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MOTIVATION SYSTEM TO WORK IN DISPOSABLE GROUP.
CASE STUDY

SYSTEM MOTYWOWANIA DO PRACY W GRUPACH
DYSPOZYCYJNYCH. STUDIUM PRZYPADKU

Summary: The effective motivation system consists of the range of factors that guarantee relatively
high level of motivation, building the basis of proper use of human potential for the development of
an organization, irrespective of its size. The aim of this article is to show the motivation factors which
influence the relations among the employees. These considerations are of theoretical and empirical
character. The theoretical part identifies the factors shaping the employees’ motivation system. The
empirical part presents the analysis of the researches’ results in the presented areas.
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Streszczenie: Na skuteczny system motywowania pracownikow sktada sie szereg czynnikdéw majacych
zagwarantowa¢ odpowiednio wysoki poziom motywacji, ktory stwarza podstawe do wlasciwego wyko-
rzystania potencjatu ludzkiego dla rozwoju organizacji niezaleznie od jej wielkoéci. Celem artykutu jest
wskazanie czynnikéw motywacji majacych wplyw na budowe relacji pracownikéw. Rozwazania te maja
charakter teoretyczno-empiryczny. Czg$¢ teoretyczna identyfikuje czynniki ksztaltujace systemy motywo-
wania pracownikéw. Cze$¢ empiryczna przedstawia analize wynikow badan w prezentowanych obszarach.

Stowa kluczowe: motywacja, system motywacyjny, relacje pracownikéw, grupy dyspozycyjne, Policja
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Introduction

In today’s world that constantly develops, in a highly competitive environment, orga-
nisations fight not only to survive on the market, but also to thrive and constantly develop.
Success of an organisation depends on its employees, who constitute its most valuable capital.

Creating and improving an effective system for employee motivation is not an easy task,
therefore it’s worth stressing that it constitutes one of the most important elements determi-
ning effectiveness of work in a given organisation.

Modern organisations very often apply obsolete motivation tools and link them with
job performance in a wrong way. This is a basic problem of most managers and specialists of
human capital management. These factors often result in dissatisfaction of employees, which
disturbs atmosphere and relations at work. Employee recognition programs are regarded as
one of effective motivation methods. These programs include: development plans, building
relations between the superior and the employee, team integration, and salary and non-sala-
ry incentives used in motivation systems.

The aim of this paper is to indicate motivation factors that have an influence on building
relations among employees of dispositional groups, with the police used as an example of
such groups.

1. Motivation system and its sub-systems influencing relations
among employees

The academic literature provides numerous definitions of a motivation system. According to
J. Penc, a motivation system is a system intentionally created in an organisation that is a compo-
sition of various motivation tools'. According to A. Stabryla, a motivation system is an ordered
set of tools designed to increase work productivity and eftectiveness, with simultaneous impro-
vement of employees’ qualifications and broadening of their skills. An ideal motivation system is
one that makes employees feel an inner need to do what managers would like to be done*.

According to L. Koziol and M. Tyranska, a motivation system should be understood as
an ordered set of motivation tools and factors that are interrelated and form a whole desi-
gned to create conditions and induce employees to behave in an organisation in a way that
serves the company’s goals®. A motivation system is a tool through which managers of an
organisation exert influence on employees to increase their work effectiveness. Its aim is to
improve the functioning of an organisation. A successful motivation system should include
incentives, measures, principles and conditions, tailored to needs, designed to elicit employ-
ees’ involvement ensuring mutual benefits for employees and an organisation®.

The aim of creating a motivation system is to ensure success of an organisation and its
employees. From the perspective of an enterprise, effectiveness of motivation is measured in

! J. Penc, Motywowanie w zarzgdzaniu, Wydawnictwo Profesjonalnej Szkoly Biznesu, Krakow 2000, p. 203.

* Stabryla A., Podstawy zarzgdzania firmg, Wydawnictwo Antykwa, Kluczbork 1997, p. 187.

* L. Koziol, M. Tyranska, Motywowanie pracownikow w teorii i praktyce, Wydawnictwo Biblioteczka Pracownika,
Warszawa 2002, pp. 28-29.

* Z. Sekula, Motywowanie do pracy. Teorie i instrumenty, Polskie Wydawnictwo Ekonomiczne, Warszawa 2008, p. 225.



Motivation system to work in disposable group. Case study 199

terms of the achievement of goals, whereas from the perspective of an employee, it is measu-
red by the level of satisfaction and contentment of their lack®.

Building a motivation system involves the following actions using key research methods:

— analysis of long- and medium-term goals,

— identification of employees’ values and needs,

— selection of the type, height, size, frequency and scale of intensity of incentives,

— establishing the relationships between employees’ conduct and involvement and the
incentives and their height,

— diagnosis of the measures used to measure work effects,

— matching drivers to employees and teams,

— selection of the forms of giving feedback on the results with the possibility of rece-
iving rewards®.

The research should provide an answer to the questions — what is the goal of employees,
what are their values and expectations, what are necessary attitudes and behaviour to ensure
proper performance of the tasks assigned, what type of instruments should be used, taking
into account possibilities and conditions in an organisation?” A motivation system built in
an organisation is a system of incentives, measures and conditions that are intended to enco-
urage employees to become involved in their work and duties in a way that is possibly most
advantageous for the enterprise and gives the employees personal satisfaction, and encourage
them to enterprise and creativity. For a good motivation system to be created, the managerial
staff and persons involved in its creation have to know employees™ expectations®. Effective-
ness of various incentives depends on age, family status, aspirations and wealth not related
with worl’.

According to M. Armstrong, the basic aims of a motivation system include:

— optimal use of the potential of employees to achieve an organisation’s goals,

— increase in work effectiveness by making salary dependent on job performance,

— employees’ identification with an organisation’s goals and activities,

— increase in motivation of a group,

— increase in employees’ individual motivation'.

The motivation system of an enterprise is determined by a range of factors from its exter-
nal and internal environment. The external factors include: economical, political and social
situation of a country, legal regulations and situation on the labour market. The internal envi-
ronment is formed by company’s strategy, organisational culture and its financial situation''.
An appropriately selected system of financial incentives satisfying material, livelihood and
consumption needs should be supported by non-financial incentives, connected e.g. with
self-realisation, recognition'?.

> S. Borkowska, System motywowania w przedsz’gbiorstwie, PWN, Warszawa 1985, p. 16.

¢ Z. Sekuta, Motywowanie do pracy..., p. 224.

7 Ibidem.

¢ Ibidem, p. 225.

* T. Kruszewski, Metody motywowania pracownikow w firmie informatycznej, ,,Personel” 2004, nr 10, p. 28-30.

10 M. Armstrong, Jak by¢ lepszym menadzerem, Dom Wydawniczy ABC, Warszawa 1997, p. 255.

" J. Moczydlowska, Zarzgdzanie kompetenciami zawodowymi a motywowanie pracownikéw, Difin, Warszawa
2008, p. 179.

2 M.W. Kopertynska, Motywowanie pracownikow. Teoria i praktyka, Wydawnictwo Placet, Warszawa 2008, p. 200.
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The most important role of each motivation system is to support an organisation in
achieving strategic objectives. Known concepts of a motivation system in an enterprise inc-
lude: administrative coercive measures, incentives and persuasion measures. They define ta-
sks for an employee in an obligatory way, and assume that the behaviour of the person being
motivated is subordinated to the interests and will of the motivating person®.

The aim of developing a motivation system is success of an organisation and its individu-
al employees. This system is an important element of the art of recruitment and selection of
staff. However, it has to be appropriately adjusted to the whole organisation'.

In a motivation system it is important to appropriately select motivation instruments
or tools in respect of an enterprise’s conditions and goals'. This is not an easy task, as today
it is no longer enough to base a motivation system on focus on an employee, integration of
employees’ objectives with those of an organisation, participation, self-direction and control,
but it is also necessary to find tools that will allow employees’ creative potential to be rele-
ased. Today, a motivation system is about motivating employees to have achievements, as
opposed to the traditional view of motivation as stimulation of employees to perform tasks
effectively'®.

When creating systems for motivating employees various motivation instruments are
used. These are phenomena and activities that satisfy various human needs. According to L.
Koziol, a motivation system is an ,,ordered set of motivation tools and factors that are inter-
related and form a whole designed to create conditions and induce employees to behave in
an organisation in a way that serves the company’s goals'’.

Forms and ways of motivating depend on a number of external and internal conditions
which, accurately identified and appropriately taken into account, may strengthen employ-
ees’ motivation. A motivation system is closely connected with other solutions, systems and
procedures designed to constitute corporate governance (fig. 1).

13 L. Koziol, Motywacja w pracy. Determinanty ekonomiczno-organizacyjne, Wydawnictwo Naukowe PWN, War-
szawa — Krakow 2002, p. 59.

4 J.E. Karney, Czlowiek i praca. Wybrane zagadnienia z psychologii i pedagogiki pracy, Miedzynarodowa Szkota
Menedzeréw, Warszawa 2000, p. 163.

15 1. Sikora, Motywowanie pracownikéw, Oficyna Wydawnicza O$rodka Postepu Organizacyjnego Sp. z 0.0, By-
dgoszcz 2000, p. 53.

16 M. Juchnowicz, Motywowanie w toku pracy: Zasoby ludzkie w firmie. Organizacja, kierowanie, ekonomika, red.
A. Sajkiewicz, Poltex, Warszawa 2000, p. 211.

17 L. Koziot, Motywacja w pracy..., p. 59.
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Figure 1. Factors that have an influence on a motivation system

Mission < > Vision »| Strategic objectives
e e
Employees Areas of activity Types of work
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Employees’ needs and Employees’ needs and

MOTOVATION SYSTEM

\4

‘ Motivation tools Financial and non-financial \

Source: Z. Sekula, Motywowanie do pracy. Teorie i instrumenty, Polskie Wydawnictwo Ekonomiczne,
Warszawa 2008, p. 223.

For a good motivation system to be created, the managerial staff and people involved in
its creation have to know employees’ needs and expectations. They have to know what impor-
tance employees attach to various incentives and whether there is correspondence between
the attractiveness of reward for the employee and employees’ activities that are relevant to the
employer. Employees cannot feel manipulated, badly paid or overexploited.'®

Authors differently define components of a motivation system. Motivation systems pre-
sented by various authors are aimed at identifying main elements of motivating that are of
fundamental importance for the process of motivating from the perspective of a specific ob-
jective.

Analysing the definitions presented above, it should be stressed that an important aspect
of a motivation system is its subsystems which include: >

- motivating factors, which directly belong to a group of management instruments.
These instruments also include directive factors (orders and prohibitions), economic and fi-
nancial parameters, legal norms, negotiation techniques, accounting methods (e.g. economic
analysis, optimisation methods). A set of motivating factors contains a sub-class of condi-
tions characteristic of the workplace, and a sub-class of incentives and persuasion measures.

- task system of an enterprise, i.e. focus on the employee. Its main role is to give qu-
antitative and qualitative dimensions to different work processes, to define and assess effecti-
veness of individual, group and team work.

18 Z. Sekuta, Motywowanie do pracy..., p. 225.

¥ M.W. Kopertynska, System plac przedsiebiorstwa, Wydawnictwo Akademii Ekonomicznej im. Oskara Langego
we Wroctawiu, Wroctaw 2000, p. 38.

2 L. Koziol, M. Tyranska, Motywowanie pracownikéw..., pp. 32-34.
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- total labour costs, which have influence on the results achieved in an enterprise. Pro-
per decisions regarding incentives, employment level, development of its structure, matrix of
salaries and benefits paid to employees impact production costs and work productiveness.

- participation of employees, i.e. direct or indirect influence of employees on deci-
sions regarding the functioning and management of an organisation.

Effectiveness of existing motivation systems can be examined from the perspective of an
organisation, and then the measure of effectiveness is the extent to which the objectives - tasks
of the motivating person - have been achieved, whereas from the perspective of an employee,
the measure of effectiveness is the level of satisfaction and contentment or their lack. Creation
of motivation systems is determined by a range of factors that result from the external envi-
ronment in relation to an organisation, and from relations with the internal environment. The
basic determinants of shaping motivation systems in an enterprise include:*! strategy, organi-
sational culture, specificity of activity, financial situation, competitive environment, phase in
a company’s development, size of an enterprise, human resources’ potential.

The determinants presented above impact the construction of motivation systems, but
require that a preceding diagnosis is conducted covering employees, their needs, preferences,
attitudes, and knowledge of motivation methods and techniques. Additionally, it is necessary
to characterise and assess work situation, organisational conditions, system of work appra-
isal, and system of an enterprise management. It is also important to know an organisation’s
prospects for development. The main aim of creating a motivation system is to ensure success
and development of an organisation and its employees.

2. Methodological research issues

Empirical studies were conducted as part of the author’s own research project entitled
»Process of managing human resources in the police”, ** carried out at the Institute of Mana-
gement and Economics of Humanitas University in Sosnowiec. The studies were conducted
between April and June 2012. The subject was areas of managing human resources in the
police. The aim was to find out the opinions of police officers concerning selected areas of
managing human resources in the police.

The research tool was a survey questionnaire containing closed and semi-open questions
addressed to officers working in the police. The requirement for qualifying an individual to
the population was location of the workplace on the territory of Silesian voivodeship.

85 police officers working mainly in Katowice, Dagbrowa Gérnicza, Sosnowiec, Mystowi-
ce and Czestochowa voluntarily took part in the survey, with males constituting 77.1%, and
females accounting for 22.9%. The ranks of the police officers were from sergeant to inspector
inclusive. Table 1 presents the structure of the police officers surveyed in terms of age, educa-
tion and service period in the police.

2t A. Benedikt, Motywowanie pracownikow w sytuacjach kryzysowych, Wydawnictwo Astrum Wroctaw 2003, p. 29.
22 The research project was carried out in cooperation with Joanna Dziendziora, PhD.
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Table 1. Characterisation of the population surveyed in terms of age, education and service period in
the police

Feature Structure in %
from | from | from
26to | 36to | 46to
up to 25 years old 35 45 55 over 55 years old
Age years | years | years
old old old
0.0 41.0 54.0 6.0 0.0
post-
E.duca- higher (f::i- orsuel:ry vocational
tion ary
79.5 1.2 19.3 0.0
from | from | from
Is)ee:' ;,(i)flein up to 5 lat 51:)0 1 ; (:0 2:1)’ 50 over 30 years
the police years | years | years
12.0 9.6 66.3 12.0 0.0

Source: own work based on a survey.

Police officers aged 36-45 (53% of those surveyed) with higher education (79.5% of those
surveyed) and service period from 11 to 20 years (66.3% of those surveyed) were the most
represented group in the survey.

3. Motivation in the police - analysis of the findings of empirical studies

A little over half (55.3%) of the police officers surveyed notice chances for the develop-
ment of their own professional career in the police. 43.5% of those surveyed do not see such
chances, whereas the remaining 1.2% do not have an opinion on this matter. Perhaps, such
a high percentage of the police officers who do not link their professional career with the
organisation they are currently working in results from their reluctance to develop profes-
sionally, failure to notice opportunities for development or stress and professional burnout
to which police officers are especially prone. The service period of the majority of the police
officers surveyed was between 11 and 20 years, so they were experienced police officers. At
the same time, 58.8% of those surveyed think that the police don’t make it easier for their
employees to improve their qualifications. Only 32% of those surveyed think otherwise, and
9% do not have an opinion.

Figure 2 presents the findings connected with the assessment of factors influencing the
quality of relations among employees in the group surveyed. Here, factors connected with
a training course policy in the institution were assessed as relatively the worst, or rather the
respondents indicated lack of such training courses.



204 Zeszyty Naukowe Wyzszej Szkoly Humanitas. Zarzgdzanie

Figure 2. Assessment of factors influencing the quality of relations among employees of the group surveyed

My current expectations connected with my work are
reasonable and possible to fulfil

My direct superior supports the creation of a positive
work environment which fosters cooperation

My direct superior lets me decide by myself on how I can
best fulfil my duties at work

My direct superior actively participates in planning my
professional career

My direct superior has told me his/her expectations
towards me in a clear way

My last performance appraisal was accurate and thorough

I feel that I can openly discuss various matters with my
direct superior and share my problems and fears with
him/her

I'have access to training courses and a chance to develop
the skills needed in my further professional career

They ensure me training courses that allow me to
effectively fulfil my duties

I feel that I have real chances for promotion in my
institution

T am aware of the skills and competences I have to
possess to be promoted.

I receive guidance and help every time I need them

0% 20% 40% 60% 80% 100%

B ]agree Idon’tagree ®Idon’t have an opinion M Not applicable

Source: own work based on a survey.

55.3% of the police officers positively assessed relations between the superior and sub-
ordinates, and 74.1% positively assessed relations among co-workers (fig. 3). Little over 35%
negatively assessed relations between the superior and subordinates, and over 9% did not
have an opinion on this matter. Relations among co-workers were assessed less negatively.
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Figure 3. Assessment of work relations

I don’t have an 4,7%

opinion - 9,4%

21,2%

N s
D /0

Positively
— 55,3%

Relations among co-workers
B Relations between the superior and subordinate

74,1%

Source: own work based on a survey.

28% of the police officers surveyed declared being able to openly express their work-re-
lated views and opinions, and 40.2% declared being able to do so to a limited extent. Nearly
32% of the police officers think that in the institution in which they work there is not a good
environment for a free presentation of their own views and opinions.

In the survey, the police officers also described their attitude towards the uniform as an
important element of motivation. A majority of the respondents have a positive attitude to
the uniform (very good - 38.1% and good - 54.8%). Only 1.2% of the police officers have
a negative attitude to the uniform as a symbol associated with the institution for which they
work, whereas 6% do not have an opinion on this matter.

The respondents positively perceive the events organised by their institution and wil-
lingly participate in them (40.2%). However, as many as 35.4% of those surveyed negatively
view the organisation of such events and do not want to integrate outside the working hours.
As many as 24.4% of the respondents do not have an opinion on this matter.

The analysis of the survey shows that the overwhelming majority of the police officers
are satisfied with their work (81.7%). Lack of satisfaction with work was declared by only
14.6% of those surveyed, and the remaining 3.7% were unable to specify their opinion in this
respect. Fig. 4 presents the findings regarding assessment of the factors of work satisfaction
according to the police officers surveyed.
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Figure 4. Assessment of work satisfaction factors

I can separate my professional duties from my
personal/family life

I am satisfied with my participation in making
decisions that affect my work

I would recommend a close friend my institution
as a good workplace

Generally, I am satisfied with my work

Tam proud that I can work in the police

I believe that I have many years of career in the
institution

My work is interesting and brings continuous
challenges

My workload/working hours are within
reasonable limits

Tintend to work in the police until I retire

0%  20% 40% 60% 80% 100%

W] agree Idon’tagree ®™Idon’t have an opinion ™ Not applicable

Source: own work based on a survey.

Work satisfaction felt by the police officers is rather not linked with the amount of their
salary, as 78.1% of those surveyed declared that the amount of their salary did not allow them
to save any money (fig. 5). The police officers live rather frugally or very frugally. Only nearly
6% of the police officers (as the survey shows), holding managerial positions, can satisfy their
day-to-day needs and save some money. Almost 13% of those surveyed can satisfy all their
immediate needs from their salary, but they are unable to save any money.

Figure 5. Management of income by police officers
I don’t have enough money to satisfy my needs

I live very frugally to save money for
bigger, necessary expenses

I live very frugally, so I have money for everything
40,0%
Ineed
Thave money for everything I need, but I can’t save
anything

I have money for everything I need, and can save
some money

Source: own work based on a survey.
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Only less than 12% of those surveyed state that it is easy or very easy for them to cope
with immediate expenses. In contrast, 43.5% declare that their daily expenses are a huge pro-
blem and they cope with them with difficulty. The remaining 44.7% say that their situation in
this respect is not stable and sometimes they are able to handle the expenses without bigger
problems, while other times expenses are a huge problem for them. Problematic situations
usually arise in the periods of increased spending (holidays).

Figure 6. presents the structure of assessments regarding selected elements of a moti-
vation system in the police. The police officers rather negatively assess the amount of salary
they receive, feeling that their contribution is much bigger than their salary. They also express
a negative opinion about the motivation system functioning in the institution. However,
a positive element of the motivation system is employment security and stability of the salary.

At the same time, the police officers are aware of the situation in terms of the level of
salary in other uniformed services. A little over 43% of those surveyed think that the salary
they receive is a little higher or at a similar level (fig. 7). In contrast, 56.8% of the respondents
think that salary in other uniformed services is higher. No police officer indicated that their
salary was much higher than that in other uniformed services.

Figure 6. Assessment of a motivation system

I feel my employment is secure

Generally, I am satisfied with the system of
motivating employees in the institution

I feel that I receive a fair remuneration for my
work

My salary is attractive on the labour market

The salary I receive is adequate to my work
contribution

T receive appropriate recognition for my efforts

0% 20% 40% 60% 80% 100%

m ] agree Idon’tagree ®1don’t have an opinion

Source: own work based on a survey.
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Figure 7. Assessment of police officers’ remuneration compared to salaries in other uniformed services

It is much lower
It is rather lower 39,5%
It is at a similar level 38,3%

It is rather higher

It is much higher

Source: own work based on a survey.

Similarly assessed are living and housing conditions of police officers compared to em-
ployees of other public institutions. 52.4% of those surveyed assess these conditions as better
or at comparable level. In contrast, 47.6% of those surveyed perceive their situation as worse.
Much worse were assessed social conditions at the workplace compared with employees in
other public institutions (fig. 8). Most police officers, i.e. 60.5%, think that these conditions
are worse than in other public institutions. The police officers were especially dissatisfied
with toilets and social rooms.

Figure 8. Assessment of living and housing conditions and social conditions at the workplace compa-
red with other public institutions

12,2%
Much worse ikl
19,8%
35,4%

Rather worse
.. 41,5%
At a similar level =

11,0%

Rather better
B v

0,0%
0,0%

Much better

living and housing conditions B social conditions at the workplace

Source: own work based on a survey.

Figure 9 shows the workplace and remuneration areas that according to the police offi-
cers surveyed are most important for their work in the police.
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Figure 9. Impact of the areas of the workplace on the quality of work
Interesting job 68,2%

Relations with co-workers 60,0%
Balance between work and private life
Satisfactory remuneration
Training courses and possibilities of development
Relations with the direct superior
Recognition
Equipment and working conditions
Effective motivation system

Effective communication

Autonomy/power

Source: own work based on a survey.

The police officers surveyed most often indicated interesting job and good relations with
co-workers, whereas least often: autonomy, communication, equipment and working condi-
tions and motivation system.

Conclusion

An effective system for motivating employees involves a range of factors that should
guarantee high level of motivation. Such a system constitutes a basis for proper use of hu-
man potential for the development of an organisation regardless of its size or character. The
fundamental factors influencing the development of motivation systems in an organisation
are: strategy, organisational culture, organisational structure, specificity of activity, financial
situation, competitive environment, phase of an organisation’s development, size of an orga-
nisation and its human resources. An important aspect of a motivation system is its sub-sys-
tems, which include: motivating factors, task system of an enterprise, total labour costs, and
participation of employees.

The analysis of the results of the survey shows that over half the police officers surveyed
see chances for the development of their professional career in the police. They are aware that
they have to improve their professional competences to be promoted. At the same time, they
are sceptical about the training policy and real chances for the development of their profes-
sional career. They positively view the process of their performance appraisal, the way their
superiors communicate their expectations and the realism of these expectations as well as the
possibility of deciding about how to perform the tasks assigned to them.

Work satisfaction felt by the police officers is rather not connected with the amount of
salary they receive. The police officers rather negatively assess the amount of their salary,
thinking that their contribution is much bigger than the salary they receive for it. They also
negatively assess the motivation system used in their institution. The positive aspect of this
motivation system is however security of employment and stability of the salary received.
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Summing up, the motivation system, although it requires a lot of changes and correction,
contributes to the building of relations among the police officers. The police officers positi-
vely assessed relations at the superior — subordinate level and relations among co-workers.
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