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Abstract 
The purpose of this multiple case study was to explore the managerial strate-
gies that small businesses owners used to motivate and retain sales associates 
to increase profits. The study population included 4 small business owners in 
Texas who successfully implemented employee motivation and retention 
strategies. Data were collected from semistructured interviews, artifacts that 
included company websites and social media pages. The transformational 
leadership theory guided the study. Data were analyzed using Yin’s 5 steps of 
data analysis, including compiling data, disassembling data, reassembling da-
ta, interpreting data, and drawing conclusions. Three themes emerged from 
the data analysis: provide financial incentives, increase job satisfaction, and 
enhance job training. The findings showed that small business owners use the 
strategies to motivate and retain sales associates to increase business profits. 
This study’s results could contribute to positive social change by helping oth-
er small business owners implement motivation and retention strategies, 
which might enhance business sustainability. Business sustainability supports 
both local and state economies and fosters an optimum distribution of re-
sources in the community. 
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1. Introduction and Background 

Business owners and managers in the small business sector may need to under-
stand leadership strategies’ significance to improve business productivity and 
profitability. This study is organized into three sections. The first section includes 
the introduction and background, the research question, assumption, limitation, 
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and delimitations. In addition, the first section includes the significance of the 
study and a review of the academic literature. The second section comprises the 
research method and design, population, sampling, and data section. In addi-
tion, the second section includes reliability and validity. The third section in-
cludes the finding, primary contributions, application to professional practice, 
recommendations for further action, and conclusion. The small business sector 
in the United States contributes to 99.9% of the economy (Small Business Asso-
ciation [SBA], 2016). With these statistical findings from the SBA, the small 
business sectors play a significant role in enhancing the United States’ national 
economy. 

Conversely, lack of motivation can negatively impact the business. In this 
study, I explored the strategies small business owners use to motivate and retain 
sales associates to increase business profits. Motivating and retaining employees 
are critical to keeping and improving business productivity, which directly bene-
fits business profitability (Bucata & Rizescu, 2017). Motivation can also help 
small businesses to remain operable, thereby strengthening the economy. The 
purpose of this research was to explore the strategies small business owners used 
to motivate and retain their sales associates. 

Motivating employees may enable small business owners to remain competi-
tive. Small business has played a significant role in job creation and economic 
growth in the United States (U.S. Census Bureau, 2016). Successful small busi-
nesses are vital to the U.S. economy and small businesses employ 64% of the 
private workforce and provide more than 40% of private sales (SBA, 2016). 
Companies can gain a competitive advantage when employees are motivated, 
which positively influences business profitability (Kumar & Pansari, 2016). This 
study’s results might make an essential contribution to the existing body of lite-
rature by providing supportive data on employee motivation. 

1.1. Purpose Statement 

Business owners experience low employee productivity and lost profits when 
they cannot motivate and retain employees (McManus & Mosca, 2015). An or-
ganization may negatively impact productivity and profitability when employees 
lack motivation and job satisfaction (Baskar & Rajkumar, 2015). The Bureau of 
Labor Statistics (2015) indicated that the annual employee small business volun-
tary turnover rate increased from 26.8% in 2010 to 33.5% in 2014, with a nation-
al average of 22%. The general business problem is that if business owners do 
not motivate employees to reduce turnover, they may experience lost profits. 
The specific business problem is that some small business owners lack strategies 
to motivate and retain sales associates to increase profits. 

1.2. Research Question 

The central research question guiding this study was: What strategies do small 
business owners use to motivate and retain sales associates to increase profits? 

https://doi.org/10.4236/ojbm.2021.94101


B. O. Chukwu 
 

 

DOI: 10.4236/ojbm.2021.94101 1860 Open Journal of Business and Management 

 

Data derived from semistructured interview questions, Company websites, and 
documents. 

1.3. Assumptions, Limitations, Delimitations 

A researcher’s assumptions are convictions that are factual and authentic 
(Marshall & Rossman, 2016). First, I assumed that every participant that I inter-
viewed provided an honest response to each question. Second, I assumed that 
participants provided detailed information to enhance the study at the interview 
time. 

Limitations are possible weaknesses beyond the researcher’s control in a re-
search procedure (Matza et al., 2015). The use of a case study involves inter-
viewing a small population knowledgeable about a phenomenon; the findings 
generated from this confined group may not produce generalizations about an 
entire industry or geographic area. 

Delimitations consist of a study’s boundaries within the researcher’s control 
(Thomas, Silverman, & Nelson, 2015). The geographical parameter of the study 
was the State of Texas. Participants were four business leaders who have used 
motivational strategies to retain employees successfully. 

1.4. Significance of the Study 

This study may contribute to business practice by identifying transformational 
leadership strategies that business leaders have used to aid employee retention 
and build business profitability. Improved employee retention may strengthen 
consistency in business practices, enhancing business-customer relations and, 
thus, customer loyalty. Focusing on motivational factors to enhance retention 
and profitability may increase business stability and longevity, supporting busi-
ness growth. 

This study may contribute to social change by creating a work environment 
where individuals want to work, thus stabilizing family incomes and economic 
independence. Therefore, financial independence stimulates the exchange of 
goods and services, promotes business development, fuels local economies, and 
enhances employment options for local citizens. The theory guiding the study 
was transformational leadership by Burns (1978). Transformational leadership is 
an approach business leader use to raise inspiration and business performance 
and profitability through guidance and interaction between leaders and subor-
dinates to enhance employee productivity (Manning & Kurtis, 2012). 

2. A Review of the Academic Literature 
2.1. Transformational Leadership 

I selected transformational leadership theory because transformational leader-
ship offers a robust set of leadership values and idealized influence and effective, 
inspirational motivation, intellectual stimulation, and individualized considera-
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tion. The transformational leadership theory was introduced by Downtown in 
1973 and developed by Burns in 1978. Transformational leaders build relation-
ships to influence and inspire their subordinates to support organizational goals 
(Northouse, 2016; Zhang et al., 2015). Some researchers have referred to the 
transformational leader as an innovative leader who makes a difference in the 
economy, public, private, and education (Northouse, 2016; Zhang et al., 2015). 
Thus, the transformational leader provides insights in guiding company stake-
holders successfully through a process of change, and change has generated 
many opportunities in business (Malik, Saleem, & Naeem, 2016). For instance, 
the co-founder of Apple Computer, the late Steve Jobs, was an excellent example 
of a transformational leader who transformed Apple Computer and introduced a 
new iPhone that millions of people worldwide use. Steve Jobs, remembered as 
innovative, dynamic, charismatic, motivational, and inspirational, was also a 
transformational leader. Organizations are searching for leaders who are enligh-
tened, motivational, and can bring change to an organization. 

The organization’s success lies in the leader’s ability to effectively manage 
stress and address followers’ various needs (Malik et al., 2016). Malik et al. ar-
gued that every organization needs a leader who strives for the organizational 
mission, vision, goals, and objectives effectively and empowers, motivates, and 
inspires followers. Influential leaders build long-lasting relationships with all 
stakeholders. Transformational leaders treat their subordinates well and fulfill 
their employees’ needs (Bamdale, Girei, & Barwa, 2017). Further, transforma-
tional leadership helps organizations achieve the objectives more efficiently by 
linking job performance to valued rewards and ensuring that employees have the 
resources needed to get the job done. 

Additionally, transformational leaders motivate subordinates and appeal to 
their ideas and moral values by creating and representing an inspiring future vi-
sion. Abdullah and Varatharajoo (2017) indicated that transformational leaders 
motivate, inspire, and encourage their subordinates to perform beyond what the 
employees thought possible to attain organizational goals. Alatawi (2017) listed 
Burns’ four transformational leadership components as 1) intellectual stimula-
tion, 2) individualized consideration, 3) inspirational motivation, and 4) idea-
lized influence that small business owners, managers, and organization leaders 
can use to motivate their subordinates. 

2.2. Employee Motivation 

Establishing a mutually beneficial relationship between the leader and employee 
is crucial to identifying strategies to motivate employees. Organizations need to 
introduce new employees’ motivational strategies to enhance organizational 
profitability (Kushwaha & Lodhwal, 2016). Motivation is a process that rejuve-
nates employee behavior toward achieving organizational goals. The organiza-
tion leader uses motivational techniques within a productive work environment 
to enhance and improve employee productivity. 
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Organizational leaders face numerous challenges due to a lack of adequate 
leadership skills related to bolstering employee. The lack of leadership skills 
leads to decreased productivity. Organizational leaders play a significant role in 
influencing their employees positively to achieve the organization’s objectives. 
Job design is a factor that can increase workflows (Porter, Rieseny & Fields, 
2016). When employees find meaning in the jobs, they are more likely to devote 
additional effort to an organization. Porter et al. indicated that a well-designed 
job leads to innovation and internal employee motivation. The ability to moti-
vate employees should be one of the most critical factors organizational manag-
ers should employ or integrate to foster organizational growth and progress 
(Kubica & Szarucki, 2016). 

The notion of inspiration is a technique to impact employees’ behavior in the 
work process by fostering an autonomous workplace that reinforces idealism, 
thus enhancing the environment to promote free-thinking and innovation. Gu-
nasekara (2018) suggested that employee motivation is one of the most critical 
factors for organization success. Promoting a spirit of innovation, through mo-
tivational techniques, means an organization inspires their employees with some 
rewards, bonus, and other incentives to enhance organizational goals. Kuznet-
sova et al. (2017) noted that the key element in an organization is the develop-
ment of an efficient motivation strategy. A motivated employee is an organiza-
tion’s most significant asset capable of creating new value to improve its objec-
tives and improve labor efficiency. 

The development of relationships within an organization fuels motivation. A 
high-quality relationship between organizational leadership and employees plays 
a significant role in employee motivation (Malik, Wan, Ahmad, Naseem, & 
Rehman, 2015). Malik et al. argued that leaders have considerable influence on 
the motivation of the subordinates. Complex working environments are a source 
of employee stress; and stress is controllable through motivation strategies. Ef-
fective leaders should motivate their employees to achieve organizational goals 
and objectives (Çakir & Kozak, 2017). Thus, motivation is one of the critical de-
terminants of employee performance. Çakir and Kozak suggested that highly 
motivated employees exhibit higher levels of organizational commitment. In 
contrast, dissatisfied employees have an increased tendency to engage in coun-
terproductive behaviors, such as employee disengagement and employee turno-
ver. Delaney and Royal (2017) emphasized that employee motivation as a core 
component of engagement may lead to employee retention. Also, motivation 
helps employees to be proactive in moving organizational strategies forward for 
better profitability. Intrinsically motivated employees are more innovative, thus, 
solve problems more efficiently and effectively. 

Job satisfaction enhances business performance and profitability. Motivation, 
either intrinsically or extrinsically, contributes to employee job satisfaction, im-
proving productivity and profitability (Kuranchie-Mensah & Amponsah-Tawiah, 
2016). Organizations use the motivation factor as a change management strategy 
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to enhance the work environment (Kuranchie-Mensah & Amponsah-Tawiah, 
2016). Motivating employees is an excellent approach for organizational devel-
opment and improvement (Kuranchie-Mensah & Amponsah-Tawiah, 2016). 
Similarly, organizational leaders who educate employees on new technologies 
and leadership skills will improve the organization. Kang, Gun, and Lee (2016) 
added that some organizational leaders used various compensation strategies to 
boost employee morale to provide a reward in response to employee perfor-
mance. Change management creates varied outcomes, while increased individual 
motivation levels positively enhance personal and organizational performance 
(Kuranchie-Mensah & Amponsah-Tawiah, 2016). Also, rewarding employees 
prevented talented employees from voluntarily leaving the organization to pro-
mote stability, continuity, and longevity. 

Leaders play a critical role in leading their subordinates to fulfill organization-
al objectives. Leadership is a process that motivates or influences others to 
achieve positive changes in an organization, which subsequently helps increase 
the productivity and profitability of the organization (Fiaz, Su, Ikram, & Saqib, 
2017). Organizational leaders must adopt an effective leadership style to help 
stimulate employee motivation. 

Motivation as a strategy is an effective way to enhance change management 
initiatives in an organization. Motivational techniques and human resources 
management are essential assets to improve organizational profitability. Reward 
programs, such as job security, job satisfaction, and manager’s ability and attitude 
towards employees, play a significant role in employee motivation (Klopotan, 
Mjeda, & Kurečić, 2018). Zareen, Razzaq, and Mujtaba (2015) added that em-
ployee motivation is essential for accomplishing organizational goals. Organiza-
tional leaders should improve employee motivation for the good of an organiza-
tion. Furthermore, the primary source of competitive advantage for any organi-
zation is effective leadership (Zareen et al., 2015). Thus, effective leadership 
plays a vital role in the growth and better profitability of any organization. 

2.3. Employee Retention and Turnover 

Employee retention issues are a primary concern for business owners in the U.S. 
Organizations are affected by increased employee turnover (Dhanpat, Madou, 
Lugisani, Mabojane, & Phiri, 2018). As a result, business owners rigorously 
search for ways to improve employee motivation and job satisfaction to improve 
employee retention. Organizational leaders struggle with understanding what 
promotes employee retention, as various factors influence employees to remain 
with one company. Thus, employee retention, motivation, and job satisfaction 
should be a priority; creating effective retention strategies to decrease turnover is 
of paramount importance. Dhanpat et al. suggested retention relies upon com-
pensation, career advancement, job satisfaction, training, and development, 
among other strategies. Employee retention creates challenges for many organi-
zations (Anitha & Begum, 2016). 

https://doi.org/10.4236/ojbm.2021.94101


B. O. Chukwu 
 

 

DOI: 10.4236/ojbm.2021.94101 1864 Open Journal of Business and Management 

 

Employees are the most valuable assets of every organization, and organiza-
tional leaders cannot afford to lose vital talented employees. Therefore, em-
ployee turnover creates undue stress on business leaders and employees alike if 
qualified employees voluntarily leave. Many organizational leaders work to re-
tain and motivate their employees by implementing effective retention strategies, 
including various loyalty-building incentives (Anitha & Begum, 2016). Other 
factors organizations should employ include demonstrated commitment to em-
ployees and a healthy organizational culture. Motlou, Singh, and Karodia (2016) 
underscored the impact of job satisfaction and employee retention and hig-
hlighted that job satisfaction is crucial for employee retention. 

Employee retention is the primary focus of many organizations. Organiza-
tional leaders must create a healthy environment and more opportunities for 
their employees. Policies can facilitate employee’s job satisfaction by providing 
standards and pathways for resolving workplace conflicts (Motlou et al., 2016). 
In conclusion, when employees lack satisfaction with their jobs, the situation 
might force them to look for jobs where some well-established organizational 
policies protect employees’ jobs and encourage retention. Also, a lack of ade-
quate development strategies, motivation, and promotion opportunities, en-
courage employees to leave the organization. Thus, job satisfaction affects em-
ployee retention. 

Recruitment strategies may provide insights into possible retention potential. 
Sutanto and Kurniawan (2016) examined the impact of recruitment, employee 
retention, and labor relations on employee performance within the Batik indus-
try in Solo City, in Indonesia. The focus of the exploration was employee reten-
tion and profitability. Retention of employees positively influences organization-
al profitability (Sutanto & Kurniawan, 2016). A good recruitment program posi-
tively affects employee commitment, productivity, work quality, higher em-
ployee retention, and profitability. 

Employee retention requires strategic measures to encourage employees to 
extend their commitment to a business, promoting organizational stability. Re-
tention is achievable through rewards, incentives, bonuses, and other employee 
benefits. Bindu (2017) suggested that employee retention and commitment had 
become an important strategy adopted by many organizations to increase work 
performance. For instance, employee job satisfaction and motivation are essen-
tial tools to enhance employee retention. When an employee is satisfied with a 
tangible, such as pay, this may result in increased productivity and profitability; 
thus, increasing the potential for organizational goal achievement. 

Business owners have many strategies they can apply to enhance employee re-
tention. Voluntary employee turnover is a process that results from business 
owners’ or organizational leaders’ inability to ensure employee retention. Em-
ployees pay satisfaction, motivation, and a spirit of creativity and innovation 
within the organization are examples of employee retention factors. Some busi-
ness owners embrace common ethical leadership frameworks creating difficul-
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ties in motivating and retaining employees, resulting in high employee turnover 
(Nica, 2016). Some employees may leave their job because due to dissatisfaction. 
Therefore, any organization leader who wants to retain their most talented em-
ployees should consider paying satisfaction an essential tool to improve job per-
formance and productivity. Nica further highlighted that organizational leaders 
should apply effective leadership strategies to enhance employee well-being to 
reduce employee turnover. Employees’ commitment is paramount to the surviv-
al of a business, and any organization that lacks knowledge and strategy regard-
ing how to invest in employees may fail or experience reduced profits (Azeez, 
Jayeoba, & Adeoye, 2016). In addition, organizational commitment to employees 
may reduce employee turnover. 

Employee commitment or satisfaction is crucial for the efficiency, profitabili-
ty, and growth of an organization. Conversely, employee dissatisfaction may re-
sult in employee turnover. Organizational commitment, such as motivation, in-
centives, and job satisfaction, helps reduce turnover. Azeez et al. (2016) unders-
cored that employee job satisfaction leads to higher organizational commitment, 
and commitment leads to low employee intention to leave (turnover). Generally, 
commitment leads to organizational growth and increased business profits. Em-
ployee turnover is by employees who are not satisfied in their current jobs be-
cause of a lack of organizational commitment (Devi & Krishna, 2016). An or-
ganization might consider compensating their employee through different re-
ward programs, such as bonuses, training and development, and job satisfaction, 
and so forth. Devi and Krishna argued that many organizations face more sig-
nificant challenges on how to reduce employee turnover. Also, they indicated 
that human resource (HR) management practices have a considerable influence 
on minimizing employee turnover. Further, the relationship between HR prac-
tices and employee turnover in the organization is evident, and consequently, 
ineffective HR practices could lead to increased employee turnover. 

2.4. Motivating Employees of Small Business Owners 

Small businesses are essential in a global economy. Employees of small business-
es play a crucial role in delivering innovative quality products and services, 
which results in customer satisfaction (Vlacsekova & Mura, 2017). Small busi-
ness owners should use effective strategies to enhance employee motivation. 
Group motivation incentives can apply when collaboration is a requisite of per-
formance and workplace harmony. Business owners might consider increasing 
employee involvement in decision-making processes and career advancement op-
portunities, rewards, or bonuses (Vlacsekova & Mura, 2017). Employees should 
gain encouragement to be creative and innovative. They should receive periodic 
positive and corrective feedback and recognize accomplishments such as a fi-
nished project, reaching sales goals, or providing excellent customer service. 
Viacsekova and Mura concluded that small businesses should apply Maslow and 
Herzberg’s motivational factors, which implied that many factors motivate em-
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ployees. Business owners have the responsibility to implement an effective strat-
egy for employee motivation. 

Thus, effective employee’s motivation will lead to adequate job performance 
and customer satisfaction. Rozman, Treven, and Čančer (2017) suggested that 
small business owners should design jobs or create a good workplace environ-
ment to reduce employee stress and implement motivational strategies that 
would lead to employee satisfaction and improved profitability. Furthermore, 
small business owners operate in a competitive climate globally (Rozman et al., 
2017). Thus, employee job satisfaction is of paramount importance for business 
performance and efficiency. Poor management practices in the diverse workplace 
can negatively influence employee job performance (Rozman et al., 2017). For 
example, when employees experience stereotypes or prejudices, this action re-
duces employee morale and performance. 

For effective and successful business improvement, Rozman et al. (2017) sug-
gested that business owners should adopt diversity in the workplace and moti-
vate their employees to boost organizational performance. Kubica and Szarucki 
(2016) highlighted the importance of motivating employees as a critical factor 
for business success, which ideally involves the integrated motivational strategies 
for work performance. For example, financial and non-financial incentives are 
essential motivators. Also, education, training, and career development are other 
factors that would improve employee motivation. Business owners or manage-
ment should emphasize using effective strategies to promote and enhance em-
ployee motivation to increase business profitability and growth. 

2.5. Leadership, Employee Communication,  
and Motivation Strategies 

Employees are one of the most critical stakeholders and significant to the organ-
izations’ effectiveness and success. Management must map out practical ap-
proaches such as employee organizational relationship (EOR) strategies. The 
values of internal communications have improved and enhanced relationships 
with employee engagement and motivation (Kang & Sung, 2017). Excellent em-
ployee communications could produce quality employee relationships and target 
employee behaviors to the organizational vision. For instance, employees who 
receive positive performance feedback tend to exhibit motivation and maintain 
trusting relationships with the organization (Kang & Sung, 2017). Additionally, 
certain internal organizational practices, such as regular and transparent com-
munications with employees, associate with good employee-corporate relation-
ships. Similarly, the effectiveness of internal communication is a leading indica-
tor of small or medium-sized organizational success. 

Communication satisfaction is an essential element in a well-functioning 
business. When employees come from diverse cultures, understanding cultural 
diversity might pose challenges in developing a productive business relationship 
(Jalalkamali, Ali, Hyun, & Nikbin, 2016). Communication among staff and 

https://doi.org/10.4236/ojbm.2021.94101


B. O. Chukwu 
 

 

DOI: 10.4236/ojbm.2021.94101 1867 Open Journal of Business and Management 

 

management plays a crucial role in job satisfaction (Jalalkamali et al., 2016). 
Communication is one of the most critical approaches by management (Bucata 
& Rizescu, 2017). Being a corporate leader does not only mean to rein in busi-
ness, but more importantly, to coordinate employees, leadership skills, and 
communicate more effectively help facilitate progress toward job performance 
(Bucata & Rizescu, 2017). Employees’ effective communication and motivation 
may help the organization perform effectively in achieving beneficial results 
(Bucata & Rizescu, 2017). Also, to enhance team dynamics, managers should 
bridge gaps between team members of the organization through purposeful and 
active communication. Through better communication, organizational activities 
may generate success, which could also improve job satisfaction and perfor-
mance. Therefore, effective communication should facilitate the relationship 
between leaders and employees to establish a better workplace environment. 
Manager communication with the employees should be a top priority for man-
agers in achieving company goals and objectives. Employee participation is cru-
cial to engaging in the organizational decision-making process, communication, 
and teamwork to impact job satisfaction (Avani & Gulzar, 2016). Employee par-
ticipation and open communication are essential to provide the platform to 
share their ideas in a team setting, with collective experience and knowledge, 
which may motivate employees. Lee, Lee, and Sohn (2017) pointed out that or-
ganizational communication generally provides employees with accurate corpo-
rate information and opportunities to affect the administrative decision-making 
process. In these cases, organizational communication reduces the uncertainty 
related to employee tasks. Effective communication can lead to positive em-
ployee-level outcomes. 

Communication with managers and other workers enables employees to affect 
the organizational decision-making process, cooperate, and coordinate work 
projects positively and effectively. The way a leader communicates with employees 
affects their motivation toward the work commitment (Gutierrez-Wirsching, 
Mayfield, Mayfield, & Wang, 2015). Thus, communication is a vital component 
of good leadership. Influential leaders know that only by opening to people and 
sharing valuable information they can obtain input from employees. However, 
effective communication and motivation strategies improve employee perfor-
mance (Gutierrez-Wirsching et al., 2015). Job satisfaction, inspirational leader-
ship, employee motivation, and positive communication with employees, was 
beneficial to organizational success (Justin, Kaitlynn, Bharat, & Jitendra, 2017). 
Additionally, a company’s leaders’ ability to provide regular and helpful feed-
back and positive communication to employees is the basis for effective man-
agement (Justin et al., 2017). A leader’s feedback conveys in an impolite way to 
subordinates, might lower employees’ morale, and, consequently, may result in 
employees searching for new jobs. 

Communication and motivation through reward and recognition, training, and 
development are crucial elements in executing leaders’ strategies to reach goals and 
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objectives. Employees have been the primary driver and resource that benefits or-
ganizations by contributing to decision-making strategy formulation, translating, 
and communicating the strategy into operational practices (Thanyawatpornkul, 
Siengthai, & Johri, 2016). For effective workflows and efficiency, leaders and 
managers must share the plans for simple concepts or ideas to employees and 
relate them to their various daily work activities. Leaders and managers must 
demonstrate the leadership philosophy and act accordingly for the progress of 
the organizations. For example, during strategy execution, communication is a 
continuous process, achievable through regular meetings, posters, emails, new-
sletters, Intranet, broadcasting, and special events. 

Effective two-way communication is critical in translating strategy into ac-
tions, from corporate to business units to frontline employees. Effective and effi-
cient communication creates a vibrant and healthy environment in organiza-
tions. Well-informed communication might lead to new knowledge and ensure a 
better understanding of leadership strategies and direction. However, a company 
must provide an environment where everyone is free to communicate openly, 
without fear, and support an organization’s strategy in obtaining favorable out-
comes. Additionally, transparent, and effective communication rules are of im-
portance to complete tasks. 

3. Research Methodology 

A multiple case study was more appropriate for this study than a single case 
study design because using a single case study would produce some insight. At 
the same time, it might create biases that may result in a deficiency regarding re-
liability, dependability, validity, credibility, and confirmability. Yin (2016) ar-
gued that two or more evidence examples are more representative than a single 
case study. Each organization may operate differently and may offer unique 
strategies to establish a competitive edge. A multiple case study may give re-
searchers an opportunity and flexibility to gather various information from dif-
ferent participants about the strategies small business owners use to motivate 
and retain sales associates to increase profits. The multiple case study design al-
lows researchers to collect data from various sources to gain access to the evi-
dence and understand the phenomenon under investigation (Yin, 2016). Using a 
case study design allowed me to use interviews, documentation, and physical ar-
tifacts to gain narrative explanations on small business owners’ decisions on 
strategies they use to motivate and retain their sales employees to increase profits. 

3.1. Population and Sampling 

This study’s population consisted of leaders of four small businesses located in 
Texas who have applied various strategic approaches in employee motivation 
and retention. A researcher must ensure that all participants satisfy specific eli-
gibility criteria and possess the ability to answer the researcher’s question when 
applying purposive sampling (Galvin, 2015). I purposefully selected participants 
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who were 1) small business owners, 2) had successfully motivated and retained 
employees, and 3) agreed to participate in this study. A reasonable sample size is 
10 to 12 participants (Apostolopoulos & Liargovas, 2016). Saturation was 
reached with four participants. Sample size should allow the researcher the best 
opportunity to reach data saturation (Fusch & Ness, 2015). Galvin (2015) stated 
that a critical element in upholding validity within research is for the researcher 
to achieve data saturation. Fusch and Ness (2015) indicated researchers reach 
saturation when the addition of new data provides no additional information. I 
did select participants that met the eligibility requirements to participate in this 
study. The researcher should select participants who know and experience the 
phenomenon and provide general and detailed data (Apostolopoulos & Liargo-
vas, 2016). Each participant had a thorough knowledge about successful strate-
gies to motivate and retain employees to increase profits. The successful strate-
gies included financial incentives, increased job satisfaction and they provided 
enhance job training. 

Additionally, I used purposeful criterion sampling for this study because it 
aligned with my intent to conduct a qualitative multiple case study. A research-
er’s goal of using purposive sampling is to have participants yield the most criti-
cal, relevant, and plentiful data on the study’s topic (Yin, 2016). Marshall and 
Rossman (2016) found that purposeful participant selection can assist the re-
searcher in addressing the research question. If the original candidate pool had 
drained and I did not reach saturation, I would have applied snowball sampling 
to access other potential participants who met the criteria to exhaust the inter-
view process (Fusch & Ness, 2015). 

3.2. Data Collection Instruments 

As the researcher, I was the primary data collection instrument in this study. 
Additional instruments included semistructured interviews questions, pencil 
and paper for recording nuances, a tape recorder, and interview protocol. The 
use of an interview protocol guides the interview process ensuring all questions 
and asking questions, remains consistent to enhance the reliability of the re-
search. I conducted semistructured interviews with owners of four small busi-
nesses in Texas State. Yoke-Mui, Ahmad, and Nabavi (2016) stated that semi-
structured interviews allow for a thorough investigation of the business problem. 
Khan (2016) argued that the qualitative semistructured interview technique is 
popular among qualitative researchers. 

Furthermore, open-ended probing questions help obtain detailed responses 
from the interviewees (Ozer & Douglas, 2016). The data collection process in-
volves a series of activities, including gaining permission, conducting sampling 
strategies, engaging in interviews, recording, and sorting data, and resolving 
ethical issues that may arise (Yin, 2016). A researcher provides the data inter-
pretations to the participants to member check each contribution to ensure in-
formation collected is accurate, and if not, the researcher will alter the data to re-
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flect the intentions of the participant; this process enhances the validity of the 
research process (Moreland & Apker, 2015). 

3.3. Data Organization Techniques 

Morrison, Clement, Nestel, and Brown (2016) suggested that qualitative research-
ers frequently use primary data collection methods such as semistructured 
face-to-face interviews, telephone interviews, questionnaires, and audio-recording. 
The advantage of using face-to-face interviews in a case study is that face-to-face 
interviewing is more direct and straightforward (Gadalla, Abosag, & Keeling, 
2016). The researcher gains a valuable understanding of the problem and de-
velops rapport, trust, and understanding between the researcher and intervie-
wees. 

Conversely, a disadvantage of the face-to-face interview is potential bias if the 
researcher inadvertently influences the results by infusing incorrect inferences 
(Yin, 2016). To avoid or reduce the data collection’s personal bias, I used mem-
ber checking to avoid misinterpretation of the interview transcripts. Member 
checking is a method to share a participant’s interview data with the participant 
to establish the interview data’s accuracy (David, Hitchcock, Ragan, Brooks, & 
Starkey, 2016). Another disadvantage of using face-to-face interviews in data 
collection is that the environment or the interview place might be a source of 
distraction if not controlled well by the researcher (Gadalla et al., 2016). I ap-
plied member checking techniques to mitigate bias, increase trustworthiness, 
and follow the necessary steps as planned. Klenke (2016) highlighted that inter-
views are the most popular method of collecting data in qualitative research. I 
used an interview protocol was to ensure each interview conforms to the re-
quirements for a case study. The interview protocol helps increase the reliability 
of the research process. Researchers use in-depth interviews to collect data that 
are impossible to gather from common observation (Cairney & St. Denny, 2015; 
Kihn & Ihantola, 2015). 

A researcher can use a telephone conference for interviewing the participant 
where face-to-face meetings are not possible. During the interview process, the 
interview with each participant took approximately about 30 minutes. The use of 
an interview protocol, a step-by-step approach to guide the interview process, 
will ensure the researcher stays within parameters to ask questions and helps the 
researcher treat each interview in the same manner (Yin, 2016). The interview 
protocol contains the interview questions directing the interviewer through the 
interview process (Chen & Mykletun, 2015). I used an interview protocol to en-
sure consistency in the interview procedure. The use of a recording device 
helped record interviews, and wearing a watch was to ensure the interviews 
stayed within the planned time limits. I used a pencil and paper approach to take 
notes during the interview proceeding as a suitable tool to capture subtle 
nuances. My strategy for data collection was to transcribe the recorded data into 
a Microsoft Word and Excel spreadsheet. 
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I asked open-ended and probing questions to gain a comprehension percep-
tion of the business problem. As a result, I gained a deeper understanding of the 
strategies small business owners use to motivate and retain employees to in-
crease business profits. I encouraged participants to respond to the interview 
questions honestly and openly. I used an audio-recorder with the participant’s 
permission to record the interview sessions and supplement with other company 
archival documents, such as sales reports. 

3.4. Data Organization Techniques 

I used a notebook to write down the date, time, and other vital information 
about the interview. Reflective journaling is essential to the data organization 
process and contains field data related to the information collected. Researchers 
must organize, format, and arrange all interview data properly secured to main-
tain the confidentiality of every participant’s information (Brennan & Bakken, 
2015; Yin, 2016). Each research participant was assigned a unique pseudonym 
and labeling format for distinguishing each participant’s contribution and pro-
tecting the interview process’s integrity. I labeled any electronic files of the inter-
view data with the participant’s pseudonym, P1, P2. Marshall and Rossman 
(2016) recommended labeling and categorizing data for consistency to protect 
the participants’ confidentiality. 

3.5. Data Analysis 

Gill et al. (2016) argued data analysis is a process for making sense of data. The 
use of methodological triangulation ensures the study includes an exploration 
using multiple lenses, such as interview data, documentation, and physical arti-
facts (Yin, 2016). Before analyzing the collected data, I organized the information 
from the various sources, interviews, documentation, and artifacts. I also reviewed 
the related literature that supports and refutes research concepts, which draw on 
the conceptual framework to ground the study within a research context. 

I engaged in the data analysis process by coding the collected data, hig-
hlighting key ideas and terms, and keeping a count of the data frequency. I 
opted to use pencil and paper analysis instead of software as both approaches 
provides the same outcomes. Still, I was more interested in coding and clus-
tering as a ‘hands-on’ process, as opposed to a software tabulation of frequen-
cies. Data analysis involves two distinct processes, data reduction and data 
interpretation (Marshall & Rossman, 2016). The purpose of data analysis is to 
make meaning out of raw data. I manually transcribe the collected data, or-
ganize the data through coding and clustering, and develop themes from the 
patterns evolving in the data. The process of thematic analysis involves cap-
turing repeated ideas and terms. The process eventually and ideally leads to a 
clear summary of the findings applicable to the research process’s goals and 
intentions. 
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3.6. Reliability and Validity 

In qualitative research, reliability and validity are crucial to ensure the trustwor-
thiness of an investigation. Reliability indicates the consistency of the research-
er’s approach (Marshall & Rossman, 2016). Researchers must pursue trustwor-
thiness and dependability by truthfully specifying the data gathering and data 
analysis processes and results (Webster, Brown, Mathew-Maich, & Patterson, 
2016). I used an interview protocol because a researcher can use the interview 
protocol as a guide for the interview to mitigate misunderstandings and preju-
dices and ensure the researcher reliably employed the same data collecting pro-
cedure and analysis. The qualitative focus is upon the credibility of evidence col-
lected and a conclusion reached (Parker & Northcott, 2016). 

Dependability in qualitative study ensures that audiences can rely on the re-
search discoveries and follow the researchers’ specific research techniques in 
conducting the research (Marshall & Rossman, 2016). To establish dependability 
in a case study, researchers apply consistent interview and analysis strategies. A 
part of this process is using an interview protocol to ensure alignment with the 
central research question and applying a consistent approach to analysis through 
appropriate coding, clustering, and theme development, consistent with a case 
study approach. The application of triangulation of multiple sources of data can 
enhance the study’s reliability and enable the researcher to explore a business 
problem through multiple lenses. The researcher can also establish dependability 
by utilizing a triangulation technique, such as reviewing existing company do-
cumentation or website information (Fusch, Fusch, & Ness, 2018). Dependabili-
ty develops through repetitively conducting interviews, gaining a breadth of 
responses, and identifying both common and less common responses to explain 
business strategies. Dependability develops through consistency, diligence, and 
confirmation that all information collected is accurate. Member checking with 
each participant helped to ensure data was accurate and interpreted as the par-
ticipant intended. 

Kawasaki, Kojima, and Akamatsu (2016) indicated that research validity en-
sures research finding is both credible and confirmable. Researchers use data 
saturation, member checking, and recorded data to validate research findings in 
qualitative research (Hussein, 2015). A researcher reaches data saturation when 
there is no additional information from data collected during the research and 
interview procedure, and at that point, the interview process stops (Fusch & 
Ness, 2015). 

The primary objective of qualitative research is to reduce researcher bias 
through research designs. A case study’s validity involves having clear evidence 
of credible and confirmable information for data interpretation. The confirma-
bility evolves through methodological triangulation of various data sources, such 
as interviews, member checking, and companies’ achieved documents (Nelson, 
2016). I used a combination of these validation techniques to demonstrate credi-
bility. 
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Credibility in research using an interview protocol, audit trail, member 
checking, saturation, and triangulation enhances trustworthiness (Gonzalez, 
Rowson, & Yoxall, 2015). Credibility depends more on the richness of informa-
tion gathered than the volume of data collected (Fusch & Ness, 2015). Qualita-
tive research findings are based on more than one data collection method that 
enhances the study’s validity and credibility (Roulston, 2016). Researchers use 
member checking to allow participants to approve, correct or extend the re-
searcher’s interpretation of the experiences recorded in the interview transcript 
(Marshall & Rossman, 2016). Member checking is useful for the preliminary 
performance of interview data for accuracy. Data triangulation is another po-
werful technique that facilitates data validation through verification from two or 
more sources. Triangulation is a method researcher uses in a case study to check 
and establish validity to arrive at consistency across data sources (Baillie, 2015). I 
conducted member checking and triangulation processes. Data sources for the 
study were semistructured interviews, company documents, and archival 
records. The use of more than one procedure was to confirm that data analysis is 
credible and trustworthy (Kornbluh, 2015). 

Confirmability connects to the participant’s authentic reflections without the 
researcher’s perspective interfering with the research outcomes (Hays, 2016). 
Confirmation requires the comparison of data gathering from multiple sources 
through verification of data. Validating the research study using multiple data 
sources will help assess the confirmability of the findings (Hussein, 2015). Re-
searchers ensure confirmability by verifying findings to ensure that the results 
accurately reflect the participant’s experience and understandings (Bloomberg & 
Volpe, 2015). I used the interview protocol, data triangulation, data saturation, 
and member checking, which enhance confirmability. 

4. Findings 

Through interviews with four small business owners who successfully motivated 
and retained talented employee, I identified three themes and presented them in 
the following pages. The interviews lasted approximately 30 minutes each. The 
conceptual framework that I used was transformational leadership theory 
(Burns, 1978). Burns introduced inspirational motivation as a motivational fac-
tor that enhances subordinates’ efforts to achieve an organizational goal; a leader 
who motivates and gives rewards to their followers improves employees’ efforts 
to increase profits (Northouse, 2016). The conceptual framework aligns with ex-
isting literature and themes generated in the findings. Each theme suggested a 
transformational strategy a small business owner can use to motivate and retain 
their sales associate to increase business profits. I also reviewed available infor-
mation from the company websites and social media and direct observation. 

Table 1 shows the demographic information about the four small business 
owner participants. All four interviewees had a combined total of 58 years of ex-
perience as business leaders in Texas’s small business industry. 
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Table 1. Demographic information about the small business owners. 

Characteristics Case 1 Case 2 Case 3 Case 4 

Business Owner: Code name P1 P2 P3 P4 

Age 49 60 35 46 

Country of birth Nigeria Nigeria USA USA 

Highest level Masters’ Bachelors’ Bachelors’ Doctorate 

Education Degree Degree Degree Degree 

Length in current Organization 20 16 12 10 

Years of experience as Small business 
owners 

20 16 12 10 

 
The findings showed the strategies small business owners use to motivate and 

retain sales associates to increase business profits. The interview questions’ an-
swers provided a conceptual framework, literature review findings, and triangu-
lation, which helped me identify themes during data analysis. 

Theme 1: Provide Financial Incentives 
Motivation is the process that contributes to employees or individuals in the 

effort toward attaining a goal (Novianty & Evita, 2018). Business leaders use fi-
nancial incentive programs in various forms of direct compensation beyond sal-
ary to increase employees’ motivation toward achieving organizational goals and 
improve performance (Novianty & Evita, 2018). The participants in this study 
P1, P2, and P3 agreed that employees’ motivation through various financial in-
centives would contribute to employee’s retention. 

A fundamental employee need is to be paid well for hard work. The exchange 
between labor and adequate pay has long been the standard of reinforcement at 
work. Many employees will argue little else matters beyond good pay. Arguably, 
pay, with any additional incentives, works to motivate employee retention. Pay 
incentives, praise, bonuses, and any other form of recognition go a long way to 
strengthen the psychological contract between an employer and employee. In 
this study, the organizational leaders all agreed on adequate pay’s vital nature, 
underscoring that low income is generally an excellent incentive to leave an or-
ganization. Employees who leave due to inadequate compensation will likely 
gain meaningful employment with the competition, strengthening a different 
business that will inevitably create challenges for all other businesses struggling 
to remain active in the competitive market. Treating employees well ensures fair 
access to the competitive market and leads to employee longevity, increased 
customer loyalty, and more significant business sustainability. A satisfied em-
ployee, resulting from being appropriately paid, may prove to open communica-
tion lines, and secure an employee for a longer term of employment. 

Nemeckova (2017) suggested that financial incentives, such as pay increases, 
pension schemes (401 k), and other bonuses are significantly crucial to organiza-
tions to improve employee motivation and retention in the workplace. Addi-
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tionally, Nemeckova argued that when employees display a sense of happiness 
and satisfaction, it will increase their morale, work performance, and productiv-
ity level. Well-motivated employees perform better, and the organization with 
such employee attributes has a higher efficiency in achieving the company’s ob-
jectives and goals (Krstic, Obradovic, Terzic-Supic, Stanisavljevic, & Todorovic, 
2019). Transformational leadership was the conceptual framework for this study. 
Researchers have defined leadership differently. Ming, Tee, and Hua (2018) 
stated that a leader is an individual who could influence his or her subordinates 
to achieve the goal and vision of the organization. A transformational leader can 
influence and enhance followers’ morale, motivation, and job performance 
(Ming et al., 2018). A motivational strategy relates to the dynamic force to sti-
mulate individual behavior. Some leaders bring a significant positive change in 
their followers and organizations by using inspirational and individualized mo-
tivation to achieve more exceptional results (Busse & Czekala, 2018). 

All four participants explained that the transformational leadership style inspired 
and motivated employees to achieve various organizational objectives. Some busi-
ness leaders and managers use incentives to encourage and influence employees for 
optimal profitability, increased productivity, and employee retention (Ming et al., 
2018). Northouse (2016) argued that business leaders might achieve organizational 
success using financial incentive programs with the employees. Table 2 contains 
the participants’ statements about employee motivation and incentives programs. 

Theme Two Job Satisfaction 
All four business leaders acknowledged employees’ job satisfaction as a critical  

 
Table 2. Theme 1: provide financial incentives. 

Participant Comments 

P1 We give bonuses and other incentives that can motivate employees’ performance. 
Ultimately, this process also enhances the cordial relationship between employees and 
our customers. It is a strategy that helps build a relationship with our clients. 

P2 As part of incentives, we train our employees, as well as inviting Outside professionals 
to coach our staff on other effective methods of improving their job performance in our 
company. Sometimes, I take my staff out to meeting clients face-to face in the field to 
demonstrating and establishing good customer service representation that could bring 
better workplace performance. 

P3 In our organization, employees are compensated through various incentives programs, 
such as salary increases, bonuses, team trips, and outings where everyone comes 
together to have fun! At the same time, we use that opportunity to get to know one 
another on a personal level. Our company is like a family that have each other’s back, 
and we see this approach as part of our company’s culture that increases our company 
growth. 

P4 Incentives program help in motivating staff. We have what we called “Happy Hours” 
where all the staff members come together for dinner and have some fun. Also, we have 
a big Christmas party every year; and this year 2019, I am taking my staff for our tenth 
anniversary out of town to have a good time together. I try to motivate my employees 
the way I want to be treated, and I do motivate them positively, which does enhance 
workplace performance in my company. 
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component motivating people to perform effectively in the workplace. P4 stated 
that he does not have a survey to measure performance. However, they provide 
6-month evaluations with both employers’ and employees’ feedback. P4 also said 
he used internal feedback as a vital tool that helps build a good relationship be-
tween employers and employees. P3 indicated that the workplace environment 
influences employee productivity and job satisfaction. 

In this study, all participants indicated that a critical factor in their organiza-
tions’ success was their effort to draw the best from employees through guid-
ance, open communication, and reinforcement. Good communication recipro-
cated between organizational leaders and the various stakeholders in the com-
pany genuinely helped create bonds characterized by mutual admiration, leading 
to a desire to perform well, improve productivity, and care about outcomes 
within the company, ultimately establishing a greater sense of job satisfaction. 
Employees demonstrated they had a stake in the organization’s success and, if 
rewarded, recognized, and understood by leadership, would act reasonably, and 
remain committed to the organization. Employers require a great effort to foster 
a healthy relationship with employees to develop a mutually respectful and 
trusting relationship, characterized by improved employee retention and a cul-
ture of unity within the company. A key element of job satisfaction results from 
careful attention and measuring of factors that contribute to job satisfaction, 
such as infrequent absenteeism, eagerness to complete work tasks, frequent posi-
tive feedback, expedited resolves as issues arise, and an individualized approach 
to personal communication. All efforts on behalf of leadership to strengthen a 
mutual commitment to the company, enhanced by job satisfaction, will help 
keep a company thriving within a competitive marketplace. 

A well-designed workplace attracts people to the business. Wnuk (2017) 
found that employee job satisfaction offers small business owners and manage-
ment staff the ability to structure the work environment. The most valuable, loy-
al, and experienced employees are retained for a more extended period. Wnuk 
argued that job satisfaction increases employees’ effectiveness and decreases em-
ployee turnover intention. Huang and Chih-Hao (2016) ascertained that job sa-
tisfaction and other rewards should be a powerful tool in sharpening employees’ 
attitudes toward workplace performance. Job satisfaction is a complex construct, 
and several types of relationships form job satisfaction. Low job satisfaction may 
be a negative factor in employee turnover (Huang & Chih-Hao, 2016). Valaei 
and Jiroudi (2016) agreed that job satisfaction positively influences employees’ 
high productivity and retention. Job satisfaction and performance are useful to 
employees’ development, and business leaders and management should provide 
a plan that could enhance employee job satisfaction for the overall success of the 
organization (Valaei & Jiroudi, 2016). 

Some business leaders use job satisfaction techniques to establish a better 
working atmosphere to increase employees’ morale and job performance. All 
four participants, P1, P2, P3, and P4, agreed that employee’s job satisfaction 
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helped improve business growth and profitability. Table 3 includes direct state-
ments from each participant related to employees’ job satisfaction. 

Theme 3: Enhance Job Training 
Job training gives employers and employees advantages for successful en-

gagement of business operations. All four participants in this study stated that 
job training is good for business improvement. Lin and Hsu (2017) found that 
on-the-job training and expanding the employees’ learning experience should 
encourage business leaders to promote a healthy workplace environment. 
On-the-job-training could enhance employees’ knowledge and improve the or-
ganization’s profitability (Lin & Hsu, 2017). Lin and Hsu argued that on-the-job 
training could enhance employees’ organizational commitment and reduce em-
ployees’ turnover intention. Also, motivating and retaining employees could in-
crease the economic growth of the organization. Equally, on-the-job-training 
could also reduce accidents on the job and promote workplace safety and har-
mony to increase job satisfaction. A business leader who applies appreciative in-
quiry to identify each employee’s needs, particularly as it relates to training, with 
the intent of preparing the employee to grow in the company, is a tremendous  

 
Table 3. Theme 2: increase job satisfaction. 

Participant Comments 

P1 I study employees’ job satisfaction on an individual bases and use of questionnaires. On 
individual basis, I studied each employee on through their attendance to work. For 
instance, if they are happy, I believe they should be coming to work regularly to come 
and do their job. Likewise, when they are not coming on a regular basis, it means 
maybe something is wrong; either they are not satisfied with the job, or they are going 
through some emotional problem. On the other hand, sometimes, I gave out 
questionnaires to my staff to fill-out and to evaluate them. Through their response, I 
will know which areas to improve and assist them. 

P2 Sometimes, the way my employees come to work; for example, showing up early to 
work and immediately starting to book up some appointments with clients to show 
that they are happy and satisfied in their job assignment. Also, I train my staff to 
improve performance. With the flexibility and independence of my staff, they feel 
satisfied to work in my company. 

P3 Well, one example of employee job satisfaction is job security, good pay, and a good 
environment. A place you are doing your business matters a lot. For example, this 
office we are sitting in now, we just moved in here not long ago, it is a very conducive 
environment for the staff and our clients. Since we moved in here, employees are happy 
and satisfied, and we are making progress in our business. Also, we compensated our 
staff with salary increases, bonuses, and team trips, which makes them happy working 
in our company as well as retaining them. 

P4 We do six months evaluations on our staff. Though, we do not do a survey or 
questionnaire, something we should be doing. However, we do ask our staff for some 
directives or opinions about our progress, and we expect feedback from them. We see 
internal feedback as a vital tool that helps us build a good relationship between the 
employers and employees. A lot of employees feel a sense of belonging and satisfaction 
when they have a good relationship with the employers. Also, we train our staff and 
increase their salary to motivate them. Through motivation, it helps to increase 
employees work performance. 
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incentive to remain with the company. The organizations involved in the study 
offered a range of incentivized training options for employees, including trade 
preparation and other educational programs such as degree offerings in ex-
change for a commitment to stay with the company. These incentives help pre-
pare the employee for the current workforce while providing the employee with 
competitive skills that aid in career building within the company and beyond. 

A key element in offering job training is to help secure a commitment from 
employees to support their academic and training growth while contributing to 
the company’s credentials, essentially benefiting both parties to advance their 
interests. Ideally, both parties recognize this and work collaboratively toward 
their joint interests. Participant P1 indicated that the use of modern technology, 
such as the internet, email, conference calls, and webinars, helps improve em-
ployee’s job training more effectively. Participant P2 added that he trains his 
employees as well as invites outside professionals to educate and coach his staff 
on the new market techniques. Park, Hye-Seung, and Eun-Jee (2018) suggested 
that business leaders and managers should support and promote employee mo-
tivation and on-the-job training to enhance employee knowledge, gain more 
confidence, skills, and experience necessary to work more competently. Organi-
zational leaders expect that any knowledge and skills acquired through job 
training will transfer to the workplace, resulting in increased and improved job 
performance. 

Park et al. (2018) confirmed that job training has positive outcomes for orga-
nizational productivity. Thus, with increased employee engagement in organiza-
tional development activities, the more this knowledge aids in employee produc-
tivity. Demiral (2017) pointed out that employees’ training can significantly in-
fluence an organization’s success through different models, such as learning in-
novation, employees’ motivation, and retention. Demiral listed some of the ad-
vantages of employees’ job training as 1) improved productivity, 2) increased job 
satisfaction and career advancement, and 3) increased motivation. Another ben-
efit of job training, as explained by Demiral is that small businesses or larger or-
ganizations investing in employees’ training programs can gain a competitive 
edge compared to their counterparts with no training services. Consequently, 
this competitive advantage is achievable by transforming the organization into a 
learning organization and environment, teaching and training the workforce for 
long-term sustainable competitiveness, and increasing employees’ skills. 

Demiral (2017) and Ocen Francis and Angundaru (2017) stressed that job 
training raises the potential for increased profitability. The authors further ar-
gued that due to the rapidly changing business model and the current expansion 
of the global economy, technologies consistently enhance organizational training 
initiatives. P1 said that in his business, he teaches his staff about the e-commerce 
business, and they use modern technologies in their business operations. P2 
echoed the advantages of job training and stated that he teaches his staff on the 
new scope of their business model and invites other professionals to coach his 
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employees on the latest market techniques. P3 stated that as a business leader, 
you must train and retain your staff because they are the company’s active rep-
resentatives, which could lead to keeping them for an extended period. P4 hig-
hlighted that employees’ job training is an excellent technique to improve busi-
ness productivity. Regardless of cost and resource use, job training remains 
beneficial to business performance. Table 4 consists of a summary of the state-
ments made by each participant on enhance job training. 

Application to Professional Practice 
The result of this study could assist current and future small business owners 

in executing strategies to motivate and retain their sales associates to increase 
business profits. The results exposed three themes: 1) provide financial incen-
tives, 2) increase job satisfaction, and 3) enhance job training. One tenet of 
Burns (1978) transformational leadership theory was inspirational motivation, 
which implied that leaders communicate a commitment to a shared vision of the 
organization (Northouse, 2016). Some small businesses have closed due to lea-
dership failures. Business leaders should apply strategies that can inspire, moti-
vate, and enhance followers’ self-interest, to achieve their vision and objectives 
(Ugwu, Enwereuzor, & Orji, 2016). 

This study’s specific business problem implied that some small business own-
ers lack strategies to motivate and retain their sales associates to increase busi-
ness profits. Business leaders must commit to their subordinates’ needs, empo-
wering, engaging, encouraging, and rewarding them for achieving beyond what 
is expected (Ugwu et al., 2016). In general, a leader is an individual who has the 
ability or can influence, motivate and contribute to the effectiveness of the group 
or organization, to improve performance (Marcoux, Guihur, & Koffi, 2016). 

 
Table 4. Theme 3: Enhance job training. 

Participant Comments 

P1 Use of innovative technology is important in today’s business. As an entrepreneur 
(business owner), I teach my employees about e-commerce business. Use of 
technology has helped us to create a flexible work environment and increase 
workplace performance. For example, software services, Skype video and conference 
calling, internet, email, webinars are important tools that have helped us in our 
business operations. 

P2 As, the business owner, I do train my employees, as well as inviting and outsourcing 
professionals who come and help teach and coach our staff on a better strategy and new 
market techniques to improving our services on the day-to-day operations of our 
business. 

P3 We train and retain our staff properly because they are the representatives of our 
company. Also, training them will help to retain them for a longer period. We train our 
employees for optimal performance in all areas of our business operations. 

P4 The, biggest issues, first, retention cost so much money to train employees. Though, 
recently, we trained one staff into a new position with salary increased. We try to 
advance within our company when possible, that is giving promotion to those who 
merit it. 

https://doi.org/10.4236/ojbm.2021.94101


B. O. Chukwu 
 

 

DOI: 10.4236/ojbm.2021.94101 1880 Open Journal of Business and Management 

 

Leaders who display transformational leadership traits effectively change em-
ployee behavior to achieve organizational goals (Kim & Shin, 2017). Kim and 
Shin further argued that transformational leaders motivate employees through 
incentive benefits. As noted in the findings motivating employees through in-
centive programs would improve workplace performance, increase profits, in-
crease employees’ retention, and decrease turnover. Inspirational motivation 
denotes a leader’s ability to inspire and mentor followers (Louw, Muriithi, & 
Radloff, 2017), achieved through communication skills, mentoring, corrective 
action, and risk-taking. Small business owners should emulate and focus on effi-
ciency and ensure their strategies are implemented in different management le-
vels (Louw et al., 2017). 

By following this study’s recommendations, small business owners could im-
prove their business operations by implementing effective strategies that would 
increase business profits and long-term sustainability. Additionally, the applica-
tion of this study’s findings may also reduce ineffective management of em-
ployees that lead to business failures. The findings can serve as a practical guide 
to some failing small business leaders that lack strategies to motivate their em-
ployees. Current and future small business owners could also use employees’ 
motivation strategies to improve business sustainability and profitability. 

The results of this study could help improve the small business leader’s strat-
egy on employee’s motivation and retention for optimal business profitability. 
Positive business leadership performance could lead to business growth, streng-
then employment rates, promote business development, fuel local and state 
economies, and enhance employment opportunities for local citizens. The local 
and state economies can continue to move forward, especially when community 
members have a job and steady income, assist the family financially, contribute 
to taxes to increase local and state revenues, and stabilize economic growth. This 
study’s findings could contribute to social change by helping other small busi-
ness owners implement motivation and retention strategies that increase busi-
ness profits. Business sustainability supports both local and state economy; and 
fosters an optimum distribution of resources in the community (Marina & 
Wahjono, 2017). Appropriately allocated community resources may strengthen 
small business leader’s commitment to fuel local economics, generating local 
economic growth, while improving the quality of life for families, communities, 
and societies (Marina & Wahjono, 2017). 

Recommendations for Action 
The purpose of this qualitative multiple case study was to explore strategies 

that small business owners use to motivate and retain sales associates to increase 
business profits. Based on this study’s findings, I recommend several actions that 
current and future small business owners can utilize to increase employees’ mo-
tivation and retention strategies. I identified three recommendations that could 
benefit current and prospective small business owners’ success: 1) provide finan-
cial incentives, 2) increase job satisfaction, and 3) enhance job training. The first 
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recommendation is providing financial incentives to employees and is essential 
to promote employees’ motivation for business growth, and retention of em-
ployees. Business leaders should take the advantages and benefits of employees’ 
motivation through incentives programs to improve business performance. Su-
diardhita, Mukhtar, Hartono, Herlitah, Sariwulan, and Nikensari (2018) stated 
that an organizational leader should maintain its workforce by utilizing available 
resources at their disposal to effectively and efficiently achieve the organizational 
vision. Leaders who apply motivational philosophy and practice can improve 
productivity and work quality (Sudiardhita et al., 2018). Motivated and satisfied 
employees are an asset to the company and can impact the organizations’ prod-
uctivity and performance (Bhuyan & Goswami, 2017). Job satisfaction is posi-
tively and significantly related to employee performance; small businesses and 
larger organizations should try to enhance employee job satisfaction. 

The second recommendation is to increase job satisfaction. Business owners 
can use this study to implement a strategy that will promote employee’s job sa-
tisfaction, such as pay increases, and other reward programs. Job satisfaction is 
achievable if there is a positive rewards system established by the leaders and 
management (Hafeez, 2019), and satisfied employees give their full effort to 
achieve the company’s goal. Business leaders need to develop and improve em-
ployee retention to avoid employees’ turnover intention. And lack of leadership, 
poor management and communication, and low pay can cause an employee to 
leave their jobs at any time if dissatisfied. Likewise, employee engagement and 
communication are crucial between employers and employees to enhance busi-
ness success (Hafeez, 2019). Therefore, business leaders and managers need to 
improve employees’ commitment and communication for sustainable business 
growth. 

The third recommendation is enhancing job training. The current job market 
requires educated and experienced, skilled, and innovative professionals. Busi-
ness owners need to establish a policy and strategy that would promote periodic 
job training to meet talented employees’ present job market. The job market re-
quires educated and experienced professionals with skills in innovation. Con-
versely, business leaders should invest in increasing innovation training among 
their workers to have a competitive edge. Alvarez and Carrasco (2016) empha-
sized that training employees on the newly acquired office machines and other 
modern equipment can speed up business operations. 

Recommendations for Further Research 
I conducted a qualitative multiple case study on the strategies that small busi-

ness owners use to motivate and retain their sales associates to increase business 
profits. The strategies found are 1) provide financial incentives 2) increase job 
satisfaction, and 3) enhance job training. The population of this study consisted 
of four cases in Texas State of the United States. The limitations of this case 
study were that interviewing a small population knowledgeable about a pheno-
menon; the findings generated from this confined group may not produce gene-

https://doi.org/10.4236/ojbm.2021.94101


B. O. Chukwu 
 

 

DOI: 10.4236/ojbm.2021.94101 1882 Open Journal of Business and Management 

 

ralizations about an entire industry or geographic area. 
Future researchers might use a mixed-method and involve interviews with a 

much larger population. The quantitative research method can also be useful to 
test hypotheses and the correlation between the given themes and motivation 
strategies recognized in this study. Quantitative research can also yield more ex-
tensive data analysis and compare the external validity to different environ-
ments. 

Further investigation into the impact of incentives as a motivator for retaining 
employees, specifically, what incentives are most effective, would shed light on 
building relationships with employees through appreciation for work well done. 
Identifying key ways to increase employee job satisfaction at various work envi-
ronments may help a broader population of businesses to establish a culture of 
harmony between employers and employees. While strategizing appropriate job 
training opportunities for employees in which the skill sets grow and support the 
company are essential, significantly while enhancing job satisfaction and fortify-
ing incentives to keep employees. 

5. Conclusion 

Employees’ motivation has a positive and significant impact on employee per-
formance in the small business sector and larger organizations. The usual as-
sumption is that the primary motivation is salary and other incentives, such as 
monetary rewards, bonuses, and many more. Motivation is a set of factors that 
stimulate and directly guide people to increase their efforts to achieve a set goal. 
Business leaders’ inability to motivate and retain their employees can lead to low 
profitability, and sustainability from failure to retain employees, resulting in 
employee turnover. Sustaining and growing a small business require a leader 
who has the capacity and managerial experience to build a successful business 
that can improve performance and profitability. Business leaders must integrate 
the value and importance of sustainability into their strategic leadership deci-
sion-making. Thus, employee motivation and retention are vital for the next 
generation of businesses. 
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