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Abstract  

Performance incentives to increase motivation; potentials for meaningful activities in project management, the 
author will concretize this with meaningful activities in project management. 

The ideal project leader is described by Mark Twain in his novel “The Adventures of Tom Sawyer” (Twain, 1876) 
in the episode of Tom Sawyer painting the fence. Tom is able to motivate his friends for the actually boring 
activity in a way that they are willing to support him voluntarily. Regarding the law of human action discovered 
by Tom Sawyer, Mark Twain states: “To awaken a person's desire, all that is needed is to make the object difficult 
to reach” (Twain, 1876). In 2006 Ariely, Loewenstein and Prelec examined the rules of irrational action described 
by Twain. They conclude that individuals make decisions based on their intrinsic motivation and sometimes not 
on “what is reasonable” (Ariely, Loewenstein, & Prelec, 2006).  

This enthusiasm of a project leader is transformed in this article and is reflected as a component “project brand 
strength” in the performance assessment of a project leader (Zwerenz, 2019). The author's experience as a project 
leader in the implementation of several major projects also takes up this enthusiasm and expands it to include the 
identification of the project teams with themselves and the aspect of meaningful activities as an incentive in 
project management. That identification and motivation are on the one hand necessary to enjoy one’s profession 
seems understandable, on the other hand the boundaries between vocation and exhaustion are quickly crossed. 
Schmalenbach describes this in the article “Sacrifice of passion” in “DIE ZEIT”, issue 2-2019 with the provocative 
sentence “If you break down, you are a better person”. Committed project managers develop a very similar passion 
for “their” project and thus a comparable identification with their profession.  

The tension between income, recognition and prosperity is discussed. Furthermore, the dependencies of 
meaningfulness, recognition and income are derived from the literature and presented as factors influencing 
personal well-being.  

Finally, this article contributes to the design of a motivating variable remuneration system for project managers 
and other exposed occupational groups. 
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Introduction 

The power of the great cause 

The power of the great cause - feelings of happiness and meaning. Football World Cup 2006, semi-finals Germany 
- Italy, Germany loses. The three-time world and national goalkeeper Oliver Kahn, also known as "the Titan", 
only enters the World Cup as number two behind his team chamberlain (and rival) Jens Lehmann. Only in the 
small final for 3rd place the overzealous, egocentric Kahn is allowed to enter the goal. He later says, "I always 
wanted to win, my whole life was geared towards winning". The substitute bench during the World Cup was "the 
highest penalty" for him (Schnabel, 2019). But when he entered the stadium during the consolation game and 
experienced the euphoria of the fans and the enthusiastic cheers, he realised that he was not playing for himself 
alone, but for a whole country. Looking back, Kahn formulates this experience in the following words: 
"Subordinating oneself to something greater than one's personal destiny and not walking around all day with an 
'offended liver sausage face' cannot harm one's own development" (Schnabel, 2019). Adapted to project 
management, Kahn's description means; subordinating oneself in the project team to the project goal - identifying 
with it seems to be more important than personal moments of success. 

From March 2002 to October 2005, the author worked as project manager of a project-relevant construction 
supplier on the new construction of the Leibis/Lichte dam (Thuringia). The aim of the overall project was to 
supply around 300,000 inhabitants of Thuringia with treated drinking water from 2005. The planning, including 
the resettlement measures, goes back to the 1980s. In the case of a prestige project such as this, probably the last 
new dam to be built in Germany in the foreseeable future, the companies involved are concerned not only with 
the monetary profit targets but also with the media-effective marketing of such a construction measure. As a 
young civil engineer, the prospect of taking on such an exposed project management function offered a unique, 
irretrievable, highly motivating and above all meaningful opportunity. A permanent presence on site was required. 
Even the separation from the family was gladly accepted due to the pride of the transferred responsibility. Such 
meaningful challenges do not often present themselves to a young civil engineer, which in retrospect further 
increased his own motivation and enjoyment of the task. Before the candidate agreed to take over the project 
management, personnel interviews were held on the general conditions offered by the company. However, the 
urge to take over the project management completely overlooked the question of a possible adjustment of the 
monthly salary. All that counted was the will for the meaningful and sustainable prestige project. 

Literature survey 

In recent years, two issues of relevance to the economy have developed which will be examined in more detail in 
this paper. On the one hand, many articles have been published about the necessity of implementing project 
management in medium-sized companies and the career opportunities and income development through project 
management that are associated with it for the employees. On the other hand, a lot of articles have been published 
on the topics of motivation of employees, incentive systems for employees and performance behavior of 
employees in project teams. The publications on the topic of motivation are complemented by a large number of 
publications on the topic of mental stress and the creation of meaning in the world of work. 

Superficially, the two disciplines of >project management< and >incentive system for motivation< do not seem 
to contradict each other at first glance, let alone multiply. However, a closer look reveals considerable 
contradictions with regard to the intended, intended and above all the unintended consequences generated by 
variable remuneration systems for the motivation of project participants. For example, wrongly set incentives can 
have counterproductive effects on the internal motivation of employees and have considerable consequences for 
the company and its corporate culture (McKevitt, Carbery, & Lyons, 2017). Project-oriented companies often 
work in complex economic sectors, so project managers usually have to orient themselves in networks of 
dependencies. Counterproductive behavior induced by incentive factors can have far-reaching effects in the 
company itself and on the market. In the theoretical extreme case, false incentives could influence the economic 
success of companies. The moment project managers place their project at the center of their actions and ignore 
the serviceable framework conditions of the entire company, it may be possible to successfully achieve an 
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individual project goal - but at the same time the company could be damaged by individual over motivation from 
within. The question must therefore be answered; 

 What behavior should be provoked in the project manager by variable remuneration components 
(extrinsic motivation), what real consequences can this have on the intrinsic motivation and the actual 
actions of the project manager? 

The publications on the topic of motivation of (project) staff are complemented by a wide range of articles on the 
topic of mental stress in the world of work. Particularly in the career development of young project managers, the 
complex interplay of diverging project circumstances, depending on individual developmental stages, must be 
adequately taken into account (V. C. Haun, 2019). Haun explains that a certain dynamic is created by a complex 
interplay of stressor and resource constellations and individual working conditions (V. C. Haun, 2019). 

Relevant boundaries between the various categorizations are fluid. For a better overview, the results of the 
literature search were divided into the following three self-defined categories and discussed in detail in the 
following chapters. 

 Literature research on incentive systems and variable remuneration. 
 Literature research on meaning and psychology. 
 Literature research on questions of human resources development. 

Literature research on incentive systems and variable remuneration 

According to our own research, the research field of incentive systems offers only limited adaptable literature 
specifically for project management. Research into psychological aspects of the implementation of incentive 
systems in project management is marginal. The listed results of the literature research on incentive systems 
provide the basis for further research. 

Comprehensive empirical basis of the effects of extrinsic rewards and their consequences on intrinsic motivation 
published in 1999 Deci, Ryan and Köstner in the Journal Psychological Bulletin (Deci, Ryan, & Koestner, 1999). 
The authors review older meta-analyses and compare them with their own surveys. The chapter >Extrinsic versus 
intrinsic motivation< goes into this in detail. The disadvantage of the comprehensive studies is that only children, 
adolescents and students were interviewed as test persons and thus the transferability to project management and 
thus to the economy can only be assumed but not scientifically proven. 

In 2000, Schulz & Schulz describe immaterial incentives as an instrument of corporate management and use 
efficiency criteria to examine the effect of soft factors of management responsibility (Schulz & Schulz, 2000). In 
the same year, Ryan and Deci describe the effect of how intrinsic motivation can be used to describe natural 
commitment and how the extrinsic counterpart manifests itself in external influence or externally controlled self-
regulation. In addition, the effects on autonomy and personal responsibility are discussed in this context (Ryan & 
Deci, 2000). In 2006, Sabine Fließ is researching suitable incentive systems of distribution policy in market and 
product management (Fließ, 2006). Hertel and Lauer describe the future of leadership and the sensible use of 
incentive systems in 2012 (Hertel & Lauer, 2012) and in the same year Grösser deals with the dynamic complexity 
of leadership and describes it as: "the great challenge for management" (Grösser, 2012). 

In 2015, the >GPM Deutsche Gesellschaft für Projektmanagement e.V.< will publish a study on the dependence 
of salary and career (Schoper & Schaden, 2015), but in this study the questions of an individual-personalized 
variable remuneration system will only be dealt with rudimentarily. The management consultancy Kienbaum will 
present an interesting trend study on performance development in 2017 (von Hülsen & Kopiske, 2017), but even 
in this study the adaptability of variable remuneration systems to the specifics of project management remains 
diffuse. 

Furthermore, Frey and Osterloh (alone and in conjunction with other colleagues) provide several studies, meta-
analyses and publications on the complex of incentive systems (Frey & Osterloh, 1997, 2000, 2002; Osterloh & 
Frey, 2000), but also largely without adaptability to the specifics of project management. 
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In 1993, Gary S. Becker, in his article > The Economic Way of Looking at Behavior< (Becker, 1993), describes 
a new economic approach in which individuals are motivated solely by selfishness or material gain. Becker 
extends traditional theories of social analysis by opening the perspective of individual choice to the micro level. 
He describes it as a "powerful" tool for deriving implications at the group or macro level. He illustrates his 
approach with examples from his previous current work in a lecture for the award of the Nobel Prize. Becker's 
analyses assume that individuals maximize well-being as they see it, regardless of whether they are selfish, 
altruistic, loyal, malicious or masochistic. He further describes that: 

 Quote "The most fundamental limitation for economic decisions is the limited time of life" (Becker, 
1993). 

Becker puts forward the thesis that the growing wealth of goods reduces the value of additional goods and, 
conversely, that time is becoming increasingly valuable. In doing so, he indirectly lays the intellectual foundations 
for Kahneman and Deaton's research (Kahneman & Deaton, 2010). Basically, Becker reduces human thoughts 
driven by emotion to rational economic considerations. He demystifies alleged ethical / altruistic actions into 
purpose-driven actions. This approach understandably provides multiple points of attack for discussions and bears 
the danger of misunderstandings. A particularly great danger is posed by quotes from Becker's paper that have 
been taken out of context. For this paper, this publication provides fundamentally important approaches to 
understanding the motivation for behavioral change. Becker's research provides, among other things, the 
theoretical foundations for a motivating and meaningful incentive system for project managers. 

In 2013 Armin Falk and Nora Szech describe a further, quite critical perspective on motivation and incentive 
systems in the broadest sense in their article > Morals and Markets< (Falk & Szech, 2013). The two researchers 
sought the answer to the question whether the market destroys morals. The participants in a high-profile 
experiment were to decide whether they would commit a sin in a world of supply and demand for money. Falk 
and Szech wanted to find out why people put their own moral values in the background depending on the situation. 
Their thesis: 

 The market tempts us to act immorally because it creates a distance between our decisions and their 
consequences (Falk & Szech, 2013). 

In spring 2012 Falk and Szech conducted their experiment in the Beethovenhalle, the Bonn concert hall directly 
on the Rhine. The individual participants were placed in front of a screen and given the choice of winning ten 
euros and sentencing a mouse to die in return - or giving up the money so that the mouse could survive.  

The result of Bonn's moral experiment: on their own, 45 percent decided to take the money, in the market 
negotiations it was 75 percent. Even 45 percent is quite a lot, after all, 10 euros don't mean the world to a student. 
But the main difference is the difference to the market, where many more participants decided against morality. 
Moreover, the so-called sellers no longer automatically received 10 euros. The average price was only 6.40 Euros 
and sank further from round to round of the experiment. In the end, the sellers gave away the lives of the mice for 
less than five euros on average. So the morale in the market situation was lower from the beginning than in the 
individual decisions, but it apparently deteriorated even further with time. 

The experiment shows in a way that is as simple as it is sensational: The market sometimes makes it very easy 
for people to push morality and sense aside. In retrospect, the question aroused controversy among economists as 
to whether the effect of the market actually came to the fore in the experiment - or whether it was simply that 
people hid in the group (acted anonymously). To want to stimulate the personal commitment of project leaders to 
achieve the project goals by monetary means naturally carries the danger that the morale of project leaders will 
suffer in favour of their own advantages from their own hopes of getting a bonus. A meaningful and sustainable 
incentive system must consequently be built up very sensitively and applied and controlled responsibly. 

In addition to Karl Max (Marx, 1887), the Gossensche Laws (Jerger, 1993; Piekenbrock, 2016) are diagnosed as 
further basic scientific literature and described in detail in the chapter on "Income, Recognition and Well-being". 
The question of relative income levels and saturation value was described by Suntum in reference to Plato and 
rounded off with Thünen's formula for fair wages, or at an optimal wage rate (Suntum, 2005). In 2005 Wilson 
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and Gilbert describe the psychological process of "Affective Forecasting" (Wilson & Gilbert, 2005). They argue 
that most people base many of their decisions on affective forecasting, and thus their actions are due to a distorted 
effect of their emotional identity. As a result, many people find it difficult to acknowledge a clear view of the 
impact of their thoughts and feelings in terms of predictable reactions, which would counteract the desired effect 
of incentive systems. 

Daniel Kahneman and Sir Angus Deaton provide the most far-reaching research of all in their highly regarded 
article > High income improves evaluation of life but not emotional well-being< (Kahneman & Deaton, 2010). 
Rose also describes that at the upper end of the income scale, the pursuit of wealth can also have a negative impact 
on life expectancy (Rose, 2016). However, Rose also points out that when assessing the individual satisfaction of 
people, it is not the absolute amounts that matter, but rather the relative relationship in the environment of the test 
persons that is significant for their well-being. 

Wetzker and Strüven explain the relationship between absolute and relative amounts in 2016 (Wetzker & Strüven, 
2016). 

In the same year, the second edition of Kieser's practical paper on >Variable remuneration in sales, 10 building blocks 
for motivating remuneration in field and office work< (Kieser, 2016) is published. Kieser analyses ten, in his view, 
motivating components of variable remuneration in sales with regard to their mutually reinforcing effect. He evaluates 
this using nine case studies from different industries, but from the primary perspective of sales.  

Patrick Kampkötter is particularly active in the field of research into pecuniary incentive systems and their 
consequences for the satisfaction of employees' needs. Together with various colleagues, he publishes various 
articles on the topic described; Measuring the use of human resources practices and employee attitudes: The 
Linked Personnel Panel (Kampkötter, Mohrenweiser, Sliwka, Steffes, & Wolter, 2015); Performance appraisals 
and job satisfaction (Kampkötter, 2014); Differentiation and performance: An empirical inves-tigation on the 
incentive effects of bonus plans (Kampkötter & Sliwka, 2011) and Forschungsbericht 507, Bericht zum 
Forschungsmonitor "Variable Vergütungssysteme" (Slimka, Kampkötter, & Grunau, 2018). In the articles and 
publications, Kampkötter and a large number of colleagues analyses and describe the effects of variable income 
on the willingness of employees to perform. However, they do not go into detail about the specifics of project 
management and the special needs of project managers. 

Kohn, Frey/Osterloh, Pfeffer" and to a large extent Dressler enrich the controversy in personnel management 
policy with particularly critical contributions on the counterproductive effect of variable remuneration (Dressler, 
2000; Frey & Osterloh, 2000; Kohn, 1994; Osterloh & Frey, 2000; Pfeffer, 1998). Under the heading >Stimulus 
bonus - sense or nonsense of variable compensation<, "Krieg" discusses the effects of variable compensation from 
different perspectives (Krieg, 2010). 

In addition to micro-economic and macro-economic personnel strategies, variable remuneration systems in project 
management pose a particular challenge due to the requirements for interdisciplinary company-wide cooperation. 
In the chapter on "marginal utility of variable remuneration systems", which follows later, the opposing views are 
discussed in more detail. 

Literature research on meaning and psychology 

The exploration of the dimensions of meaning and the different forms of sense perception are relevant for 
understanding the team building process. 

The psychologist and researcher at the University of Innsbruck Tanja Schnell lists various dimensions of meaning. 
These are reason, morality of tradition (dimension "order") community and care (dimension "we and well-being") 
and the classical dimensions religion, spirituality, self-knowledge or closeness to nature (Schnell, 2016). For 
project management, the meaningful team spirit and the integration of one's own demands into an overriding and 
meaningful goal means that a project goal can give the person concerned more personal meaning than personal 
success. Even, or especially in crisis situations, people can be encouraged to persevere in the most adverse 
circumstances by the sense of the matter, as Viktor Frankl has described autobiographically (Frankl, 2010). 
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However, as the research of Schnell and Pollet (Pollet & Schnell, 2017) shows, the challenge for the project 
manager is to make the meaning of the project goal clear to the project team. The way in which meaning is created 
depends on the social talent of the project leader and the individual experience of the project team members. The 
creation of meaning is therefore a major challenge in the context of this research. Once the team has understood 
the meaning of the project, it will also be ready to do everything possible to achieve the project goals.  

The examined literature from the field of psychology exceeds the limits and use cases relevant to project 
management immensely. Nevertheless, the research area of psychology has contributed significantly to the 
understanding of the effects of good leadership in project management. In 2009, researchers Moser, Galais and 
Byler describe the effects of personnel psychology specifically in project management (Moser, Galais, & Byler, 
2018). Their findings lay the foundation for further research. In 2018 Kraus & Woschée describe in two essays 
the areas of project team building and understanding, the need for common goals in project management (Kraus 
& Woschée, 2018a, 2018b). As early as 1999, Hauschild dealt with resistance to innovation (Hauschildt, 1999). 
Sydow and Langhoff & Schröder focus on these issues and describe the necessity of cooperative action in projects 
and areas of innovation competence (Langhoff & Schröder, 2015; Sydow, 2012). 

Cognitive organizations, procedural and functional design of companies will be described by Haun in 2016 (M. 
Haun, 2016). In 2011 Bemmé describes the human success factor in cultural project management and places the 
human being (the project manager and his project team) at the centre of the success or failure of a project (Bemmé, 
2011). Empirical results from three individual case studies will be put into the context of balance sheet-oriented 
management by Kühl in 2016 and discussed in terms of their effectiveness (Kühl, 2016). In 2018, Brodbeck & 
Guillaume have endeavoured to summarise the research findings to date on the handling of information and 
opinion formation in projects in a manual for successful leadership in project management (Brodbeck & 
Guillaume, 2018). 

Thaler 2000 sheds light on a fundamentally critical aspect of predicting human behaviour in his article > From 
Homo Economicus to Homo Sapiens< (Thaler, 2000), for which he will be awarded the Nobel Prize for 
Economics in 2017. Thaler explains that predicting human behaviour is complicated and influenced by one's own 
experiences, learning, background and upbringing. He thus competes against some well-known economists of the 
first half of the 20th century (e.g. Irving Fisher, John Maynard Keynes) who call people "hyper-rational" beings. 
The article builds on the history of economics and extrapolates from early economists to modern economic theory. 
In doing so, Thaler integrates results of then modern research. The main findings of the article in the context of 
this article are 

 Decisive for the irrational and emotional decisions of people is their limited rationality and the 
transfigured memories during follow-up treatments of the consequences of decisions made (Thaler, 2000). 

 Human behaviour cannot, or can only to a limited extent, be predicted with rational calculation models 
(Thaler, 2000). 

For this research, Thaler's article means that the behaviour and working methods of project managers will only 
be controllable in limited areas and that interpersonal, personal and emotional aspects will always have to be taken 
into account in the personnel management of project managers and the purpose of the project. Management by 
reward model alone will certainly not work. 

Literature research on questions of human resources development 

The scientific articles on personnel development topics accompany all areas in the company where personnel are 
deployed. For this publication, only limited sub-areas of personnel development will be covered in the following, 
but nevertheless significant sub-areas in some points. Research on personnel development is relevant for 
understanding the team building process. 

In 2005, Ryschka and colleagues will provide tools and techniques for personnel development that are also 
relevant to project management (Ryschka et al., 2005). A year later, Siebert describes the management systems 
between stability and change in the study >Leadership Excellence< (Siebert, 2006). In 2008, Edwin Tom, Stephan 
Uske and Karl Lindenberg will focus on the particularities of personnel management, which are particularly 
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evident in matrix organisations, and the diagnosis of the progress of further training of employees sent to the 
project team (Tom, Uske, & Lindenberg, 2008).  

The >Handbook of the Sociology of Work< written by Windeler & Wirth in 2010 offers decisive approaches to 
the team-building issues to be researched in the course of this scientific work (Windeler & Wirth, 2010). Windeler 
& Wirth conduct a discourse on networks and work, differentiating between structural network analysis and the 
classical steering approach as a form of management. Essential aspects of social learning and collective memory 
have currently been described in 2018 by Felix Brodbeck and Yves Guillaume (Brodbeck & Guillaume, 2018). 
Brodbeck and Guillaume are concerned with, among other things, the construction of transactive knowledge 
systems and take the view that the development of specific knowledge is favoured by strong networking within 
the project team (Brodbeck & Guillaume, 2018). 

The listed research results on personnel development processes are relevant for considerations of the constellation 
of authority, especially the mechanisms of the team building process in the context of this thesis. In the author's 
opinion, meaningful participation in projects offers inexperienced colleagues an adequate opportunity for personal 
development in challenging, practical and meaningful situations. 

Research gap 

The previous chapter > literature survey< analyzed and discussed research results from different, not entirely 
overlapping subject areas. Each research discipline, viewed singularly, provides a variety of answers to the 
elementary challenges posed by the respective subject. For the interdisciplinary field of project management, the 
contradiction between tools for motivating project leaders and a non-contra-productive incentive system in project 
management, while at the same time creating meaning, has not yet been satisfactorily addressed. Atkison, 
Crawford and Ward described the fundamental uncertainties in project management in the International Journal 
of Project Management in 2006 as "encompassing lack of information, ambiguity, characteristics of project 
participants, compromises between trust and control mechanisms" (Atkinson, Crawford, & Ward, 2006) and thus 
give a detailed account of the complex challenges a project manager is confronted with on a daily basis. 

The following figre visually describes the research gap extracted from the literature search. 

 

Figure 1. Representation of the research gap from literature research 

Source: own representation. 

Hypothesis 

As an introduction to this scientific work, the project >Leibis/Lichte Dam< is briefly presented. The project team 
lived and worked for about 3 years on the common goal >the construction of a dam<. Even today, 18 years after 
the laying of the foundation stone, the so-called "Leibis-Meeting" still takes place every year on the first weekend 
of September. In the meantime, not only the former project team members take part in the annual meeting, but 
also their wives and children, and lately even friends and relatives of those directly involved. The questions that 
can be derived from this example: 

 What are the binding forces that motivate those involved? 
 What sense do the parties involved see in this? 
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Assumptions: 

From my own experience as a project manager and my regular participation in the meeting, I deduce that it is the 
common stories that are told again and again, it is the imponderables that had to be overcome together and finally 
it is the pride and the sense of unity that we have contributed to the project. 

 In the end, it is probably the purpose of the new building >Leibis/Lichte dam<. 
a) theses: 

The considerations discussed so far and the explication of the state of research in the previous chapter allow the 
derivation of the following theses: 

T 1) Motivated project managers have a decisive influence on the success of the project. 

T 2) The motivation of project managers can be increased by extrinsic incentives. 

T 3) The presentation of the meaning of the project is elementary for the formation of the project team and is 
a core task of a project manager. 

T 5) The people working together in a project must be inspired for the project in order to grow together to form 
a project team and recognise its purpose. 

T 6) Employees who identify themselves with a project and the team are prepared to provide the highest 
personal service to the project. 

b) hypothesis: 

From the theses derived above I make the following hypothesis:  

H 1) A project must be established as a meaningful task in the company in order to facilitate the identification 
of the employees with the project and team building. The project manager has to take over the function of the 
sense ambassador of his project within the company and outside the company. 

Aim of this scientific publication 

The aim of this publication is to create basic algae of a variable remuneration system for project managers in the 
German construction industry and the construction supply industry. 

Practical relevance 

In 2000, Schulz analyzed various incentive systems in the context of corporate culture and corporate image 
(Schulz & Schulz, 2000). He describes that negative incentives of poorly configured remuneration systems can 
lead to the exclusion of project team members depending on the variable characteristics and the degree of 
hierarchy and can also have suboptimal consequences for the corporate culture (Schulz & Schulz, 2000). He 
further describes that incentive systems must be embedded in the respective corporate context or corporate 
philosophy with their primary and secondary effects. Accordingly, the embedding of a variable remuneration 
system must correspond to the corporate culture and corporate image and be adapted to redundant existing 
corporate benefits, such as voluntary social benefits of the company, local environments and other intangible 
incentives. 

At the same time, poorly adjusted incentives can trigger counterproductive effects in the company itself and in 
the market environment. The context, low-threshold induced incentives and immoral actions in anonymous 
environments have been demonstrated in a very tangible way by Falk and Szech in their Bonn experiment, thus 
revealing the counterproductive side of incentive systems (Falk & Szech, 2013). 

Under current socio-political aspects, the creation of attractiveness as an employer for existing and future 
employees and a sustainable personnel policy could be generated as important criteria for companies. 

Methodology and research methods 
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The qualitative research method is used for this scientific work. Goldenstein and his research colleagues describe 
the following: "Qualitative research investigates connections and phenomena in the environment and the 
situation" (Goldenstein, Hunoldt, & Walgenbach, 2018). It also describes situations in which regular perceptions 
or their reproduction as a form of "transcribed observations" (Goldenstein et al., 2018), statements in the form of 
interviews and information from websites, press releases involving social actors (Goldenstein et al., 2018). The 
central concern of the qualitative studies is the question of the "why" and thus the "understanding of phenomena" 
(Goldenstein et al., 2018). In contrast to quantitative research, qualitative research is based on models established 
at the beginning of the research process. Models and hypotheses are analyzed for correlations between them, and 
these are conceptualized in order to evaluate the constructs and theories. 

Outcomes 

a) Marginal utility of variable remuneration systems: 

Kieser understands >variable remuneration< to mean: "a significant, i.e. noticeable, income component that 
depends on the achievement of objectives by the employee or a small team" (Kieser, 2016). In Kieser's view, the 
employee should be involved in various performance targets and be able to influence these directly in his or her 
personal field of activity (Kieser, 2016). 

Amelung describes the three basic functions of a remuneration system; distribution function, control and incentive 
function and an innovation function (Amelung, 2019). He further explains that the distribution function of a 
remuneration system should be guaranteed by a performance-related income of the service providers while at the 
same time minimizing the burden on the service financier (Amelung, 2019). With regard to the control and 
incentive function relevant for this publication, Amelung describes the "considerable incentive function on the 
type and extent of the service provision" (Amelung, 2019). He justifies this statement with the "target income 
hypothesis" which he describes in his statement. The term "target income hypothesis" is not found in the relevant 
literature, but in the opinion of the author it probably goes back to the origins of the "income elasticity" according 
to Ernst Engel (* 1821; † 1896) and the "income hypothesis" according to John Maynard Keynes (* 1883; † 1946). 
In 1857, in his contribution to the journal of the Statistical Bureau of the Royal Saxon Ministry of the Interior 
>The Production and Consumption Relations of the Kingdom of Saxony<, Engel describes for the first time at 
the microeconomic level the law that the proportion of income spent by a private household on consumer goods 
decreases with increasing income (Engel, 1857). Engel's law, which is derived from this, is considered to be the 
best-supported empirical law in economics. 

In 1937 Keynes described his income hypothesis on consumption and savings behavior and differentiated into an 
absolute, a relative, a permanent income hypothesis and a life cycle hypothesis (Keynes, 1937). From a 
macroeconomic perspective, he argues that the demand for consumer goods depends on numerous subjective and 
objective factors. Keynes describes expectations, personal preferences and individual aversions as subjective 
(soft) factors. According to Keynes, objective factors include absolute and relative income levels and income 
distribution. 

In 1946 Simon Kuznets takes up Keynes' idea in the >consumption function< and describes it empirically, in 
terms of its long-term constants (Kuznets, 1946). In simplified terms, consumption continues to increase with 
rising income, up to a certain threshold value. However, Kuznets assumes that when income rises above the 
threshold, the average consumption rate falls in favour of a higher savings rate (the level of the threshold is not 
discussed here). The special incentive effect of variable compensation on employee motivation can be derived 
from Keynes' >Fundamental Psychological Law< (Keynes, 1937) as part of the absolute income hypothesis. 
Keynes describes: "Since the main background of subjective and social incentives therefore changes slowly, while 
the short-term influence of interest rate changes and other objective factors is often of secondary importance, we 
fall short of the conclusion that short-term changes in consumption depend largely on changes in the income rate 
( ....) and not on changes in the propensity to consume from a particular income. (Keynes, 1937). 
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If the term "consumption behavior" used in this quotation is substituted with "motivation to satisfy needs", which 
is figuratively implied according to Maslow (Maslow, 1943) and Herzberg (Herzberg, 1968), the following 
statement is applicable to this research; 

 A moderate increase in the income of project managers has only a minor effect on the motivation and 
behavioural changes of a project manager, whereas countercyclical (project-dependent) variable 
remuneration components can have a motivating effect on the project manager. 

In their company and employee survey >Monitor Variable Remuneration Systems< published in 2018, 
Kampkötter and colleagues define variable remuneration as the "performance-related part of total remuneration" 
(Kampkötter, Sliwka, Butschek, Petters, & Grunau, n.d.). They further explain that the deferred variable payments 
are the part after "the result of the work or the success of the company is foreseeable" (Kampkötter et al., n.d.). 
Kampkötter and colleagues also describe that variable compensation systems are often used "to motivate 
employees to perform better and to share in the company's success" (Kampkötter et al., n.d.). The authors of the 
study point out that variable remuneration systems are used as part of the salary in about 60% of all companies 
surveyed. The percentage of variable remuneration varies between 13% and 18% of the basic salary, depending 
on the management responsibility and the sector under investigation (Kampkötter et al., n.d.). Personal success, 
company success and team performance are cited as the basis for assessment. With regard to the design of variable 
remuneration systems, Kampkötter's studies indicate that monetary incentive systems only have a motivating 
effect "if they are not directly formula-based" (Kampkötter et al., n.d.), i.e. they simply have to be designed. 

This suggests the conclusion that soft incentive factors must make up a not negligible motivational part of the 
variable remuneration system, as Wetzker and Strüven have clearly pointed out in their description of the strategic 
management process (Wetzker & Strüven, 2016). 

According to Kieser, the amount of variable remuneration (in line with the one described above) is based on the 
degree to which targets are achieved (Kieser, 2016). It describes a "normal" share of 30% for field sales staff and 
an approach of 10%-20% for office staff (Kieser, 2016), but no approach for project managers. At least for sales 
he advises that: "Overfulfilment of targets leads to significant additional income, underfulfilment of targets must 
lead to a loss of income" (Kieser, 2016). The extent to which this can also be transferred to the project management 
of the respective country in terms of labour law, however, remains open. 

Variable remuneration systems are establishing themselves in tandem with an increasing participation of 
employees in the company's success, which has been rising steadily in German companies since around the mid-
1990s. Authors such as Bender, Tondorf and Bahnmüller have taken up this issue in social science publications 
(Bahnmüller, 2001; Bender, 1997; Tondorf, 1996). These new forms of incentive wages have also been described 
in economic research (Blinder, 1990; Schares, 1993), whereby the authors primarily dealt with the economic 
effects on profit and capital participation. In the personnel management literature at the time, the Deutsche 
Gesellschaft für Personalführung e.V. (https://www.dgfp.de/) discussed the effects of variable remuneration on 
remuneration systems (Eckardstein & Janes, 1995; Nagel & Schlegtendal, 1998). Eckardstein and Janes described 
the employers' motives for introducing variable remuneration systems with the aim of "making wage costs more 
flexible and allowing greater differentiation in employee performance" (Eckardstein & Janes, 1995). In 1997 
Heywood and colleagues looked at the possibilities of indirect performance control, which offer employers these 
possibilities through the introduction of variable remuneration (Heywood, Siebert, & Wei, 1997). From the 
employer's perspective, employees should be motivated by individual performance incentives in order to increase 
the success of the company as such. 

From a strategic corporate perspective, these considerations seem quite reproducible, but some authors describe 
the project-specific consequences of these approaches quite critically. Nerdinger is particularly critical of the 
connection between material incentives of variable remuneration and an increase in motivation on the one hand, 
and the connection between high motivation and above-average productivity on the other (Nerdinger, 1995). The 
following paragraphs describe the problem in more detail. 
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In many companies, many managers and other executives receive part of their remuneration in variable parts of 
their salary. The research report 507 >Report on the research monitor "Variable compensation systems"< of the 
Federal Ministry of Labour and Social Affairs (Slimka et al., 2018) shows that around 60% of all companies in 
Germany per se apply compensation systems with variable components. The report also describes that primarily 
employees with management responsibilities benefit from variable remuneration. According to the report, the 
level of variable remuneration for managers is often based on the earnings targets of the entire company, although 
a differentiated consideration of short and long-term company targets is applied in a variety of calculation models. 
The percentage of variable remuneration has been empirically determined by various authors. In their report on 
the research monitor "Variable compensation systems" (Slimka et al., 2018), Slimka and colleagues describe a 
share of around 18% (measured as a percentage of basic salary) in 2018, depending on management responsibility, 
the industry and the consideration of team and/or individual performance. This percentage seems relatively low 
at first glance, but with a sample size of n=266 and an observation period from 2012 to 2016 it can certainly be 
verified. 

Schwaab and colleagues describe a conversion of up to 35% (Schwaab, Bergmann, Gairing, & Kolb, 2010) of the 
remuneration into bonuses and aim to use variable remuneration to increase the motivation of managers and thus 
their commitment to the company and the achievement of company goals through extrinsic incentives. 

The instrument of variable remuneration is also used for commercial employees, but often in the form of special 
payments (Slimka et al., 2018). According to a 2015 study by the Federal Statistical Office in Wiesbaden, more 
than three-quarters of all employees received a special payment at least once in the reporting year 2010. The 
average sum of the annual special payments amounted to more than 3,600 euros. This corresponded to a share in 
gross annual earnings of around 8%. On average, an employee thus received about one additional month's salary 
as a special payment (Weber & Beck, 2015).  

Senior executives? Commercial employees? Project managers? None of the empirical studies considered so far 
gives an approach whether at all - and if so, to what extent project managers of variable remuneration systems 
participate. At first it seems logical and conceivable, even desirable, to allow project managers to participate in 
the success of their projects. After all, a project manager must not only have the appropriate technical expertise 
and the ability to manage staff, but must also contribute a large amount of enthusiasm for "his" project. He must 
have the gift of passing this enthusiasm on to his project team members, motivating the team members to achieve 
the common goal and at the same time demanding maximum performance from his project team members. Project 
managers contribute significantly to the success of the company. Jakoby describes the tasks of a project manager 
as follows; "Project managers therefore require a special degree of psychological prerequisites which give them 
the necessary drive to master the tasks" (Jakoby, 2015) Jakoby further describes that above all ambition, 
perseverance, a sense of responsibility and "a healthy degree of self-confidence" should be elementary personality 
traits of a project manager (Jakoby, 2015). The participation of the project leader in the success of the project, or 
the prospect of such participation, should be seen as an incentive to increase the motivation and commitment of 
the project leader to his project. This raises two essential questions for further research: 

 How is the success of the project measured? 
 What is the variable remuneration component based on? 

Bredillet analyses in 2010 in the Project Management Journal published article > Blowing hot and cold on project 
management< that in some industries up to 30% of all companies work according to project management methods 
(Bredillet, 2010). In the author's view, this seems to be an underestimated figure, at least for the German 
construction industry and ancillary construction industry. The author assumes that in the German construction 
industry the share of project business must be estimated much higher, probably even close to 100%, due to the 
respective individual specifics of a construction site.  

On the one hand, from the point of view of the project managers, individual participation in the respective project 
success would only be fair to the other managers. After all, each project manager "fights" in his project(s) with 
commitment and individual responsibility for the best possible project result and thus for the greatest possible 
contribution to the company's success. In this sense, a project manager justifiably feels that he or she is a 
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significant part of the entire company and could certainly participate in a bonus scheme at company level, but 
without direct project-specific motivation. 

On the other hand, many authors describe the counterproductive effect of variable compensation on the motivation 
of employees with complex tasks (Eyer & Haussmann, 2014; Frey & Osterloh, 2000; Holmstrom & Milgrom, 
2012; Rodorff, 2013; Tommasi & Weinschelbaum, 2007). The tasks of a project manager can certainly be 
classified as highly complex. Deci, Ryan and Koestner carried out a number of experiments in 1998/1999 and 
analyse comprehensive meta-analyses (Deci et al., 1999). 

Like Fey and Osterloh, they describe a so-called >displacement effect< in terms of the overall economic pursuit 
of objectives compared with non-premium targets (Frey & Osterloh, 2000). This displacement effect is achieved 
by reducing the overall complexity of all target facets to the bonus-relevant targets. Frey and Osterloh describe 
the term displacement effect as follows: "The displacement effect establishes a systematic relationship between 
extrinsic and intrinsic motivation. An external (extrinsic) intervention has the effect of undermining or even 
displacing an activity that is undertaken (intrinsically) out of joy in oneself" (Frey & Osterloh, 2000). 

On the one hand, project managers could find themselves deprived of their individual creativity (patronized) by 
the specifications of a variable remuneration model, and on the other hand, they could lose sight of the needs of 
the entire company if they focus too much on their own project (with too much target focus). Especially with 
regard to internal scarce resources, project managers could be hostile to each other within a company and in 
extreme cases damage the spirit of the company. In exposed cases, "cannibalization" can occur within a company. 
If a project manager has the choice of being able to freely dispose of all internal personnel resources of a company, 
he will initially tend to equip his project team with the best of the best in order to have a supposedly easy job of 
solving the project task. Similar to the choice of football teams in the schoolyard, inexperienced young talents are 
left behind and are not elected to the team. This leads on the one hand to an enormous de-motivation of young 
talents, and on the other hand to a medium-term lack of top talent. In the worst case, the company will lose its 
attractiveness and the good potential junior staff will leave the company sooner or later due to a lack of 
development opportunities. 

b) Performance incentives to increase motivation: 

Motivation and incentives in project management inevitably affect a distinction between extrinsic and intrinsic 
motivation. A clear distinction is controversial in professional circles to date. Mühlenhof poses the question 
"whether a scientific survey of inner processes, some of which are conscious and some of which are unconscious, 
is at all possible" (Mühlenhof, 2018). The aim of this scientific paper is to create the basis for implementing a 
variable remuneration system and thus a quasi reward and incentive system. For this reason, the author 
nevertheless considers it purposeful to make a sequential differentiation between extrinsic and intrinsic 
motivation, without, however, claiming for this publication that all scientific views of this complex subject area 
are complete. 

According to Maier, intrinsic motivation is understood as a state "in which action is taken because of an inner 
stimulus that lies in the activity itself, e.g. in the feeling of the flow experience" (Maier & Kirchgeorg, 2018). 
Following Maier, the author can describe the intrinsic motivation from his own experience with three examples. 

 First, the introductory example of this publication, the formwork-side project management of the 
Leibis/Lichte dam. A civil engineer can hardly feel more pride in managing such an exposed and meaningful 
project, at his own discretion, as a motivating impetus. 

 Another cluster of intrinsic motivation lies in writing scientific publications, such as this paper. No one forces 
the author to do so, and yet he voluntarily submits to these challenges because he sees a purpose behind it. 

 A third aspect lies in sport; the author tries to run a marathon every year. It is much easier to survive the pain 
on the distance of about 42km, if you only want to get through it by yourself. You are not forced to do this 
either - you act voluntarily and motivate yourself to persevere (without asking about the sense of running a 
marathon, by the way). 
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Depending on one's physical and mental condition, one experiences the flow experience led by Maier as a state 
of being in a tunnel, shielded from the sensory perception of the outside world, highly concentrated, preoccupied 
only with oneself and one's thoughts (Maier, 2018). 

In 1993 Csikszentmihalyi & Schiefele describe the flow experience as a "feeling of being completely absorbed in 
an activity" (Csikszentmihalyi & Schiefele, 1993) in the context of a group of artists (painters and sculptors) who 
created their sculptures with "considerable enthusiasm" (Csikszentmihalyi & Schiefele, 1993) on a daily basis, 
remarkably independent of their monetary remuneration. According to the author's assessment, which cannot be 
empirically proven, many of the current publications on intrinsically motivated behavior are based on Deci and 
Ryan. Both tried to describe approaches to motivating learning in a pedagogical context (Deci & Ryan, 1993; 
Deci et al., 1999; Klusmann, Trautwein, & Lüdtke, 2005). 

In addition to Maslow's well-known pyramid of needs, a much-admired explanatory model illustrates the 
motivating influences on employees, Frederick Herzberg's >two-factor theory<. The two-factor theory describes 
which external factors trigger satisfaction or dissatisfaction among employees. In 1968, Herzberg focused his 
research on the relevant question: >How do you motivate employees< (Herzberg, 1968), describing it in the 
words: "How do I get an employee to do what I want? (Herzberg, 1968) and thus somewhat drastically transfers 
his >two-factor theory< to economics. The two main factors, the so-called >hygiene factors< and the so-called 
>motivators< are briefly presented in the following table. 

Table 1. Two-factor theory, main factors  

Hygiene factors Motivators 
Remuneration Work performance 
Working conditions Responsibility 
Job security Positive development 
Atmosphere Recognition 
Quality of leadership Success 

Source: Herzberg (1968). 

The decisive lever of Herzberg's theory is that the hygiene factors must be fulfilled as an elementary basic 
requirement; if they are not fulfilled, they immediately trigger dissatisfaction in the employee. Changes in these 
hygiene factors generate short-term satisfaction among employees. Positive changes in motivators, on the other 
hand, create long-term satisfaction among employees. 

In 2010, Kahneman and Deaton also came to the corresponding statement > High income improves evaluation of 
life but not emotional wellbeing< (Kahneman & Deaton, 2010) in the course of their extensive empirical research 
and thus support the thesis that hygiene factors must be fulfilled as an elementary basic requirement and that 
above a certain income threshold, an increase in income only leads to a short-term improvement in well-being. 
Based on the initial example of the candidate at the Leibis/Lichte Dam, the motivators "work performance" (the 
wall is up), "responsibility" (for the one-off project), "positive development" (the candidate's career development 
after the project is completed), "recognition" (professionally, among friends, privately) and finally the "success" 
of the project can be analyzed as long-term positive factors for satisfaction and well-being.  

The concept of >extrinsic motivation< refers to a state in which action is taken on the basis of the expected 
consequences of the activities (e.g. positive staff appraisal, salary increase etc.) (Maier, 2015). Edelmann states 
that extrinsic motivations are "among the rewards" (Edelmann, 2003). Frey and Osterloh subsume extrinsic 
motivation with economic incentives and conclude from this that extrinsic incentives could overlap the intrinsic 
motivations in a kind of >displacement effect< (Frey & Osterloh, 1997). The author does not entirely agree with 
this opposing argumentation, or at least it can be stated that within limits a potentiation of motivation occurs, 
namely precisely when incentives run parallel and are thereby stimulated to take adequate action. 

Project management is more than carrying out self-contained tasks and leading groups. Project management is 
emotion, project leadership is the awakening of enthusiasm, team building, integration and meaning. Project 
managers have to perform the feat of motivating seconded employees for the common project goal, making them 
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understand the meaning of the task, constituting them into an efficient project team and, in addition, giving the 
project members a "home" (Swonke & Schneider, 2013). The following chapter deals with the mechanisms of 
identification in project management. 

c) Potentials of meaningful activities: 

For the temporary duration of a project, heterogeneous types of people come together, who together have to face 
diverging internal and external demands. The project team members have to be transformed into a goal-oriented 
working team in a short time. Particularly in matrix organisations, these specifics in the quality of knowledge 
communication and the need for compromises become eminent due to the need for coordination with the sending 
departments (Wohlwender, 2014). A project team consists of different people, with different backgrounds, 
different pasts and different qualifications, all of whom together form the project organisation. While a project 
team has to be formed anew at each project start, all team members develop into independent individuals in the 
course of their lives. 

According to McCrae and Costa, the different personalities can be divided into five different personality types 
that do not clearly overlap. McCare and colleagues name the following descriptive characteristics in 1987 
(McCrae & Paul T. Costa, 1987). 

 

Figure 2. Personality types according to McCrae and Costa, 

Source: own representation. 

In principle, this subdivision applies to all personality types, but it is particularly relevant due to the short 
formation phase of a project team. In the early phase of project team composition, different expectations and 
needs collide with different team members and their different personality types. 

Mohan and Ahlemann analyse five basic needs in terms of sociological and psychological theories, referring to > 
Murry's needs theory< and the > Theory of planned behaviour< (Ajzen, 1991; Mohan & Ahlemann, 2013; Murray, 
1938). These needs and their associated behavioral characteristics are listed in the overview below and have a 
significant impact on the team building process and the speed with which a new team is ready to take joint 
responsibility for the project. 

Table 2. Needs theory; theory of planned behaviour  

Need for Description of the behavioural characteristics 

Performance 
Search for success, positive feedback, striving for best performance, result-orientation, 
efficiency and difficult tasks are recognised as challenges. 

Affiliation Striving for acceptance, personal relationships, avoiding conflicts. 
Power Striving for leadership, assumption of group responsibility, status orientation. 
Understanding Striving for knowledge, making considered decisions, evaluating facts to minimise risk. 

Guilt defense 
Defensive behaviour, not capable of criticism, no acceptance of responsibility in case of 
mistakes. 

Source: Ajzen, 1991; Mohan & Ahlemann, 2013; Murray, 1938. 
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According to Tuckmann, the phases of this team-building process are described in five subsequent phases 
(Tuckmann, 1965). 

Table 3. Team building process according to Tuckmann  

Team building phase Impact on the team and its functioning 
1) Formation a new team is put together 
2) Storming an initial pseudo-team is created, first bonds grow 
3) Standardisation the team lives with its rules, a team with potential is created 
4) Execution the team authenticates itself with the project, with the project goals and with itself 
5) Fusion all project tasks are carried out jointly by the highly efficient team, differentiated according 

to individual strengths 

Source: Tuckmann (1965). 

Tuckmann describes the phases of team building and the associated increase in efficiency as a curve. However, 
the experience of the twosome suggests that team performance must develop more linearly in relation to team 
effectiveness in order to be able to act early in the project process. The project manager has a significant 
responsibility for accelerating the team building process. Both views are superimposed on the following diagram 
(Zwerenz, 2019). 

 

Figure 3. The phases of the team building process - Berg 

Source: illustration after Tuckmann, adapted by Zwerenz (Tuckmann, 1965; Zwerenz, 2019) 

From the extracted knowledge about personality individuals and the different needs of people, the compelling 
question arises for the project manager during the team building process; 

 How can employees be convinced of the project and the project management process even more quickly 
in order to grow together into a high-performance team at an earlier stage? 

Mohan and Ahlemann name the factors >benefit<, >social influence<, >self-perception< and >organisational 
characteristic< as prerequisites for the acceptance of project management (Mohan & Ahlemann, 2013). These 
factors are presented below in the context of team building (Zwerenz, 2019).  



SocioEconomic Challenges, Volume 4, Issue 4, 2020   
ISSN (print) – 2520-6621, ISSN (online) – 2520-6214 

110 

 

Figure 4. Acceptance in project management 

Source: adaptation by Zwerenz (Mohan & Ahlemann, 2013; Zwerenz, 2019) 

From a psychological point of view, the acceptance model explains the way in which the acceptance of team 
members for project management in principle arises, but it still does not explain the most effective way to achieve 
this acceptance. Therefore, the following additional questions are derived from previous considerations; 

 Which organisational behaviour model can be used to achieve acceptance for a project? 
 Can marketing tools help to increase acceptance? 
 Which values in project management help to build acceptance? 

Project management is characterised by the fact that different employees from different departments, from 
different branches, from different groups have to be recruited for each project. The motives of the employees 
provided by the departments can be completely different, also the experience and skills of the employees will be 
completely different. In order to grow together in the shortest possible time into a competent, efficient, 
homogeneous group (within the team), the potential project team needs values. The values are needed so that the 
team members can identify themselves as part of the project team. In 2012 Borgert describes values as: "guidelines 
by which we orient our thinking and acting as individuals and as a team" (Borgert, 2012), and Borgert continues 
to write: "they are an integral part of a project culture" (Borgert, 2012). From Borgert's point of view, values can 
be communicated to the team in every phase of the project, but of course the formation phase at the beginning of 
the project is a particularly good time to define these values. For the development of the value hierarchy within 
the project culture, Borgert describes two questions that should be worked on together as a team (Borgert, 2012): 

 "What is important to us?" (Borgert, 2012) 
 "What do we think about ourselves as a team?" (Borgert, 2012) 

The author would tend to extend these questions to three essential issues.  

 What is the project goal and how does the project goal integrate into the company's values? 
 Does the project team see the sense behind the project goal? 
 Does the sense of the project correspond to the values of individual team members?  
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Here, too, the author has to find out in his daily practice that project goals make absolute sense from a company's 
point of view, but do not necessarily have to correspond to the personal values of the individual project members. 
In the German construction industry, for example, it is quite possible for a company to carry out a prestige project 
at economically inappropriate conditions for reasons of external marketing. A negative economic project result is 
calculated in advance for many strategic reasons. The core team is informed of the planned shortfall in the sense 
of open project communication. However, this approach leads to frustration, lack of understanding and even 
demotivation of the entire team. Although the company is fully aware of this strategic step, the meaning of this 
decision is difficult to communicate to the team members. 

The initial example of the Leibis/Lichte dam shows that it is all the more important to communicate the meaning 
of the project to the project team in addition to the project objective. Barmeyer describes the values (the meaning): 
"historical, cultural-relative, desirable guidelines and behaviour-controlling decision-making rules of a group or 
society" (Barmeyer, 2000). He further describes that values (the meaning) can relate to objects and conditions, 
but also to the workplace, leisure time or the shared values of a partnership. The value system facilitates 
orientation in the environment for the individual and organises interaction with other people (Barmeyer, 2000). 
The project members, who see their project as a production cell and as their own value space, can thus be seen as 
a community of values embedded in the entire company. That this can work and that the former project team 
members still share and cultivate the values of the joint >Leibis/Lichte dam project after many years is evident 
from the annual >Leibis meeting< described above. 

However, it should be noted that other aspects, such as the sustainability of the project objective, must be 
embedded in the corporate context and must not be counterproductive to the corporate objectives. The 
sustainability of the project is described as a business value, "which has established itself through its plausibility 
as a model for problem solving" (Stehr, Dziatzko, & Struve, 2019). The task of living the principle of sustainability 
in his project and communicating it to his team is that of the project leader as a manager. However, the views on 
what is called sustainability can vary greatly depending on the point of view of different people. From the 
employee's point of view, sustainability, whatever it may be, is often understood as minimising the individual 
carbon footprint. From the entrepreneur's point of view, the question of sustainability is certainly answered with 
economic survival and growth of his company. Stehr quoted Friedmann on sustainability and performance: "There 
is one, and only one, social responsibility of business to use its resources and carry out activities to increase its 
profits as long as it plays by the rules of the game" (Stehr et al., 2019). 

Pryor describes this neo-liberal view of corporate social responsibility and assumes once again, up to the 20th 
century, that the acquisition of corporate social responsibility can very well be in the direct interest of our 
corporate activities. These two aspects are not contradictory (Pryor, 2010), which means that for project 
management and thus for the project leader, the project manager must represent the corporate values both 
internally and externally and at the same time reconcile the project objective with the requirements of social 
sustainability and its meaning. 

An essential leadership role of project management is to resolve this apparent conflict of values (conflict of 
meaning). If the requirements for value compensation are met, the value conflict between all project participants 
is balanced and skillfully communicated, a high performance project team can be formed into a high performance 
team. The earlier this is done in the project execution, the better for the formation of the team and the further 
course of the project. For the project manager, however, the task of conveying values does not end until the project 
is completed and the final project meeting is held. The aspects of motivation for projects, identification in project 
management and values in project management to consolidate a brand identity concept for project management 
were scientifically described by Zwerenz in 2019 (Zwerenz, 2019). 

Evaluation intervals of a variable remuneration 

The evaluation intervals of the variable remuneration should be carried out promptly in accordance with the 
deficiency described by Klausing in the study >Salary and Career in Project Management 2017< (Klausing, 
Scheurer, Christoph, Wald, & Gröber, 2017) in order to effectively counteract a lack of coincidence of 
performance and reward. A temporal coincidence of high commitment of the project manager and extrinsic reward 
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by the employer will result in a stronger, "more tangible" - intrinsic commitment of the project manager to his 
goals and the achievement of the same. This coupling additionally increases the intrinsic motivation of the project 
manager. 

 

Figure 5. Relationship between performance/rewards and intrinsic motivation 

Conclusions and recommendations 

a) Testing the hypothesis 

At the beginning of the article the research gap was described and the corresponding theses were derived from it. 

T 1) Motivated project managers have a decisive influence on the success of the project. 

T 2) The motivation of project managers can be increased by extrinsic incentives. 

T 3) The presentation of the meaning of the project is elementary for the formation of the project team and is 
a core task of a project manager. 

T 5) The people working together in a project must be inspired for the project in order to grow together to form 
a project team and recognize its purpose. 

T 6) Employees who identify themselves with a project and the team are prepared to provide the highest 
personal service to the project. 

The hypothesis was derived from the theses and evaluated on the basis of the research results. Project managers 
do not carry out the causal work for the project on their own, but rely on the support of their project team and its 
smooth and creative solution orientation. The work in a project team could be ordered by sending personnel. 
However, belonging to a project team follows the same mechanisms as the desire to belong to a famous football 
team or another successful association. In order to awaken this desire to belong among the potential employees 
of a project, the challenge remains for the project manager to build up a sophisticated image of his project that 
creates identity and meaning. The initial example >Leibis/Lichte dam< was used to describe the desire to belong 
to a group, even after completion of the project, in the growing number of participants at the annual >Leibis 
meeting<. In addition to a solid technical implementation, the way the project is carried out, the "sense" of the 
project and stakeholder management are obviously of particular importance. Radtke uses four constitutive 
characteristics to describe a brand; >reciprocity< (reciprocity), >individuality< (distinctiveness), >continuity< 
(steadiness) and >consistency< (cohesion) (Radtke, 2014). Our own quantitative studies and the findings gained 
in the previous chapters allow us to state that the hypothesis put forward can be regarded as confirmed. 
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Hypothesis confirmed. A project has to establish itself as a useful task in the company in order to facilitate the 
identification of the employees with the project and the team building. The project manager has to take over the 
function of the sense ambassador of his project within the company and outside the company. 

b) Other new scientific findings  

As a result of this research, the following new scientific findings can be made available to the professional 
community. 

Marginal utility of variable remuneration systems: 

 A moderate increase in the income of project managers has only a minor effect on the motivation and 
behavioral changes of a project manager, whereas countercyclical (project-dependent) variable remuneration 
components can have a motivating effect on the project manager. 

 Variable compensation systems can have counterproductive effects. Previously established variable 
remuneration systems are not suitable for the professional group of project managers due to the risk involved. 

Performance incentives to increase motivation: 

 A distinction between extrinsic and intrinsic motivation makes sense sequentially, if not without overlap. 
Project managers must be able to motivate their team and themselves and explain the purpose of the project 
to them. 

Potentials of meaningful activities: 

 Different personality types come together in project teams and must be formed into an efficient project team 
as quickly as possible by the project manager. A prerequisite for rapid team formation is identification with 
the project goal and acceptance of the project. 

 The formation of acceptance in project management can be achieved through values, sustainability and SINN. 
The project manager's task is to convey meaning. 

Summary 

In this article the tension between income, recognition and well-being was discussed. Karl Marx's views on the 
topic of money as an arbitrary, motivelessly interchangeable medium and the diminishing marginal utility 
described in the Gossensche Laws were transformed into a conflict of goals between careers in project 
management and a fulfilled private life. The area of conflict described can be well explained with the model of 
Kahneman and Deaton (Kahneman & Deaton, 2010) for the two ends of the income scale (top earners and 
employees with minimum income). 

 Top management can afford to be "unreachable" and in many cases is motivated by variable remuneration, 
which is usually based on global company key figures and not necessarily directly on individual performance. 

 The "normal conveyor belt worker" works in specified working hours and defined work processes. He or she 
does not usually have to be available outside of working hours and in some cases receives a performance-
related, individual quantity bonus for exceeding the norm. 

 And in what way do the project managers participate? The professional group responsible for which of the 
"million-dollar" projects responsible for planning, controlling and monitoring, which are expected to take on 
a lot of responsibility for projects, have not yet participated directly in their individual commitment. This 
urgently requires a change.  

Furthermore, the dependencies of meaningfulness, recognition and income were derived from the literature and 
the factors influencing personal well-being were presented. Finally, the extract of these research results forms the 
basis of a possible basic configuration of a motivating remuneration system as an incentive system in project 
management. A differentiation between intrinsic and extrinsic motivation was made without having completely 
worked through all facets of the scientific literature on this difficult topic. At least to some extent, this distinction 
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was needed in order to be able to accompany the scientific discourse on a motivating remuneration model in a 
differentiated way. The finding that a temporal coupling of high commitment of your project leader and extrinsic 
reward of the employer leads to a stronger intrinsic connection of the project leader to his goals confirms this 
approach. 

Further research needs 

High income improves evaluation of life but not emotional well-being (Kahneman & Deaton, 2010). In 2010, 
Kahneman and Deaton's research provided fundamental statements on the relationship between income and 
emotional well-being, as well as the dependent consequences of salary changes on well-being in the US. For 
Germany as a research location, the statements still tend to be usable. However, due to different life circumstances 
and other life goals of younger generations, the author believes that an updated and differentiated consideration 
based on Kahneman and Deaton's studies is necessary. 

Furthermore, additional factors of the performance evaluation of a project manager have to be explored and the 
diagnosed parameters have to be transformed into measurable variables.  
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