industry expertise would be my first protocol. Second, it de-
pends on the complexity. If think it’s very complex then, you know
like a thought leadership, or a client presentation where you have
to present to a CEO and you have to prepare that as well. Then
I would perhaps reach out to someone who has the experience or
who has the confidence and trust, which has done that before, who
comes from strategy for example. They would probably understand
a situation like this better so I will reach out to them based on their
skills.” – Products Industries Senior Research Manager

Which in turn indicates a mismatch between the motivation for using the
platform of solvers and for managers. Managers deem it to be helpful for man-
ual tasks, while solvers deem it to be a helpful tool for skill development and
networking.

6.2.2 Preferred platform characteristics

Regarding the platform itself, it is vital that the platform is easy to use. Man-
agers made it apparent that in their eyes, the platform should accommodate
fast job searching without providing too much information. This prioritization
of usability is logical, seeing that managers perceive the platform mainly to be
for quick help. Which again is another indication that the platform is more
useful for manual labour. To exemplify:

“So in the past I’ve used that and it has worked quite well. So
once I’ve used it I was bidding on a piece of work and I needed help
basically, you know easy stu↵ turning into a word document into a
PowerPoint or something like that or formatting slides or something.
I put that out on the job jar and I had about 4 people reply to me
either that day or the next day. With this piece of work I was
doing, I needed additional support with research, but not the kind
of sophisticated research. But basic go to their website and copy the
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logo or something. And again I had like three or four analysts reach
out and get in touch, yeah it was easy.” – Strategy Manager

Therefore, managers favour to put jobs on the platform that require little
context to be completed adequately. It is possible that managers think this way
because it might be too much of a hassle to provide much context through a
digital medium. In that sense, managers do not want to take the time to spend
their time explaining a project completely in an online environment. In addition,
managers expect the platform to quickly deliver the right people. An essential
part of that is the quantity of people that use the platform. Providing a bigger
pool of available employees dramatically increases the chances of managers to
employ people through the platform.

6.3 Adapting the Work Preference Inventory

Seeing that the WPI model during CFA showed low fit statistics and low item
loadings, adjustments to the WPI were made to increase model fit. It was
actually quite surprising that the original CFA did not fit the data of this study.
This might be caused by the specific population that was used in this study.
Amabile et al. (1994) obtained data from two specific groups: undergraduates
and adults working in a variety of professional positions. The sample of this
study consisted mainly of young professionals within a global consultancy firm.
Therefore, the sample that was used in this study is quite homogeneous and
therefore display di↵erent motivations than the original sample.

While adjusting the model, it became clear that the questions that were
reverse scored often were the ones to be removed. This indicates that it is
better to ask questions positively so that a high score on the likert scale also
represents a high value of the construct that such a question is supposed to
measure. Furthermore, the literature already shows examples of the WPI being
shortened (Robinson et al., 2014). This study is yet another indication that it
is possible to shorten the WPI while maintaining validity and reliability. Using
the shortened version decreases the response burden of the WPI. This might be
useful when the WPI is being used in combination with other surveys.
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Chapter 7

Conclusion

Attracting employees who want to do work through crowdsourcing platforms
(solvers) is relatively new and therefore organizations do not understand how
to attract potential solvers. In addition, conflicting conclusions regarding the
e↵ectiveness of monetary incentives in internal crowdsourcing suggested that
more research was needed between di↵erent purposes of internal crowdsourc-
ing and solvers’ motivation (Zuchowski, Posegga, et al., 2016). Therefore, this
study set out to understand the motivation of solvers and managers to make use
of an internal work marketplace within a professional consulting firm. Solver
motivation was studied mainly quantitatively by posting a survey to the inter-
nal crowdsourcing initiative within the professional consulting firm. The survey
measured individual di↵erences in motivation and studied the e↵ects of intrin-
sic and extrinsic motivation on the decision to contribute and the quantity of
projects. In addition, solvers were directly asked what they liked about the
platform. The survey yielded 73 responses. Manager motivation was studied
qualitatively by interviewing 5 managers within the firm about their stance to
using work marketplaces for internal crowdsourcing in general and using the
platform present within the organization specifically.

By studying the e↵ect of intrinsic and extrinsic motivation on the decision to
contribute to the platform and the amount of projects completed on the plat-
form, this study found that solvers who value enjoyment contribute to fewer
projects on an internal work marketplace. A mismatch in the perception of
solvers and managers in regards to the usability of the platform might cause
this downturn in contributions. This gives cause to position the platform di↵er-
ently. Solvers in this study are generally at the start of their career and see the
platform as a tool for skill development, exposure to di↵erent work activities
and networking, while managers see the platform as a means to get manual work
done. One of the issues that managers state is that it is di�cult to assess the
skill level of an individual on an online platform. They rather work with some-
one they are familiar with to accurately predict the added value of person. If
they use the platform, their preference is to use it for manual tasks. Therefore,
by doing projects on the platform, solvers feel under-rewarded in their behaviour
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because the manual tasks are not perceived as enjoyable activities. Thus, it is
questionable whether an internal work marketplace within a global firm is useful
for fulfilling the needs of the solvers. Furthermore, this study adapted a survey
to measure individual di↵erences in motivation called the Work Preference In-
ventory. Certain reverse scored items were deleted to increase fit statistics. By
doing this, the WPI is shortened to 20 items instead of 30, thus decreasing the
response burden.

Based on the performed research, this study concludes that managers and
employees have di↵erent motives for making use of an internal work market-
place. Employees (solvers) within a global professional consulting firm use an
internal work marketplace for skill development and networking. The partici-
pating solvers were relatively young and therefore intrigued by the opportunities
that platform could provide. Managers on the other hand see the platform as
a means to acquire quick resources to do manual work for them. For managers
the platform is an easy way to outsource manual labour.

7.1 Study limitations and avenues for future re-

search

Concerning the limitations that are caused by study design, the self-reported
contribution numbers of participants causes the most prominent limitation. Us-
ing self-reported data may potentially cause common method variance (Pod-
sako↵, 2003). That happens when variance is attributable to the measurement
method rather than to the construct the measures present. Generally, method
biases are a problem because they threaten the validity of the conclusions about
the relationships between measures. Having a data archive in which the actual
projects completed per individual are listed would be preferred for this study.
Using archived data increases the objectivity of the study and therefore paints
a more accurate picture of the motivation of solvers. Therefore, future research
should focus on getting objective data to represent the decision to contribute
and the quantity of projects completed.

Even though 73 people participated in the survey, it is preferable to have
more participants. Future research should aim to increase the number of par-
ticipants. Furthermore, the majority of the solvers were at the start of their
careers, from India or the US, and held a bachelor’s degree. This significantly
limits the generalizability of the results from this study. A case could be made
that this type of internal crowdsourcing only works for younger people because
they are the ones that are searching for their own niche and have not really
specialized yet, while older employees generally have more responsibilities and
are not looking to take on extra work. However, it would be valuable to see
if solver motives di↵er per region and therefore would be cultural. If organiza-
tions know how better understand di↵erent types of solvers, better initiatives
can be established. Therefore, future research could look into the geographical
di↵erences of solver motivation.
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Another interesting aspect to delve deeper into is the mismatch between
solvers motives and manager motives for using an internal work marketplace. If
other internal work marketplaces in di↵erent organizations varying in size also
display a mismatch between the wishes of managers and solvers in regards to
the platform, it is justifiable to ask whether such a platform will ever be truly
successful. If solvers find out that the platform is not ideal for skill development,
how does this a↵ect quality of work? Are di↵erent types of work (not related to
consultancy) more suitable for such a platform? More specifically, future work
should not only focus on quantity of contributions. Other measures such as
quality and novelty of contributions might tell more about how successful the
platform really can be.

7.2 Recommendations for practice

This study argues that there is a mismatch between the expectations of solvers
and managers in regards to a specific internal work marketplace. Solvers see
the platform as a means to develop skills and network, while managers mainly
see the platform for manual tasks. Thus, the purpose of the platform that is
defined at its inception should be communicated clearly to both parties. Both
purposes can be within the same platform, if properly distinguished. If the
platform is built to gain access to specialist knowledge as well, it is essential
that managers can assess the skill level of a certain person quickly. For that
reason, attention should be given to displaying solvers their skill level. This
decreases the uncertainty that managers experience when using the platform.
If the platform is established to quickly perform manual tasks, solvers need
to be made aware of this. In addition, it is possible that recognition systems
do not provide solvers enough recognition to satisfy their need for recognition.
Increasing manager sponsorship of these platforms may encourage solvers to do
work on the platforms.

7.3 Recommendations for future research

Seeing that the research domain of internal crowdsourcing is relatively new and
a variety of di↵erent initiatives exist, there still are unknown elements left in re-
gards to motivation. Generally, future research should increase focus on the rela-
tionship between di↵erent internal crowdsourcing initiatives and solver/manager
motivation. It is still unknown what specifically motivates solvers per initiative.
Therefore, it is di�cult to continuously develop e↵ective incentives in new in-
ternal crowdsourcing initiatives. Furthermore, this study found that there is a
mismatch between solver and manager motivation. Thus, it is valuable to ask if
motivation mismatches are also present in other initiatives and what e↵ect this
has on the quality of work. These questions are relevant when discussing how
successful a specific internal crowdsourcing initiative may turn out to be.
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Frey, K., Lüthje, C., & Haag, S. (2011). Whom should firms attract to open
innovation platforms? the role of knowledge diversity and motivation. Long
Range Planning, 44 (5), 397–420.

Füller, J., Bartl, M., Ernst, H., & Mühlbacher, H. (2006). Community based
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Motivation survey Agile Workforce 
platform 
 

 

Start of Block: General introduction block 

 
  
Welcome to Accenture's motivation survey for the agile workforce platform 
 
 
Thank you for agreeing to take part in this survey measuring motivation to doing work on the 
agile workforce platform. Today we will be gaining your thoughts and opinions in order to see 
what drives you to participate in projects on the agile workforce platform. This survey should 
only take 5 minutes of your time to complete. 
 
 
Your responses are voluntary and will be kept confidential. Responses will not be identified by 
individual. All responses will be compiled together and analyzed as a group.  
 
 
Please click on the arrow to begin. 
 

End of Block: General introduction block 
 

Start of Block: Demographic introduction block 

 
 First of all, we would like to acquire some demographical data about our respondents. This data 
can be used to place our findings into relevant context.  
 
 
Responses will be kept confidential and will not be identified by individual.  
 

End of Block: Demographic introduction block 
 

Start of Block: Demographic information block 

 
Q1 What is your age in years? 

 0 10 20 30 40 50 60 70 80 90 100 
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Your age: (1) 
 

 
 
 
 
Q2 What is your gender? 

o Male  (1)  

o Female  (2)  
 
 
 
Q3 What is the highest degree or level of school you have completed? If currently enrolled, 
highest degree received. 

o Less than high school  (1)  

o High school graduate  (2)  

o Some college, no degree  (3)  

o Associate degree  (4)  

o Bachelor degree  (5)  

o Completed some postgraduate  (6)  

o Master degree  (7)  

o Ph.D., law or medical degree  (8)  

o Other advance degrees beyond a master's degree  (9)  
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Q4 What is your current career level within Accenture? 

o Intern  (1)  

o Associate  (2)  

o Analyst  (3)  

o Consultant  (4)  

o Manager  (5)  

o Senior manager  (6)  

o Associate director  (7)  
 
 

 
 
Q5 In which country are you mostly associated to the agile workforce platform? 

▼ Afghanistan (1) ... Zimbabwe (1357) 

 
 
 
Q6 Have you done work on the agile workforce platform in the past? 

o Yes  (1)  

o No  (2)  
 
 
Display This Question: 

If Have you done work on the agile workforce platform in the past? = Yes 
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Q7 How many projects have you done on the agile workforce platform? 

o 1  (1)  

o 2  (2)  

o 3  (3)  

o 4  (4)  

o 5  (5)  

o 6  (6)  

o >6  (7)  
 

End of Block: Demographic information block 
 

Start of Block: WPI introduction block 

 
 The following questions are related to your motivation towards the agile workforce platform. 
Please indicate per statement to what extent this relates to your attitute to doing work on the 
agile workforce platform. 
 

End of Block: WPI introduction block 
 

Start of Block: Work Preference Inventory block 
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Q8 When doing work on the agile workforce platform... 

 
Fully 

disagree 
(1) 

Disagree 
(2) 

Disagree 
to some 

extent (3) 

Agree to 
some 

extent (4) 
Agree (5) Fully 

agree (6) 

The more 
difficult the 

problem is, the 
more I enjoy 

trying to solve 
it. (1)  

o  o  o  o  o  o  

I enjoy tackling 
problems that 
are completely 
new to me. (2)  

o  o  o  o  o  o  
I enjoy trying 

to solve 
complex 

problems. (3)  
o  o  o  o  o  o  

I enjoy 
relatively 
simple, 

straightforward 
tasks. (4)  

o  o  o  o  o  o  
I prefer work I 
know I can do 
well over work 
that stretches 
my abilities. 

(5)  

o  o  o  o  o  o  

I want my 
work to 

provide me 
with 

opportunities 
for increasing 
my knowledge 
and skills. (6)  

o  o  o  o  o  o  

I prefer to 
figure things 

out for myself. 
(7)  

o  o  o  o  o  o  
No matter 
what the 

outcome of a 
project, I am 

o  o  o  o  o  o  
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satisfied if I 
feel I gained a 

new 
experience. 

(8)  

Curiosity is the 
driving force 
behind much 
of what I do. 

(9)  
o  o  o  o  o  o  

I'm more 
comfortable 

when I can set 
my own goals. 

(10)  
o  o  o  o  o  o  

It is important 
for me to be 
able to do 

what I most 
enjoy. (11)  

o  o  o  o  o  o  
I enjoy doing 

work that is so 
absorbing that 
I forget about 

everything 
else. (12)  

o  o  o  o  o  o  

It is important 
for me to have 

an outlet for 
self-

expression. 
(13)  

o  o  o  o  o  o  

I want to find 
out how good I 
really can be 
at my work. 

(14)  
o  o  o  o  o  o  

What matters 
most to me is 
enjoying what 

I do. (15)  
o  o  o  o  o  o  

I am not that 
concerned 
about what 

other people 
o  o  o  o  o  o  
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think of my 
work. (16)  

I prefer having 
someone set 

clear goals for 
me in my 
work. (17)  

o  o  o  o  o  o  
To me, 
success 

means doing 
better than 

other people. 
(18)  

o  o  o  o  o  o  

I'm less 
concerned 

with what work 
I do than what 
I get for it. (19)  

o  o  o  o  o  o  
I'm concerned 

about how 
other people 
are going to 
react to my 
ideas. (20)  

o  o  o  o  o  o  

I believe that 
there is no 

point in doing 
a good job if 
nobody else 
knows about 

it. (21)  

o  o  o  o  o  o  

I prefer 
working on 

projects with 
clearly 

specified 
procedures. 

(22)  

o  o  o  o  o  o  

I am strongly 
motivated by 

the recognition 
I can earn 
from other 

people. (23)  

o  o  o  o  o  o  
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I have to feel 
that I'm 
earning 

something for 
what I do. (24)  

o  o  o  o  o  o  
I want other 

people to find 
out how good I 
really can be 
at my work. 

(25)  

o  o  o  o  o  o  

I am keenly 
aware of the 

income goals I 
have for 

myself. (26)  
o  o  o  o  o  o  

I am keenly 
aware of the 
promotion 

goals I have 
set for myself. 

(27)  

o  o  o  o  o  o  

I seldom think 
about salary 

and 
promotions. 

(28)  
o  o  o  o  o  o  

I am strongly 
motivated by 
the money. 

(29)  
o  o  o  o  o  o  

As long as I 
can do what I 
enjoy, I'm not 

that concerned 
about exactly 
what I’m paid. 

(30)  

o  o  o  o  o  o  

 
 

End of Block: Work Preference Inventory block 
 

Start of Block: Feedback introduction block 
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 The following questions provide you with the opportunity to provide feedback on the agile 
workforce platform.  
 

End of Block: Feedback introduction block 
 

Start of Block: Feedback block 

 
Q9 What do you like about the agile workforce platform? 

________________________________________________________________ 
 
 
 
Q10 Do you have any suggestions on how to improve the agile workforce platform? 

________________________________________________________________ 
 
 
 
Q11 On a scale of 1 - 10, how satisfied are you with the agile workforce platform? 

o 0  (0)  

o 1  (1)  

o 2  (2)  

o 3  (3)  

o 4  (4)  

o 5  (5)  

o 6  (6)  

o 7  (7)  

o 8  (8)  

o 9  (9)  

o 10  (10)  
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End of Block: Feedback block 
 

Start of Block: Block 6 

 
 Thank you for taking the time to complete this survey. We truly value the information that you 
have provided. Your responses will contribute to our understanding of the motivation of 
employees to participate in agile workforce projects.  
 
 
If you have any comments on the survey or the project, please leave a comment below. 
 
 
 
Q12 General feedback: 

________________________________________________________________ 
 

End of Block: Block 6 
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Interview guide Agile Workforce 
	

Introduction		

- Intern	at	Accenture	Research	/	student	at	Leiden	University	
- Doing	crowdsourcing	research	
- Consent	to	record	

Can	you	tell	me	a	bit	about	your	role	within	Accenture?		

Current	situation	

How	do	you	staff	projects	at	this	moment?	What	is	important	in	this	process?	

Have	you	used	alternative	means	of	staffing	in	the	past?	

Agile	workforce	general	

What	if	you	had	access	to	a	work	marketplace	in	which	you	could	approach	people	for	staffing	based	
on	your	specifications	within	Accenture	or	using	external	crowds.		

Would	you	consider	using	such	a	staffing	method?	Why/	why	not?	

For	what	kind	of	jobs	and	what	kind	of	people	would	you	consider	using	such	a	platform?	

What	characteristics	about	the	platform	would	encourage	you	to	use	it?	

Which	characteristics	would	stop	you	from	using	this	platform?	

Agile	workforce	platform	specific	

Show	agile	workforce	platform	

Would	you	consider	using	this?	

When	using	such	a	platform,	what	do	you	think	will	motivate	employees	to	participate	in	this	
platform?	

What	would	be	the	potential	benefits	of	using	such	a	system?		

What	would	be	potential	barriers	for	you	to	make	use	of	such	a	system?		

What	would	be	necessary	to	overcome	these	barriers?	

	


