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This article considers employee satisfac-
tion with incentive systems. Strict require-
ments for the efficiency of human resource
management (HRM) and internal public rela-
tions make it a major management problem.
The importance of this study lies in the fact
that incentives affect all stages of HRM. This
work reports the results of an empirical survey
of Polish bank employees, which was aimed to
establish to what degree incentive systems met
employees’ expectations and to analyse the
impact of such incentives on employee satis-
faction. The authors advance the thesis that
male bank employees are more satisfied with
existing incentive systems than their female
counterparts. The discussion is supported by
empirical research based on a sample of I,
920 Polish bank employees. The article is di-
vided into five sections. The introductory sec-
tion is followed by Section Two, which reviews
employee motivation and analyses the above
thesis. Section Three describes data sources
and research methods, and Section Four pre-
sents findings and conclusions.

Key words: motivation, incentives, com-
pliance, employees, banks, Poland

Introduction

More and more researchers analyse
employees’ motivation [15, p. 85; 16,
p. 30; 19, p. 38; 22, p. 151; 24, p. 21; 31,
p- 9], with particular emphasis being laid
on the issue of incentives, which are used
with varying intensity and contribute to
employees’ work satisfaction. Creating a
conformity incentive system is not a sim-
ple task. The effectiveness of the imple-
mented incentives depends on the proper
recognition of thesis tools. The needs and
expectations of employees are changing,
so it is important to identify them. The
diversity of employees is another factor
which should be taken into consideration
when optimizing the effectiveness of the
motivational function.
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Motivation is a very important factor in the success of the entire organi-
zation. Employees’ motivation is closely related to satisfaction of existing
incentives. It means that those incentives should be very well planned to
magnify employees’ contentment.

This study analyzes employee incentives in the banks of Poland. The
banking sector has been chosen as an area of analysis due to its dynamic
growth in the Polish economy. Banks employ a lot of staff in a variety of
positions and are characterized by a complex organizational structure. For
over 25 years they have experienced large employee turnover including the
implementation of human resource solutions transferred from their foreign
parent banks [3, p. 147; 15, p. 63].

Employee incentives have been studied for a long time, as it is evident
from the literature review below [2, p. 633; 6, p. 88—90; 7, p. 71; 8, p. 91, 9,
p. 2207; 11, p. 1; 17, p. 227; 21, p. 81; 26, p. 107; 29, p. 701; 30, p. 466].
There is insufficient research into the changing economic and social condi-
tions [23, p. 50; 28, p. 29—30; 32, p. 127]. There is also a lack of in-depth
research into the conformity of the incentive systems of the banks in Poland.

This study focuses on the approach to motivation from an employee's
point of view and includes a selected group of employees representing the
banking sector in Poland. The aim of this study is to present the results of the
author's own empirical research conducted among bank employees in Po-
land, to determine the conformity of the incentive system in banks with em-
ployees' individual expectations as well as to analyze the influence of incen-
tives on the conformity of employees. This paper is structured in such a way
to fully achieve the aim of this study. This paper propounds the following
thesis: male employees in banks are more satisfied with the existing incen-
tive system in their banks than females.

To accomplish the research aim undertaken in this paper, the author
made use of specialist literature in Polish, English and Russian on econom-
ics, human resource management, banking and industrial and organizational
psychology (The ACM Digital Library, BazEkon, EBSCO, Emerald,
ProQuest). A survey of nearly 2,000 bank employees was also carried out.

Apart from the introduction, this article starts with a brief analysis of the
meaning of work motivation and conformity thesis presentation, and the de-
scription of the research method adopted. Finally, the research sample has
been characterized and the research results have been presented.

Employee motivation and the conformity thesis

At the turn of the century, the approach to work motivation was undergo-
ing constant evolution. The perception of it as an essential component of the
management process, thanks to which employee efficiency could be in-
creased is an approach adopted only recently. Still in the period preceding
the industrial revolution, the most commonly used forms of motivation were
based on the fear of sanctions — physical, financial, or social [27, p. 12].
Currently, motivation is a term studied in many fields of science, such as
psychology, organization and management, or economics.
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The process of motivation is to result in achieving the optimal level of
motivation. Motivation is very important both in everyday and professional
life. Thanks to it, people attain not only goals they set themselves but also
those set by others. D. Podmoroff propounds a thesis that "...motivated
workers are essential for the company's survival. They are more efficient and
their positive energy creates a good atmosphere and is infectious to others."
[20, p. 37].

From the point of view of organization, motivation is one of the main
functions of management [1, p. 21; 18, p. 136; 15, p. 85]. Managers play a
key role in the shaping of an organization's effectiveness. They are responsi-
ble for motivating the employees to achieve the established objectives. man-
agers do it by meeting the employees' needs, emphasizing the value of their
contribution, as well as recognizing and rewarding their successes.

This paper propounds the following thesis: male employees in banks are
more satisfied with the existing incentive system in the banks than female.
The main reason for postulating this thesis is the results of a survey conduct-
ed by the Catalyst organization in 2008. It shows that despite having the
same qualifications and the same level of education as male employees, fe-
male employees are less satisfied with their professional career than males
[12, p. 82]. There are grounds to believe that male employees of the banks in
Poland are more satisfied with the current incentive system in their organiza-
tion than females.

Methodology'

The data from the survey, which was conducted from January 2016 to
April 2016, were used to test the research thesis. The ‘snowball’ technique
was used to collect the data’. The survey participants were invited by re-
spondents of the previous surveys. Personal contacts and individual visits to
banks were used to collect the data. More than 20,000 requests were sent
asking to fill in the questionnaire via e-mail, social networking websites
(such as Facebook, GoldenLine and LinkedIn) and thematic forums. Both an
electronic version (https://docs.google.com/forms/d/1fq9ZKdr8zXA7zjp8w
FowBqJ6ciT4nSmjer598pGWbGO0/viewform) and a hard copy of the ques-
tionnaire were used in the survey.

! The research results presented are part of a broader study recruitment, forms of
employment, motivation, professional education, e-learning, loyalty, stress, work
efficiency, MBO, perks, mobbing, professional career, derecruitment, dismissals and
outplacement), which was based on the same research method. Thus, the description
of the research method is applicable also to the results of research on other aspects
of HRM and other papers by Jerzy Kazmierczyk (e.g. [3, p. 146]).

? This research method is simple, inexpensive and allows researchers to reach a wid-
er audience.
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The main survey was preceded by a two-staged pilot survey. First, the
survey was conducted on a small group of participants (180 students). The
aim was to reveal any inconsistencies and to examine whether the questions
were understandablero the pilot study, the questionnaire was modified and
improved. In the second stage, the target group consisted of 100 employees
from the banking sector.

Finally, the questionnaires were completed by 1,949 respondents.
29 questionnaires were rejected due to low credibility and reliability (for ex-
ample, some respondents selected "0" in response to all closed-ended ques-
tions). As a result, the final research sample consists of 1,920 respondents
(152 electronic version and 1,768 hard copy). Table 1 provides more details
regarding the sample structure.

Table 1
Sample structure
. Number
Criterion of individuals Percentage
Female 1,312 68.33%
Gender Male 473 24.64%
No answer 135 7.03%
University (major in economics) 883 45.99%
University (other) 515 26.82%
High school (major in economics) 270 14.06 %
Education High school (other) 189 9.84%
Vocational 2 0.1%
Elementary 2 0.1%
No answer 59 3.1%
Senior managerial position 43 2.24%
Oceupied Middle-level managefial pos.i'.tion 129 6.72%
position Lower-level managerial position 153 7.97%
Non-managerial position 1,485 77.34%
No answer 110 5.73%
Headquarters 409 21.3%
Organizational |Regional branch 416 21.66%
unit Operational branch 1020 53.13%
No answer 75 391%
Commercial bank 1,342 69.90%
Type of bank |Cooperative bank 481 25.05%
No answer 97 5.05%
National 919 47.86%
The equity Foreign 863 44.95%
No answer 138 7.19%
Front office 1,118 58.23%
Workplace Back office 460 23.96 %
No answer 342 17.81%
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3;")
End of table 1
o Number

Criterion of individuals Percentage

Lack 1,820 94.79%

Slight level 12 0.63%

Disability Moderate level 8 0.42%

Significant level 2 0.1%
No answer 78 4.06 %

Source: own computations based on the survey data.

The composition of the research sample according to gender, the type of
education and the type of bank corresponds to the structure of employment
in the banking sector in Poland [15, p. 115—124]. The mean age of respondents
was 36,612 years. The mean work experience in banking was 12,065 years,
ranging from 1 to 43 years. The mean total work experience of respondents
was 14,976 years (Table 2).

Table 2
Statistics summary: age and work experience
Criterion Minimum|Maximum| Mean |Median| Standard deviation

Age 19 64 36,612 35 9,7496
Work experience in

banking 1 43 12,065 | 10,000 9,5799
Work experience with

current employer 1 43 9,835 | 7,000 9,3882
Total work experi-

ence 1 45 14,976 | 12,000 10,2416

Source: own computations based on the survey data.

The locality size criterion demonstrates that the largest group of respond-
ents came from the localities inhabited by 50 th. people, the fewest surveyed
people coming from localities with 200—500 th. inhabitants (Table 3).

Table 3
Statistics summary: place of residence
Number of individuals Percentage
Up to 50 th. people 658 34.27%
50—100 th. people 251 13.07%
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End of table 3
Number of individuals Percentage
100—200 th. people 245 12.76%
200—500 th. people 124 6.46%
More than 500 th. people 541 28.18%
No answer 101 5.26%

Source: own computations based on the survey data.

The questionnaire consisted of an introduction followed by 23 closed-
ended questions and several demographic and work-related questions. The
main part of the questionnaire contained questions which refer to a few im-
portant human resource management areas. Some of the questions were used
to test the research thesis.

Employees‘ conformity: empirical research

The conformity of the incentive system existing in banks with employ-
ees' individual expectations may be analyzed using the decision tree. As in
the case of clusters, the decision tree is built on similarities and differences.
The conformity of the incentive system existing in banks with employees'
individual expectations was assumed to be a dependent variable, whereas all
the data available in the data sheets characterizing bank employees were as-
sumed as independent variables.

In the CRT (Classification and Regression Trees) method it is assumed
that the homogeneity of the group is a splitting criterion. The resulting
groups should be as homogeneous internally as possible (the highest within-
node homogeneity possible). CHAID (Chi-square Automatic Interaction De-
tection) uses multiway splits by default. In this method, the chi square is
optimized and the groups can be combined into categories. Both methods
assume that each node (set) must involve at least 50 observations.

According to the CHAID method (Chart 1), the most important factor
determining the conformity of the incentive system with an employee's indi-
vidual expectations was age; younger employees (up to 27 years of age) be-
ing more satisfied with the existing incentive system. The criterion of age is
followed by workplace (esp. for younger staff) and gender (esp. for older
staff). Those employed at the bank's headquarters, especially the younger
staff, showed greater satisfaction with the incentive system. However, fe-
males over 27 years of age were slightly less satisfied with the incentive sys-
tem than males in the same age group. In their case, the number of days of
absence in the last year was also of importance. Females over 27 years of
age with high absence rates were less satisfied with the existing incentive
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system. The direction of this dependence may constitute an area for further
research (namely, whether increased absenteeism causes less satisfaction
with the incentive system, or conversely, less satisfaction leads to higher ab-
senteeism).

According to the CRT method (Chart 2), the most important factor de-
termining the conformity of the incentive system with the employee's indi-
vidual expectations was the number of days of absence from work during
the previous year. The CRT method, as did the CHAID method, proved that
employees with higher work attendance are more satisfied with the incentive
system. Those who were absent from work for an average of at least 4.5 days
can be divided into two groups: the young — up to 27.5 years of age (more
satisfied) and the older — over 27.5 years of age (less satisfied). These ob-
servations are largely consistent with the results of the CHAID method. It
turns out that for an employee's satisfaction with the incentive system the
following are of importance: young age, high attendance at work and gender
(male).

From Chart 3 it follows that:

— there is a difference between the percentage of female (18.3 %) and
male employees (15.6 %) declaring a complete lack of conformity of the in-
centive system existing in their workplace with their individual expectations
(more females by 2.7 percentage points),

— in the group who declare that the incentive system existing in their
workplace is rather inconsistent with their individual expectations males
prevail by 3.0 percentage point over females, 34.0 % to 31.0 % respectively,

— among those who do not have any opinion on the conformity of the
incentive system existing in their workplace with their individual expecta-
tions there are definitely more females (26.5 %) than males (20.5 %) (more
females by 6.0 percentage points),

— there is a considerable difference between the percentage of male
(26.3%) and female respondents (19.2%) (more males by 7.1 percentage
points) in the group who declare that the incentive system existing in their
workplace is rather conformant with their individual expectations,

— the percentage of female (4.9 %) and male respondents (3.6 %) who
affirm a complete conformity of the incentive system existing in their work-
place with their individual expectations are approximately the same (more
females by 1.3 percentage points).

The differences between the respondent groups as to their attitude to
the incentive system existing in their workplace may seem small. However,
one can observe that more female employees declare a lack of conformity
of the incentive system, with a large proportion of female respondents de-
claring a complete lack of conformity. Meeting the employees' expecta-
tions results in their satisfaction, therefore the inconsistence of the incen-
tive system with employees' individual expectations means that they are
not satisfied with it.
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This study partially verified the propounded thesis. Male employees in
banks are more satisfied with the incentive system existing in their work-
place than females. This conclusion also serves as partial confirmation of the
studies conducted by the Catalyst organization, which showed that female
staff are in general less satisfied with their professional career than males
[12, p. 82].

Higher wages received by men might be one of the factors influencing
the situation (this factor is not analyzed in the survey). Moreover, according
to the research conducted by L. van Scheers and J. Botha [25, pp. 108—
109], there is a correlation between employees' job satisfaction and their mo-
tivation. The more employees are satisfied with their job, the more motivated
they feel. This correlation becomes increasingly stronger with the employ-
ees' growing experience. The strength of this correlation was proved to be
independent of the gender.

It is worth comparing the results of both studies and trying to draw fur-
ther conclusions. As this research shows, male employees working in banks
are more satisfied with the system of incentives existing in their workplace
than females; one may presume that they are also more satisfied with their
jobs than females. Considering the research results by L. van Scheers and
J. Botha, this conclusion gives grounds to believe that male staff in Polish
banks are more motivated to work than females. Another interesting conclu-
sion is the correlation of the employee's age and experience. This phenome-
non was the subject of this study, but is certainly worth further analysis.

It is also worth considering how important the position held by an em-
ployee for his/her satisfaction with the incentive system is. It may be pre-
sumed that female employees are less satisfied with the incentive system be-
cause they occupy non-managerial positions more frequently than males.
Even if female staff held senior positions, they would still be less satisfied
with the incentive system existing for their position.

The CRT method (Chart 3), on the other hand, showed that females in
managerial positions are slightly more satisfied with the incentive system
than those in non-managerial positions, with gender still being more im-
portant for an employee's degree of satisfaction than the occupied position.
Conversely, the CHAID method has not demonstrated that the position was
important for female employees' satisfaction.

Another question is whether there are any incentives that could increase
employees' satisfaction with the incentive system. According to both the
CHAID (Chart 4) and the CRT method (Chart 5), promotion is the most im-
portant incentive conducive to employees' greater satisfaction. Employees
regarding promotion as an incentive were much more satisfied with the in-
centive system. Considering the strength of this incentive and the fact that
the vast majority of employees did not mention any possibility of promotion
at their workplace, one may consider introducing changes to employees' ca-
reer paths and professional development. According to both the CHAID and
the CRT method, for employees who are likely to be promoted, integration
trips were of importance, as they increased employees' satisfaction with the
incentive system (it can be presumed that integration relieves the stress ac-
cumulated in daily managerial work [13, p. 93; 4, p. 128]).
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Other incentives important for employees' satisfaction were the follo-
wing ones: participation in planning, private healthcare, additional insurance,
holiday subsidy, pay rises and co-financing of sports. However, these factors
could be both conducive and not (as in the case of private healthcare) to the
satisfaction with the incentive system. One should also note the importance
of the participation in goal and objective planning (the CHAID method). The
analysis shows that employees would like to have more influence on what is
happening at their bank. It is no secret that participation is an important fac-
tor conducive to employees' satisfaction [5, pp. 1—2; 10, pp. 419—420; 14,

p. 1].

Conclusions

This research has allowed for partial verification of the thesis concerning
male and females' satisfaction with the incentive system currently existing in
their workplace. The fact that differences between respondent groups regard-
ing their attitude towards the existing incentive system may seem small, it
has been proved that male employees in Polish banks are slightly more satis-
fied with the incentive system than females.

In this paper, two methods were used to interpret the answers received
from banks’ employees. Both lead to many interesting conclusions. The
CHAID method indicates that age is the most important factor determining
the conformity of the incentive system with an employee’s individual expec-
tations. However, the CRT method shows that the number of days of ab-
sence from work a year is a crucial indicator.

The CHAID method leads to two main conclusions:

e younger staff members (up to 27 years of age) who work in HQs are
more satisfied with the existing incentive system;

e among older staff (above 27 years) women with high absence rates
are the least satisfied group.

On the other hand, the CRT method leads to the following main conclu-
sion: for an employee's satisfaction with the incentive system the following
factors are of importance: high attendance at work, young age and gender
(male).

The last and most important conclusion is that promotion is the most im-
portant incentive for employees' greater satisfaction with the incentive sys-
tem. It has been proved by both the CHAID and CRT methods.

There is certainly room for further study. The question about the reasons
of higher conformity of the incentive systems from male than female need
deeper research taking into account a more detailed list of factors. Emp-
loyees’ motivation as seen by employers requires an in-depth study. Mo-
reover, it would also be interesting to examine the reasons for the current si-
tuation and make a detailed analysis of the factors influencing the intro-
duction of particular incentives.
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