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Abstract. The article analyses the problem of teachers ‘ motivation. The continuous change in
the teaching process alters the comprehension and principles of teaching substance. Every
education organization is unique, having its own culture. Therefore, only the employees ‘
ability to work creatively and innovatively influences the successful work of a school. The
requirements of education reform motivate the teachers’ and leaders‘ creativity and
initiatives. However, only by solving the means of motivation correctly the teachers will be
purposefully involved into the processes of school activity. The applied methods of analysis
were analysis of scientific literature and documents, expert interview, analysis and
interpretation of the research results. The article presents an overview of scientific literature.
In addition, the results of the research may be applied in improving the school activity,
motivating teachers for more effective work by considering the satisfaction of employees *
needs. The research revealed the essential factors influencing teachers ‘ motivation in schools.
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Introduction

The scientific literature gives considerable attention to work motivation, as
this topic receives attention from practitioners and theorists of organization
sociology, law and other fields of science. The motivation of employees is
widely examined in the USA, Japan, France, Great Britain and others. The
problems of employees‘’ motivation were first analysed by scientists (Taylor,
2005, Maslow, 1943, Herzberg, 1987) the works of which were continued by
others.

The relevance of the article is determined by the fact that the effect of
economic crisis is one of the most severe macro-economic problems as it covers
all sectors. With economy slowing down, the number of unemployed increases,
organizations find it more difficult to cope with difficulties they face. In a
situation of financial crisis, employees in organizations experience emotional
stress, which is related to threats to the person‘s physical security, material
welfare, social status etc. All of this very negatively affects the organization‘s
work efficiency as well. During the economic recession, attitude to human
resource management competences must change essentially, because under the
conditions of crisis they must meet even higher requirements, because problems
arise with those problems of personnel management that did not rise otherwise
(UZkureliene, 2006; Armstrong, 2006, Auzbikaviciene, 2010; Tosi, 2003).

http://dx.doi.org/10.17770/sie2015v012.449 © Reézeknes Augstskola, 2015



SOCIETY. INTEGRATION. EDUCATION. Volume II

The main problem discussed by the article may be distinguished, which is
being solved both in Lithuania and Western countries — abroad, salary satisfies
the primary needs of the majority of the employees, while in Lithuania, salary is
insufficient and sometimes does not satisfy even the primary needs
(Barkauskaite, 2001; Matuzien¢, 2004; Blaskova,Grazulis, 2009; Dirzytéir kt.,
2010; Jadzauskaité, 2004). Due to this reason, the motivational system created
abroad cannot be fully applied in Lithuania. Thus, the system of employees'
motivation must be adapted to the situation in Lithuania and should be applied
in organizations® activity.

The scientific literature presents exhaustive theories of motivation, as
during the last century, a lot of these were created. The works of both Lithuanian
and foreign authors, the review and evaluation of these theories receive
considerable attention (Franken, 2002; Greenhaus & Callanan, 2010;
employees‘ motivation on various aspects were also examined by Kjeldsen,
2012; Atkinson, 1996; Carolyn, 2004; Houston, 2000; BarSauskiené¢ ir kt., 2001,
Palidauskaité, 2007, 2008, Zaptorius, 2007 and others.

However, the lack of researches which would examine the work motivation
system and could be successfully applied in assuring the work of particular
Lithuanian public sector organizations‘ employees remains. For the analysis, the
authors have chosen a research in one of the subunits of education system —
schools. Unfortunately, the theoretical material on the research of motivation for
particularly this public sector field was insufficient for applying the motivation
theories present. Due to this reason, the novelty and relevance of this article is
especially visible.

The goal of the article is to analyse the main motivation factors in the work
of pedagogues. In order to do so, the authors formulated the following
assignments: to find out various scientists‘ attitude to the significance of
motivation for employees, determine the type of motivation they prioritize and
present the conclusions.

The following research methods were invoked: literature analysis,
document analysis, comparative method, structured expert interview.

The importance of employees‘ motivation in an organization

During the economic crisis, motivation of employees is especially
important in Lithuania. When there are no possibilities to increase salary, which
is the factor that motivates the employees most, means of motivation that have
little or no cost should be considered, which would allow to retain employees,
create a good atmosphere in the workplace so that even people that receive
modest salary would be satisfied in their work. Therefore, it is beneficial to
examine the motivation of every organization employees.

According to Mullins L.J. (2004), Felser G. (2006) and many other authors,
one of the most important assumptions of successful leaders work is the ability
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to use appropriate mechanisms of motivation employees. The importance of
motivating employees during the economic recession is distinguished very often.
According to Bowditch, J.L., Buono, A.F. (2001) and other authors, the ability
to motivate just as the ability to lead is more important nowadays than ever
before. As Redman T., Wilkinson A. (2009), Nutt P.C. (1999) and others
emphasize, during the crisis, it is mostly important for the organizational leaders
to apply reasoned means of motivating employees.

In critical conditions, it is extremely important that the leaders
appropriately motivate their employees, show new possibilities and inspire for
new challenges. It was ascertained many times that during the economic crisis,
production workers are best motivated by material means of motivation: work
salary, prizes and bonuses. The most effective non-material means of motivation
are career possibilities, work appreciation, improvement of organization‘s
culture and work environment (Higgins, E.T. & Kruglanski, A.W. (Eds.) (2000),
Sims S.J. & Sims R.R. (2007) and others).

Nowadays, the main assignment given to the employees in every
organization is the improvement of efficiency and quality. It is important for the
organizations to understand, what motivates the employees to work efficiently.
Effective system of motivation in an organization covers the systems of salary
and motivation. Speaking of motivation that would stimulate to work well, we
are speaking about a plethora of factors that motivate to work. No matter how
much the topic of motivation was, is or will be examined, this topic will always
remain relevant in order to increase employees® efficiency, because the
motivation of employees always changes, thus a universal model of motivation
cannot be created and applied for a long time. Motivation is not a continuous
state, it must always be supplemented. In order to create a model of motivation
that motivates efficiency, the individual needs of every employee should be
considered and a system of motivation that would apply to all employees should
be created. To do so, the wishes and needs of one‘s employees must be well
known.

When discussing the development of motivation process, V.Grazulis
(2005) emphasizes that the centre of attention of early management theories was
salary, which meant that the employee was working better for higher pay.
During that time, the main leaders® assignment was to ensure the control and
quality of work of employees. Later, after the world economic crisis, when the
economic situation improved, attention was drawn to other than monetary means
of motivation — theories were created which explained that people in an
organization form a kind of social system, where not only the money matters,
but also acknowledgment, gratitude and attention. The duties of the leader
changed as well — during this period, it was the most important to ensure good
micro-climate in the organization, create such conditions that the employees
would feel needed and important. In the next stage of motivation theories
creation, factors such as creativity, independence, autonomy were considered,
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while the leader‘s goal was to create conditions that would allow the employee‘s
creativity and abilities to unfold.

Main factors of motivation

It may be stated that motives can be very different. The majority of
motivation specialists seek to find all the identifiable motives and activating
means. L. Marcinkevicitté (2010) presented a table of employees‘ motives and
motivation means combination (Table 1.)

Table 1. Combinations of motives and motivation means

Types of motives Examples of motivation means

Motives of satisfaction of | Increase of salary; unitary form of payment for work; constant
needs.efficiency, work | bonuses to salary; prizes; material help; participation in
in one organization, | distribution of organization‘s profit; grant of preferential credit;

work quality cover of medical, transport, sport club expenditures.

Motives of life self- | Granting work according to interests; professional orientation;
expression: non-specialized development of career; increase of work
acknowledgment, self- | creativity, grant of possibilities to learn; prizes for innovations,
expression, interest, | inventions, ideas, offers; opportunity to use information; grant
creation works of information.

Social motives: | Ability to communicate at work; correct distribution, evaluation
solidarity, and motivation of work, duties and responsibilities; democratic

communication, security | style of leadership; equal opportunities; assurance of security
techniques and work hygiene in the workplace.

Motives of  status | Appointment to leading work; improvement of work
consolidation:  success, | conditions; parlour, car; participation in making important
leadership, achievement | decisions; rise through stages of career; representation of
of goals, career growth another organization.

Motives of work, life | Distribution of work regarding wishes and abilities; youth care;
cycle optimization: | work juxtaposition with pedagogic activity psychological
social and professional | support; open door policy; industrial dispute commission.
mobility, overcoming of
status and psychological
discomfort

Source: created based on Marcinkeviciité (2010)

Considering the scheme presented below (Fig. 1), internal motivation
consists of personal satisfaction in work, when a person finds his favourite
activity that he finds satisfying. Next form of internal motivation is explained as
submission to the accepted standards that make people work, e.g. dedication to
group members, standards of ethics that bestow respect. Third form of internal
motivation is explained as a boring uninspiring process of carrying out a
procedure, the result of which bring sweet fruits later on and provides
satisfaction for the person working (Re‘em, 2011, p. 6-7).
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According to Palidauskaite J. (2008) the following main factors influencing
satisfaction in work are distinguishable: work content, work conditions,
augmentation of employees‘ autonomy, salary, career, leadership, organizational
structure and environment, participation in making decisions and social
guarantees (p. 10). In addition, Grazulisetal (2012) supplement this list by
adding more important work motives mentioned in the scientific literature:

- Satisfaction in work place;

- Realization of social security and means of integration system;

- Opportunity to use a flexible work schedule;

- One‘s identification with the given assignment;

- Orientation to the improvement of the cost and result ration,

determination to take on risks;

- Orientation of behaviour to cooperation and constructive

collaboration,;

- Realization of social responsibility norms towards co-workers;

- Interest in using the information that the organization needs;

- Opportunity to be informed about the business of the organization;

- Understanding the organizational goals and orientation to future;

- Integration to organization‘s business, delegation of responsibility and

self-control;

- Opportunities of creative and innovative work;

- Conditions for perfection of professional qualification;

- Opportunity to make decisions;

- Professional mobility and favourable conditions for career (p. 124).

Concluding the opinions of various authors, it may be stated that the
scientific literature distinguishes various means of motivation, thus, it is
important that the classification of these means is provided (Fig. 1).

The works of the majority of Lithuanian scientists confirmed the most
important aspects presented in the article by carrying out researches and

v —

2007; Dirzyté, 2010).
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MATERIAL (Monetary) NON-MATERIAL PSYCHOLOGICAL
(Non-monetary)
v v v
e Partcipationin o Qifts; Participation in
distributing profit; e Insurance; managing the
e Salary; e  Work conditions; organization,
e Prizes; e Organization® sshare; Objective evaluation
e Loans from e Organization® scar; of work;
cumulative funds; e Leisure time funded Work regime;
e Distribution of saved by organization Positive
resources; sresources; communication with
e Compensation of o Additional vacation. employees;
expenditures related Prestige of the
to work. organization, job
security;
e Commendation;
e  Appropriate
management of
< N— - conﬂicts.; '
e Appropriate social —
psychological
climate;

e Perspectives.

Figure 1. Classification of the means of motivation
Source: L. Marcinkeviciite (2010)

With informational technologies becoming wider rapidly, the role of the
teacher changes as well, as he must not only convey the knowledge on the
subject, but also to help obtain skills of communication and collaboration by
broadening one‘s creativity, discovering and appreciating uniqueness. The
teacher must occupy an important place in the process of education, with a
creative attitude to effective work, motivation and should always change and
seek perfection.

The number of teachers in Lithuania is decreasing. In the school year of
2013-2014 there were 51,000 pedagogues. During the last decade, this number
has decreased by almost 18,000 (http://www.stat.gov.It/). Therefore, working
pedagogues must have motivation to work under ever-changing conditions.

Motivation of teachers is one of the education management functions.
Attitude to work motivation changes along with interpersonal similarity and
interpersonal individuality. According to L. Pakalkaité (2006), the majority of
employees begin to work unenthusiastically. However, researchers state that in 6
months after being employed, 85 percent of the employees find their wish to

250




work drastically decrease. Often, the leaders are responsible for such loss of
motivation. If a pedagogue loses his desire to work, he will also have no
motivation in improving his qualification, applying modern education methods
in the education process.

T. Lileikiené (2008) distinguished the following types of qualification
improvement motivation system: motivation regulated in the school‘s strategic
documents; motivation by creating conditions for improving qualification;
motivation by creating a communicative atmosphere, motivating team work;
non-material motivation of teachers; evaluation and self-evaluation system in an
organization.

Peculiarities of pedagogues‘ motivation (expert research)

An interview is one of the effective methods of qualitative research. This
method was invoked because the information is obtained through direct, focused
interview with the respondent. The direction and content of the interview is
influenced by the problem of the research. During an unstructured interview, 8
leaders were questioned. Two criteria for selection of informants were chosen:
direct leadership in an institution (one must be a director) and a striving to
improve professional qualification (managerial category). The informants were
introduced with the goal and use of the research. Also, the questions of
confidentiality were discussed. During an interview, the obtained data were
analysed using the qualitative content analysis method.

It was determined, that a motivated teacher is ,,benevolent”, , innovative “,
,,communicating and collaborating*, , seeks for the highest evaluations in his
work“, ,,is able to effectively plan his work", ,,invokes motivation to learn . It is
interesting to note that being ,proud of the chosen profession“was also
distinguished.

It should be noted that motivation is an extremely important factor in order
to coordinate the personal and organizational goals: ,,good school results have
influence on the teacher's success and acknowledgement”, |, teacher's
expectations and needs have to be considered”, , atmosphere favourable for
work is created when teachers are motivated appropriately”, ,,motivation is one
of the factors for successful work of school as an organization”.

Experts who participated in the research relate the lack of motivation with:
., there should be a reward for pedagogues for additional work”. It can be stated
that motivation is very often identified as a question of salary. It is though that
salary is the main stimulus for the teacher to work successfully. The informants
emphasized the factors of negative motivation: ,,a significance of participation
in preparing plans must be visible“, , continuous change is exhausting”, ,,an
attitude that someone else has to do it is predominant“, , passivity“, ,, careless
attitude to work”. Therefore, a school leader‘s ability to ,,explain the necessity
of change to the pedagogues“, , introduce the members of the community with
the problems in the organization” and , leader‘s and teachers® reciprocal
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collaboration and work improvement”. The experts also noted that in order for
the changes in organization to be successful, planning and application of modern
managerial principles is important: , clear goal”, , strategic planning is
important”.

Analysing the information obtained during the interview, it was determined
that informants distinguish aspects of work process organization. A very
important factor of motivation is favourable work conditions: ,,the schedule is
constructed regarding the teacher s needs, ,,modern work tools”, ,,environment
that is secure and fit for work”.

The experts name the lack of competencies as: ,, indifferent pedagogues ‘
attitude to school‘s work”, , not seeing beyond one’s own problems and
expectations”, , fear to make a mistake”, , lack of confidence in expressing
personal opinion”, , incorrect interpretation of facts”, ,,gap between the
teachers and administration”, , lack of knowledge on education policy
strategy”.

When evaluating the leaders opportunities in motivating employees, it was
ascertained that the leader‘s possibilities to motivate employees are limited,
therefore, they evaluated these possibilities sceptically: ,, difficult, because the
resources are insufficient”, ,,no one wants to work better for thanks”,
,,everything is influenced by the budget of the organization”, , there aren ‘t many
motives to work good” etc.

The informants distinguished the following possibilities to motivate
employees: ,,try to know your employees better”, , the teacher has to want to
work in the school”, , psychological atmosphere in the organization is
important”, , importance of collaboration between colleagues”, , trust and
distribution of work”, ,, righteous and honest communication” .

Conclusions

It is important for the organizations to ascertain, what strivings influenced
the employee to choose the organization, how he evaluates his work,
assignments, what are his needs and what motivates him to accomplish work
assignments better and what are his future plans in the organization. Having
evaluated these aspects (choice of organization, residence and striving to remain
in it), a motivation model should be created which is directed to the individual
needs and strivings of every person.

The process of motivation in the management theory is explained as one of
the most important processes taking place in the organization. It is the work
motivating the individual to act in a desired direction, raising employee‘s
satisfaction and considering the personal needs and strivings in an organization.
The person‘s behaviour is affected by both internal and external means of
motivation. However, it is admitted that internal motivation is more effective —
people seek to accomplish assignments even when there is no reward.
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Analysing the leaders® attitude to aspects of motivation, it was determined
that: the school leaders do not have enough opportunities to apply various ways
of employee motivation, which limits the motivation in schools to only these
means of motivation: notice of effort, spoken commendation, note of
acknowledgement. Creation of trust and collaboration environment in a school is
especially related to the leader‘s personal characteristics and application of
managerial skills. The teachers® motivation is diminished by these factors: often
change of education programs, provisions of pedagogue attestation, insufficient
pupil basket, reduced number of work hours, inappropriate microclimate in the
school.
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