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Abstract

The effect of extra compensation on job satisfaction, work inte-
gration, and risk-crisis management inside academic organizations
is investigated in this paper. Combining empirical data with theoret-
ical models, the study investigates the several ways that financial
incentives could improve teacher motivation, lower turnover, and
foster a harmonic workplace. Comparative study of foreign research
is presented, with particular attention to Greece, where teachers’
opinions of extra pay have been much shaped by economic diffi-
culties. The results provide paths for next studies and highlight the
contextual elements affecting the efficacy of financial incentives.
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Introduction

Often in the form of extra pay, financial incentives have been ex-
tensively applied as a strategic tool to increase teacher engagement,
lower turnover, and create a good school atmosphere. Designed to
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honor teachers’ efforts, raise job satisfaction, and promote profession-
al integration, extra compensation in educational environments con-
sists in bonuses, performance-based incentives, and allowances [1,2].
Still up for contention, though, is how successful these incentives are
depending on cultural, economic, and institutional setting [3.,4].

The usage of extra compensation in education is mostly driven by
its ability to help to solve issues related to risk-crisis management in
the sector. Financial uncertainty, human resource issues, and safety
concerns that could interfere with the seamless running of educational
institutions are among the several operational hazards that education-
al institutions run [5]. Studies indicate that financial incentives might
improve teacher stability and motivation, hence lowering turnover
rates and guaranteeing continuity in instruction [6-8]. Furthermore,
linking financial incentives to results in risk management—such as
better student performance or greater school safety—helps to inspire
proactive crisis prevention [1,9]. Notwithstanding these advantages,
some research contend that financial incentives could compromise
natural motivations, especially in fields where teachers are driven by
a sense of purpose and dedication to student success [10]. To max-
imize risk control and teacher motivation, then, good pay schemes
must precisely balance intrinsic and extrinsic incentives.

Apart from risk control, further compensation is rather important
for encouraging job satisfaction and work integration. Teachers’ en-
gagement, teamwork, and general performance are much influenced
by job integration—that is, their sense of connection to their work-
place [11]. Studies show that financial incentives can help to foster
justice and equity, therefore improving the cohesiveness and inclu-
sion in the workplace [12,13]. Moreover, related to team performance
or group projects, extra compensation promotes cooperation and a
friendly professional atmosphere [8,14]. Poorly planned financial in-
centives, however, might cause rivalry instead of collaboration, there-
fore compromising the sense of community and integration inside
schools [15].

Another important component influenced by extra pay is job satis-
faction, which consists of several factors including working circum-
stances, professional growth chances, and financial pay [16,17]. Stud-
ies repeatedly show that financial incentives lower financial stress and
give instructors real recognition, therefore improving their job satis-
faction [18]. In high-stress learning situations, where teachers may
have heavy responsibilities and difficulties, this is especially crucial
[19]. Herzberg’s two-factor theory supports this viewpoint by con-
tending that while not always raising job satisfaction, financial incen-
tives can satisfy teachers’ basic financial demands and therefore pre-
vent unhappiness [20]. Still, job satisfaction is complex and financial
incentives should supplement natural motivators such professional
development, supportive connections, and good school environments
[19].

Contextual elements including cultural values, economic sit-
uation, and professional standards affect the strategic tool of
supplementary pay’s success in education. Performance-based
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compensation schemes have been extensively embraced in the United
States and the United Kingdom but have produced mixed results with
issues regarding justice, competitiveness, and stress [3,21]. Unlike
performance-based incentives, Finnish teachers get extra compensa-
tion based on seniority and additional duties. This strategy promotes
professional autonomy and teamwork, therefore supporting high de-
grees of job satisfaction and commitment [4]. These different results
draw attention to the need of including cultural and institutional ele-
ments into financial incentive design and execution.

Given its economic difficulties and public sector pay cuts, which
have greatly impacted teacher motivation and job satisfaction, the
Greek education system offers a special setting for analyzing the im-
pact of extra pay due [22]. Additional pay is seen in Greece as a possi-
ble instrument to reduce financial strain and raise teacher well-being.
Still, its success depends on more general economic limitations and
ideas of justice [23]. Greek teachers are driven by internal elements
including professional development and a feeling of community, even
when financial benefits can increase motivation and job satisfaction
[24]. Therefore, compensation schemes should address systematic in-
equities and supplement natural motivators in Greece to maximize the
effect of extra pay.

This paper attempts to offer a thorough investigation of how extra
compensation affects job satisfaction, work integration, and risk-cri-
sis management in educational environments. Emphasizing the spe-
cial possibilities and difficulties inside the Greek educational system,
it provides a comparative study of worldwide research. This study
aims to highlight the need of strategically using financial incentives
in education by synthesizing results from several cultural settings,
thereby stressing the need of culturally and systemically customized
approaches.

Methodology

This study follows a qualitative, bibliographic research method-
ology aimed at analyzing the impact of additional pay on risk-crisis
management, work integration, and job satisfaction in the educational
sector. A comparative perspective is adopted to contrast international
best practices with the Greek context, particularly in light of the finan-
cial crisis and its repercussions on public sector compensation.

The research design relies on systematic qualitative content anal-
ysis. This method enables the identification of recurring themes, con-
ceptual patterns, and critical insights across the selected literature. A
rigorous search strategy was applied to academic databases including
Google Scholar, Scopus, ERIC (Education Resources Information
Center), which provided access to interdisciplinary studies combin-
ing educational theory, psychology, and economics. Furthermore, na-
tional sources such as the National Documentation Centre of Greece
(EKT), institutional repositories of Greek universities, and open-ac-
cess Greek journals like Dialogues and Education, Lifelong Learning,
Research and Technological Development were used to retrieve con-
text-specific literature relevant to the Greek educational landscape.

Keyword searches were conducted using both English and Greek
terms, incorporating Boolean operators to refine results. English
search terms included combinations such as “financial incentives
in education,” “additional pay and teacher satisfaction,” “perfor-
mance-based pay and risk management,” “education and work in-
tegration,” and “teacher retention and compensation.” Greek key-
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teachers” and “teachers’ job satisfaction” were also used to capture
national sources, ensuring the bilingual nature of the review was
maintained.

To ensure academic rigor, clear inclusion and exclusion criteria
were applied. The inclusion criteria consisted of peer-reviewed arti-
cles, empirical studies, theoretical contributions, and policy reports
published between 2000 and 2025. Only studies that focused on
teacher pay, motivation, organizational climate, job satisfaction, or
education-related risk management were considered. Particular em-
phasis was given to works offering comparative or Greek-specific in-
sights. Sources that were not peer-reviewed, lacked full-text access,
or did not directly address the topic of teacher compensation were
excluded. Foundational studies such as those by Herzberg et al., [20],
Vroom [25] and Deci and Ryan [26] were retained despite their earlier
publication dates due to their continued theoretical relevance.

While this methodology ensures a comprehensive and compara-
tive perspective, certain limitations must be acknowledged. The reli-
ance on secondary data means that no original empirical research was
conducted, such as interviews or surveys. Finally, given the evolving
nature of educational reforms in the post-pandemic era, some recent
developments in teacher compensation policies may not yet be fully
captured in the literature.

Literature Review

Impact of Additional Pay on Risk-Crisis Management in
Schools

In educational institutions, risk management refers to the strategic
processes employed to reduce potential disruptions such as operation-
al difficulties, financial instability, and human resource challenges
[5,27]. These factors threaten institutional continuity, teacher per-
formance, and student learning outcomes. One of the most pressing
risk-related issues is high teacher turnover, which can lead to staff
shortages, disrupted instructional flow, and increased pressure on re-
maining staff—ultimately diminishing the quality of education deliv-
ered [7,28].

Performance-based financial incentives have emerged as strategic
tools to address these issues by enhancing teacher motivation, pro-
fessional stability, and organizational commitment, thereby reducing
turnover and bolstering institutional resilience [2,6]. Empirical evi-
dence suggests that such incentives not only elevate job satisfaction
but also alleviate financial stress and uncertainty, making educators
more resilient during institutional or national crises [1,18,29].

Grounded in Expectancy Theory [25], financial reward systems
are more effective when teachers perceive a transparent and direct
link between their efforts and the rewards they receive. Teachers who
are recognized for contributions to risk mitigation, such as improved
student performance or proactive safety efforts, are more likely to re-
main engaged and committed to institutional goals [22,30,31]. Addi-
tionally, targeted pay schemes contribute to greater staff retention, im-
proved pedagogical quality, and stronger institutional culture [32,33].

Nevertheless, over-reliance on extrinsic motivators—particular-
ly when implemented in isolation—can backfire. Research under-
scores that an exclusive focus on monetary rewards may weaken
intrinsic motivation, which is rooted in educators’ sense of purpose,
professional identity, and commitment to student success [10,34,].
Such systems may also inadvertently foster competition rather than
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collaboration among colleagues, leading to burnout and dissatisfac-
tion, especially in resource-constrained contexts like Greece [35,36].

Therefore, financial incentives should not be seen as a stand-alone
solution. Instead, they must be part of a balanced approach that in-
tegrates professional autonomy, development opportunities, and
a supportive work culture. When thoughtfully designed, additional
compensation can serve as a buffer against crisis-related pressures,
enhancing teacher well-being and institutional stability without com-
promising intrinsic values [37,38].

Additional Pay and Work Integration

Work integration—that is, employees’ sense of connection to their
workplace and sense of belonging—helps to determine engagement,
teamwork, and general efficacy [11]. Work integration greatly in-
fluences instructors’ interactions with students, teamwork with col-
leagues, and general job effectiveness in educational environments
[39]. By encouraging a feeling of equity and fairness, supporting
workplace inclusion, and giving instructors real appreciation of
their efforts, additional remuneration can improve work integration
[13,40]. Teachers who believe they are compensated properly for
their efforts feel more appreciated and valuable, which strengthens
their allegiance to the school community [41]. In educational settings
where resources could be few and teachers sometimes feel disrespect-
ed, this is especially crucial.

Financial incentives connected to team performance or coopera-
tive projects can also inspire instructors to work together, therefore
enhancing professional connections and community cohesiveness
[8,14,42]. In schools, where group effort and teamwork are import-
ant for tackling difficult problems and reaching instructional objec-
tives, this cooperative approach to professional integration is abso-
lutely vital [43]. Furthermore, financial incentives can enhance good
group dynamics by honoring teachers’ cooperative efforts, therefore
strengthening the coherent and supportive school atmosphere [44].

Poorly crafted financial incentives, especially if rewards are based
on individual rather than team success, may unintentionally encour-
age competitiveness rather than collaboration, though [15,45]. This
competitive dynamic can erode the feeling of community and divide
teachers, therefore compromising workplace integration. Schools
have to strike a balance between team and personal incentives to
avoid these difficulties and encourage both personal excellence and
group projects. Schools can improve job integration and preserve a
pleasant and inclusive workplace culture by carefully planning re-
ward systems that fit with cooperative objectives [46].

The importance of work integration becomes particularly evi-
dent in conditions of increased pressure and high demands, such as
those experienced in educational institutions. Studies have shown
that teachers who feel integrated in their workplace have lower levels
of burnout and greater resilience to challenges [47]. Providing addi-
tional rewards linked to job-related contributions and teamwork can
enhance this sense of integration as teachers feel that their work is
recognized and fairly rewarded [37]. The sense that pay reflects col-
lective effort rather than just individual performance enhances staff
cohesion, thus improving the overall work climate.

In addition, financial rewards based on team performance and col-
laborative initiatives can create an environment that promotes learn-
ing and knowledge sharing among teachers [48]. Research has shown
that reward programmes that focus on collective performance, such
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as those implemented in some Scandinavian countries, help to create
a culture of mutual support among teachers and improve the quality
of teaching [49]. In such an environment, teachers are more likely to
collaborate to develop innovative teaching approaches, provide mutu-
al support and foster a sense of professional community [50].

However, inappropriate management of additional pay can have
the opposite effect, causing division among teachers [51]. Studies
show that when financial incentives are given solely on the basis of
individual performance, without consideration of collaboration, they
can lead to competition between colleagues and reduce the sense of
community [52,53]. An over-emphasis on individual performance can
lead to isolation of teachers and create pressurised working conditions
that ultimately weaken their professional commitment.

In order to maintain a positive and inclusive work culture, sup-
plementary remuneration programmes need to be carefully designed,
taking into account not only financial compensation, but also profes-
sional recognition and development opportunities. Research suggests
that the most effective reward systems are those that combine finan-
cial and non-financial incentives, such as access to training courses,
career development opportunities and recognition from management
[54]. Providing additional rewards in conjunction with such initia-
tives creates a work environment where teachers feel both financially
and professionally valued, thereby increasing their work integration
and overall commitment [55].

Additional Pay and Job Satisfaction

Teachers’ well-being and performance are much influenced by job
satisfaction, which consists of several components including working
circumstances, connections with colleagues, chances for professional
development, and financial pay [16]. Job satisfaction greatly affects
teacher motivation, retention, and general performance in education-
al environments [56]. Particularly in high-stress workplaces where
teachers must deal with demanding tasks and difficult obstacles, ad-
ditional remuneration gives teachers real appreciation for their hard
work and devotion, therefore boosting their motivation and lowering
their discontent [18,57].

By attending to teachers’ financial requirements and thereby low-
ering their economic stress, financial incentives also help to promote
job happiness. Herzberg’s two-factor theory holds that while not al-
ways raising job satisfaction, financial incentives can satisfy teach-
ers’ basic requirements and therefore prevent discontent [20]. In this
regard, extra pay serves as a hygienic element that helps to lower
financial stress and avoid discontent resulting from supposed wage
disparities. In educational institutions where teachers could feel un-
derpaid or undervaluated, this is especially pertinent.

Financial incentives by themselves, meanwhile, are not enough
to maintain long-term job satisfaction since other important elements
including student performance, professional development, supportive
connections, and a good school climate also contribute greatly [19].
Studies reveal that instructors’ influence on students’ learning and de-
velopment as well as chances for professional development and peer-
to--peer interaction drive them quite passionately [S8]. Thus, extra
compensation should be included into a more general plan that targets
these natural motivators, so guaranteeing a whole approach to im-
prove teacher job satisfaction and well-being.

Teachers’ job satisfaction is not only related to their individual
well-being, but also to the quality of teaching and student outcomes
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[59]. Research has shown that teachers who are satisfied with their
work show higher levels of engagement, innovation, and effective-
ness in teaching [60,61]. Providing additional rewards can act as an
important factor in enhancing this satisfaction, as it confirms that
teachers” work is appropriately recognized and rewarded. Further-
more, increases in salaries have been linked to increased professional
autonomy and satisfaction, as they reduce the need to seek second
jobs or financial alternatives that can distract teachers from their core
tasks [62].

Another important element is the interaction between financial and
non-financial incentives. Although financial rewards have a positive
effect, an exclusive focus on them may lead to a decrease in intrinsic
motivation, as supported by self-determination theory [26]. Research
shows that when teachers feel that their compensation is solely depen-
dent on quantitative performance criteria, stress and competition can
result, weakening the collective work culture [63]. In contrast, com-
pensation programs that combine financial rewards with professional
development opportunities, such as subsidized seminars or access to
educational resources, have been shown to be more effective in long-
term teacher retention [31].

In addition, additional rewards play a critical role in reducing job
stress and burnout, which are two of the main factors in teachers leav-
ing the profession. According to Skaalvik and Skaalvik [47], burnout
is most pronounced when teachers feel undervalued and inadequately
compensated for their job demands. In this context, financial rewards
are not only a way of enhancing satisfaction, but also a strategy to
strengthen teachers’ resilience to the pressures of the profession. Pro-
viding additional rewards based on objective and transparent criteria
has been found to reduce uncertainty and enhance a sense of fair-
ness among teachers, which is critical for maintaining job satisfaction
[64,65].

Finally, the relationship between additional pay and job satisfac-
tion differs depending on educational context and socioeconomic
conditions. In countries where teachers’ salaries are low compared
to other occupational sectors, additional pay plays a key role in re-
taining staff and reducing the tendency to leave the profession [66].
Conversely, in systems where teachers are already well paid, non-fi-
nancial incentives, such as support from management, professional
development opportunities and participation in school policy-making,
may be more important for overall job satisfaction [33,67]. There-
fore, a balanced incentive system, tailored to the needs of teachers and
schools, is essential to create a healthy and productive work environ-
ment.

Comparative Analysis

Research on extra pay in education reflects somewhat various cul-
tural, economic, and institutional settings depending on nation. Per-
formance-based incentives like merit pay have demonstrated mixed
effects in the United States, with questions about fairness, more stress,
and unexpected consequences including less teacher collaboration
[21]. While loss aversion bonuses have shown promise for raising
student performance, they can create ethical questions and stress [68].

The Performance Related Pay (PRP) scheme has had only mixed
results in the United Kingdom. Rising competitiveness and perceived
unfairness caused teachers to be unhappy, which compromised coop-
eration and the positive school environment [3].
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Financial incentives have clearly drawn teachers to rural and un-
derprivileged locations in Australia, hence improving job satisfaction
and educational equity [69]. But their success relies on their interac-
tion with support networks and professional growth, which emphasiz-
es the need of all-encompassing incentive systems.

Unlike performance-based approaches, greater pay in Finland is
related to seniority and extra responsibility, therefore encouraging
professional autonomy and teamwork [4]. Emphasizing intrinsic
motivation and community-oriented behaviors, this strategy helps to
lead to great degrees of job satisfaction and commitment. Given its
economic difficulties and public sector pay cuts, Greece offers a spe-
cial setting for examining extra compensation that greatly influences
teacher motivation and job satisfaction [22]. Additional remuneration
is considered in this context as a possible strategy to reduce budgetary
constraints and improve teacher well-being. Still, its efficacy relies on
more general economic conditions and ideas of fairness [23]. Greek
teachers mostly drive by professional development, community sup-
port, and student success; financial incentives play a complimentary
role.

This is strongly echoed by Grammatiko [70], whose study among
primary school teachers in Athens revealed that while educators re-
ported satisfaction with their core teaching roles, they also expressed
considerable dissatisfaction with working conditions, such as lack of
evaluation transparency, limited training opportunities, poor infra-
structure, and insufficient educational materials. The study identified
key determinants of teacher satisfaction as collegial relations, lead-
ership style, professional growth, and the physical school environ-
ment—suggesting that financial incentives must be integrated with
structural improvements to be truly effective.

Greece has little research on how additional compensation affects
risk management. Studies indicate, however, that financial incentives
can improve resilience but have to be used fairly to prevent system-
atic inequality [24]. Compensation schemes in Greece should com-
plement intrinsic motivators, encourage equity, and solve structural
issues to improve teacher motivation and work satisfaction given the
economic restrictions and resource limits.

Spyriadou and Koutouzis [36] further underscore this point in
their qualitative research during the post-crisis austerity period, which
involved interviews with teachers and school administrators across
Greece. Their findings illustrate how the severe salary reductions
imposed by the memoranda eroded professional dignity and demoti-
vated educators. Teachers expressed concern not only about income
loss, but also about broader working conditions, future prospects, and
interpersonal dynamics in schools. This highlights the need for any
incentive schemes to be fair, sustainable, and aligned with teachers’
qualifications and long-term professional trajectories. The interna-
tional literature reveals considerable variation in the impact of addi-
tional pay, depending on educational policies, economic stability and
cultural perceptions of teaching as a profession. In countries such as
Denmark and Sweden, where the teaching profession is characterized
by high social esteem and good basic salaries, financial incentives
play a smaller role in teacher retention, while policies that enhance
professional development and autonomy have been shown to be more
effective [38]. In these countries, the quality of education is improved
through systems of professional development and continuing educa-
tion, rather than through monetary rewards.
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In contrast, in countries where teachers’ wages are low or unstable,
additional rewards have a much greater impact on job satisfaction and
work engagement. For example, in Latin American countries such as
Chile and Mexico, governments have implemented financial incen-
tive programs to improve teacher performance, but the results have
been mixed. Some studies show that performance-related pay has
boosted student performance in low-income areas [71], while others
highlight that such measures can create greater job insecurity and ex-
acerbate educational inequalities [72].

Another important differentiation concerns the relationship be-
tween financial incentives and teacher collaboration. While in the US
and the UK, pay schemes based on individual performance have often
led to a reduction in teamwork due to competition [73], in Asian coun-
tries such as Singapore and South Korea, financial incentives have
been embedded in collective models of acceptance and professional
development. In Singapore, for example, the education system offers
additional rewards through the Enhanced Performance Management
System, which combines financial rewards with professional devel-
opment and peer review opportunities, thereby reducing competition
and enhancing collaboration [74].

Also notable is the case of Canada, where the financial incentive
strategy has focused primarily on retaining teachers in hard-to-reach
areas, particularly in Indigenous communities and remote rural areas.
Studies have shown that such incentives can have a positive impact
if combined with supportive programmes such as housing, education-
al development and local community integration policies [33]. This
highlights that the success of additional rewards depends on broader
educational and social policy.

Comparing these international findings with the Greek reality, it
becomes clear that the effectiveness of financial incentives in edu-
cation depends on many factors, such as the existing pay system, the
culture of cooperation, professional development opportunities and
the general economic situation. In Greece, where cuts in public sec-
tor salaries have significantly affected teacher satisfaction, the imple-
mentation of financial incentives can make a positive contribution,
provided that they are designed in a transparent and fair way, without
creating competition and inequalities.

The contributions of Grammatiko [70] and Spyriadou & Koutou-
zis [36] confirm this multidimensional reality: while pay is essential,
teachers’ professional satisfaction in Greece is inextricably tied to
infrastructure quality, administrative support, opportunities for devel-
opment, and a stable socio-political context. Thus, for any incentive
to be impactful, it must be embedded within a broader framework that
restores professional respect and addresses longstanding structural
challenges.

Discussion

Comparative research on extra pay in educational environments
reveals a complicated and subtle relationship among financial incen-
tives and teacher motivation, work satisfaction, and risk management.
Affected by systematic elements like economic situations, cultural
values, and professional standards, the efficacy of increased compen-
sation differs greatly depending on educational and cultural setting
[21,4]. The main conclusions of worldwide research are synthesized
in this paper together with contextual variations and consequences for
policy and practice.

HSOA J Altern Complement Integr Med ISSN: 2470-7562, Open Access Journal

In nations using performance-based models, such the United
States and the United Kingdom, more compensation has had conflict-
ing effects. In some situations merit pay programs have been success-
ful in improving student achievement; yet, they have also generated
questions about fairness, added stress, and unintended consequenc-
es including less cooperation among instructors [3,21]. The focus
on personal achievement has driven rivalry instead of cooperation,
therefore weakening job happiness and workplace integration. Partic-
ularly in demanding settings where outside events significantly affect
student outcomes, teachers voiced questions regarding the fairness of
tying remuneration to student performance [68]. These results imply
that even while performance-based incentives can boost motivation,
they have to be properly crafted to guarantee equity, fairness, and a
positive school environment.

By contrast, educational systems stressing professional autonomy
and cooperative practices—like Finland—show better work satisfac-
tion and commitment among teachers [4]. In Finland, extra remuner-
ation is connected more with seniority and extra responsibility than
with performance results, so encouraging a professional trust and co-
operation. This strategy recognizes teachers’ knowledge and contri-
butions to the school community, therefore encouraging job satisfac-
tion and commitment by matching with natural inclinations. Strong
professional ethics and a dedication to student well-being drive Finn-
ish teachers more than financial rewards. These results underline the
need of matching pay systems with professional standards and cultur-
al values in order to improve motivation and job satisfaction.

Financial incentives have clearly drawn teachers to rural and un-
derprivileged locations in Australia, hence improving educational
equity and teacher involvement [69]. Nevertheless, the degree of suc-
cess of these incentives depends on their interaction with support net-
works and professional growth, so stressing the need of a whole com-
pensation strategy. In this regard, extra compensation functions as a
strategic instrument to help teachers’ professional development and
well-being while so addressing educational inequalities. According
to the Australian experience, supportive systems addressing teachers’
various demands paired with financial incentives show the best effec-
tiveness.

Given its economic difficulties and public sector pay cuts, Greece
offers a special setting for examining extra compensation that great-
ly influences teacher motivation and job satisfaction [22]. Addition-
al pay is seen in Greece as a possible instrument to reduce financial
strains and raise teacher well-being. But systematic inequality, limited
resources, and cultural ideas of fairness all influence its efficacy [23].
Greek teachers are mostly driven by internal elements including pro-
fessional development, community support, and student performance;
financial incentives play a complimentary role. Studies indicate that
financial incentives can improve resilience and risk management
but must be used fairly to prevent systematic inequality [24]. These
results highlight the necessity of specially designed compensation
schemes for Greece both culturally and administratively.

The need of matching financial incentives with intrinsic moti-
vators, professional standards, and cultural values is a major theme
showing out from the comparison study. When financial incentives
complement natural motivations—such as professional development,
student success, and a feeling of community—they are most power-
ful. This corresponds with expectation theory, which holds that em-
ployees who see a clear connection between their efforts and benefits
are most motivated [25]. Herzberg’s two-factor theory also underlines
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how important intrinsic motivators are to increase long-term job sat-
isfaction even if financial incentives help to prevent discontent [20].

The analysis of additional pay reveals that there is no single ap-
proach that is effective in all education systems. Rather, differences
in compensation policies reflect differences in social structures, eco-
nomic capabilities and professional values in each country. For exam-
ple, in the Nordic countries, where the emphasis is on cooperation and
social justice, teachers’ base pay is high, while additional pay serves
as an additional incentive that enhances commitment and professional
development [38]. In contrast, in countries such as the United States,
where the education system is characterized by greater differentiation
between public and private schools, performance-based incentives
have more mixed effectiveness due to a higher emphasis on competi-
tiveness and educational inequalities [75].

An important factor that determines the success of additional pay
is how it is linked to internal and external sources of incentives. Deci
and Ryan’s [26] Self-Determination Theory points out that maintain-
ing job satisfaction requires a balance between intrinsic and extrin-
sic motivation. When financial incentives are implemented in a way
that enhances teachers’ autonomy, sense of purpose, and relationships
with students and colleagues, they can have positive outcomes. How-
ever, when they become a tool of strict supervision or competition,
they can reduce a sense of personal accomplishment and increase job
stress [34].

The experience of countries such as Australia and Canada shows
that providing additional pay is most effective when integrated into
a system that includes additional support for teachers, such as pro-
fessional development programs, access to teaching resources, and
stronger links with local communities. For example, the incentive
policy in Australia, which aims to attract teachers to remote areas,
includes not only financial rewards but also opportunities to access
training programs, improve working conditions and enhance social
support [76]. This combined model allows for greater job satisfaction
and reduces the chances of burnout.

In contrast, countries that rely solely on financial rewards without
accompanying measures have often faced unforeseen negative con-
sequences. In England, for example, the PRP programme has been
associated with increased stress among teachers, as well as reduced
collaboration between school units, leading to higher staff turnover
and reduced trust in administrators [77]. These results suggest that the
successful implementation of additional pay requires careful planning
to avoid over-emphasis on individual performance at the expense of
collegiality.

In the Greek reality, the influence of additional pay must be con-
sidered in light of financial constraints, the existing culture in public
schools and long-standing issues regarding teacher pay satisfaction.
Although additional pay could improve overall teacher satisfaction,
its effectiveness depends on whether it is accompanied by improved
working conditions, professional development opportunities, and pol-
icies that ensure fairness in resource allocation [23]. Greek teachers,
according to existing studies, attach great importance to professional
autonomy, stability and recognition by the school community, which
implies that financial incentives should be integrated into a broader
strategic framework rather than operating as an isolated measure to
enhance productivity.
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Finally, an issue that emerges in the debate is the need for transpar-
ency and meritocracy in the implementation of additional remunera-
tion. Research has shown that when financial rewards are given in a
way that is not perceived as fair by employees, it can create controver-
sy and undermine trust in management mechanisms [78]. Therefore,
in any education system that wishes to use financial incentives as a
means of enhancing teacher satisfaction, it is necessary to adopt al-
location criteria based on transparency, objectivity and recognition of
collective efforts.

The results also underline the need of justice and fairness for
applying financial incentives. Teachers voiced worries about the
seeming fairness of remuneration schemes in all the nations under re-
search, especially in performance-based models. Compensation sys-
tems have to guarantee openness, consistency, and fairness in reward
distribution if we are to solve these issues. In Greece, the focus on
justice is especially important considering systematic disparities and
financial restrictions. Through addressing these contextual elements,
educational managers can improve the efficacy of financial incentives
while so encouraging work satisfaction, teacher motivation, and risk
management.

Conclusion

In educational environments, this paper offers a thorough inves-
tigation of how extra compensation affects job satisfaction, work in-
tegration, and risk-crisis management. The comparative studies draw
attention to important contextual variations, thereby stressing the im-
portance of customizing compensation both functionally and cultural-
ly. Financial incentives have shown promise for boosting motivation
in nations using performance-based models [21,68], but they have
also generated questions about justice, competitiveness, and stress
[3,63]. On the other hand, systems emphasizing professional auton-
omy and cooperative practices—like Finland—demonstrate greater
work satisfaction and commitment [4], thus underscoring the need for
intrinsic motivators and collaborative cultures.

Extra compensation can improve teacher well-being and help al-
leviate economic difficulties in Greece [22]. However, structural in-
equality, limited resources, and cultural concepts of fairness continue
to temper its effectiveness [23]. As research by Grammatiko [70] and
Spyriadou & Koutouzis [36] shows, Greek teachers’ satisfaction is
influenced as much by school climate, infrastructure, and adminis-
trative support as by salary, highlighting the need for integrated ap-
proaches.

Greek compensation systems must complement intrinsic motiva-
tors, advance equity, and address structural problems to optimize the
impact of financial incentives [17,24,79]. This calls for a comprehen-
sive strategy that combines professional development opportunities,
financial rewards, supportive work environments, and transparent,
meritocratic reward systems [26,37].

This paper contributes to the literature by offering a cross-cultural
analysis of the role of additional pay in education and by emphasiz-
ing the contextual factors that affect its impact on teacher motivation
and job satisfaction. The findings suggest that financial incentives are
most effective when aligned with intrinsic motivation, cultural values,
and professional standards [20,25,34].

Educational leaders must design pay systems that reinforce rather
than replace intrinsic motivators, ensuring fairness, transparency, and
support. Future research should explore innovative incentive systems
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that address the complex realities of education, including financial
constraints, cultural expectations, and teachers’ professional identi-
ties. Longitudinal studies are needed to assess the sustained effects of
financial incentives on retention, integration, and instructional quality
[31,33]. Furthermore, qualitative studies on teacher perceptions of
fairness, equity, and motivation would provide deeper insights into
pay dynamics [78].

Even though additional pay is a powerful tool to enhance teacher
engagement and performance, it is not a panacea. To maximize its
effect, educational policymakers should implement culturally sen-
sitive and systemically grounded strategies that align with teachers’
professional aspirations and the institutional mission [38,59]. Align-
ing incentives with broader educational values can strengthen teacher
motivation, increase job satisfaction, and support a thriving, inclusive
school environment.
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