Software Developers, Inc. has undergone significant change over the last five years.  In 1999, nearly half the staff were involved in bringing up-to-date the COBOL and ASSEMBLER applications used by long-term customers.  After the year 2000 came and went, many of these employees found that their skills were obsolete.  Some retired.  Most of them attended classes to learn new programming languages.  A small number were laid-off.  A remnant of 3 people continue to manage the older or “legacy” applications for a decreasing customer base.

The vast majority of employees are at the same level.  Because the organization is professionalized and structured around teams, there is little formal hierarchy.  The founder and CEO, Joe Brown, is the majority owner and continues to make strategic decisions.  All the rest of the employees (except the three people who support legacy systems) are organized into self-managing teams.  Each team has a designated “lead” who is responsible for meeting with the CEO and other team leads to keep everyone up to date, discuss resource allocation for current and new projects, and to get feedback regarding the progress of the six projects currently underway.  The lead is selected by the team and usually is a person with long-term experience on a variety of projects.  You should note that the legacy group does not participate in these meetings. Currently, the 45 employees are tasked as follows:

1.
9 members are working on modifying an integrated system used to manage a local university.  The contract is for $1.2 million and is in the final stages of the coding process. All of the members are working 50+ hours per week to meet the delivery goal of October 1.   The designated lead for this group is Mary Evans.  She has been with the company for 15 years, is proficient in both programming and system design, and has been a significant participant in the two largest contracts in the company’s history.  She earns a salary of $150,000 per year with profit sharing up to 20% of her salary and a long-term incentive plan.  Mary does not have a degree, but has been in the software development business for 25  years.

2.
3 members are working on a small system for a local trucking company who has decided to create its own database and route management system.  The contract is for $250k and is in the design stage.  It is likely that the group will require 2 additional people once they begin coding.  The design team is ahead of schedule and working a 40 hour week under a minimum of stress.  The lead is Bill Marx.  Bill earns a salary of $175,000 with the same bonus plan as Mary.  While Bill has been with the company for only 10 years, he has been instrumental in bringing five contracts to the company, totaling over $5 million in revenue.  Bill has a BS in Computer Science from Vanderbilt University.

3.
18 members are working with the State of Tennessee to implement a state-wide system for managing public schools.  This contract is worth $2.5 million and is in the early stages of the coding process.  Some design flaws have been noted and additional work is being done to satisfy the customer.  The coding team is undertasked at present – their work started at a lively pace, but has slowed due to the need to redesign certain components of the system.  They feel justified, however, as they expect to face severe pressure to work overtime once production resumes.  The lead is Irving Jones.  Irving has been with the company only two years, the least experience of any of the five leads.  However, he comes with impeccable credentials – he was a senior programmer on a similar project in Kansas and holds a MS in Computer Science from MIT.  Irving has a salary of $185k and his bonus is 25%.

4.
10 members are finalizing a database that includes a completely new network project for a large construction company.  The project, which carries a $300k contract, is expected to close in six weeks.  This is the most straightforward project currently in progress and involves mostly people who have the least experience and the least impressive credentials.  Two are in their first year with the firm.  While some of these people will be available to help with other projects, two members are due for a vacation and others might be needed to work on a proposed project that would require them to be in the Bahamas for six weeks.  The team lead is Mary Brown, daughter of the CEO.  Mary has been with the company 20 years, but this is her first lead.  She expects to be with the group going to the Bahamas.  Her salary is $125k; however, she owns 10% of the company and expects to step into her father’s shoes when he retires.  Mary has a degree in Information Technology Management from a local private university.

5.
The 5 remaining members are working on special projects that require only one person.  Each of the projects is small – most of the clients are old friends of the CEO.  This group consists of four members who are nearing retirement and one individual who has been with the company three years, but has had difficulty fitting in with project teams.  This worker is brilliant – she holds an MS from Cal Tech in computer engineering and an MBA from Vanderbilt.  She earns $150k, but is not on the bonus plan.  Joe asked the group to maker her the lead to try to integrate her more effectively with the other members.

6.
The three individuals servicing legacy products earn salaries of $180k each with 25% bonus plans.  They have been with the company since its founding 35 years ago.  They started out as college students looking for part-time work.  None of them ever finished their degree because one of them – Mark Hodges – landed a huge contract from his dad’s insurance company to completely computerize the entire customer database.  The three friends worked 50+ hours a week to get the product online and never looked back.  Each has a 5% interest in the company, a reward from Joe Brown after they landed and successfully completed his first major contract.  Today, however, they are relegated largely to maintaining old systems that are dying out, and maintaining the company’s internal network.  They do a lot of paperwork and often handle walk-in clients before handing them to one of the more contemporary system designers.  They work 40 hours, have weekends off, take 6 weeks vacation a year, and play golf with Joe.

All employees earn an attractive salary, ranging from $95k for the most recent hire to $200k for the individual who has been with Joe from the start.  Individuals are included in the bonus plan when they have met the following criteria:


a.
completed two projects successfully.


b.
played an instrumental role in bringing at least one contract to the firm.  


c.
served with the company at least 2 years.

Bonus plans start out at 10% of annual salary and are increased 5% (up to 25%) for each of the following:


a.
each new client/contract brought to the firm.


b.
serve as lead on a contract.


c.
five years of service.

While these criteria usually apply, there have been exceptions.  For example, Irving Jones was recruited with his current package.  He had been one of the top people at a competitor’s company when Joe recruited him. 

For the past five years, no one has been hired with the company who does not have an advanced degree (Masters) in a computer-related field.  However, most of the employees who have over 15 years experience do not have formal degrees.  They were “computer nerds” whose proficiency with software and fourth generation languages made them attractive to Joe.  

Turnover with the company had been low for most of the company’s history.  Recently, however, the company lost two of its senior people and one of its brightest young stars.  Both of these setbacks caused major projects to be delayed, resulting both in lost revenue (from failed guarantees) and increased expenses.  The company’s impeccable reputation even suffered it’s first true setback in over 10 years – the loss of a major contract from failure to deliver as promised.

Joe is convinced that his company will live or die with his employees.  He is troubled at recent events and worried that his employees might be less motivated to perform their jobs well.  As a good manager, Joe understands that he must meet his employees needs for challenge, reward, a sense of fairness, and jobs that are interesting in themselves.  Joe has hired you to analyze his situation.

1.
Use expectancy theory to analyze the motivation process as it applies to Software Developers’ Inc.  Be sure to comment in depth about each of the aspects of the theory.  Be thorough, but concise – apply your theory to one or two situations you see contained in the description provided above.

2.
Discuss equity perceptions in this company.  Do you see any problems?  What would you expect employees to do about those problems?  How would you correct the situation to enhance the perceived fairness of your system?

3.
Discuss how the company might use goal setting to improve performance and increase satisfaction.  Based in the information given, do you think the company has a formal goal setting process?  Would it benefit from one?  Give an example of a goal setting process that you think might work.

4.
Are the jobs of employees well designed?  Analyze the systems analyst job using the Job Characteristics Model.  How would you use this technique to improve the design of the job?

