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Motify Case Study

Motify X Blue Cola Group:
Re-inventing the dispatch work experience
This case was written by Ai Lin, Yvonne Lee, under the supervision of Professor Hiroshi Ono,
Hitotsubashi University.
“I want to change the world to a style of work where every employee gains energy by working, rather
than spending energy.”
Gustavo Dore, Motify CEO
After completing another podcast recording, Dore sat at his desk reviewing the results from Motify’s
test campaign with Blue Cola Group. The issue of retaining non-regular workers has been a longdebated subject in Japan. It was encouraging to see such tremendous improvements in employee
turnover at the Blue Cola Group in such a short period of time. On the other hand, he would like to
offer more feasible solutions to ensure that the improvement in turnover rate remains sustainable in
the long run.

Introduction of Blue Cola Group
Blue Cola Group is a major Japanese dispatching company which specializes in outsourcing services
for manufacturing sector, also known as the Haken industry. Their mission and vision are as
following;
Mission: A vitalized workplace for a mobilized workforce
Vision: Unleash Japan’s manpower
Currently, the firm has over 10,000 employees dispatched to more than 480 clients from various
manufacturing industries - ranging from semiconductor, food and beverage, chemicals, textiles, to
machineries - working in factories across Japan.
Business plan: Expansion and supporting Human Resource (HR) initiatives
In view of the raising demand for domestic labour within Japan and international demand for Japan
manufactured products, Blue Cola Group announced a new medium-term business plan, which aims
at tripling the number of employees in the next 5 years and grow their market share by capturing 70%
of labour supply in this outsourcing services sector.
The company understands that for them, the ability to achieve their ambitious targets is highly
dependent on their employees. In the dispatch labor industry, it is a common industrial norm to
experience high turnover of employees. On average, the replacement cost of 1 employee is estimated
to be around 350,000yen. In order to attract and retain more employees with Blue Cola Group, the HR
division has developed some strategic policies with regards to Compensation & Benefit (C&B) and
Talent development:
1. To provide dispatched employees (haken) with regular employees’ (seishain) C&B package
at standard rate of labour market.
2. To ensure dispatched employees of continuous work as they can be flexibly allocated to
different clients’ factories across the country.
3. To introduce skills training and management training programs to support workers’ career
development.

2

Motify Case Study

Upon implementation of the new policies, the management of Blue Cola was confident that it will
help them to alleviate the problem of high turnover of employees.
Results of new HR initiatives
The new policies were being executed for a year and during Blue Cola’s year end annual review, the
management was disappointed to see that the turnover rate after implementation was 46%, largely as a
result of mismatch between workers’ expectations and the new policies’ aims.
Feeling frustrated that their in-built policies did not provide the solution as expected, the company
decided to engage Motify, a HR technology firm for support to improve employee engagement and
reduce turnover rate.

Background: Motify, HR technology Business
Founded in 2016, Motify was created to explore new ways of working with the vision to “Make work
better”. The firm offers a unique value proposition - the use of HR technology and data – to help
companies foster an environment that supports employees to thrive and fulfill their dreams. Motify
developed an 8-metric framework of a Good Company (Exhibit 1) on which its HR application built
on.1
Functions of Motify HR application
Engagement (Pulse) survey
The engagement survey is a measure of each employee in accordance to Motify’s framework. Based
on the results by employees, an Employee Net Promoter Score (eNPS) will be tabulated to show the
level of pride and loyalty employees have towards the firm.2
Company internal social network
Included in the Motify application is a social network platform where employees can initiate and
participate in discussions with other colleagues, allowing for exchange of ideas and knowing
everyone in the organization better.2
Content
Daily motivation messages and ‘life cycle’ manga can be sent to employee through nudges, which are
bite-size content sent to employees’ mobile phone periodically.2
Benefits of Motify from different user perspectives
HR and Management: Real time dashboard view
Results of every employee’s pulse survey will be consolidated and reflected on the dashboard view of
HR and management team. Motify will automatically highlight the top performing employees and
those who needs attention on the dashboard.2 (Exhibit 2)
Employees: Internal Q&A groups and automated training
With an in-built Q&A review function, it facilitates greater communication and establishes an internal
support system for the employees. Trainings could be initiate from a manager, a senior, or by the
employees themselves.2 (Exhibit 2)
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Labor situation of Japanese non-regular workers
The traditional labor market in Japan primarily involves being employed as a regular worker into a
company. In a typical situation, a fresh graduate would join one company and is expected to stay in
the same company until retirement. In exchange for the loyalty of employee to the firm, the company
provides lifetime employment, training, seniority-based wage to their employees. Such employment
model is characterized by low mobility and high trust between employers and employees.
History of non-regular workers
After the collapse of the bubble economy in the 1990s, firms faced an oversupply of workers and
faced pressure to downsize their organization. As there is a priority to protect the job security of
current employees, many firms responded by reducing the intake of new workers. As there is an
unwritten obligation to provide job security to the core (regular) workers of the firm, over the years,
Japanese firms begin reducing their core workers and started depending on non-regular workers.
Issues faced by non-regular workers
The gradual increase in number of workers under non-regular employment has recently been in the
limelight due to the disparities in treatment between the regular and non-regular employees.
Lack of job security
As non-regular workers are working under contractual basis that are subjected to periodically renewal,
many of them felt that their jobs are not secured. Based on a survey conducted, 65.5% of regular
employees responded that they are satisfied with the security of their employment whereas for the
non-regular employees, only 42.6% responded that they are satisfied with their employment security.3
Lower wages and minimal benefits
Another notable difference between the two groups of workers was the remuneration package that
they received. Comparing the wage level, the average hourly wage of regular employees is 1,958 yen,
while the non-regular workers are taking only 1,258 yen. Understandably, this led to feelings of
discontentment as the regular worker is earning 35% more for than the non-regular worker for
performing the same tasks in workplace.4
Limited skills development
As the typical Japanese firm still carry the mentality of looking after their core employees, skills
training priority would be given to regular workers. Conversely, not much importance is placed on
training and development of non-regular workers. Survey results show that 44% of regular employees
were given off-the-job training (Off-JT) while only 21% of non-regular workers were given Off-JT.5
Limited opportunity for career enhancement
As a result of limited off-the-job training provided, non-regular workers’ skillsets are inadequate and
it does not prepare them for better job opportunities. Moreover, companies hiring the non-regular
workers generally do not have the intention of promoting the non-regular workers. This severely
hinders the likelihood of career development for most of the non-regular workers oftentimes resulting
in lower life satisfaction.
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Blue Cola’s results after using Motify
Blue Cola started a 3-month test campaign of Motify’s application from December to February,
targeted at a group of 7 factories across the country. At the end of the testing period, the company was
astonished by the results that they received. Turnover rate of employees that have taken part in the
campaign decreased drastically from 25% to 3%.
Details of results
Total number of employees in 7 factories:
The number of employees on the test in 7 factories:
Average turnover rate of employees in 7 factories: (before)
Turnover rate of employees in 7 factories: (after)

1,000 workers
300 workers
25%
3%

Usage data
•
•
•
•
•
•
•

Active user: 110 people per day, 260 people per week
Average time spent on Motify: 5 mins 24 seconds
The number of access to Profile: 60,000 times
The number of managers’ profile views is particularly high
The number of access to social network in Motify: 22,000 times
The number of posts on social network and group in Motify: 266 posts
The number of Nudge sent: 21,358 times

Results on Motify App
Engagement (Pulse) Survey Results (Exhibit 3)
Out of full score of 5.0
Average pulse results (initial)
Average pulse results (end)
Reading rate of content on Nudge (Exhibit 4)
Life cycle and daily motivation
Management Hint

3.3
3.5
77% for managers
52% for employees
92%

Discussion Questions:
Based on Blue Cola’s company’s situation and data provided, please create next action plan for the
company’s HR manager to tackle the obstacles the company is facing to build a strong employer
brand and achieve the whole business target. Your discussion should include:
•
•
•
•

Problem definition
Interpreting the data collected on situation
Based on interpretation, provide feasible recommendations to retain non-regular workers
More for details, please refer to Exhibit 3 and 4.
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Exhibit 1: Motify’s 8-Metric Framework of a Good Company1

Measure
Description
Openness to talk Employees are free to be themselves at workplace. The company
and be myself
offers an environment where employees are able to build strong
relationships with their colleagues based on trust. Constructive conflict
of opinions is recommended.
Growth potential Encouraging employees to set career goals for their personal growth
and providing learning opportunities to helping them to achieve the
target.
Job meaning
When employees are able to relate to the meaning of their work, they
will be more enthusiastic and put in more effort to complete their
work.
Salary, benefits,
Indicators mainly measured by in-house survey surveys such as
work
understanding of management policy, personnel evaluation,
environment
management, work life balance, salary, welfare benefits etc.
Learning agility
Attitudes that employees take regarding jobs with a high degree of
difficulty and high learning. Are they always looking for opportunities
to develop new abilities? If yes, they have a positive growth mindset.
Company
Information such as management policy, priorities, achievement and
transparency
performance of organization is clearly shared among all. There is a
culture of feedback, employees have been informed of each other, and
received appropriate evaluation for their efforts.
Feel of
There is a culture that adapts well to change and continues to improve
innovation
the present situation. E.g. using the latest technology, methods and
tools.
Company pride
Employees are proud of their workplace. E.g. Will they actively
recommend the company for friends and relatives?
（Source: Motify’s website）
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Exhibit 2: Features of Motify HR Application
■ Real time dashboard view: Aggregated results

■ Individual results
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■ Internal Q&A groups

■ Automated trainings

（Source: Motify User Manual）
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Exhibit 3: Engagement (Pulse) Survey Results
■ Pulse survey results at the end of test campaign
(The change on average: 3.3 → 3.5)

■ Changes in pulse survey results over the test campaign

Note:
• Each colour represents each factory
• A few factories started late on the chart above due to efficiency problem in HR’s
implementation.
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■ eNPS results

Exhibit 4 Reading rate and Contents on Nudge
■ The reading rate of Nudge
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■ Life cycle content

■ Life cycle content - continued
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■ Daily motivation

■ Management hint
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■ Internal social network
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■ Employees conversation with Human Resource team
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Endnotes:
1

Motify, “Our Framework”, accessed 29 September 2018 http://www.motify.work/en/ourframework/
2
Motify User Manual
3
Ministry of Health, Labor and Welfare’s General Survey on Diversified Types of
Employment, 2014
4
Basic Survey on Wage Structure by the Ministry of Health, Labor and Welfare, 2015
5
Ministry of Health, Labor and Welfare’s Basic Survey of Human Resources Development,
2015

15

Motify Case Study

EVALUATION CRITERIA
Teams have one hour to analyze the data and propose practical solutions.
This intense 1-hour task will challenge your ability to:
• Analyze various data
• Propose insightful solutions to the real case in which the problem is fuzzy
• Organize team work effectively under time pressure
Judges will decide based on:
• Quality of team work
• Quality of analysis and solutions
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JUDGES
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