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Purpose: Appropriate motivation of managers is an important element in achieving the
intended financial results of the organization and the implementation of its strategy. The aim of
the study was to assess the existing financial and non-financial system of managers employed
in the chemical industry and their expectations.

Design/methodology/approach: The research was aimed at finding out which elements of
motivation are best perceived by managers and what additional elements are worth applying to
achieve better efficiency in their work. The study used purposive sampling, the respondents
were representatives of the management staff at both the chief executive level as well as
directors and managers. The research tool was a questionnaire.

Findings: Managers pointed out that the most common component of variable remuneration is
the bonus (95%), which depends on the results of their work. In terms of salary supplements,
medical care is the most valued. However, the factor that most motivates most to work is
a stable income and job security.

Research limitations/implications: The analysis is based on respondents' subjective
declarations.

Practical implications: Those in charge in the organization should be aware of the needs and
expectations of managers in terms of financial and non-financial elements of remuneration that
affect the level of their motivation to work.

Social implications: An analysis of managers' needs and expectations regarding financial and
non-financial motivators especially in the chemical industry can be the basis for building or
optimizing these systems in the organization.

Originality/value: the research results presented are related to the motivation of managers in
the chemical industry — there are only very few publications on this topic.

Keywords: motivating, financial elements of motivating, non-financial elements of motivating,
motivating managers.

Category of the paper: Research paper.
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1. Introduction

Motivation in the organization is an impact on employees, including managers, focused on
creating higher work efficiency and shaping such attitudes and behaviors that the employer and
managers care about on his behalf (Oleksyn, 2014). It is particularly important to motivate
managers to achieve higher results thanks to their work related to team management. Various
incentives are used to motivate. Their role is not only to evoke interest in the desired behavior,
but to serve as an instrument for modifying and shaping desired behaviors and their patterns by
controlling the environment, not by directly changing employees' attitudes and value systems.
According to the theory of reinforcement, rewarding such behaviors increases the likelihood of
their repetition in the future (Borkowska, 2006). There is a variety of these stimuli, external and
internal, which can be material and immaterial. They can also be agreed individually or
prepared for individual professional groups, including managers. Therefore, an effective system
for motivating managers should include an appropriate component and remuneration.
The aim of the study was to assess the existing financial and non-financial system of managers

employed in the chemical industry and their expectations.

2. The essence of motivation for managers

Motivation is a human desire, and it is impossible to separate the two states. They are always
strongly intertwined (Kopertynska, 2009, pp. 17-18). Through this, three levels of motivation
can be distinguished (Sroka, 2017):

e subordination — employees carry out the orders of the supervisor, as if they themselves

did not have enough knowledge in a given topic and could not do something themselves,

e goal identification: the desire for a goal arises and in order to achieve it, employees

must clearly define the benefits of their actions,

e commitment: at this level, the employee also has a specific goal and must understand

that they themselves are primarily responsible for achieving it and, as a result,

must perform their work properly.
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At the same time, there are rules of employee behavior modeling, which are reflected in

motivational systems (Kazus, Firek, 2019):

do not reward everyone equally, use rewards for above-average performance; equal
rewards for all reinforce poor or mediocre performance and ignore outstanding ones,
remember that failure to respond can modify both inappropriate and appropriate
behaviors from the organization's point of view; For example, not recognizing successes
and above-average results can lead to significantly weaker performance from that
individual in the future,

equip employees with knowledge of what they can do to increase their effectiveness,
provide clear and concise criteria and measures of effectiveness that enable them to
understand what they need to do to be well evaluated and receive a "reward",

inform employees about what they are doing wrong,

Do not punish in the presence of others — publicly admonishing an employee is
humiliating and can cause resentment towards the management from the punished

individual and other group members.

On the other hand, the effectiveness of remuneration can be assessed in terms of
(Juchnowicz, 2011):

the extent to which key objectives of remuneration systems in the organization are met,
including the acquisition and retention of key employees and their effective engagement
in work and the organization,

the fulfilment of traditional remuneration functions: income, cost, motivational and
social,

contributing to the achievement of the company's strategic goals.

The indications outlined above also apply to managers at various levels of management.

The importance of the motivating function was pointed out by L. Iacocca, who stated that

management is nothing more than the ability to motivate people, emphasizing the fact that

managers should be not only decision-makers, but also inspirers capable of motivating

subordinates (Zelga, 2018). Understanding motivation — what triggers, directs, and sustains

human behavior — has always been important to organizational leaders because they work with

and through people (Kazus, Firek, 2019). In this context, when designing motivation systems,

it is important to recognize the needs of the managers, their leadership qualities and to match

these elements with specific theories of motivation that will allow for a better alignment of

financial and non-financial packages for each manager (Stanczyk, 2018). Therefore, there are

many factors that affect the shape of the remuneration system for managers. They can be

divided into three basic categories (Pocztowski, 2018):
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e characteristics of managers, particularly their competencies and motivation, as well as

the values they uphold,

e characteristics of the organization, including its size, industry, the technology used,

strategy, structure, and organizational culture,

e characteristics of the environment, created by economic, political, legal, technological,

socio-cultural conditions.

In the era of Industry 4.0, competences are of particular importance for the organization
because they are built on the basis of the competences of the managerial staff, especially
through teamwork based on creativity, imagination, and creative output of managers,
which requires an appropriate level of motivation (Kuzniarska, 2022).

According to Pocztowski (2018), the components of managers' compensation include fixed
remuneration (financial and benefits), variable remuneration (bonuses, rewards, profit sharing),
and deferred remuneration (shares, stock options, pension plans, insurance, savings)
(Pocztowski, 2018). Salary incentives are mainly aimed at satisfying the basic needs of
employees and their families. On the other hand, non-wage elements make work a source of
satisfaction and an opportunity for personality development (Kopertynska, 2011).
The attractiveness of financial incentives is determined by the correlation between effort and
wage and the purchasing power of that wage. Financial incentives are divided into two
subgroups (Sekuta, 2008, pp. 186-187):

e fixed — there are relatively stable remuneration rules that provide the employee with

a fairly equal level of income in each period (months); they are characterized by a high
degree of certainty of receiving the reward,

e variable — they depend on the variability of conditions and the reasons for which the

employee may be entitled to such remuneration.

Fixed remuneration is most important as a stabilizing element, and variable remuneration
primarily serves as a motivating factor to achieve current goals and indirectly generate profits.
Non-financial remuneration, on the other hand, is a kind of indicator of a manager's importance
in the organization, satisfying their need for recognition and strengthening their sense of self-
worth, which plays a significant role in this professional group (Pocztowski, 2018). However,
as emphasized by K. Razniewski, a director in the Human Capital team of EY Poland,
a manager needs a considerable amount of self-motivation, perseverance, and a sense of mission
to be effective (Koc, 2015). Interesting examples of non-financial remuneration for managers
include (Beck-Krala, 2010):
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e competence development programs, which are designed to help develop professional

skills - mainly hard skills,

e talent management programs, which are designed for employees who demonstrate

leadership qualities - known as Talent Management,

e individual development programs — managerial coaching, which focuses on the

individual development of a manager's competences,

e Business Academy, which are designed to prepare managers to achieve the company's

goals and strategies,

e language training, which is offered to a larger scale for managers.

According to a study by Bigram, Legg Mason and Wolters Kluwer, the biggest motivator
for managers is money. As many as 69% of respondents put the basic salary in the first place.
Flexible employment and monetary bonuses and incentives tied for second place. The third
most popular motivating factor for managers is non-financial benefits (Koc, 2015). According
to information provided by Bigram, "unlike managers in the West, Polish executives approach
bonuses and commissions with caution, they value stability and "certainty" of remuneration

much more" (Bigram, 2022).

3. Research methodology

The aim of the study was to assess the existing financial and non-financial system of
managers employed in the chemical industry and their expectations. The study used purposive
sampling, with the respondents being representatives of the managerial staff, including
top-level executives, directors, and managers. When analyzing the respondent profile, the main
criterion considered was seniority, and some of the results were presented in correlation to it.
This allowed for the evaluation of the substantive assessment of the responses. It was assumed
that seniority may affect the expectations and assessment of the incentive system. The research
was conducted between 2021-2022.

The research tool used was a survey questionnaire consisting of 5 scaled questions
(Taherdoost, 2019) and one metric question related to seniority. The tool was prepared based
on a questionnaire used by M. Armstrong and A. Cummins (Armstrong, Cummins, 2015).
The survey is considered to be the basic tool for assessing knowledge, attitudes and practices
in a specific topic, and it comprises a set of predefined questions based on the research objective
(Sharma, 2022).
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4. Analysis of research results

The study involved 39 managers with varying lengths of service as described below:

1. 0-10 years — 14 managers (36%),

2. 11 -20 years — 12 managers (31%),

3. over20 years — 13 managers (33%).

Before evaluating the incentive system, respondents were asked to indicate the frequency

of receiving selected components of remuneration (see fig. 1).

100% 95% 95% 97%

80%
60% o6%

0

36% 9
40% 31%28%, 023%
20% 5% 3% 5% 5% 3%
0% — |
bonuses monetary rewards non-monetary additional benefits overtime pay
rewards
H every month once a quarter once a year never

Figure 1. Frequency of occurrence of remuneration components.

Source: own elaboration based on research results.

Respondents indicated that only a few receive additional benefits every month (31%),
material rewards (5%) and cash rewards (3%). The most commonly used motivational element
for executives in the organization is the quarterly bonus (95%), while material rewards (95%)
and overtime pay (97%) are not typically offered.

Subsequently, the respondents were asked to comment on claims regarding the company's
current bonus system. Figure 2 presents the structure of their responses calculated as an average,
where: 1 means — Strongly disagree; 2 — Disagree; 3 — No opinion; 4 - Agree; 5 — Strongly

agree.
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Figure 2. Evaluation of the current bonus system.
Source: own elaboration based on research results.

In the current bonus system, respondents rated the distribution of performance-based
bonuses highest (69% of respondents) and declared they understood this type of activities
(49%). Half of them declared they understood the functions performed by fixed and variable
remuneration (49%). The linking of the bonus amount to the company's results (51%) as well

as the need to make efforts to obtain it (49%) were positively evaluated. The bonus was
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a motivating factor for 72% of respondents, and 46% believed that the distribution of the bonus
is fair. Interestingly, in total, only 31% of them positively assessed the bonus program,
and 39% believed that it did not have a positive impact on teamwork and cooperation.

Subsequently, the results were subjected to a correlation analysis with respect to seniority.
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Figure 3. Assessment of the current bonus system in correlation to seniority.
Source: own elaboration based on research results.
To compare the expectations of managers depending on seniority, the Kruskal-Wallis

ANOVA test was used. In all tests performed, a significance level of p < 0.05 was assumed
(Kruskal, Wallis, 1952).
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On the basis of the test, one important difference was found — regarding the understanding
of what the basic salary is for, and what the bonus is for, depending on seniority. People with
more than 20 years of experience show significantly greater understanding than people with
0-10 years of experience. In other cases, no significant differences were observed.

In the next stage, respondents were asked to compare the importance of the salary
supplements they received. To this end, they were asked to assign a score up to a maximum of
100 points to be distributed among the benefits. The average number of points for each benefit

is shown in Figure 4.
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Figure 4. Assessment of the importance of salary supplements.
Source: own elaboration based on research results.

Managers rated the importance of medical care the highest (an average of 27.7 points out
of 100), followed by additional paid days off (14.5 points) and flexible working hours

(12.2 points). Subsequently, the importance of benefits was assessed based on seniority.
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Figure 5. Assessment of salary supplements in correlation to seniority.
Source: own elaboration based on research results.

On the basis of the test carried out, the following significant differences were found

depending on the length of service:

1. Managers with more than 20 years of service significantly rated medical care (43 points
compared to 25.4 points for those with up to 10 years of work experience and 22.5 points
for those with 11-20 years of work experience).

2. Financing of kindergartens, nurseries - only managers with 0-10 years of work
experience selected this option.

3. Additional paid days off - managers with work experience of over 20 years significantly
rated this benefit higher than those 11-20 years of work experience.

4. There was a significant difference in the assessment of the importance of flexible
working hours depending on seniority. Individuals with work experience over
11-20 years significantly rated this benefit higher than those with a work experience of
0-10 years.

In the next stage, managers were asked what motivates them to work. The rating was made

on ascale of 1 to 5, with 1 being the least important and 5 being the most important. The results
are presented in Figure 6.
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Source: own elaboration based on research results.
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Among surveyed managers, fixed income (74%), job security (49%), opportunity for self-
fulfillment and working in a profession that they studied for (44% each), and a favorable level
of remuneration (41%) were rated the highest (rated 5 on the scale) as elements of their
motivation. Interestingly, integration trips (44%), fair competition (41%), and participation in
research or opinion groups (34%) received relatively low ratings (i.e., level 1 or 2 overall).
In the opinion of 49% of respondents, career paths were not considered to be a significantly
important element of motivation.

The results indicate the importance of monetary factors in motivating this professional
group.

Respondents were also asked about the elements of work that should be taken into account
when awarding bonuses to managers. Figure 7 presents the structure of their responses

calculated as an average, where 1 is the least important, 5 is the most important.

] (21%
W %g% I

Bonus pool developed by the team under the manager

0,
Manager Evaluation 28% a4%

The manager's commitment to the team 15%

Extent of achievement of the objectives 8%

_41‘7 46%
Results achieved by the team ’

H5 w4 m3 m2 m1l

Figure 7. Assessment of factors influencing the awarding of the manager's bonus.
Source: own elaboration based on research results.

59% of respondents indicated that commitment to the team should be the most important
factor in awarding a bonus to a manager, while slightly fewer respondents, 46% each,

considered results achieved and the degree to which goals were met, to be important.

5. Summary

The use of both financial and non-financial elements in motivating managers is crucial for

the organization to achieve their intended goals. The presented research demonstrates a clear
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specificity of the components used for organizations in the chemical industry. It is worth noting
the timing of the conducted research, which was during the COVID-19 pandemic.
This was an important aspect and contributed to the the results of the research. Managers who
provided responses highly value the level of remuneration they receive regularly, which is also
related to maintaining their job security. Having access to additional medical care, especially
during the turbulent pandemic period, was also found to be significant. One of the important
findings of the research is the need to obtain information regarding the factors that influence
the allocation of bonuses for managers. Respondents pointed out that the reward should reflect
their own contribution to the team's work. As for the limitations of the presented research,
a shortcoming that should be pointed out is that the questionnaire used as a tool presents
a subjective declaration of the respondents. In identifying directions for further research,
attention should be paid to the size of the studied group. The results presented here relate to
a single company in the chemical industry. This may serve as a benchmark for other
organizations, but it is worthwhile to extend the research to other industries and then compare

the conditions of financial and non-financial motivation in different types of organizations.

References

1. Armstrong, M., Cummins, A. (2015). Zarzqdzanie wynagrodzeniami. Zestaw narzedzi.
Wolters Kluwer business.

2. Beck-Krala, E. (2010). Motywowanie finansowe menedzerdw pracujacych w organizacjach
mig¢dzynarodowych. Ekonomia Menedzerska, Vol. 8, pp. 41-51.

3. Borkowska, S. (2006). Wynagradzanie. In: H. Krol, A. Ludwiczynski (Eds.), Zarzqdzanie
zasobami ludzkimi. Tworzenie kapitatu ludzkiego. Warszawa: PWN.

4. Juchnowicz, M. (2011) Dylematy oceny efektywnosci wynagrodzeh w organizacji
gospodarczej. In: P. Bohdziewicz (Eds), Efektywnos¢ gospodarowania kapitatem ludzkim.
Lodz: Wydawnictwo Uniwersytetu L.odzkiego.

5. Kazu$, M., Firek, M. T. (2022). System motywacji w miejscu zatrudnienia. Zeszyty Naukowe
Gdanskiej Szkoty Wyzszej, Vol. 22, pp. 183-196; DOI 10.24426/zngsw.v2210.226.

6. Koc, J. (2015). Co motywuje menedzera? https://www.pulshr.pl/zarzadzanie/co-motywuje-
menedzera,24780.html, 30.01.2023.

7. Kopertynska, M.W. (2011). Efektywno$¢ systemu motywowania — rozwazania teoretyczne
1 doswiadczenia badawcze. In: P. Bohdziewicz (Ed.), Efektywnos¢ gospodarowania
kapitatem ludzkim. £.6dz: Wydawnictwo Uniwersytetu L.odzkiego.

8. Kruskal, W.H., Wallis, W.A. (1952). Use of Ranks in One-Criterion Variance Analysis.
Journal of the American Statistical Association, Vol. 47, Iss. 260, pp. 583-621.
https://doi.org/10.1080/01621459.1952.10483441.


https://www.pulshr.pl/zarzadzanie/co-motywuje-menedzera,24780.html
https://www.pulshr.pl/zarzadzanie/co-motywuje-menedzera,24780.html
https://doi.org/10.1080/01621459.1952.10483441

402 A. Kuzniarska, A. Prus, I. Stanczyk

10.

11.

12.

13.

14.

15.

16.

17.

Kuzniarska, A. (2022). Competencies in times of innovation 4.0. In: Z. Makiela, M. Stuss,
R. Borowiecki (Eds.), Sustainability, technology and innovation 4.0 (pp. 213-234). London:
Routledge, DOI: 10.4324/9781003184065-11.

Oleksyn, T. (2014). Zarzgdzanie zasobami ludzkimi w organizacji. Warszawa: Wolter
Kluwer business.

Opinie portalu Bigram Co motywuje menedzerow? (2022). https://bigram.pl/aktualnosci/
co-motywuje-menedzerow, 30.01.2023.

Sekuta, Z. (2008). Motywowanie do pracy. Teorie i instrumenty. Warszawa: PWE.

Sharma, H. (2022). How short or long should be a questionnaire for any research?
Researchers dilemma in deciding the appropriate questionnaire length. Saudi Journal of
Anaesthesia, Vol. 16, Iss. 1, p. 65. https://doi.org/10.4103/sja.sja_163 21.

Sroka, M. (2017) Wspotczesne metody motywowania do pracy w zespole projektowym.
Journal of Modern Management Process, Vol. 2, pp. 36-45.

Stanczyk, 1. (2018). Wsparcie organizacyjne menedzerow. Krakow: Wydawnictwo
Uniwersytetu Jagiellonskiego.

Taherdoost, H. (2019). What Is the Best Response Scale for Survey and Questionnaire
Design; Review of Different Lengths of Rating Scale/Attitude Scale/Likert Scale.
International Journal of Academic Research in Management, Vol. 18, Iss. 1, pp. 1-10.
Zelga, K. (2018). Motywowanie pracownikow istotnym elementem zarzadzania
przedsigbiorstwem. Zeszyt Naukowy Wyiszej Szkoly Bankowosci w Krakowie.
Motywowanie pracownikow_istotnym el.pdf, 30.01.2023.


https://bigram.pl/aktualnosci/co-motywuje-menedzerow-
https://bigram.pl/aktualnosci/co-motywuje-menedzerow-

