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Abstract:

Healthcare institutions perform a delegated function which is to react to constantly occurring
challenges and seek sustainable solutions. Meeting the mentioned challenges related to provision of
services, it becomes important to retain employees. In this context, it becomes highly relevant to
support personnel engagement in work at healthcare institutions because it stimulates employees’
behavior which determines effectiveness of organization’s performance and opens broader
possibilities for personnel management. The present-day conditions of economy, value
transformation, progress of new technologies, techniques lead to seek the ways to engage
personnel in work. Organizational factors are treated as one of key factors impacting personnel
engagement. By applying the survey and in-depth interview methods, the research presents
manifestation of organizational factors in healthcare organizations implementing disease prevention
programs.
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Introduction

Since the healthcare sector represents the public interest, especially high requirements related to
assurance of sustainability of healthcare systems are set. In the Lithuania's Progress Strategy
“Lithuania 2030”, one of the objectives is directed to the public sector which is delegated to
provide quality and relevant services to society making them closer to an individual through
result-oriented performance. Healthcare institutions perform a delegated function which is to react
to constantly occurring challenges and seek sustainable solutions (Law on Public Health Care of
the Republic of Lithuania, 2002). However, healthcare institutions face another problem which is
the lack of health care specialists (Taljunaite, 2012; On Effective, Accessible and Resilient Health
Systems..., 2014; Green Paper on the European Workforce for Health, 2008). Thus, the
institutions under discussion need not only to effectively meet occurring new challenges related to
provision of services but also to retain employees. In this context, it becomes highly relevant to
support personnel engagement in work at healthcare institutions because it stimulates
employees’ behavior which determines effectiveness of organization’s performance and opens
broader possibilities for personnel management (Zaptorius, 2007; Demyen, Popa, 2015). The
present-day conditions of economy, value transformation, progress of new technologies,
techniques lead to seek the ways to engage personnel in work. Organizational factors are treated
as one of key factors impacting personnel engagement (Johnson, 2017; Peter C. Olden, 2011;
Ledlow, Stephens, 2017; Burns, Bradley, Weiner, 2011; Miner, 2010; Karnieli-Miller, Taylor, Inui,
Ivy, Frankel, 2011).

Organizational factors are considered in various research studies in different ways. Sharma, Bhati
(2017), Yazani, Yaghoubi (2011) in their research mention the factors of open-communication,
sharing the responsibilities, owning of the organizational outcomes, assurance of self-continuity,
independence/ autonomy, provision of support; whereas Lambrou, Kontodimopoulos, Niakas
(2010) emphasize importance of acknowledgement by top managers and colleagues, stable
work/ income and learning. The factors of organizational learning culture and supportive
leadership factors (Naqgvi, Hashmi, Raza, Zeeshan, Shaikh, 2011; Ismail, Ford, 2009; Yang, 2006;
Manongi, Marchant, Bygbjerg, 2006; Hejdukova, Kurekova, 2017) as well recognition and
empowerment of employees (Manzoor, 2012) are frequently mentioned. Scientists (Byrne, 2006;
Benson, Dundis, 2003; Kontodimopoulos, Paleologou, Niakas, 2009; Manongi, Marchant,
Bygbjerg, 2006) suggest recognition of efforts of the medical staff, financial incentive means and
improvement of performance (provision of facilities, suitable timetable) as strategic commitments
of medical institutions. By mentioning the factors of self-efficiency of medical personnel, pride in
their work, scientists (Franco, Bennett, Kanfer, Stubblebine, 2004; Laubach, Fischbeck, 2007)
reject the need for financial incentive as a factor of engagement. To sum up the discussed
investigations, we can have it that engagement of medical personnel in work is influenced by both
financial and non-financial organizational factors. Organizational factors contributing to personnel
engagement in work increase job satisfaction, and obtained knowledge allows implementing
purposeful strategies for continuous development inside organization (Unterweger, Imhof, Mohr,
Rémpler, Kubik-Huch, 2007). To allow organizations perfect their strategies or design integrated
systems for personnel engagement in work, it should be analyzed how organizational factors
manifest in organization. In this context, the research problem is raised in relation to manifestation
of organizational factors engaging health care personnel in work.
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RESEARCH METHODOLOGY

The structured survey in a written form provided the conditions for the investigation to assess
distribution of employees’ opinions, the dominating factors impacting engagement in work. The
purpose of the chosen method was to obtain as objective information as possible and to retain
impartiality of the researcher (Ritchie, Lewis, 2003). The questionnaire was anonymous. Aiming
to obtain as objective and detailed research results as possible, the questionnaire comprised
closed-type questions. The questionnaire briefly introduced the purpose of the research.

The research sample: 74 medical staff members (35 physicians, 39 nurses) who implement
prevention programs. The informants have been selected by applying the method of random
selection.

The survey presented 8 organizational factors (provision of opportunities for self-continuation,
assessment of personal performance, financial stimulation, provision of favorable work conditions,
provision of facilities for work, flexible timetable, optimal workload, assurance of autonomy), which
motivate employees the most. Employees had to rate the given factors (1 — the most important, 8
— the least important). The listed eight organizational factors have been selected with regard to
the most frequently referred dominating factors discussed in research works.

The analysis of the written survey employed mathematical statistical analysis applying the Pareto
principle (Koch, 2011), which provided the possibilities to assess distribution of employees’
opinions. Scholarly literature displays this principle by various titles: the Pareto principle, the
80/20 rule, the principle of the least effort, the law of predictable imbalance. This principle can be
characterized as a key to proper practical manifestation of efficiency in many fields of activities,
including the search for the factors impacting personnel engagement in work. The applied Pareto
principle has it that in majority of events 80 percent of the effects come from 20 percent of
causes. In this case, 2 most dominating factors (comprising 20 percent and they will be treated as
major causes determining personnel engagement in work) have been singled out of the 8 factors.

The method of in-depth interview provided the possibilities to assess the manifestation of the

most dominating factors (to engage in work) selected by employees. Moreover, it is sought to

reveal employees’ opinions on possibilities to improve engagement in work. The in-depth

interview approach has been chosen due to the following reasons (Ritchie, Lewis, 2003):

to adjust the structure and resilience, i.e. that the topics would be discussed in a way which is the

most suitable for an informant;

to keep the interview as interactive as possible, i.e. the content is being generated through an

interaction between researcher and respondent. The researcher formulates a question in a way to

encourage a respondent to answer a question while fluently speaking;

the researcher could use various techniques for investigation and in-depth analysis seeking depth

of the responses, i.e. if the primary answer is “shallow”, the researcher will use additional

guestions to deeper and broader perceive the meanings expressed by a respondent.
Arrangement of the investigation involved the following main stages: presentation of the

research, start of the interview, process of the interview, end of the interview, process after the

interview.

When applying this method, the following ethical requirements have been complied with:
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a participant agreed to participate in an interview grounding on his/ her free will. In relation to this,
the conditions have been discussed: a participant consents to be enquired for a particular period
of time in a certain place on a specific topic and being clearly assured about confidentiality;

the researcher had an advance provision that interview participants could change their minds at
any time. To prevent this, the research goals have been repeated and confidentiality has been
assured at the start of the interview.

The goal of the in-depth interview was to broadly discuss essential questions and also to
investigate each of them quite in depth. To achieve this, the questions of content depiction and
content obtaining have been used (see Tables 1-2) (Ritchie, Lewis, 2003). The questions of
content depiction helped to formulate the aspects of problems which were important to a
participant. The questions of content obtaining helped to design the details for investigation,
which lied in each aspect, to obtain in-depth perception of an informant’s point of view.

The content of the in-depth interview was constructed on the ground of the earlier conducted
investigation, i.e. the data obtained during the questionnaire-based survey. In the course of
application of this method, two factors which were the most engaging personnel in work have
been underlined (favorable work conditions, financial incentive). The research sample comprised
12 informants.

Table 1. Constructs of the questions for personnel engagement in work in terms of the
factor FAVORABLE WORK CONDITIONS

FACTOR QUESTIONS
FAVORABLE Questions for depicting the content:
WORK FUNDAMENTAL DEPICTION QUESTIONS

CONDITIONS | Please assess your work conditions in a 10-point scale.

1. What does it means favorable work conditions? (In your understanding, what
comprise favorable work conditions? What is included in favorable work
conditions?)

DEPICTION QUESTION

2. What specifically would you like to be improved in terms of these work
conditions first of all? (e.g. if you were a top manager of the institution, what
first three actions would you take to improve work conditions of personnel?)

QUESTIONS BROADENING THE POINT OF VIEW
3. How you could contribute to improvement of the work conditions yourself?
(please mention at least two initiatives)
4. What should be improved out of the listed factors and how?:
- work time,
- vacation time,
- workplace [ergonomic aspects],
- air temperature in premises,
- work facilities,
- ventilation,
- noise.
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Table 2. Constructs of the questions for personnel engagement in work in terms of the
factor FINANCIAL INCENTIVE

FACTOR QUESTIONS
FINANCIAL Questions for depicting the content:
INCENTIVE FUNDAMENTAL DEPICTION QUESTIONS

Please assess the system of financial incentive at the institution while developing
prevention programs in a 10-point scale.
1. Isthe procedure of the salary payment for the services provided while
implementing prevention programs objective? (i.e. just for all);
DEPICTION QUESTION
2. If it is not just, then what should be improved?
QUESTION BROADENING THE POINT OF VIEW

3. If you were the top manager of the institution, what three actions would you
take to improve financial incentive aiming at personnel motivation in increasing
development of prevention programs?

QUESTIONS FOR OBTAINING THE CONTENT

4. What work should be financially stimulated in your institution to increase
motivation and the work were more effective?

5. What methods would motivate personnel to get financial incentive (e.g.
bonuses, supplement to salary etc.)?

The data analysis employed the content analysis method combining the types of analysis of the
meanings and qualitative content analysis (Mayring, 2014). According to the methods of the
mentioned authors, transcription of the data, depersonalization of the data have been done. In the
current study, partial extracts were chosen to be displayed, without reflecting non-verbal
interaction aspects. Answers of the respondents have been grouped according to semantic-lexical
similarity. These groups of data have been named (nomination of the categories) by giving them

an appropriate title.
ANALYSIS OF THE DOMINATING FACTORS IN PERSONNEL ENGAGEMENT IN

WORK

After applying the Pareto principle, 20 percent of the eight factors point out the following two

factors: favorable work conditions and financial incentive (see Table 3).

Copyright © 2019, DANUTE SIMKUTE et al., akantija@gmail.com 59




International Journal of Social Sciences Vol. VIII, No. 1 /2019

Table 3. Distribution of personnel motivation factors (from the most important (1) to the
least important (8)

Physicians Nurses
Group of factors Factors (N=35) (N=39)
Favorable work conditions 1
Financial incentive 2 2
Group of organizational Acknowledgement of personal
factors performance 3
Provision of facilities for work 4 3
Flexible timetable of work 5 S
Optimal workload 6 /
Provision of opportunities for self- 6
continuation 7
Assurance of autonomy 8 8

Having rated the opinions of physicians and nurses, the data distributed as follows: personnel are
mostly engaged in work being stimulated by good work conditions, financial incentive,
acknowledgement of personal performance, provision of facilities, flexible timetable of working
hours, optimal workload, opportunities for self-continuation, assurance of autonomy.

ANALYSIS OF MANIFESTATION OF THE FACTORS ENGAGING PERSONNEL IN
WORK

Grounding on the investigation of the personnel rating their opinions, their engagement in work is
mostly impacted by favorable work conditions and financial incentive.

Manifestation of the factor “favorable work conditions” in personnel engagement in work.
The informants assessed their work conditions in a ten-point scale as good (8) (opinions
distributed from 6 to 10).

To find out how to improve the work conditions, first of all, we focused on revealing how
employees understood what it meant “favorable work conditions” to them. Personnel identify them
with cozy physical environment, good relationships with co-workers, pleasant inner feeling,
competent personnel and time distribution (Table 4).

Table 4. Employees’ opinions about favorable work conditions

Category Sub-category Illustrating statements
FAVORABLE | Personal, cozy <to have a room>; <a room is renovated, spacious, bright>; <to
WORK physical have a proper workplace>; <comfortable workplace, good lighting,
CONDITIONS | environment comfortable temperature, comfortable table, good equipment,

computer is necessary>; <to work in a room alone: you can come
earlier, work longer>; <environment surrounding you>; <provision of
all the facilities, means for your work. A room is tidy>

Good
relationships with
co-workers

<we work together with a nurse, we get on well >; <relationships
with personnel>; <the attitude of administration is very important>;
<first of all, very good microclimate of relationships. No divide
between physician, nurse and patient>; <we all work together like
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one fist, one team>; <to have a good collective>

Inner satisfaction | <no stress to prepare for work>, <a person should do his/ her
favorite job>; <no tension at work>

Competent <first of all, competent personnel> <must have required

personnel qualification for their work>; <good personnel, i.e. knowing their
job>

Time <to have enough time to stay with a patient>; <to have no need to
hurry>.

Staff members were asked to list what specifically they would like to improved first of all in terms
of work conditions. The opinions most focused on improvement of physical environment: they
needed air-conditioning, separate rooms for procedures, physicians, a room for resting, some
equipment, good lighting:
<A room should have a procedural area, air-conditioning would be desired [38BA, 280J]>;
<To have more equipment [02AU]>; < To have what is related to my field of operations. To have
equipment, ventilation of premises, facilities and means for work [23IR]>; <Provision with all
facilities, means for work. A room is tidy [38IR]>; <To improve lighting, air-conditining in the
summer time, a good computer [19KA]>; <Computers available to both nurse and physician, a
room for work, a room for resting (on each floor) [43JA]>.

Several informants expressed their ideas on the need for good relationships with colleagues:
<Perhaps there is lack of meetings of personnel, get together not only during working hours. |
would equip a separate room for personnel to have rest, which we need badly [11LI]>; <To have
good microclimate, to have team work [55S0]>; <l would like to have a better work ambiance
[15JU]>.

Moreover, employees suggest to improve the conditions related to time, i.e. they would like to
allocate more time to a patient: <sufficient time to spend with a patient, e.g. 40 min. [02AU]>; and
they would like to attend training sessions: <unless training sessions would be arranged more

often. It is very important for us, and we want and need to have them [02NE]>.

Since initiatives proposed by personnel are welcome at the organization, it is important to clarify

how much employees are willing to contribute to improvement of favorable work conditions. To

sum up the results, we can put it that personnel relate the improvement of conditions with the
needs of patients (however, they do not relate this to their initiative):

<Clients who are waiting behind the door could watch relaxing video clips or listen to the

music. Or listen to information, e.g. on diabetes, nutrition, exercises to avoid problems [38BA]>;

<prolongation of visitation [280J]>.

Another suggestion on how they could contribute to improvement of the conditions is related to

keeping comfortable temperature in premises and having short breaks:
<to have short breaks. This is mental work, with people. | suppose, a person cannot work at
seven p.m. at such a pace because the brain does not work that fact anymore [15JU]>; <l would
make a break official [280J]>; <ventilation of premises [23IR] [55S0] [43JA]>.

To sum up, we can state that the informants do not want to contribute to improvement of the
relationships with co-workers themselves to ensure better inner self-satisfaction; they do not
search for possibilities to effectively use the time. They transfer these important to them
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processes to the domain of others’ responsibility. They suggest how others could improve
conditions for patients or take responsibility for ventilation of premises only.

Manifestation of the factor “financial incentive” for personnel involvement in work.
Personnel assess financial incentive in their organization as good (8) (opinions varied from 7 to
10).

Moreover, it was aimed at finding out about the current situation, whether the existing to present
situation of payment for services provided in the framework of preventive programs was objective,
just. Having analyzed opinions of the informants, we can put it that the assessment is ambiguous:
some state that they “do not feel” financial incentive, to others everything is objective and just.

Individuals stating that the procedure of payment for the services provided in the framework
of prevention programs is unjust, argue grounding on their large personal contribution or lack of
clarity:

<| personally work as much as possible. If they say that salary will be reduced, I'll give up
because | cannot do more. | do not feel the supplement to the salary and I think that this is unjust
[38BA]>; <There is lack of transparency. | need concreteness. To name specifically for what, how
much, under what conditions you will give us in order we could be aware how much we received
for what [15JU]>; <I am not aware how many percent | get as a supplement. | don’t know
[09AU]>; <It’s hard to say. We receive some kind of a supplement to our salaries, for
implementation of preventive programs, but it is not very clear how it is calculated, what
percentage comes from these preventive programs. Therefore, clarity would contribute to better
understanding [13AM]>; <l suppose everyone needs specific explanation to bring better
understanding to each person, to simply be aware about it [37IR]>.

Individuals stating that the procedure of payment for services provided in the framework of
prevention programs is just argue grounding on its clarity, suggestion to increase the number of
funded programs and trust in managers of the institution:
<l am aware what | receive for [02NE]>; <To increase the number of funded programs [11LI]>;
<l would suppose that it’s just. What | do, | receive. It seems to me that | do twice more but
receive the same, however, it doesn’t mean that | should receive higher payment. | simply respect
heads of the institution very much. If they think that my salary must be exactly what | receive, |
suppose this is quite good [23IR]>; <I suppose that the current order of the payment is objective
and just [55S0]>.

Having clarified the existing situation, employees were offered to name the ways of financial
incentive to improve justice, transparency, to motivate personnel implement preventive programs
themselves. At the start, responses of patients were rejected as a non-objective factor: <If you
ask patients to provide their responses, this will be non-objective [38BA]>.

The ways suggested by personnel are related to a clear formula of funding according to which
they could see the result of their contribution; suggestion that all preventive programs were
funded; number of patients, age, gender; priorities of specific research/ programs and their
amounts; complex approach to personnel (from his/ her personal traits to loyalty to the institution)
(Table 5).
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Table 5. Ways suggested by personnel to improve financial incentive

Means of financial
incentive

Illustrating statements

Clear formula of funding
which could show the result
of the contribution

<We have no possibility to check. We don’t know how much we do, how
much for what we get [43JA]>; <Clarity of what you have done because
we do not accurately calculate everything. Just needed that they
presented how much | did per month or quarter for the programs and
clearly presented how much they pay me for these programs, how many
percent of income. Clarity expressed in numbers [13AM]>; <That each
person knew how much one receives for each program [280J]>; <That
this incentive were just. You will get for what you have done. When there
is no such transparency, people are not so much interested [37IR]>

Payment for all preventive
programs

<I would like to have received payment for each program [19KA] [11LI]
[01IR] 43JA]>

Related to the number of
patients

<For all programs and number of served patients per day [11LI]>; <It
would be more effective if we saw how many enlisted people, their
amount [280J]>

Related to the age and
gender of patients

<It is more difficult with elder people, they need more visits and there is
little of preventive programs because they are no longer prescribed to
them. They could pay for this a little bit more if a patient, for instance, is
over sixty [02NE]; <There could be more women, too. They could be
invited. The more of them, the higher our salary [23IR]>

Related to priorities of
specific research/ programs
and their amount

<First of all, incentive should be for echoscopic examination. Because
perhaps none of physicians in the world do this for free. A certain
payment should be based on the number of performed examinations, for
sure [23IR]>; <Maybe your community, your neighborhood vaccination
averages. Maybe some incentive option could be introduced. Maye if
there are many children in one’s own position, how many vaccinated
individuals are in your neighborhood in compliance with the vaccination
calendar of the Republic of Lithuania. It depends how you manage it as
a professional, how your nurse manages to professionally convince
parents to allow scientifically reasoned vaccination and achieve certain
results. This is health promotion for community, a step forward to a
healthier society [13AM]>

Complex approach to
personnel (from personal
traits to loyalty to the
institution)

<Each employee should be seen and assessed individually, to assess
one’s qualification, honesty, morality, workload [55SO]>; <Perhaps
loyalty to the institution [L3AM]>;<delivery of lectures for the community
one or few times per year. Such is professional activeness [13AM]>;
<Sharing both success and failure when treating one or another
disease. | suppose there could be incentive for such things because
now it is compulsory [13AM]>

In the sub-category “clear formula of funding which could show the result of the contribution”, the
informants focus on the idea that such system would be not only more transparent: <To make this
incentive just. You'll receive for what you've done. When there is no such transparency, people
are not so much interested [37IR]>; but in general they express the idea that such one should
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exist in the organization: <we have no possibility to check. We don’t know how much we do, how
much for what we get [43JA]>. Informants want to see the constituent parts of the formula
comprising calculations for all prevention programs: <l would like to be paid for each program
[19KA] [11LI] [01IR] 43JA]>, relating them to the number, age, gender of patient:
< For all programs and served patients per day [11LI]; <It is more difficult with elder people,
they need more visits and there is little of preventive programs because they are no longer
prescribed to them. They could pay for this a little bit more if a patient, for instance, is over sixty
[02NE]; <There could be more women, too. They could be invited. The more of them, the higher
our salary [23IR]>.

In the sub-category “complex approach to personnel (from one’s personal traits to loyalty to the
institution)”, the opinion of the informants focuses on assessment of an employee as a
personality: one’s honesty, morality, loyalty to the institution etc.: < each employee should be
seen and assessed individually, to assess one’s qualification, honesty, morality, workload
[55S0]>; <Perhaps loyalty to the institution [13AM]>.

Moreover, there were those who stated that none of the ways would help anymore because an
informant works at his/ her maximum capacity: <l do everything maximally and they will not
squeeze anything out of me anymore [38BA]>.

Other means of financial incentive are related to bonuses, supplements, additional day-off,
funded qualification development (Table 6).

Table 6. Means of financial incentive of personnel

Means of financial Illustrating statements

incentive
Bonuses or | <We would like to get bonuses, then at least we would know that
supplements to the | administration value us. This would be the most objective assessment of my
salary job [38BA]>; <Personally | would want to get supplements to my salary. The

best way to solve it financially [15JU]>; <Each incentive is very obviously
visible. Clear, that always a bonus or supplement to my salary will be the
largest incentive, and this would improve the situation very much [11LI]>;
<supplement to the salary [23IR] [55S0O] [01IR] [37IR] [280J]>

Additional day-off <Personally | would like to get a day-off [43JA]>; <l suppose, additional day-
offs would strongly motivate or day-offs on the desired time which is suitable
for you [13AM]>; <If there were an additional day-off, | would be pleased to use
to solve my own problems [280J]>

Funded qualification | <Such as funding qualification development. And psychological motivation is
development very good [13AM]>

It can be stated that a traditional point of view towards engagement in work (when directly
received payment is the main source of incentive) dominates in the institution the most. When
forming the policy of personnel, the institution should regard the performance results because
currently the principle to relate salaries of personnel to their performance results is not complied
with.
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Grounding on the assumptions of the research results obtained by Viningiene (2014), it can be
stated that such focusing on financial incentive allows deciding about the personnel’s attitude
towards responsibility (the author has found out that “for those individuals who take responsibility
at work the increase of salary, bonuses and other material incentives had no high significance on
their performance results” (p. 165).

To sum up, financial incentive is very important to personnel. When assessing the current
situation related to implementation of prevention programs, employees argue grounding on their
personal contribution. To some employees the contribution is financially justly and objectively
stimulated, to others there is lack of clarity and they “do not feel” any incentive.

CONCLUSIONS

Having analyzed manifestation of the factors of personnel engagement in work, we can have the
following:

1. Favorable work conditions motivate personnel the most. Employees identify them with
cozy physical environment, good relationships with co-workers, good inner feeling,
competent personnel and the factor of time. Grounding on the research data, we can state
that the informants do not want to contribute to improvement of the conditions, to ensure
better inner self-satisfaction themselves, they do not search for possibilities how they
could effectively use the time.

2. Financial incentive as a factor determining engagement in work has been attributed to the
second place, as the rating suggests. Personnel would be motivated to implement
prevention programs more effectively not only having provided means of incentive
calculated on the basis of clear/ objective funding (bonuses, supplements to salary,
additional day-offs, qualification development), but also the relation of dependence of their
amount related to the number, age, gender of patients, prioritization of prevention
programs, loyalty to the institution, other professional activeness.
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