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Introduction 

The common myth of the American Dream includes the idea of big house, 

nice yard, 2.3 children and a financially secure future. Most people do not live 

this dream because reality includes doctor's bills, emergencies and financial 

setbacks. In the quest for the American Dream, many people are using credit 

cards to acquire their wants and even supply their basic needs (food, clothing, 

and transportation). Many people are getting further and further into debt, which 

makes the dream an impossible one to achieve. The increased debt purchased 

through credit, leads to more debtors with larger balances as well as more 

delinquent and past due accounts. This larger pool of people demands more 

collectors to recover the debt owed to the lending firms. Collectors seem to be a 

necessary part of economics, however, few people actively seek this career route 

and those who are collectors seem less dedicated to the profession. 

Purpose of Study 

The purpose of this study is two-fold (1) to improve employee commitment 

in the collections department of a bank by developing a communication based 

training program designed by the author and (2) to develop a training program as 

a prototype for other collection professionals in financial institutions. In the 

process, several question relevant to training in this area will be asked and 

answered. How committed are collectors to the collection position? Do 

individual collectors respond better to individual or team goals as incentive to 

complete the work task? Do part-time employees need different forms of training 

versus full-time employees? The underlying assumption is that short-term 
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employees (people who have been employed in collections less than 1 year) are 

not as committed to the profession as long-term employees and thus both groups 

require different incentives. The other assumptions are: (1) a committed worker 

is likely to remain with the position longer, and (2) a-committed worker will more 

likely be productive. Collectors are unique subjects because they need to 

maintain individual and departmental goals and are evaluated in both areas of 

performance. 

Management of a small Midwestern bank concluded that motivation and 

team building are among vital keys to maintain the employee's commitment to 

the collections position. According to Fink (1992), commitment is an attitude that 

develops from identification, which occurs when one experiences something, 

someone, or some idea as an extension of oneself and is multi-dimensional, 

exploring commitment to the position, profession and the organization. The 

training program emphasizes motivation and team building as a means of 

increasing commitment. A key area to explore is collections as an industry, as a 

profession and the process of collections as related to communication. 

Collections as Industry, Profession, and Process 

Collections as Industry. Collections is a growing industry and collectors 

are dealing with more and more people. The variety of collections departments 

includes student loans, credit cards, mortgages, and health care. According to 

the Tower Group, a credit research firm, banks invested 138 million in 1997 in 

commercial credit technology (Collections and Risk 1998). The volume of 

people, as well as the amount of debt these people need to collect, makes a 
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collector one of the most understated roles in our society. According to Leonard 

Sklar (1990), author of The Check is Not in the Mail, of U.S. debt, 20 percent is 

consumer debt and 80 percent is commercial. Commercial debt can be 

recovered from businesses easier because the business is either operating or 

not. Consumers are not placed in a category of "operating or not", most 

consumers balance debt with income. Some consumers do not budget 

unexpected expenses, however, and then debtors are either not paid on time or 

even not paid at all. The deliquency leads to a loss of revenue for the debtor and 

the reason for a collector. 

Collections, as an industry, has made the newspaper headlines recently 

as well as the classified section. The Boston Globe states that General Electric 

Capital has not admitted it violated federal law but has identified more than 

30,000 customers from whom it may have illegally collected credit card debts 

(Buller, 1998). Negative press and illegal collections practices by some 

companies have made the collector feared and despised by the general public. 

Collectors are required to collect as much money as owed at a given time, 

and in an efficient manner. Green, Blank & Linden (1983) determine in their 

article, "Market and Organizational Influences on Bank Employee's Work 

Attitudes and Behaviors," because "bank employees must directly and continually 

interface with the consuming public ... the role places heavy demand on 

employees who are vulnerable to environmental influences" (298). 

According to Doug Machovic, manager of training and customer support 

for Western Union, "one problem collectors have to face every day is the 
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stigmas attached to the word 'collector"' (Reynolds, 1997, 12). Sklar also 

reinforces the negative stereotype that collectors have in society: 

"In the hierarchy of business functions, collections is not a major player. It 
tends to be part of the controller's job and doesn't hold a candle to sales, 
research, production, marketing, advertising, or other business 
departments as far a status is concerned. Collections people feel acutely 
the low status both the company and society confer on them" (Sklar 1990). 

This negative view of collectors comes from other bank employees in different 

departments and the consumer as well. Green et al. (1983), state, "Service 

organizations actively interact with and are dependent on the consumer market 

they serve" (298). The banking industry and collectors, in particular, work with a 

variety of people at all times. Banks know the value of the collection department 

as a representative of the company, and other businesses are beginning to 

realize the value of their accounts receivables and collections departments as 

firm representatives as well. 

Collections as a Profession. According to a survey conducted by 

Professional Collector, a trade magazine for collectors, 54 % of respondents 

were women. The ages of collectors vary, but the majority of collectors are in the 

18-34 category and comprise up to 65% of the profession. A full quarter of all 

collectors have been with the collections position 1-2 years (Professional 

Collector, Fall 1997). The collections industry is a growing industry and with little 

formal training makes the position appealing to people who want a full or part 

time position with flexible hours. 

"The explosive growth of telemarketing is further tribute to the power of 
the phone in obtaining appointment and making sale. With telemarketing 
companies generating so many trained phone people, including student 
and housewives, your business is probably surrounded by a growing pool 
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of people who are good on the phone, nearby, available for work on a 
part-time basis and inexpensive" (Sklar 1990). 

Collections is more than getting the money from creditors. Collections 

includes customer service and sales. Collections exhibits customer service 

because customers may get the only impression of the company through the 

collections department. Consumers usually work with more than one financial 

institution for credit cards, loans and mortgages. Poor collectors who harass 

customers for a payment at all costs will probably lose business for the parent 

company. Michael Buller (1997), editor of Professional Collector states, "More 

than ever, collectors are in the customer service business. And more than ever, 

customers know which companies offer good service and which offer only lip 

service" (3). 

Collections is also sales. The collector needs to resell the customer to 

pay for the debt. Re-selling the idea of credit card as a loan to be repaid is also a 

collector's job. The collector needs to determine the reason for the 

communication breakdown between the customer and the collector. The 

collector also needs to resolve the best way for the customer to pay for debts, 

especially if the customer is very delinquent. 

Collections employs aspects of conflict management and negotiation. The 

collector implements negotiation tactics when a customer refuses to pay the 

debt. The collectors must suggest a win-win situation, with the reward for the 

consumer being decreased phone calls, self-respect for being responsible, 

freedom from an attorney, or letters with the payment negotiation. 
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Collectors demonstrate assertion skills at work. Sklar (1990) declares 

"Debtors play a wondrous variety of games, sometimes consciously but often 

unconsciously, sort of like going on automatic pilot" (17). Collectors either have 

to ignore the game or play the conversation negotiation game with the 

customers. Collectors assert the position of being paid as well as assert aspects 

of tact and professionalism. Recent revisions concerning how collectors recover 

debt is under review in Congress at this time. Communication skills are vital for 

nearly every job, however, for collectors communication skills are necessary for 

their livelihood. 

Collections as a Process. Communication is defined as the process by 

which persons transact through symbolic manipulation for the purpose of sharing 

feeling, perceptions, and experiences with another (Beatty 1996). Understanding 

how humans communicate explains how organizations function. As 

organizations are based on individuals, interpersonal communication is elemental 

to understanding organizations and collectors. One way to study how a company 

may increase its productivity is by studying the motivation of the individual 

workers to create a team. Collectors engage in interpersonal communication 

with the customers and co-workers, but at the same time have a collective group 

goal of achieving a fixed amount of dollars per month to add to the company 

portfolio. Most collection departments employ the use of electronic headsets and 

automatic dialing telephone systems to make the collector get through more calls 

in one hour, thus have more collected revenue in the work shift. 
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Hopper (1989b) states, "Telephone conversation may be the most 

straightforwardly message-laden activity in everyday life, hence its study 

occupies a unique place in a science of speech" (241 ). Collectors utilize their 

telephone communication skills to collect money; therefore, their communication 

skills must be accurate and efficient. Hopper (1989b) notes, " ... telephone 

conversations are pure speech communication. Telephone calls function 

primarily as communication, whereas face-to-face interaction is braided into other 

action" (241 ). 

The only way communication occurs between the collectors and the 

customers is when the customer picks up the telephone with a collector on the 

end of the line. As Littlejohn (1996) notes, " ... conversation is a cooperative 

endeavor. People must play the game by the same rules or they would never 

know what was going on" (212). One problem collectors face is when the 

customer will not play the same conversation rules. For example, if a customer 

does not believe the collector is correct when the collector calls and tells the 

customer that the customer is past due on his/her account and hangs up the 

telephone. Another example occurs when a collector does not believe the 

customer has paid the bill and the disbelief leads to agitated voice of the collector 

. and an ineffective call (in the collector's eyes). Green et al. (1983) concluded 

that the less favorable the environment that service employees serve, the less 

positively they will feel about their work experience. 

Telephone collections is not the only way collectors contact their 

customer. Written communication is also used to collect money from debtors. 
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Capitol Commercial Collections Limited, a collections company from England, 

uses a variety of letters w~t] a heightened degree of urgency with the more 

delinquent accounts. The color-coordinated stickers alert the customer about the 

importance of the account. Sklar refutes this method of collections by stating, 

"Some companies put stickers with stronger and stronger messages on 
their statements. These stickers are OK, but I'm biased against them, 
based on the overall experience of companies who use them. It seems 
that the customers ignore the yellow and green stickers, waiting for the red 
one, which show them that now you're really serious" (Sklar 1990). 

With all of the issues facing collectors, how committed are collectors to the 

collection position? Do the collectors respond better to individual or team goals? 

Do part-time employees need different forms of training versus full-time 

employees? Commitment is explored and defined in the following literature 

review. Motivation and team building used in the training as a means to increase 

commitment are also researched. 

Literature Review 

Commitment. Increased commitment of the collectors is the goal of the 

training program. The following literature review offers insight into aspects of 

commitment to organizations and professions. Very little research has been 

done exploring collectors as an organizational group. Research has been done 

on sales persons, customer service representatives and tellers in banks, but 

scholars have largely ignored the role of collector in society. This vital role to the 

economy, recovering lost dollars, is necessary to explore. With a high turnover 

rate of collection employees as stated above, the commitment levels of the 
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collectors needed to be increased as stated by management. Commitment to 

· the position 31_nd the organization is the goal of the training session. 

Porter et al. (1974) identified three facets of organizational commitment (1) 

acceptance and belief in an organization's goals and values; (2) a willingness to 

expend effort on behalf of an organization; and (3) a strong intent to remain 

employed by the organization. Becker (1992) refutes this base of research (one­

dimensional) because it did not present a multidimensional facet of commitment 

and is a bit too simplistic for current theorists and should not be used. 

Commitment is currently comprehended in a multidimensional way. 

Meyer and Allen proposed a two-dimensional measurement of commitment in 

1984. The first dimension, defined as affective commitment, contained "positive 

feelings of identification with, attachment to, and involvement in the work 

organization" (Meyer & Allen, 1984, 375). The second dimension, continuance 

commitment incorporated the idea of "the extent to which employees feel 

committed to their organization by virtue of the costs that they feel are associated 

with leaving (e.g., investments of lack of attractive alternatives)" (375). In 1990, 

Meyer & Allen expanded on their theory of commitment by adding a third 

dimension, normative commitment, defined as employee's feelings of obligation 

to remain with the organization. Hackett, Bycio and Hausdorf confirmed the 

three aspects of commitment in 1994 with their research. 

There are three types of psychological components to organizational 

commitment, compliance, identification, and internalization (O'Reilly & Chatman 

1986). Discovering support for identification and internalization, but not for 
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compliance was the finding of O' Reilly and Chatman. This finding implies the 

individuals committed to the organization, through identification and 

internalization are more committed to the organization than individuals committed 

-
by compliance. Individuals committed to the organization are willing to do 

something for the good of the organization while an individual who is committed 

by compliance is less likely to be willing to exert any extra effort toward the 

organization. 

One attitude explored recently is the notion of organizational commitment 

coupled with professional commitment. While Porter developed the 

Organizational Commitment Questionnaire (OCQ), Aranya, Pollock & Amernic 

also tested commitment with the Professional Commitment Questionnaire (PCQ). 

The literature review and meta-analysis by Mathieu and Zajac (1990) found the 

affective (or attitudinal) form of organizational commitment (the OCQ) to be the 

better predictor of other variables such as turnover and absenteeism. Keller's 

study in 1997, using the OCQ with a comparison of scientists and engineers 

states, "consistent with the preponderance of prior research, organizational 

commitment and the control variable of job satisfaction were not in relation to any 

of the performance measures, nor was tenure" (544). 

Research regarding satisfaction and commitment is contradictory. It has 

been shown that satisfaction precedes commitment, however other studies have 

demonstrated that commitment precedes satisfaction. Porter et al., (1974) 

proposes satisfaction is less stable, but formed more quickly than organizational 

commitment. Commitment links the individual and the organization and 
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satisfaction becomes an aspect or component of commitment. Rusbult & Ferrall 

(1983) state, "commitment refers to the likelihood that an individuaLwill stick with 

a job, and feel psychologically attached to it, whether it is satisfying or not" (431 ). 

-
Bateman and Stasser (1984), however, theoriz·ed that commitment determines 

satisfaction. Individuals reason their current situation by developing attitudes 

consistent with their commitment. Street (1995) cites that individuals who are 

highly committed to organizations may become whistleblowers because of 

dedication to the good of the company. 

According to Nation's Business (1996), one entrepreneur, Donald Dann, 

sees commitment as something to be rewarded. This company seeks 

individually motivated people and gives employees latitude on how the employee 

completes a task. This company also believes that performance evaluations 

should be done every 6 months so employees see a reward for their 

commitment. Commitment is rewarded and the company encourages motivation 

and training. Rusbult & Farrell (1983) concluded from their study on commitment 

that "greater job rewards and lower job costs induce greater employee 

satisfaction, and greater job commitment is encouraged by higher rewards, lower 

costs, greater investment of resources, and poorer quality alternatives" (436). 

One aspect of commitment also explored in literature is participatory 

involvement as a correlation to job satisfaction and productivity. Gordon & 

Infante (1991) note, "Participatory communicative behaviors are manifestations 

of commitment which in turn reinforce commitment attitudes" (151 ). Without the 

freedom to communicate, one is committed to the organization with compliance 
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as the chief aspect of commitment. The employee will be less committed 

because they have !ittle opportunity to construct their organizational policy rules. 

Commitment is an attitude that develops from identification, which occurs 

when one experiences something, someone, or some idea as an extension of 

oneself and is multidimensional, exploring commitment to the position, profession 

and the organization (Fink, 1992). Satisfaction is related to commitment, 

however, it stems as a positive emotional state, whereas, one can be committed 

to a profession or organization (Locke, 1976), but may not derive pleasure from 

the experience. Even though Keller's study (1997) states that the OCQ is not 

relative to tenure, it is being used in this study to measure commitment of 

collectors before and after motivation and team building training programs. 

Two aspects of training for the collectors are motivation of the collectors 

and team building. These two factors were chosen by managers of the small 

Midwestern bank to be studied in order to create a more cohesive team with 

goals to motivate workers in the collection department. Management supports 

motivation training as a way to encourage collectors to meet goals. Because the 

goal of the training is to focus on the collectors as individuals and as team 

members, motivation was chosen to provide individual incentive while team 

building was utilized to emphasize team and department goals. 

Motivation. One of the first authorities of motivation was Abraham 

Maslow. His theories stated that motivation is not merely economic or social, but 

also tied to one's sense of self-worth or self-actualization. Motivation occurs 

when the balance is upset and one needs to fulfill a particular need. Maslow's 
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hierarchy (implying one must achieve level one before one can move to level 

two) of needs is as follows (Maslow, 1954): physiological needs, safety needs, __ 

social needs, esteem needs and self-actualization needs. Many other scholars 

have built upon Maslow's theories and expanded upon the basic premise of 

needs. 

Clayton Alderfer revised Maslow's theories to relate it more closely to 

motivational research. Alderfer stated only 3 groups of needs, which include 

existence, relatedness and growth needs (Alderfer, 1969). Alderfer not only 

shortened Maslow's theories; he also stated that more than one need may occur 

simultaneously. Therefore, one can vary the steps, as well as change the 

intensity of needs. D.C. McClelland (1961) expanded the needs idea into his 

own three-dimensional theory on motivation in organization: the needs for 

achievement, power, and affiliation. 

E.L. Deci (1975) had researched motivation and developed the cognitive 

evaluation theory. This theory states extrinsic rewards allocated for behavior that 

had been previously intrinsically rewarded tends to decrease the overall level of 

motivation. Therefore, money can be seen as a de-motivator. 

Edwin Locke (1968) proposed that intentions to work toward are a major 

source of work motivation. When the organization has a main goal, the workers 

will try and meet the overall goal. Feedback is vital to this type of motivation 

because employees need to know goals are being achieved. 

Victor Vroom designed expectancy theory. This theory of consists of the 

idea that how one will want to act a certain way is based on an expectation of a 
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given outcome. This theory contains a three-fold relationship based on 

attractiveness (importance the individual places on the reward foJ _completing the 

task), performance and rewards are motivators and a lot of effort produces high 

performance. 

These theories are all important to the development of the theories of 

motivation. However, for this project and the training manual, the author uses 

Stephen Robbins' definition of motivation as a base for the program because the 

definition incorporates all aspects of organizational goals, but relates to 

individuals to achieve personal goals. 

Stephen Robbins, author of Organizational Behavior, indicated that 

motivation is the willingness to exert high levels of effort toward organizational 

goals, conditioned by the efforts' ability to satisfy some individuals' need 

(Robbins 1989). While motivation is necessary to achieve any goal, the definition 

is modified to accommodate organization. Robbins states three key elements 

necessary to have motivation: effort, organizational needs and goals. 

Effort is a measure of intensity. Effort needs to be directed forward and 

consistent with organizational goals. A need is an internal state to make certain 

outcomes appear attractive. A need will create individual desire. The third 

component is goals. Individual needs must be consistent and compatible with 

organizational goals. If one does not follow the organizational goals, then the 

energy is wasted. 

Motivation is not an inherent personal trait. Motivation is contingent, 

based on a situation. Levels of motivation vary both between individuals and 
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within individuals at different times. Hanks (1991) notes that 90 % of our needs 

are met in some way by_others. Reliance and dependence are key to achieving 

organizational goals and motivating members. As superiors and subordinate are 

reliant on each other to complete the organizational tasks, it is apparent that 

there is interdependence. Interdependence implies that personal goals may 

conflict with organizational goals. The confusion (or personal inner war) mixes 

up a personal desire to compete with other organizational members or 

cooperation with others (Folger et al., 1997). 

Team Building. Members of the organization are constantly trying to 

define themselves in the organization as well as redefine relationship to others in 

the organization. The understanding of the relationship between the superior 

and the subordinate is based on communication. The understanding and 

socialization of the members have the power to build or destroy teams. Manning 

& Schmidt (1995) declare, "High performing work teams are characterized by 

very high levels of member involvement and commitment to their work and the 

team itself' (395). This statement justifies why team building is elemental to 

implement team building into a commitment study. 

Most teams or small groups in organizations contain at least 3 members. 

All teams have a common goal and direction; however, each individual places 

varying degrees of emphasis on individual, group or organizational goals 

(Cathcart et al., 1996). Allen (1992) states that "perceived organizational 

support mediate the communication-organizational commitment relationship" 
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(357). Thus, team building is essential to increasing organizational commitment 

through~ _positive peer support network at work. 

Organizations and management need to support the implementation of 

teams in order for the commitment level to increase. The Rochester Institute of 

Technology and USA Today found teams to be important when determining their 

1996 quality award winners (Houston, Marks & Talbot, 1997). Honda was rated 

as an effective corporation by utilizing teams in its company. Many American 

companies do not have a formal implementation program, do an inadequate job 

of initial hiring and lack a true commitment to the team and empowerment 

process (~ouston et al, 1997). This lack of commitment by the company 

influences how teams are perceived internally. 

According to Robel Johnson (1996), contributor to the magazine HR 

Focus, some organizations form teams when they are not warranted by the 

organization. Teams can solve organizational problems, like staff apathy, little 

work cohesion and conflicts. Management needs to support teams because 

without support, teams generally fail leaving employees frustrated. Teams, built 

by the employees, define team building for themselves and set goals on what the 

team wants to accomplish. Teams can be self managed or self directed, can be 

temporary or function for years, but the team needs a goal and needs to know it 

fits into the organization (Holpp, 1997). 

Bolman and Deal ( 1991) suggest four perspectives of conceptualizing 

teams: structural, human resources, political, and symbolic. Structural theories 

deal with the patterning of activities and the formal organization of companies. 
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Human resource frame focuses on how people relate and how the organization 

benefits the employee's needs. Political theories examine the pow_er structures 

of the organization and finally symbolic perspectives frame the organization as a 

-
mechanism in which members attempt to make sense from ambiguity of life and 

how the world uses symbols to make sense. The definition for human resources 

lends itself to more applicability for the training program. 

Lawrence Holpp (1997), vice president of GE Capital, notes team 

development does take a long time, and companies need to have clear goals in 

order to assess performance in his article for American Society for Training and 

Development. How the teams are assessed also needs to be discussed not only 

by the team members, but also management. Management needs to view team 

building as a long-term investment rather than look for quick results as when the 

results are not evident, teams are placed in jeopardy (Holpp, 1997). 

The goal of the training program is to produce immediate individual 

results and foster a team atmosphere to be more committed to the collections 

position. The following section is a description of the program. The first element 

pertaining to teamwork is personal motivation. One needs to take charge of 

personal thoughts, ideas and goals and communicate them to fellow employees, 

which may spurn more enthusiasm for the collection position. The enthusiasm 

can lead to a stronger commitment to the profession and the organization and 

eventually increase productivity. 
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Training Program Design. 

Motivation. The first aspect of the training introduces the definition of 

motivation and collections as sales, customer service, assertion and revenue. 

After describing Maslow's hierarchy of needs and ERG theory by Alderfer, the 

participants will learn of Robbins' theory and how motivation can incorporate 

individual and organizational goals. The audience will know the communication 

base of the training. A common definition of the concept of motivation will create 

a universal understanding. 

The first group activity is completing the Organizational Commitment 

Questionnaire (Appendix A). The second aspect is the completion a needs 

assessment based on Alderfer's 1972 model. This test will help the employees 

understand where their needs are and help them to focus on individual goals. By 

focusing on individual goals, the employees tailor the program to give a personal 

direction to motivate a self-directed goal. The concept of motivation is discussed 

and then transcends into studying the values of connections of collections and 

motivation. 

The second part of the training will explore motivation more in depth, 

concerning Gellerman's (1993) 4 C's of motivation-competence, confidence, 

connections and credentials to explain how professional and organizational 

commitment may benefit their collections career. These concepts demonstrate 

to a worker to look beyond identification and socialization to motivation as a way 

to stimulate a career. This aspect of the program is not only applicable to the 

collections profession, but to any profession that a collector may encounter. 
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The third aspect of the program is to explain how collections can be a 

venue for other job possibilities both within the bank and financial industry. Other 

career options are also explored so if a part time worker is working collections 

temporarily, the program will benefit that individual as well. Using collections as 

a start in a corporation could be a stepping stone into the financial industry and a 

rewarding career. At the end of the session, collectors are asked to take time 

and post individual goals in a place so the goals are seen as a daily reminder of 

what the collector strives for at the position. 

Team Building. The first aspect of the team building program is a definition 

of teams and how in American culture, people are placed in teams at a young 

age, which can continue through adulthood. Teams decide their own goals, 

(which incorporates goal setting as a part of motivation). There also needs to be 

short and long term goals in the agenda, so if a worker does not meet personal 

goals, the worker may still achieve an aspect of team goals. With the definition 

of teams in mind, the next part will talk about the team aspect in the financial 

institution. 

The second aspect of the team building is taking a short assessment 

developed by Chris Argyris. This assessment will help the workers understand 

the degrees of how others may see the department as a team. The goal is to get 

members thinking about how they depend on others in the department to meet 

goals and to get members thinking about the collections position as a team effort. 

The third aspect of the team building focuses on image building of 

collections both within and outside of the financial institution. Departmental, and 
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organizational promotion to enhance commitment (as well as pride) of the 

position can strengthen the team. Because collectors have a negative image, 

both within the company and in the general public, the image building will give 

the collectors more confidence in what-collectors do and be proud of the work 

accomplished. 

Role-playing is used to train the collectors on different scenarios that 

happen when on the telephone collecting money. The result will be a more 

cohesive team by empathizing with each other about the position and a sharing 

of stories as well as tips to improve the collection techniques. According to the 

Consumer Credit Collector (1998) and Leonard Sklar, role-playing is one of the 

most effective techniques used to train collectors. This forum allows for 

collectors to make mistakes, learn policy and communicate what works well for 

individuals to meet goals to project into team goals. 

Finally, a list of roles is distributed to help collectors understand some of 

the games that debtors may play when trying to avoid paying on a debt. The 

handout is discussed and any suggestions by the collectors can be added to the 

handout. The tools other collectors use to get money from the debtors will be 

shared, enhancing the overall effectiveness as a team. Concluding the training is 

the post-test training feedback questionnaire which includes the Organizational 

Commitment Questionnaire (Appendix B). 
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Implementation and Projected Outcomes 

The focus of this project is to discover what the incentives related to 

commitment are and how such incentives relate to either or both individual and 

group's motivation for both short and long term employees through development 

and implementation of a training program. Immediate results will be determined 

by a feedback questionnaire given to the participants 1-2 weeks after the training 

presentation. Questionnaires have well defined advantages, which include, 

investigating problems in reasonable settings, cost is reasonable and large 

amounts of data can be collected with relative ease (Wimmer & Dominic, 1997). 

One thing that must be considered is the demographics of the group that is sent 

the questionnaire. The use of the Organizational Commitment Questionnaire to 

measure the results of the training sessions provides a measurable result of pre­

training commitment and post-training commitment. 

The approach to the training program is to increase individual commitment 

(and possibly tenure) by: 

(1) providing individual incentives to increase tenure (motivation 

exercises) for members in both long-term and short-term groups 

(2) providing team incentives to increase tenure (team building) for both 

long and short-term groups. 

The outcomes projected are: 

(1) to achieve increased commitment to the position to work in long and 

short term employees 
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(2) long range goals are to establish continued commitment from both 

groups determined by establishing: 

(a) longer job tenure 

(b) greater productivity 

Some of the questions to be explored en route to developing the training 

program are: (1) How committed are the collectors to the collections position and 

profession? (2) Do individual collections respond better to individual or team 

goals as incentive to complete the work task? (3) Are there different incentives 

for short vs. long term employees and do training needs differ for both groups? 

A unique part of this training is the attempt to increase individual 

commitment by targeting the individual as a single worker and as a team 

member. The employee will learn how to apply individual motivation to 

collections position as well as career advancement in other venues. A 

successful program will increase productivity and commitment by employees. 

Results 

The training sessions were held during two weekdays at times convenient 

for both part and full time workers. One stipulation of the training was that 

participants needed to attend both of the sessions. This factor contributed to a 

lower participant number than the author would have preferred. Eighty percent 

participation of the collections department would have been a better response 

rate of participants because the training would have effected the department 

more strongly than the lower rate of 50 percent. The training programs could not 
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be mandatory for the collectors to attend per the financial institutions policy, 

however, collectors were compensated for time at the session. 

The collectors were given a pre-test questionnaire and a post test 

questionnaire which included the Porter (1974) Organizational Commitment 

Questionnaire. Participants were given the pretest questionnaire immediately 

before the first training session and the post test questionnaire was given to the 

participants exactly 2 weeks after the second training session was completed. 

Nine collectors out of seventeen participated in the program. Four participants 

were males and five were females. Four participants were full-time students as 

well as part-time collectors. Five employees were short-term employees (less 

than 1-year experience) and four employees had been employed in collections 

for more than 1 year. 

Seven participants cited spending time with their co-workers outside of the 

collections position. Some collectors were spending time once a week with co­

workers and others seemed to socialize once or twice a month with co-workers. 

One collector plans to socialize with workers occasionally, that individual has 

been employed for 5 months with the company. 

Most collectors seem to have a good rapport with the manager or 

supervisors, but the rapport ranged from good friend to good manager, but not a 

friendship. Favorite aspects about the position was asked and the variety of 

responses ranged from pay, co-workers, the hours worked, to little to take home 

at the end of the day. Some answers stated that collectors were helping people 

finance their future, helping consumers with their debts and helping them to 
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resolve credit problems. The changes or suggestions to the collections position 

was more flexible hours for students, higher pay, and adding more time for 

manual assignment accounts. 

The range of average-organizational commitment was 1.0 (from 2.73 to 

3.73). The individual's who were "most committed" were not the person's 

employed the longest at the institution, in fact, participants who were employed 

shorter than 4 months and longer than 2 years had, on average, the lower 

commitment scores. 

The commitment levels actually decreased over 2 weeks by .09 percent. 

This is a very small margin, which leads the author to believe that a number of 

factors could contribute to the decrease in commitment explained in the 

discussion section of this paper. 

The order of questions in the posttest Organizational Commitment 

Questionnaire remained the same as the pretest questionnaire, but the order of 

the Likert scale was reversed. For example, in the pretest questionnaire strongly 

agree equaled five while in the post test questionnaire strongly agree equated 

the value of one. The questions remained the same to gauge a comparison of 

the commitment levels before the training and after the training. 

In general, the responses to the training were positive. Learning about 

motivation, individual needs and goals, as well as role-playing were well 

received. The participants felt the training was good and some stated they were 

starting to motivate their co-workers by initiating contests within the department 

on a daily basis to keep the motivation level of the department high. The 
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department also achieved an all time high number of priority payments at the end 

of the month. Therefore, individual as well as department goals exceeded set 

goals after the training. 

Discussion 

One question explored involved the hunch that collectors will be more 

committed to the collections position after attending motivation and team building 

sessions. The improved commitment will increase productivity and perhaps 

tenure of the collections position. Collectors were targeted as individuals (in the 

motivation session) and as team members (in the team building session). 

The sessions on the motivation training went well according to the 

collectors involved, but it was observed that the participants were somewhat 

uninterested in learning about Maslow's hierarchy of needs. The participants 

may have seen that aspect of the training as inapplicable to their jobs. The first 

session also included the attendance of a supervisor, which could have 

influenced some of the participation by the group. 

The second motivation session was done in a shorter time span than the 

first because of practice by the trainer. Participation and group discussion was 

more evident in the second group. The collectors had more energy and 

enthusiasm. This group was mostly people who had finished collecting for the 

day and were on their way home. The first group came in early to attend the 

training, and their attitudes about the upcoming shift may also have influenced 

how they approached training. 
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The second sessions on team building were more memorable for both the 

collectors and for the trainer. All of the participants were involved with the role 

playing exercise, which not only started laughter, but also some serious 

discussion about what collectors do and how negotiation with customers makes 

the participants feel. Collectors also discussed the games that consumers play 

and experienced collectors gave tips on how to get the customer to pay on the 

account. The conversation did not lag and the participants viewed the training as 

successful. 

The second team building session did not focus on the task at hand as the 

trainer planned. One part time collector stated early in the session that he "didn't 

care about what he did, it was just a job" and a full time collector was extremely 

upset about that remark. That comment was debated for a full 20 minutes 

between part time and full time collectors. This debate verifies the difference 

between part time collectors who see the collections as "just a job" while full time 

collectors may identify more with the organization and see the position as a 

career or a stepping stone into the financial realm. The role-playing then started 

and everyone did participate, but there was an underlying tension in the group 

that begs to be explored. 

The range of average organizational commitment was 1.0 (from 2.73 to 

3.73). The individuals who were "most committed" were not the persons 

employed the longest at the institution, in fact, participants who were employed 

shorter than 4 months and longer than 2 years seemed to have the lower 

commitment scores. This range seems to imply that there may be a "peak" time 
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length to be in collections. Collectors work individual accounts as well as "cold 

calling", but this individual file work (manual accounts) starts only after the 

collector is thoroughly comfortable on the telephone and has demonstrated an 

effective promise/per hour rate with which supervisors approve (usually 4-6 -

months after starting the position). 

One reason for a lower commitment level percentage could be that the 

day the post test was handed out, the collections department was in the process 

of trying to meet goals at the end of the month. There may have been some 

preoccupation of the collectors with the goal achieving aspect of work and the 

questionnaire may have been rushed through with less consideration to the 

questions. Another contributing factor to the lower scores could be that all 

collectors took the pre-test questionnaire together while the post-test 

questionnaire was taken individually. The group atmosphere may have 

influenced the answers to the questionnaires. The very nature of training on 

motivation with the intent to increase commitment may also have been resented 

by the participants and in turn, demotivate the collections personnel. Decreased 

commitment and disillusionment by collectors may have occurred because 

training is not a regular aspect of the department. Increased awareness (and 

increased personal perception) of the current lack of motivation or team building 

in the department may have further alienated some of the collectors and 

decreased personal achievement. 

The training aspects that would remain the same for the motivation . 
program would include the needs exercise. A shorter version of the theories of 
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motivation could have alleviated some of the boredom or perhaps lecture aspects 

of the training. The individual goal setting used by the collectors did not 

significantly increase individual performance, however the goals in sight did keep 

the collectors focused on personal outcomes to achieve. 

The growth of the field of collections requires the need for motivated 

individuals who can work together to achieve common goals. This training 

focuses on the individual need to be motivated, encompassing Robbins' 

definition that motivation is condition by the effort's ability to satisfy some 

individual need. The training focuses on collectors as team members and 

individuals. A similar training venue would be recommended to any trainer of a 

collections department (non-commission based). 

The team building training would also remain the same for future training 

of collections departments. The role-playing exercise made the participants 

enthused about training and by sparking some communication about their roles 

in the organization and in society. The tips of collections were applicable to the 

position and seen as a valuable to know for experienced and new collectors. 

One suggestion made by one of the collectors after the sessions was to 

give certificates to verify the training and to showcase personal participation in 

the training. The completion of training certificates could be seen as a team 

builder to the participants, however, if participation is not mandatory by the 

organization, the certificates could be viewed as dividing the department and 

decreasing the team atmosphere. 
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A second question asked of this training effort was, do individual collectors 

respond better to individual or team goa~_as incentive to complete the work 

task? The training targeted the collector as an individual and as a team member 

and while some individual goals were meCthe department, set a record of priority 

payments, which means that collectors should focus on team goals in training. 

Individuals act to "cheer on the team". Individual goals could be given more 

attention by the team if individual collectors posted their goals and what goals 

were met each month. Recognition, evenly distributed, of individuals would be 

better for the department. The awards could be used to inspire rather than 

segregate 

A third question asked as part of this project was, do part-time employees 

need a different form of training for collections versus full-time employees? 

According to the OCQ, no, however, the 20 minute debate that ensued in the 

second team building session does. emphasize that there could be different 

approaches taken by management t9 address the concerns of full and part time 

employees. Long term employees who had lower commitment levels reported on 

the questionnaire that organizational attendance policies were more important. 

Continuous training for long term employees may need to be done with less 

emphasis on the position, but the organization. 

Conclusion 

How committed are collectors to the position? The very preliminary data 

collected within this training project suggest that collectors are committed to the 

position, especially at the 1-2 year mark, where collectors have most of the 
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training of the position completed. The increased confidence may contribute to 

the commitment. Long-term employees may have different needs and want 

more knowledge of the organization, while short-term employees may only see 

collections as a temporary job. Future training might wish to address and 

perhaps fry to accommodate these possible variances among their trainees. 

Future training on motivation and team building may have a more significant 

impact on the department. Limited time to train, by the trainer, may have 

contributed to the decrease in commitment. The lack of consistent training on 

organizational issues may have caused the participants to question why training 

was not done prior to this training on motivation and team building. Productivity, 

as a team, increased in the collections department, so the financial institution 

may call the training successful. 

Collectors do care about what they are doing and not only how it affects 

them, as collectors, but also how customers are treated. Interest lies in helping 

the consumer manage debt effectively. Commitment of the employees to the 

position seems high; however, commitment levels were hypothesized as different 

for long-term employees versus the short-term employees. Commitment levels 

seem to be about the same for both long and short-term employees, however a 

"peak time" of commitment was suggested in the pre-training questionnaire. 

After a person is fully trained, a more confident collector can feel committed to 

the position and may aid in training other collectors. Indeed, future training might 

consider way to which fully trained collectors could actually assist more in the 

training sessions. 
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The position of collectors, as a valuable role in the economy to recover 

lost dollars, is important to society. Collectors need to be committed to the 

position. Commitment can be achieved through motivation and team building 

training in a collections department. This project represents one phase in the 

evolution of more sophisticated and effective training for collections personnel. If 

not a prototype for such training it at least provides a base as well as direction for 

such efforts. After all, well trained collectors are more likely to care about 

customers and can help the consumer get out of debt and achieve a portion of 

the American Dream: a financially secure future. 
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Appendix A 

Collections Pre-Training Questionnaire 

1. How long have you worked in collections? 
2. Is this job full or part-time? 
3. Are you male or femate? 
4. Are you a student. .. full or part-time? 
5. Do you socialized with your co-workers outside of work? If so, what do you 

do with co-workers? How often does this activity occur? 
6. Describe your relationship with your manager/supervisor. 
7. What are your favorite aspects of the collections position? 
8. What would you change about the collections position and why? 

Answer the following question by circling one numeral 1-5. 5= Strongly agree, 4=Agree, 
3= Neutral, 2= Disagree, 1 = Strongly Disagree 

1. I am willing to put a great deal of effort beyond that normally expected in order to 
help this company be successful. 5 4 3 2 1 

2. I talk up this organization to my friends as a great organization. 5 4 3 2 1 
3. I feel very little loyalty to this company. 5 4 3 2 1 
4. I would accept any type of job assignment in order to keep working for this company. 

5 4 3 2 1 
5. I find that my values and the company's values are very similar. 5 4 3 2 1 
6. I am proud to tell others that I am part of this company. 5 4 3 2 1 
7. I could just as well be working for a different organization as long as the type of work 

was similar. 5 4 3 2 1 
8. This company really inspires me the very best in me in the way of job performance. 

5 4 3 2 1 
9. It would take little change in my present circumstances to cause me to leave this 

company. 5 4 3 2 1 
10. I am extremely glad that I chose this company to work for over the other one I was 

considering at the time I joined. 5 4 3 2 1 
11. There is not too much to be gained by sticking with this company indefinitely. 

5 4 3 2 1 
12. Often, I find it difficult to agree with this company's policies in important matters 

relating to its employees. 5 4 3 2 1 
13. I really care about the fate of this company. 5 4 3 2 1 
14. For me, this is the best of all possible organization for which to work. 5 4 3 2 1 
15. Deciding to work for this organization was a definite mistake. 5 4 3 2 1 
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Appendix B 

Collections Post-test Questionnaire 

1. What did you learn most from the training program? 
2. What aspect of the program was especially helpful? 
3. Are you currently using-any techniques learned in the training session 

and if so, which ones? 
4. Have you discovered alternate avenues within the bank to motivate 

yourself? 
5. How has your attitude changed about the collections postion? 
6. How are you encouraging your co-workers to be motivated? 
7. I feel worse about my job, the same about my job, better about my job, 

after attending the motivation and team building sessions ... why? 

Please complete following by circling a number 1-5. 1= Strongly Agree, 
2=Agree, 3=Nuetral, 4=Disagree, and 5=Strongly Disagree 

1. I am willing to put a great deal of effort beyond that normally expected in order to 
help this company be successful. 1 2 3 4 5 

2. I talk up this organization to my friends as a great organization. 1 2 3 4 5 
3. I feel very little loyalty to this company. 1 2 3 4 5 
4. I would accept any type of job assignment in order to keep working for this company. 

1 2 3 4 5 
5. I find that my values and the company's values are very similar. 1 2 3 4 5 
6. I am proud to tell others that I am part of this company. 1 2 3 4 5 
6. I could just as well be working for a different organization as long as the type of work 

was similar. 1 2 3 4 5 
8. This company really inspires me the very best in me in the way of job performance. 

1 2 3 4 5 
9. It would take little change in my present circumstances to cause me to leave this 

company. 1 2 3 4 5 
10. I am extremely glad that I chose this company to work for over the other one I was 

considering at the time I joined. 1 2 3 4 5 
11. There is not too much to be gained by sticking with this company indefinitely. 

1 2 3 4 5 
12. Often, I find it difficult to agree with this company's policies in important matters 

relating to its employees. 1 2 3 4 5 
13. I really care about the fate of this company. 1 2 3 4 5 
14. For me, this is the best of all possible organization for which to work. 1 2 3 4 5 
15. Deciding to work for this organization was a definite mistake. 1 2 3 4 5 
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Appendix C 

Collections is more than Collecting 

~ 
a a --,-, 

Sarah Diehn 

March 1998 
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Sarah Diehn is a graduate student at the University of Wisconsin-Stevens Point 

receiving a master's degree in Communication with an emphasis in 

Organizational Communication in May 1998. A graduate of the Minnesota 

Center for Arts Education and Beloit College, her diverse experiences in 

leadership, liberal arts, and a variety of organizations have strengthened her 

expertise in addressing, adapting and motivating communication styles. 

Previous outstanding companies worked for include: ADC Telecommunications, 

NordicTrack, HEI Inc., and Medallion Kitchens. A former Minnesota State 4-H 

Ambassador and current Communication Instructor, Ms. Diehn displays a 

dynamic public speaking skill that has produced several awards. 
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After attending these sessions presented by Sarah Diehn , the collector 

will know ke~ ~trategies for motivating self and others in the department. 

The employee will also know key aspects of team building. The employee 

will learn how fo apply motivation to collections positions as well as career 

advancement in other venues. The employee will also work better with 

other employees improving team atmosphere and group goals. This 

thesis project devised by Sarah Diehn is subject to academic approval by 

the University of Wisconsin-Stevens Point and is not mandatory for 

employees to attend. 
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__ Motivation and Collections 
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Outline of Training Session I 

I. Introduction 

II. What is Collections? 

111. What is Motivation? 

IV. What Motivates A Worker? 

V. Needs Test 

VI. The 4 C's of Motivation 

VII. Career choices for the collector 

VIII. Conclusion 
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Collections is more than collecting 

Collections is sales: Collectors need to "sell" the customer on paying for 

their mortgage, car, and credit cards. The "sell" is especially important when a 

customer is having financial problems and is considering bankruptcy. 

Collections is customer service: Some customers may get their only 

impression of the bank from collectors. Collectors need to reinforce community 

helpfulness and friendliness so customers continue to use the bank for all of their 

financial needs. 

Collections is assertion: Collectors have opportunities to engage in 

conflict management which may be beneficial in their careers. Collectors assert 

their communication skills, (listening, speaking and persuasion) and strengthen 

them at work daily. 

Collections is revenue: Collectors are vital to maintaining the banks' net 

worth. Collections is increasingly important as more consumers rely on banks for 

credit to increase their purchasing power. 
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What is Motivation? 

Motivation is the willingness to exert high levels of effort toward 

organizational goals, conditioned by the efforts ability to satisfy some 

individual need. 

Motivation is not a personal trait. Motivation is contingent, based on the 

situation. Levels of motivation vary both between individuals and within 

individuals at different times. 

The keys to motivation are effort, organizational goals and needs. 

Effort-a measure of intensity. Effort needs to be directed toward and 

consistent with the organizational goals. 

Need- internal state to make certain outcomes appear attractive. A need 

will create individual drive. 

Goals- individual needs must be consistent and compatible with 

organizational goals. If one does not follow the organizational goals, then 

the energy is wasted. 
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What Motivates A Worker? 

-
It is not money, contrary to popular belief. According to Maslow, an early 

theorist of motivation, motivation stems from a hierarchy of needs. 

The first need to realize is physiological: You need a place to live, 

food to eat clothes to wear-the basics to survive. 

The second need is the safety need: You need to feel safe and 

secure in a home and a job. 

The third need is the love need: You need to feel loved and need to 

give love. 

The fourth need is the esteem need: This need includes self­

respect, achievement, status, recognition and attention. 

The final need is self-actualization: You need to be able to realize 

and meet your own personal goals and potential. This need is self­

fulfillment. 

These needs make you realize that if you are beyond receiving the basics, you 

can make your job more exciting by comprehending where you are on the neetJs 

basis. 
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Needs Test 

Indicate how important each of the following is in the job your job (or an aspiring 

job). Write the numbers 1,2,3,4 or 5 after each item. 

1 = Not important 

2 = Slightly important 

3 = Moderately important 

4 = Very important 

5 = Extremely important 

1. Cooperative relations with my co-workers. 

2. Developing new skills and knowledge at work. 

3. Good pay for my work. 

4. Being accepted by others. 

5. Opportunity for independent thought and action. 

6. Frequent raises in pay. 

7. Opportunity to develop close friendships at work. 

8. A sense of self-esteem. 

9. A complete fringe benefit program. 

10. Openness and honesty with my co-workers. 

11. Opportunities for personal growth and development. 

12.A sense of security from bodily harm. 
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The 4 C's of Motivation 

Competence- A company will teach you how to do the job you applied 

for if you do not already know. The company will also give you the opportunity to 

practice what you already know. The beginning of a career is a time to build 

competence. 

Confidence- You build confidence by proving to yourself that you can 

make the correct judgment without help from other's. You teach yourself 

confidence by doing the same job over and over again. 

Connections- There are more people in a large company that may 

have interests related to you. Your collection of connections becomes your 

private employment agency. Don't be afraid to call your connections and ask for 

help, but don't do this too often. Favors do have a limit like a bank account. 

Credentials- It is better to have a reputable company on your resume 

than an unknown company as your main place of employment. Working for a 

large corporation can give you credibility and prestige to advance to a career that 

is really you! 
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What are your options in Collections? 

1. Your choices can be limitless. 

A. Within the Bank 

B. Outside the corporation 

2. Your skills 

A. Sales 

B. Customer Service 

C. Assertion 

D. Collections 

3. Job Security 
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Team Building 



Collections and Commitment 49 

Group Desire is differ_e_r,t than individual desire. With individual desire, it's 

up to you to feed the fire. With group desire, you get all kinds of people 

rolling logs on from every different direction. 

-Vince Pfaff 

Coming together is a beginning, staying together is progress, and working 

together is success. 

"A person too busy to take care of his co-workers is like a mechanic too 
busy to take care of his tools." · 

'I'VE LEARNED ONE IMPORTANT THING ABOUT UYIN6. I CAN DO 

ANYfHIN6 I THINK I CAN-BUT I CAN'T DO ANITHIN6 ALONE. NO ONE 

CAN 60 IT ALONE. CREA TE YOUR TEAM!" 

-ROBERT SCHULLER 

Working together, ordinary people can form extraordinary feats. They can push 
things that come into their hands a little higher up, a little further on towards the 
heights of excellence. 
A team without goals is just another ineffective committee. 

Innovation creates opportunity, quality creates demand, but it takes teamwork to 
make it happen. 
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Outline for Training Session II 

I. Introduction 

11. Definition of Team Building 

111. Are We Functioning As A Team? 

IV. Collections-respect or disrespect? 

V. Role-Playing 

VI. Games Debtors Play 

VII. Relation to motivation 

VIII. Conclusion 
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Team Building 

The team concept structures the way we think about ourselves in reLation 

to others. The influence of team sports on our culture cannot be underestimated. 

Team sports encourage loyalty, discipline, concern for doing something well, and 

cooperation. There are some dangers to being involved in a team. Hazards 

include physical and psychological damage, harassment of other team members, 

people loving the team when it is winning and denouncing it when it is losing. 

Winning at all costs is not the objective of teams and should be 

discouraged. 

Work groups are assigned tasks while teams determine their own goals 

and focus on team accountability. Teams are usually 2-10 members while a 

group may be as many as 100 individuals. Teams need to know the goals of 

a task and decide if the goals are attainable-there should be long and short­

term goals in the agenda so there is always something to look forward to while 

still achieving something. 
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Are We Functioning As A Team? 

Co-workers know lf they are functioning as a team as stated by Yale 

management professor Chris Argyris. The ten signs of teamness include the 

following work indicators: 

Can't Say Never Always 

Contributions are additive 0 1 2 3 4 5 

Sense of team spirit 0 1 2 3 4 5 

Decisions are made by consensus 0 1 2 3 4 5 

Commitment to decision is strong 0 1 2 3 4 5 

Team continually evaluates itself 0 1 2 3 4 5 

Team is clear about its goals 0 1 2 3 4 5 

Conflict is dealt with openly 0 1 2 3,4 5 

Alternative solutions are generated 0 1 2 3 4 5 

Leadership goes to best qualified 0 1 2 3 4 5 

Feelings are dealt with openly 0 1 2 3 4 5 



Collections and Commitment 53 

Collections---Respect or Not? 

Just as Rodney Dangerfield states, "I get no respect," many collectors feel 

the same way. It may to be wise to consider how management views the _ 

collections department and the separation of credit cards and retail accounts. 

While there are companies out there that are specialized in the collections game, 

First Financial is not as fortunate. 

How collectors are seen by others in the company-"the people who get 

to wear jeans to work" "They bring in money, but they don't work that hard" "they 

just sit on the phones all day." 

How collectors are seen by customers---"pushy, they only want the 

money, they don't care about me" "they are people that get paid to sit on the 

phone all night and harass me" 

How can the image of collectors be changed? What aspects of team 

building will change our reputation as collectors and as representatives of First 

Financial? Get to the point, state your purpose and get off the call as quickly as 

possible in order to get the money and go. Play the game of odds, the more calls 

you make, the more payments you will get . 
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Role Playing 

Scenario 1- "You should feel sorry for me." Person who just lost a joo, is 

behind on mortgage and home equity payments. This person was divorced 

within the last year and is behind on child support payments. What do we do? 

Scenario 2 - "I can't pay now/can't pay all/can't pay till next month." 

Person who has a limited budget, but has enough money to go on vacation. The 

debtor owes½ of last months payment and plans to only pay half of payment this 

month because of an impending vacation. The debtor has a habit of paying 

every two months. 

Scenario 3- "My attorney says not to pay; go ahead and sue me." The 

collector is thinking about filing bankruptcy, but is very upset about the number of 

calls received on the 105 day delinquent account. The debtor thinks she is only 

2 ½ months past due as has a sporadic payment history. 

How did you feel watching the scenarios? What techniques were used, 

what could have been used, what seemed to work, what didn't and why. Was 

the collector communicating with the debtor or just mouthing desperate replies? 

Place debtor on spectrum of debtors. Will the debtor pay? What should happen 

next? 
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Games Debtors Play 

Gentle Games 

Accusations- "You're harassing me, you're a money grubber" Deny 

the accusation and tell them you are a debtor that owes my company 250.00, 

you need to tell me how you plan to take care of the debt. Another idea is to 

respond, "you know, Mr. Jones, if you'd paid this bill as agreed, I wouldn't have 

had to send letters, make phone calls, run up unnecessary expenses and 

aggravate myself. Actually, it is you who is harassing me!" 

Offensive Tackle- "Why are your prices so high?" This approach is 

tricky, the debtor is trying to steer the call away from how the bill is going to be 

paid. You can substitute examples of how everything else increases in price. So 

you are not arguing with the debtor but reminding the debtor that the bill has to 

be paid regardless. You should be proud of your fees and prices because if you 

aren't that feeling will communicate itself to your customers. 

Child Answers Phone-parents never home. Two approaches seem to 

work. A stern voice of "Go get your mom right now" Some kids respond to 

authority. Or "please ask your mom when she is coming back." 

No commitment- "I'll try to send you a payment this week". Never accept 

the word try. One does something or doesn't. 
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Serious Games-

Cursil'!_g- Tell the debtor that you are not willing to talk if you use 

that kind of language. Then follow through with your threat if the talk continues 

and hang up the phone. 

Physical Threats- If the threat is ever physical, end the 

conversation immediately. 

Screaming- The louder they get, the softer you get. You may want 

to say, "I can understand this is upsetting you", get the debtor calmed down and 

then try getting the payment. 

Crying- It is appropriate to back off now, but let the debtor know 

that the problem isn't going to disappear. Ask for another time to discuss the 

situation. Never tell the person that they shouldn't feel that way; acknowledge 

the feeling and move on. 

Remember- You can't control the conversation, but you can control 

your reactions to the conversation. You make the rules and you can refuse to 

accept the debtors proposals. The bottom line is the debt must be taken care 

of. 
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Motivation and Team-Building 

Motivation and enthusiastic are words that are loved or hated by members 

of the organization. People who love the words are in general more upbeat, 

excited people who may embrace goals and organization. People who cringe at 

these enthusiasts may think that motivated people are full of fluff and are pushy 

to enforce their attitudes on them. 

It has been proven that enthusiasm is contagious. If more people are happy 

and excited about their position and the goals to achieve, then the spirit may 

catch on to the rest of the team. It is enthusiasm that a cheerleader emits, rather 

than the words, that leads a team to victory. 

The first element pertaining to teamwork is personal motivation. If you are 

enthusiastic, then the attitude will spread. You need to take charge of your 

thoughts instead allowing thoughts to control you! Co-workers need to give the 

job 100%. When you are more enthusiastic, it is demonstrated by your work 

habits, which can be contagious in a positive way. The dynamic attitude will 

promote a stronger team. 
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Appendix 

This training session about motivation and team building is essential for 

collectors. Collections can become repetitive and awards for team goals can be 

limited. Collectors need to feel as part of a group and need to use team-building 

skills to increase their own productivity and performance. When the individual 

achieves a goal (motivation) then the individual can inspire team building. 

Using case studies, role playing and lectures, the two training sessions will 

invoke collectors to understand their role at First Financial as well as make 

collectors aware of their own communication skills. 
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