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Abstract 

This new economic era is characterized by organizations managing a diverse workforce 

across different generations. These generations have different work values, goals, and 

expectations on their employer, which poses various challenges for human resource 

managers in managing and retaining employees from different generations. The most 

recent generation that is currently entering the workforce is generation Y, and they are 

described as the younger generation with high employee turnover and reluctance to 

pledge long-term work commitments. Therefore, it is in the interest of organizations to 

tailor reward schemes that resonate with generation Yers in fostering organizational 

commitment. Thus, this thesis aims to examine how extrinsic and intrinsic rewards affect 

organizational commitment in generation Y. To answer these questions, this thesis 

reviews previous literature and use the self-determination theory to see how the different 

rewards affect the organizational commitment of generation Y. This study has been 

conducted through interviews with employees that are born within the age spectrum of 

generation Y (1980-1999) to understand how reward systems affect organizational 

commitment in generation Y employees. This thesis found that intrinsic rewards affect 

organizational commitment in a far more positive manner than extrinsic rewards. 

Furthermore, intrinsic rewards resonate to a greater extent with the employees from 

generation Y and should, therefore, be a priority for organizations. Moreover, this thesis 

concludes that intrinsic rewards can more easily satisfy the basic psychological needs, 

which are, as according to the self-determination theory, crucial to foster organizational 

commitment.  
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1 Introduction 

Businesses worldwide are facing extraordinary change (Cascio, 1995; Davis, 1995; 

Coder, Walsh & Kirchoff, 2005). They are changing in response to employee 

demographics (Howard, 1995), technological innovation (Coovert, 1995; Wiengarten, 

Fynes, Pagell & Búrca, 2011) and global competition (Davis, 1995; Pagell, Katz & Sheu, 

2005). Thus, due to increasing technological innovation which has accelerated workforce 

reduction due to jobs becoming more automated and competition, businesses are pursuing 

their competitive advantage by searching for raw materials, capital, labor and new 

markets (Davis, 1995; Wiengarten et al., 2005; Pagell el al., 2005 & Choi & Kang, 2019) 

 

This new economic era has made organizations more complex and diversified and has 

transformed the dynamics of the labor market (Klein, Molloy & Cooper, 2009). This new 

labor market in the new economy is characterized by increased flexibility and high 

employee turnover (Hudson, 2007). However, despite that long-term employee 

relationships have become less common in firms, workers are still enhancing their careers 

through promotions and lateral movements within their companies, as opposed to 

changing firms. This evidence outlines that human resources management policies within 

firms are the dominating factors for managing careers. (Rosenberg, 2018). 

 

Furthermore, human resource managers have become more interested in how to manage 

labor with individuals from different generations in the workplace. This interest is 

grounded on the assumption that the different generations have different work values, 

goals, and expectations (Cennamo & Gardner, 2008). It has, for example, been reported 

that Generation Y (people born within 1980-2000) are more likely to leave their jobs than 

their older counterparts (Ertas, 2015).  

 

Previous research has demonstrated that there are different preferences between 

generations regarding intrinsic and extrinsic work values. Intrinsic values are the valuing 

The first chapter will provide an introduction for this study by presenting the 

background of reward systems, generation Y & organizational commitment. This will 

be followed by a problem statement that will clarify the importance of this study. 

Finally, the purpose of the study will be reached in combination with the research 

questions that the study will aim to answer. Welcome! 
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of exciting work, such as self-fulfilling work tasks and workplace decision making. 

Extrinsic work values are the valuing of material rewards like payment bonuses, benefits, 

and job security (Johnson & Mortimer, 2011; Krahn & Galambos, 2014). Organizations 

try to meet these values by tailoring different rewards system. Reward systems are the 

most effective way to motivate employees and foster higher performance in employees 

according to previous research (Huselid, 1995; Delery & Doty, 1996; Lowe et al., 2002). 

Considering that human capital is a vital pillar of any organization, it is essential for all 

organizations to understand how to motivate their employees. Previous research has 

suggested that reward systems show significant results of increased motivation, 

performance, and well-being (Boyd & Salamin, 2001; Klein, 2015). Once employees are 

motivated and exhibiting high performance and well-being, it is crucial to retain these 

employees. In order to retain motivated and talented individuals' firms must assure 

employees' organizational commitment (Klein et al., 2009; Klein, 2012).    

 

There are several definitions of organizational commitment (Lee, 1971; Hrebiniak & 

Allutto, 1973; Porter, Crampon & Smith, 1976; Morrow, 1993). Employees that possess 

organizational commitment can be defined, as employees that believe in the 

organization's goals and values which are willing to put in extensive work for the 

organization, and have a strong desire to maintain their position within the company or 

solely to stay within the organization (Porter et al., 1976; Morrow, 1993). We define 

organizational commitment in this research as when employees feel some degree of 

belongingness or loyalty to the organization, identify with the organization and shares its 

objectives and are unwilling to leave the organization for incremental increases in pay, 

higher status or additional professional freedom. This also known as affective 

commitment (Lee, 1971; Hrebiniak & Allutto, 1973; Meyer 1997; Meyer et al., 2002). 

 

1.1 Problem statement 

Today’s labor force comprises at least four generations bridging more than 60 years of 

age: Traditionalists, baby boomers, Generation X and Generation Y (Cogin, 2012). In the 

wake of different age groups in the labor force and the aging population, human resources 

managers are becoming more interested in how to manage and develop policies intended 

to attract, engage, and retain employees of all age (De Long, 2004). This interest is based 
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on the notion that generations have significant differences in goals, expectations, and 

work values (Glass, 2007; Cennamo & Gardner, 2008). Nevertheless, changes to work 

attitude and the fact that each generation entered the work generation at different stages 

in their life suggest that there exist different work values between the generations 

(Cennamo & Gardner, 2008). Work values are distinguished between extrinsic and 

intrinsic values. These generational differences in work values have been attributed to 

changes in the meaning of aging, career stage, work-life balance, experience, life stage, 

and use of electronic media and the continuous learning of new skills (Harding & 

Hikspoors, 1995; Bernstein, 1997; Cennamo & Gardner, 2008).  

 

As workplaces are becoming more age diverse, the amount of older employees that are 

reporting to younger managers is increasing, and human resources managers have 

reported a conflict between younger and older generations, mainly due to differences in 

opinions of work ethics and work-life balance desires (Burke, 2005; Cogin, 2012).  The 

most recent generation that is currently entering the workforce is generation Y, and they 

are described as the younger generation. The most significant experience for this 

generation is the growth and the benefits of the internet and technology (Glass, 2007). 

This generation has also entered adulthood, and the labor force (Cennamo & Gardner, 

2008). Thus, firms must understand what values generation Y is bringing to the workplace 

in order to implement more age-oriented rewards systems to remain competitive in 

retaining and attracting motivated and talented generation Y employees (Cogin, 2012).  

 

Generation Y employees are reluctant to pledge long-term commitments to their 

organizations, and this generation is not going to work as many hours as the older 

generations, baby boomers and traditionalists do, regardless of their country of origin 

(Murphy, Gordon & Andersson, 2004; Cogin, 2012). The combination of falling birth 

rates and the retirement of baby boomers has led to increased competition between 

organizations for the limited amount of committed, talented, and highly skilled younger 

workers. (Michaels, Handfield-Jones & Axelrod, 2001; Freedman, 2002). Previous 

research has confirmed both lower levels of organizational commitment and a higher 

turnover rate within generation Y, compared to other age groups. Therefore, it is crucial 

to understand how to change this, since the future workforce will consist mostly of people 

from generation Y (Martin & Tulgan, 2001; Lancaster and Stillman, 2002; Twenge, 
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2007). As a result, understanding what reward systems resonate with generation Y and 

how they affect organizational commitment is vital to ensure the competitiveness and 

future growth of organizations. The effect that reward systems have on organizational 

commitment in generation Y is less known and is therefore essential to research.  

 

1.2  Purpose 

The purpose of this study is to explore how reward systems that try to satisfy both intrinsic 

and extrinsic work values affect organizational commitment within generation Y. 

Therefore, this study aims to answer the following research questions: 

1. How do extrinsic rewards affect organizational commitment in generation Y? 

2. How do intrinsic rewards affect organizational commitment in generation Y? 
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2 Theoretical framework 

2.1 Reward systems 

Human capital is a vital pillar of any organization. Maintaining, motivating, and 

recruiting high-quality human capital is crucial for all organizations. Compensation 

systems have exhibited efficiency in doing just that, which shows that using 

compensation systems efficiently leads to durable advantages for organizations (Boyd & 

Salamin, 2001). Using reward systems to motivate employees in organizations is 

considered to be the most effective way of practices to manage people and to foster higher 

performance. The power of reward systems, which is to stimulate desired behavior in 

employees, depends on the extent to which a reward is valued by its receiver (Huselid, 

1995; Delery & Doty, 1996; Lowe et al., 2002). 

 

Extrinsic rewards can be described as rewards that are tangible, visible for others, and 

desired by others (e.g., performance-based payment, promotion, salary & benefits). When 

an employee is extrinsically motivated, the employee performs activities with the 

intention of attaining a separate result such as receiving an award, avoiding guilt or 

achieving approval (Deci, Ryan & Williams, 1996; Dysvik & Kuvaas, 2013). The 

extrinsically motivated employee works harder to either gain a desired consequence or 

avoid possible punishment (Deci & Ryan, 2000; Dysvik & Kuvaas, 2013). 

Intrinsic rewards can be described as non-tangible rewards such as self-esteem or 

belonging to a particular group. When an employee is intrinsically motivated, the 

employee performs activities with the intention of experiencing the pleasure and 

satisfaction of the activity (Deci et al., 1996; Dysvik & Kuvaas, 2013). The intrinsically 

motivated employees, perform activities because they find the activities to be enjoyable, 

exciting and consider the participation of the activity to be a reward in itself which leads 

to an effort-increase for that specific activity (Deci & Ryan, 2000; Dysvik & Kuvaas, 

2013).  

The second chapter aims to deliver a comprehensive, in-depth explanation of the main 

concepts of our topic. This will help the reader understand what has already been 

researched on the components of this study. First, information will be provided on 

reward systems, followed by information on our other central concept, organizational 

commitment. A theory named self-determination theory (SDT) will be presented as a 

possible connection between the two. Furthermore, generation Y will be presented 

and be connected to organizational commitment. 
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To understand reward systems, it is vital to understand the goals of employees. These 

goals can be divided into intrinsic goals and extrinsic goals. Intrinsic goals being, for 

example, self-acceptance, affiliation, community feeling, and physical fitness. These are 

intrinsically satisfying for employees to please since they fulfill the psychological goals 

of individuals (e.g., autonomy, relatedness, competence, and growth) (Maslow, 1954; 

Rogers, 1961; Deci & Ryan, 1985; Kasser & Ryan, 1996). Extrinsic goals such as 

financial success, attractiveness, and popularity have a more external focus on factors 

such as the positive evaluation of others and the receiving of awards. These goals usually 

lead to stressful, ego-centered, and controlled behavior, which usually has adverse effects 

on the psychological needs of individuals. Individuals that focus solely on these goals 

tend to ignore the psychological needs and work against their well-being and health 

(Kasser et al., 1995; Sheldon & Kasser, 1995; Kasser & Ryan, 1996). 

 

An expectancy theory of motivation was proposed where one would structure the work 

environment so that effective performance would lead to both extrinsic and intrinsic 

rewards. The theory was based on the assumption that intrinsic and extrinsic rewards are 

additive and together leads to total job satisfaction. The theory was supposed to work by 

expanding jobs to make them more exciting and make it clear that higher pay and 

promotions can be reached through effective performance (Porter and Lawler, 1968). 

However, several studies have revealed that intrinsic and extrinsic motivation are 

interactive rather than additive, which makes the model unfeasible (Deci, 1971; Deci, 

1975; Deci & Ryan, 1980). 

 

Several studies have shown signs of decreasing intrinsic motivation when the 

organization focuses extensively on extrinsic rewards and solely briefly, sometimes not 

at all, on intrinsic motivation (Deci & Ryan, 1985; Kohn, 1993; Deci, Koestner & Ryan, 

1999). When implementing rewards to control the behavior of employees, the 

organization is undermining the responsibility of the employees to motivate and regulate 

themselves. This will, in the long-run, eradicate the intrinsic motivation so that if the 

reward were to be removed, the employee would not be motivated at all (Deci et al., 

1999). Furthermore, when an organization implements reward systems, the organizations 

need to increase surveillance of performance, evaluation of performance, and competition 
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within the organization. All these changes tend to undermine intrinsic motivation (Deci 

& Ryan, 1985; Kohn, 1993). Previous research on intrinsic motivation has focused on the 

positive effects that autonomy and competence can have on persistence, performance, and 

well-being. Many organizations face problems that could be prevented or at least partially 

removed through the promotion of higher intrinsic motivation and self-determination 

(e.g., alienation, detachment, and disengagement). Satisfying the psychological needs of 

employees through intrinsic motivation provides an alternative for promoting high 

performance, besides from extrinsic rewards. This is crucial since research has shown that 

intrinsic motivation can be undermined when the motivating strategies of the organization 

focused solely on extrinsic rewards. However, this is not always the case (Deci, Koestner 

& Ryan, 1999). 

 

2.2 Organizational commitment 

The concept of organizational commitment is vague and has various definitions by 

various researchers (Buchanan, 1974; Hrebiniak & Alluto). However, organizational 

commitment and its causes is an increasing interest among researchers. The earliest and 

most comprehensive research of organizational commitment is within the field of nursing, 

science, and teaching (Kanter, 1968; Sheldon, 1971; Lee, 1971; Hrebiniak & Alluto, 

1972). While other researchers, in the wake of increasing globalization and international 

competitiveness, have chosen to research how cultural values influence organizational 

commitment across cultures (Kirkman & Shapiro, 2001; Fischer & Mansell, 2009; Klein, 

Becker, Meyer & Ross, 2009; Eisend & Evanschitzky, 2016). One study defines 

organizational commitment as an exchange or “reward-cost notions”. This category of 

commitment is commonly known as continuance commitment, and state that commitment 

is of “side-bets”, or investments that yields higher costs if the individual left an 

organization (Becker, 1960; Meyer et al., 1989; Meyer, 1997; Meyer et al., 2002). This 

particular form of organizational commitment and the emphasis is placed on bargaining 

or exchange relationships between the employee and the organization (Meyer et al., 2002; 

Fischer & Mansell, 2009). If the employee perceives the exchange from an employer as 

favorable, the person in question will display a more significant commitment to the 

organization. Moreover, if an employee sees their employment as an “investment” versus 

“returns” gained from the organization, they will be less inclined to tolerate role 
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ambiguity or conflicts as they see them as personal “costs” (Michaels et al., 1988). In 

similar terms, an employee will display more significant organizational commitment if 

the employer offers generous rewards in relation to the costs (Hrebiniak & Alluto, 1972). 

Furthermore, if an employee holds a crucial role in the organization or has acquired an 

advantageous position which the person could lose by terminating their employment, the 

person is said to display normative commitment. Normative commitment is a “sense of 

obligation, or a feeling that one ought to remain with the organization” (Fischer & 

Mansell, 2009: 1340).   

  

However, organizational commitment is not solely tied to an employee’s stake in the 

organization or what the person has accrued in their position (Hrebiniak & Alluto, 1972). 

Some researchers suggest that organizational commitment is a global phenomenon trend 

between the employee and employer that takes job satisfaction and employees 

relationships with the organization into account. The researchers further elaborate that 

attachment to a particular work situation is a driving factor in organizational commitment.  

This category of commitment is known as affective commitment, which is “a strong belief 

in and acceptance of the goals and values of an organization” and “some degree of 

belongingness or loyalty” (Lee, 1971; Porter et al., 1974: 91; Meyer, 1997; Meyer et al., 

2002). Affectively committed employees are willing to work hard to ensure the success 

of the organization, are loyal to the organization, display genuine concern about the future 

and fate of the organization and a willingness to recommend the organization as a place 

of work. They state that affectively committed employees ultimately will: display a strong 

urge to remain a vital part of the organization, exercise and display noteworthy levels of 

work effort in the organization, and wholeheartedly believe and accept the set goals and 

values of the organization (Lee, 1971; Meyer et al., 2002; Klein & Park, 2015). 

Furthermore, highly committed individuals are more likely to allocate more effort and 

resources to support the organization (Porter et al., 1976). These individuals are also more 

willing to conduct trade-offs in order to support the organization when allocating strained 

resources such as time and attention (Klein et al., 2012). This notion enhances the 

understanding of why some employees terminate their employment. They may primarily 

close ties with the organization due to dissatisfaction with the set work goals and not to 

abdicate job duties, since they may assume a similar position or duties in a new work-

place (Porter et al., 1976).  
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For this thesis, we will use the definition of affective commitment to define organizational 

commitment, which is, as mentioned above, when employees feel some degree of 

belongingness or loyalty to the organization, identifies with the organization and shares 

its objectives and are unwilling to leave the organization for incremental increases in pay, 

higher status or additional professional freedom. (Lee, 1971; Hrebiniak & Allutto, 1973; 

Meyer, 1997; Meyer et al., 2002) 

 

Attaining work committed employees is of great interest of researchers and managers 

alike since it contributes to a wide array of desirable outcomes. Organizational 

commitment is crucial in organizations due to the relationship between it and motivation. 

For example, various studies have indicated that there is a relationship between 

commitment and performance, motivation, turnover, desire to continue in the 

organization and well-being (Mathieu & Zajac, 1990; Herscovitch & Topolnytsky, 2002; 

Cooper-Hakim & Viswesvaran, 2005; Meyer, Stanley, Klein, 2012).  

 

Previous research suggests that there are three objectives that organizations must 

formalize and concretize in order to achieve organizational commitment, namely: goals, 

rules, and structures. First, organizations must make goals and objectives more concrete. 

Formalization of the goals enables the employee to make more objective decisions about 

adopting or “internalizing” the goals and objectives of the organizations like their own. 

Second, clear routines and procedures may strengthen employee’s perception of the 

organization’s reputation, a distinguishing factor which has been attributed positively to 

organizational commitment. Third, organizational factors, such as structures, are more 

often attributed to differences in organizational committed than personal characteristics. 

For example, role ambiguity and role conflict contribute negatively to organizational 

commitment (Michaels et al., 1988).  

 

Other researchers shed light on other factors that give rise to organizational commitment. 

They propose four previous states that are determinants of organizational commitment. 

The four stages, which are based on cognitive and emotional evaluations of the target and 

environment, are: “salience, positive affect, trust, and perceived control” (Klein & Park, 

2015: 336). First, the more important an organization is, in relation to other “commitment 
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targets”, the higher the chance that commitment will develop. In other words, individuals 

are more likely to develop organizational commitment when they feel a close attachment 

to the organization. The second state is a positive effect. People are likely to dedicate 

themselves and put in work effort in organizations that are held in high regard than 

organizations held in low regard (Klein et al., 2012; Klein & Park, 2015: 336). The third 

state, trust, is the acceptance of vulnerability based on the expectations that the 

organization will repay organizational trust. Trust is fundamental in organizational 

commitment since it ensures dedication. The final stage is perceived control. Individuals 

are more likely to commit to an organization when they have control of the organization, 

tasks at hand and can meet the expectations in their work roles set up by their superiors 

(Klein et al., 2012; Klein & Park, 2015). 

 

Various factors influence the mentioned stages. Individuals’ characteristics and 

individual values such as work ethic and centrality contribute to organizational 

commitment. Personality traits which have been shown to contribute positively to 

organizational commitment are a locus of control, conscientiousness, extraversion, and 

regulatory focus. Another factor that influences organizational commitment is the 

socioeconomic environment in which the individuals and organizations are operating in 

(Klein et al., 2012; Klein & Park, 2015). 

 

2.3 Self-determination theory 

Early theories on motivation state that motivation is based on the basic needs, drives, or 

theories of the human being (Hull, 1943).  Self-determination theory (SDT) suggests that 

these needs consist of psychological needs as well (Deci & Ryan, 2000). SDT explains 

that organizations should implement incentive systems that are set towards these goals 

and no other goals. This will lead to greater motivation and eventually, higher 

performance within the organization. However, unlike early theories stated, SDT suggests 

that motivation is based on more than basic needs, it is based on the will to flourish and 

grow. Competence, autonomy, and relatedness are all included in the psychological needs 

according to SDT, competence being the most intuitive. The first psychological need, 

competence, have a clear connection to intrinsic motivation. Work practices that require 

more competence are usually more optimally challenging, which leads to self-enhancing 
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work, which eventually leads to a greater sense of competence (Danner & Lonky, 1981; 

Ryan, 1982). Autonomy is when an employee has a high degree of freedom in the job. 

This usually generates a sense of responsibility and job satisfaction. Autonomy is also 

connected to intrinsic motivation since the result from it is job satisfaction. When 

employees work with independence, desire and action, they are working with autonomy, 

which is a basic psychological need. Autonomous work is enabling for job satisfaction, 

unlike work where one feels pressured due to an inability to work autonomously. Thereby, 

it satisfies that psychological need. (Ryan, Kuhl, & Deci, 1997; Ryan & Deci, 2006; 

Monnot 2018). Previous research on autonomous work suggests that it leads to well-being 

and higher levels of work engagement (Deci et al., 2001; Chirkov, Ryan, Kim, & Kaplan, 

2003; Lynch, La Guardia, & Ryan, 2009; Ferguson, Kasser, & Jahng, 2011). Lastly, 

relatedness is a psychological need that one has during one’s entire life. Relatedness is 

the need to have attachments in areas where one spends much time. An example that can 

be mentioned is when students have a warm and caring relationship with their teacher. 

These students usually have higher levels of intrinsic motivation in school (Ryan, Stiller, 

& Lynch, 1994; Ryan & La Guardia, 2000). These needs are the same across all cultures 

and ages, and when these needs are satisfied, they promote well-being and individual 

effectiveness (Monnot, 2018). Since both job satisfaction, well-being and work 

engagement are consequences from satisfying these psychological needs and also vital 

pillars of organizational commitment; these psychological needs are crucial to satisfy for 

organizations to reach organizational commitment (Monnot, 2018). 

 

2.4 Generation Y 

There are different categorizations of generations, using the subsequent following birth 

dates for each generation: The Silent generation (1925-1945), the baby boomers (1946-

1960), generation X (1961-1981) and generation Y (born after 1981) (Zemke et al., 2000). 

Generation Y, also known as, Millennials, nexters, generation www, the digital 

generation, generation E, Echo boomers, is the most recent generation to enter the 

workforce. They have creatively described themselves as the non-nuclear family 

generation, the nothing-is-sacred generation, the wannabes, the feel-good generation, 

cyberkids, the do or die generation and the searching for an identity generation (Martin, 

2005). Generation Yers are confident, independent, and individualistic, self-reliant, and 

entrepreneurial (Martin, 2005).  This generation experienced the growth of internet and 



 

 12 

technology and are characterized by their valuing of work/life balance, lifestyles, career 

development, and overseas travel more than previous generations (Zemke et al., 2000; 

Bolton et al., 2013). This generation is also the most flexible, yet in regards to 

technological skills (Cennamo & Gardner, 2008).  

 

Generation Y display qualities such as confidence, being well-educated, self-sufficient, 

tolerant, team builders, and both socially and politically conscious. Some similarities 

within these traits exist when comparing the generation to the previous one, generation 

X. However, there are several differences in the views of work between the two 

generations (Ruble, 2013). Previous research exhibits that employees that are born in 

generation Y welcome intellectual challenges, strive to make a difference, strive to 

succeed in their careers, and to perform meaningful work. Generation Y employees are 

committed to creating a culturally sensitive, optimistic, and fun workplace (Scott et al., 

2012). Generation Y prefers working with their peers in a teamwork oriented environment 

and with superordinate’s which they can relate to (Crumpacker & Crumpacker, 2007). 

Setting and achieving personal goals is something that matters to the generation Y 

employees (Brown, 2004; Allen, 2004).  

 

On the labor market, generation Y is described as high maintenance workers, motivated 

by a desire to improve their professional skills to remain marketable (Holden & Harte, 

2004; Sayers, 2007). Generation Y understands the need for constant skills development 

as a consequence of the reduction in life-long employment (Connor, Shaw & Fairhurst, 

2008). This generation views challenges and meaningful tasks to be more important than 

life-long employment (Baruch, 2004). As a result, generation Y continuously seek 

opportunities to excel and develop professionally and enter fast track leadership trainee 

programs (Eisner, 2005; Glass, 2007). This generation does not solely relish a convenient 

career, but also a greater extent of professional satisfaction, personal flexibility, 

immediacy, and a desire to further enhance their knowledge (Sayers, 2007). 

 

Consequently, these characteristics from generation Y usually lead to several demands 

from their workplaces. Generation Yers require a workplace where they receive clear 

directions and support from the managerial staff, and they also require flexibility and 

responsibility in the workplace so that they can perform tasks in their preferred way. 
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Generation Y employees tend to dislike slowness in the workplace and require immediate 

feedback about their performance (Francis-Smith, 2004). With regards to work-life 

balance, generation Y is regarded as requiring a balance that permits them to balance 

leisure with work in a manner that prioritizes activities with family and friends over work 

commitments (Myers & Sadaghiani, 2010). Generation Yers expect daily feedback to the 

work they are conducting and expect managers to learn their full potential and enable 

them to excel (Martin, 2005).   

 

2.5 Generation Y and organizational commitment  

There are presently four diverse generations in the workforce: Traditionalists, Baby 

boomers, Generation X, and Generation Y. Generation Y is the biggest generation in 

history and is expected to dominate the workforce when Generation X and baby boomers 

retire (Cennamo & Gardner, 2008; Busch, Venkitachalam & Richards, 2008). Generation 

Y are characterized by their high organizational turnover due to their different 

expectations from employers. Generation Yers are quick to terminate their employment 

and move to another company, in the hope of another employer to fulfill the expectations 

(Busch et al., 2008). Generation Yers are less committed to their workplace for numerous 

reasons such as career progression, professionally and personally. For example, 

Generation Yers have rather unwavering views regarding how a workplace should be 

designed. They are passionate about their work and more idealistic than prior generations. 

They are interested in owning their tasks and projects at hand, even to the extent that they 

were willing to conduct voluntary work on them (Busch & Dampney, 2000; Busch et al., 

2008). Also, Generation Y employees find it crucial to implement their ideas in the work 

routine and that their opinions about workplace improvements are taken into 

consideration by management (Busch et al., 2008; Cennamo & Gardner, 2008). As a 

result, they cherish autonomy and work-life balance and seek out opportunities that 

supply them with these criteria and are ready to leave if these demands are not met  (Smola 

& Sutton, 2002; Zemke et al., 2000). 
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2.6 Summary of theoretical framework 

Figure 1 - Pictographic representation of findings in literature review 

 

(Authors, 2019) 

 

Table 1 - Summary literature review 

Topics covered Summary 

Reward systems Using reward systems to motivate employees in 

organizations is considered to be the most effective way of 

practices to manage people and to foster higher 

performance. The power of incentives or reward systems, 

which is to stimulate desired behavior in employees, 

depends to the extent to which its receiver values a reward. 

 

Extrinsic motivation When an employee is extrinsically motivated, the employee 

performs activities intending to attain a separate 

consequence such as receiving an award, avoiding guilt, or 

achieving approval. The extrinsically motivated employee 

works harder to either gain a desired consequence or avoid 

a possible punishment. 

 

Intrinsic 

rewards 

Extrinsic 

rewards 

Organizational 

commitment 

Generation Y Gap of research 

Self-

acceptance Satisfaction 

Community 

feeling 

Career 

advancing 

Financial 

success 
Popularity 

Continuance 

commitment 

Affective 

commitment 

Normative 

commitment 
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Intrinsic motivation When an employee is intrinsically motivated, the employee 

performs activities intending to experience the pleasure and 

satisfaction of the activity. The intrinsically motivated 

employees, perform activities because they find the activities 

to be enjoyable, engaging and consider the participation of 

the activity to be a reward in itself which leads to an effort-

increase for that specific activity. 

 

Self-determination 

theory 

SDT suggests that motivation is based on more than basic 

needs; it is based on the will to flourish and grow. 

Competence, autonomy, and relatedness are all included in 

the psychological needs according to SDT, competence 

being the most intuitive. 

 

Organizational 

commitment 

Organizational commitment is when employees display a 

strong urge to remain a vital part of the organization, 

exercise and display exceptional levels of work effort in the 

organization and believe and accept the set goals and values 

of the organization. 

Generation Y Generation Y is a term of many that describe the incoming 

workforce born inside the year spectrum of 1980-1999. 

 

Generation Y and 

organizational 

commitment 

Generation Yers are less committed to their workplace for 

numerous reasons such as career progression, 

professionally and personally. For example, Generation 

Yers have rather unwavering views regarding how a 

workplace should be designed. They are passionate about 

their work and more idealistic than prior generations. 
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3 Methodology 

3.1 Research philosophy 

Before conducting our research, we must establish our philosophical position regarding 

how we view the world as researchers, and how knowledge is established in the world. If 

one fails to consider the philosophical issues of research, it may severely affect the quality 

of that research. Therefore, it is crucial for us as researchers to establish our philosophical 

standpoint to succeed to contribute with our research (Saunders, Lewis & Thornhill, 2007; 

Easterby-Smith, Thorpe & Jackson, 2015). 

 

Our research process will be coordinated and directed based on our philosophical 

worldview and our view on knowledge. Our philosophical worldview and view on 

knowledge can be referred to as a research paradigm. A research paradigm is a term that 

represents the researcher’s views on the world and consists of ontological, 

epistemological, and methodological assumptions (Guba & Lincoln, 1994).  For this 

thesis, we as researchers believe in the ontological, epistemological, and methodological 

assumptions of the research paradigm interpretivism. We argue that reality is socially 

constructed and that the meaning varies, depending on the individual. We also argue that 

reality is internal rather than external and objective. Individuals create the truth and based 

on personal experience and perspective. This speaks for the research paradigm 

interpretivism (Guba & Lincoln, 1994; Easterby-Smith et al., 2015).  Since our research 

purpose is to explore the effect of reward systems on organizational commitment in the 

group referred to as generation Y, interpreting the world through interpretivism as our 

research paradigm is fitting since it allows us to focus on the feelings, notions, and 

experiences of the individuals in our study (Easterby-Smith et al., 2015). 

 

The term research paradigm includes the researchers view concerning the nature of reality 

and existence, also labeled ontology (Easterby-Smith et al., 2015). There are different 

ontologies that researchers could view reality through. Realism states that there is solely 

The third chapter aims to explain the methodological reasoning for this study in 

relation to our research purpose. It aims to identify our research philosophy as well 

as our exploratory nature. It aims to explain the approach taken when collecting data 

and analyzing the gathered data. Lastly, arguments will be given to why this study is 

following the necessary ethical considerations and is trustworthy.   
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one truth and that reality is objective and external. Nominalism states that there is no truth 

at all exists. These do not stand in line with our views on reality and existence and cannot, 

therefore, be adopted (Easterby-Smith et al., 2015). Since the purpose of our thesis is to 

research the different effects of reward systems on organizational commitment, our 

ontological view will be relativism. We believe that there are several different viewpoints 

and answers on how reward systems can affect the organizational commitment of each 

individual. Therefore, we adopt the fact that several different truths exist and that truth is 

created based on the experiences of each individual (Easterby-Smith et al., 2015).  

 

The term research paradigm also includes the researchers view on knowledge and how 

the researcher can investigate in the nature of the world in the most efficient way possible. 

This can be referred to as the epistemological view of the researcher (Easterby-Smith et 

al., 2015). Considering our ontological viewpoint, relativism, that states that several truths 

exist and that truth is based on the interactions and experiences of each individual, we 

will adopt the epistemological viewpoint of social constructionism. As a result of this, the 

best way for us to search for knowledge for our thesis is through language, in the form of 

interviews, conversations, and interactions (Berger & Luckman, 1966). 

 

3.2 Literature review  

When conducting a literature review, researchers can conduct two different types of 

literature reviews: a traditional or a systematic literature review. Traditional literature 

reviews are conducted by summarizing large texts of literature by including sources that 

the author considers to be relevant to the research (Easterby-Smith et al., 2015). As 

opposed to this, systematic literature review’s goal is to “comprehensively identify, 

appraise and synthesize all relevant studies on a given topic”, which is the process we 

found most relevant for our literature review (Easterby-Smith et al., 2015, p.15). 

Systematic literature reviews commonly include peer-reviewed articles from databases 

such as Web of science and Scopus (Easterby-Smith et al., 2015). Both of these databases 

were the primary sources of the information that were used in our literature review.  

 

We used different keywords in our literature review when searching for articles. To 

identify articles that involve extrinsic and intrinsic rewards, the search was as follows: 
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“Extrinsic” AND “Intrinsic” AND “Rewards” OR “Motivation” OR “Inducements” OR 

“Incentives”.  In order to fit our setting of Generation Y, the other keywords were 

“Organizational commitment” OR “Work commitment” OR “Commitment to work” 

AND “Generation Y” OR “Millennials”. Initially, we received high numbers of results 

and reduced them by filtering the subjects through only including articles within social 

sciences such as management and accounting. Furthermore, we only included high- 

quality peer-reviewed articles in our research. We approximately found 80 articles that 

we deemed as relevant to our research, which we chose to include in our literature review.  

 

After choosing the relevant articles for our research, we constructed an Excel-sheet to 

receive a better overview of the literature. This process can be used in the systematic 

literature review in order to structure and make sense of the findings (Easterby-Smith et 

al., 2015). The articles were organized according to the surnames of the authors and the 

date of publication. We found seven categories which we deemed to be relevant to our 

research question and topic. The categories are as follows: intrinsic rewards, extrinsic 

rewards, organizational commitment, work effort, social exchange theory, expectancy 

theory, and self-determination theory. We were able to conclude if an article was relevant 

to one or multiple categories after reading the abstract, purpose, introduction, and 

conclusion. The articles were then marked according to a category which enabled us to 

receive a clear understanding of the literature. 

3.3 Research design 

There are three main research approaches one can adopt: descriptive, explanatory, or 

exploratory (Saunders et al., 2007). When individuals are researching an event or different 

situation, they are researching with a descriptive purpose. However, since we want to find 

out how extrinsic and intrinsic rewards affect organizational commitment in generation 

Y, the descriptive purpose is not suitable for this thesis. Furthermore, since this thesis is 

exploring what individuals say, we are not examining cause and effect between variables, 

which falls under explanatory purpose (Saunder, Lewis & Thornhill, 2007). Lastly, since 

the purpose of our thesis is to explore and gain a deeper understanding on the effect of 

reward systems on organizational commitment, we will conduct qualitative exploratory 

research (Saunders et al., 2007; Easterby-Smith et al., 2015). Qualitative studies usually 
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fall under an exploratory method, which makes the reason to adopt qualitative research 

for our study stronger (Rudestam & Newton, 2014). 

 

Qualitative research, unlike quantitative research, is distinguished by its non-numerical 

form and the high levels of interaction from the researcher. It is most commonly 

conducted through interviews as the method for data collection. The focus in the 

interviews lies on what the participants are saying and is more exploratory, which makes 

interviews an approach that fits well with our research purpose (Easterby-Smith et al., 

2015). Since we believe that the interactions and language of people internally create the 

world, we believe that qualitative research is the most appropriate way to gain an 

understanding of our research question. We believe that the most efficient way for us to 

gain an understanding is through dialogue in the form of interviews and therefore, we 

chose to conduct interviews to allow discussion and deep conversations regarding our 

area of research. The subjects of our interviews would be individuals that are employees 

and that are born within the age spectrum of generation Y. 

 

Interviews differ from regular conversations since they focus on a specific purpose, 

usually an in-depth understanding of a phenomenon or the experiences of the interviewees 

(Easterby-Smith et al., 2015). There are multiple alternatives for structures in interviews. 

An interview can be either formalized and structured, semi-structured, or informal and 

unstructured. We decided to conduct our interviews in a semi-structured way since it is 

in line with research that is exploratory where one wishes to gain new insights through 

exploration and in-depth conversations in the form of interviews (Saunders et al., 2007). 

 

3.4 Research approach  

There are two research approaches one can undertake; deductive or inductive. The 

methodological choice to conduct a qualitative exploratory study may help us determine 

our research approach as well. The deductive approach starts by examining previous 

existing literature to build a theory that is then empirically tested.  Considering the nature 

of our research and that no extensive research has been conducted, the deductive method 

is not relevant for our thesis. Contrary to the deductive approach, the inductive approach 

aims to provide clarity on a specific problem by building a theory and connecting the 
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patterns into a more comprehensive and overreaching subjects based on the empirical 

findings (Klein et al., 2009; Johnson & Mortimer, 2011; Klein, 2012; Krahn & Galambos, 

2014; Easterby-Smith et al., 2015).  In order to understand how reward systems affect 

organizational commitment in Generation Y, we have decided to undertake an inductive 

approach. This conclusion was reached by drawing from our extensive literature search, 

in which we were able to find out a gap in the research inductively and what was 

interesting and relevant to research. However, this does not mean that no literature was 

used in our research (Saunders et al., 2007). 

 

3.5 Research strategy 

There are different strategies to choose from when conducting research. For instance, 

there is sampling consisting of surveys, experiments, case studies, action research, 

grounded theory, ethnography, and archival research. Case studies are distinguished 

between instrumental and expressive studies (Easterby-Smith et al., 2015). Instrumental 

studies involve observing specific cases with the purpose of developing universal 

principles. Expressive studies involve observing cases with unique features, which may 

or may not apply to other settings. Since we wanted to research individuals in their 

organizational context, we chose to conduct an instrumental single-case study (Easterby-

Smith et al., 2015). 

 

A case study can be defined as a strategy for research of a specific contemporary 

phenomenon within its real-life context (Stake, 2006). This is in alignment with our 

social-constructionist epistemology, which aims to provide a picture of behavior in 

organizations and groups. Constructionist studies are based on direct observations and 

personal contacts that usually come from interviews, they take place in single 

organizations but involve many individuals, and the collection of data takes place over a 

period of time and can, therefore, include both live observations and reflective 

perspectives of what has happened. The unit of analysis in constructionist case studies is 

either individuals or specific events (e.g., exchange of knowledge or strategies employed 

to transfer or retain control of knowledge) (Easterby-Smith et al., 2015). In our study, the 

unit of analysis will be individuals.  



 

 21 

3.6 Data collection  

3.6.1 Sampling 

In order to conduct our study, we had to gather all the necessary data. Since all available 

data can be comprehensive, sampling methods allow us to limit the amount of data by 

selecting a representative group from a large population (Easterby-Smith et al., 2015). 

Two different sampling approaches can be conducted in research; Probability sampling 

and non-probability sampling (Easterby-Smith et al., 2015). Probability sample 

approaches, such as random sampling and systematic random sampling, is conducted in 

order to decrease the biases of researchers by giving all individuals an equal opportunity 

of being selected. Unlike non-probability sampling uses samples of a population that meet 

the criteria for the research, which corresponds with our study (Easterby-Smith et al., 

2015). Since we want to research generation Y as a setting, we limited our target 

population to people born 1980-1999. Therefore, the sampling method that we chose were 

non-probability purposive sampling. We chose purposive sampling since we are 

interested in a group of people that are similar in terms of age, namely born 1980-1999. 

Furthermore, since the sample size that was being researched must share common 

characteristics, purposive sampling technique will enable us to answer our research 

question by focusing on the particular characteristics of the population of interest 

(Easterby-Smith et al., 2015). 

 

We started our sampling by reaching out to the CEO and Human resource department in 

Company Alpha. The HR department assisted us by sending out emails to the concerned 

parties with information about us, the purpose of our study and that we seek to employees 

born 1980- 1999. The HR department then sent a subsequent mail containing the available 

dates and times for the interviews and a link to a booking app. The interested individuals, 

who wished to participate in the interviews, were directed to the app in which they could 

reserve the preferred date and time they wished to participate in the interviews. The 

booking app was connected to our account names, and we were the only ones able to see 

the names of the participants. This was done in order to ensure the secrecy and anonymity 

of the individuals. We managed to interview 12 individuals within our time frame, and 

these individuals will be denominated as A1-12.  
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3.6.2 Interviews 

Based on our existing knowledge on reward systems and organizational commitment, we 

created a topic guide (Appendix 1 - Topic guide for interviews) where we planned to ask 

questions regarding both extrinsic rewards and intrinsic rewards, the basic psychological 

needs and organizational commitment. The idea was to ask questions that would help our 

understanding of how rewards can affect the basic psychological needs that can result in 

organizational commitment. We created questions for all these topics, which in the end 

was 26 different questions (Appendix 2 - Questions for interviews) so that enough 

material would be gathered to see connections between the different topics. The questions 

were tested in a pilot interview where connections could be observed in the answers 

received. This made us agree that the questions were appropriate for our purpose. The 

topic guide covered extrinsic rewards, intrinsic rewards, job satisfaction, 

competence/growth, autonomy, relatedness, and organizational commitment. We asked 

about extrinsic rewards to find out specifically which rewards that are valued by the 

employees and how these affect the work of the employees. Intrinsic rewards was 

essential to ask about to understand what motivates the employees and how these can be 

used to satisfy the basic psychological needs of the employees.  

 

The three basic psychological needs that we asked about were competence/growth, 

autonomy, and relatedness. These are supposed to be satisfied by intrinsic rewards or 

extrinsic rewards and can generate organizational commitment if satisfied. Job 

satisfaction was asked about to see if it equaled organizational commitment if an 

employee was satisfied with the job. The interviews were semi-structured, which meant 

that we had pre-planned questions but without any specific order. The answers led us to 

follow up questions that eventually led to the next pre-planned question. This made the 

interviews deeper since the interviewee could explain and discuss the answers given 

without being interrupted with a change of topic. In total, we conducted 12 interviews, 

which resulted in approximately 13 hours’ worth of empirical data. Each of these 

interviews was conducted face-to-face in a secluded space, and the interviews lasted 

approximately one hour per interviewee.  
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3.7 Ethics 

The ethical aspects are of utter importance when conducting research. The founding block 

of research ethics is ensuring that none of the participants in our study gets mistreated. 

Thus, as researchers, we must conduct ethically rigorous research which involves 

behaving appropriately and respect the rights of the participants and the company. In 

order to conduct ethical research, we must take different consideration into the aspect. 

We need a rigorous plan concerning how we gain, collect, and store our data, how to 

design our research and present our findings (Easterby-Smith et al., 2015). There are ten 

fundamental principles that we must take into consideration when conducting ethical 

research whereas the first six concern is protecting the interests of the participants and the 

last four concern protecting the integrity of the research community (Bryman & Bell, 

2007).  

 

Initially, to protect the rights of the participants of our study, we conducted anonymous 

interviews with voluntary participants. In order to ensure their secrecy, they were asked 

to book their interviews through a booking app in which we only had access to. The link 

for the booking app was sent out through email for all individuals of interest. However, 

there is no means of tracing or seeing which individuals booked an interview.  Moreover, 

to protect the privacy and to ensure confidentiality, our data was stored in a cloud-based 

platform that is only available to us researchers. The gathered data does not contain any 

names or sensitive information that can be traced back to the participants. Lastly, in order 

to protect the integrity of the research community, we outlined our purpose with the thesis 

for the participants in order to leave out any ambiguity that may arise of the nature of our 

study. Furthermore, in order to assure that no misleading or false reporting of the data 

was made, we asked for consent to record the participants' answers so that we could 

produce transcripts of the interviews afterward. Lastly, this study is solely managed by 

us as researchers. The employer of the interviewees' influence in this research was 

limited, considering that their only role was allowing us to conduct interviews with their 

employees. Therefore, there is no conflict of interest.    

 

3.8 Data analysis 

The analysis strategy we will use is a grounded analysis. Researchers that use grounded 

analysis do not start by imposing external structure (e.g., concepts or predefined ideas). 
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The grounded analysis aims to “derive structure (i.e., theory) from data in the process of 

comparing different data fragments with one another” (Easterby-Smith et al., 2015, p. 

509). This entails that grounded analysis aims to build theory from categories and themes 

that are “grounded” in the data. It aims to understand the meaning of the data in the 

specific context in which it was created. This is what makes grounded analysis open to 

discoveries. These are identified through a systematic analysis of the data. The grounded 

analysis consists of seven different stages: (1) familiarization, (2) reflection, (3) open 

coding, (4) conceptualization, (5) focused re-coding, (6) linking, and (7) re-evaluation 

(Easterby-Smith et al., 2015). To familiarize ourselves with the collected data, we decided 

to separately sift through all questions and data to receive an overview understanding of 

our interviews and to see if there were apparent similarities or differences in the data. 

After this, we read through each interview together and identified relevant and essential 

data. These were marked with bold text. This would help us reflect on our purpose in 

connection with the conducted interviews. When this was done, we started the process of 

open coding, where we labeled our relevant data with codes that would represent the 

important factors mentioned in the data. Each text passage that was marked as relevant 

for our purpose was labeled with one or several words, or short phrases that would help 

us connect passages. The codes were written next to the text passages but also in a 

separate document where all the codes were gathered. We decided that each researcher 

would code the interviews separately so that we would not miss any relevant data. After 

the separate codes were finished, we merged the codes to find common patterns. The re-

coding that was conducted after that helped us create categories from the codes and 

themes from the categories. This resulted in eleven categories and four themes. The 

categories were: career advancement, extrinsic incentives, state of flux, intrinsic 

incentives, task-related demands, self-improvement, work-related relationships, 

recognition requisite, unification, motivation, and freedom. These were developed into 

four different themes: career-related dividends, task-related dividends, nature of 

commitment, and encouraging stimulation. 

 

3.9 Research quality 

Qualitative studies have been criticized in numerous instances for not safeguarding an 

adequate level of trustworthiness. This is due to the difficulty in replicating and 
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generalizing qualitative research. In order to ensure a study’s trustworthiness, quality, and 

reliability, the measurements must be consistent over time, which indicates that the study 

is replicable. The validity of a study ensures that the accuracy of the findings is 

generalizable (Saunders et al., 2007). However, there are four criterions that must be met 

in order to ensure the trustworthiness of a qualitative research: (1) Credibility which 

mirrors validity, (2) transferability that demonstrates that the findings are applicable in 

other contexts (generalizability), (3) dependability mirroring reliability and (4) 

confirmability resembling objectivity (Guba, 1981).  

 

Similar to validity, credibility refers to the accuracy of the data. This criterion is crucial 

in qualitative research since it assures that the results obtained by a study are in agreement 

with the purpose (Shenton, 2004). Credibility is increased by using triangulation, which 

is using primary and secondary sources and methods to strengthen the data and findings 

(Shenton, 2004). Our secondary data were from previously published research articles 

such as within the topic of different reward systems and organizational commitment. 

After studying both topics, we became interested in how these topics are related. After 

feedback from Company Alpha, we chose generation Y as a setting to conduct our 

research. We then conducted interviews and used them as primary data with the aim of 

triangulating our observations about reward systems and organizational commitment. 

Furthermore, we also triangulation methods to minimize the risk of us researchers being 

biased.  

 

The second criterion is generalizability in different contexts of the study (Shenton, 2004). 

Considering that qualitative research is often conducted in specific contexts, it has been 

criticized for lack of transferability. However, despite the criticism, researchers can 

indeed increase transferability in qualitative studies (Denscombe, 2014). The reader of 

the study is the sole person capable of transferring the findings in the research to other 

contexts. In order to enable this, we, as researchers, had to offer an extensive amount of 

information regarding our setting (Lincoln & Guba, 1985; Shenton, 2004). We aimed for 

transferability by outlining in detail the information regarding our setting, which is 

generation Y.  
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The third criteria are associated with the researchers’ actions in ensuring the reliability of 

the research (Lincoln & Guba, 1985).  This is ensured by offering comprehensive 

information and detailed description of our research process. This will, in turn, make it 

feasible to replicate our study and overcome dependability (Shenton, 2004). We have 

been open and transparent in our research process, and we have provided detailed 

descriptions regarding how we conducted the research in order to assist future scholars, 

which wish to replicate similar research in the future. The fourth and last criteria, 

confirmability, involves the level of objectivity, validation of the findings, and whether a 

third party may evaluate this (Lincoln & Guba, 1985). In this instance, we used 

triangulation methods in order to reduce the possibility of the researcher being biased 

(Shenton, 2004). 
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4 Empirical findings 

4.1 Career-related dividends 

The first theme that we derived from our data gathering was “Career-related dividends”. 

This theme is derived from what the employees seek to achieve from their workplace that 

will enhance their future career.  Three different categories would merge into the theme 

“Career-related dividends”: (1) Career advancement, (2) Extrinsic incentives, and (3) 

State of flux. 

 
(Authors, 2019) 

 

 

From our data, we have discovered four main themes: (1) Career-related dividends, 

(2) Task-related dividends, (3) Nature of commitment, and (4) Encouraging 

stimulation. Career-related dividends emerged from the categories: (1) Career 

advancement, (2) Extrinsic incentives, and (3) State of flux. Task-related dividends 

emerged from: (1) Intrinsic incentives, (2) Task-related demands, and (3) Self-

improvement. Nature of commitment emerged from: (1) Work-related relationships, 

(2) Recognition requisite, and (3) Unification. Encouraging stimulation emerged 

from: (1) Motivation, and (2) Freedom. This chapter will present the findings from 

the discovered themes. 

Figure 2 – Career-related dividends 

Career advancement 

Extrinsic incentives 

State of flux 

Career-related 

dividends 
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4.1.1 Career advancement 

The first category that led to the theme “Career-related dividends” was “Career 

advancement”. The data indicate that career advancement is a significant factor that 

motivates and drives employees in the workplace. Employees wish to gain experience in 

their current workplaces, which in turn will benefit them when they seek a promotion or 

employment elsewhere. A reoccurring matter provided by the individuals was the 

importance of promotion opportunities, climbing the corporate ladder, receiving a higher 

salary, and gaining experience. These are all dividends in the form of advancement that 

an individual can gain from a career.  

 

A11 argued that wage increases are a motivator in the short run. However, climbing the 

corporate ladder through promotions is more efficient to retain motivated and talented 

employees in the long run. Thereby, A11 argues that the career dividends of promotion 

are more effective than the dividends of a wage increase:  

 

“Wage increases and bonuses motivate me in the short-run. I lose focus and the overall 

picture of what needs to be done if I have to complete easy tasks at hand to get a bonus 

or wage increase. I am motivated by being able to climb the corporate ladder and working 

with what I find enjoyable.”  

 

However, some interviewees were not as optimistic regarding their prospects in a single 

firm. They claim that a person must change employment in the course of their lifetime in 

order to grow professionally and in order to possibly gain more dividends from their 

careers. A11 stated:  

 

“In regards to reward systems, I think I have to change the workplace in the course of 

my career life, even if I do not want to. I think it is the only way for me to increase my 

wage. I do not want to be stuck with my entrance salary my whole career. I have to gain 

much experience in my current job so that I can be competent in my next job”.  

 

When the interviewees discussed their aspirations of advancement, they emphasized that 

their goals were a way for them to strengthen their competitiveness in the labor market. 

Especially, since many of them have a long-term orientation where they see themselves 
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working for various employers in the course of their professional lifetime, they explained 

that career advancement was a highly valued dividend and that it could lead to more 

dividends in an individual’s career. 

4.1.2 Extrinsic incentives  

The second category derived from “Career-related dividends” was “Extrinsic incentives”. 

The employees responded positively to different types of benefits, promotion 

opportunities, and salary levels. The interviewees exhibited appreciation for specific 

extrinsic incentives as dividends from their careers. However, not all extrinsic incentives 

where valued, and some extrinsic incentives were valued since they could result in a 

different consequence such as variation and development.  

 

Employees, such as A4 exhibited that the only way for firms to retain their employees is 

by always challenging them, by offering them nuanced work assignments and promotion 

opportunities. A4 further states that there is a particular state that an individual can 

eventually reach in an organization where they feel saturated and are not enhancing their 

careers anymore. When reaching a state of that form, it is time to move on: 

 

“As soon as I have stopped developing, I think I have to move on. I would not stay in the 

same company if I did not get a promotion or something that provides me with variety 

and development”.  

 

A7 also emphasizes the importance of being paid moderately, however, the person 

stressed the importance of work benefits as a way for firms to differentiate themselves 

from competing firms. If a firm offers benefits, as career-related dividends, that are not 

available in other companies, the commitment of the employees might be increased: 

 

“Pay is an important part. However, I have seen that other companies offer their 

employees shares of stocks in order to facilitate commitment, and it has been incredibly 

effective. I think that a similar program here would have positive effects if you want to 

retain front edge competence. I have always had the advantage of being rewarded fairly 

and having a market-based salary. Personally, I have always appreciated having a car 

fringe benefit.”  
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The data provided from the interviews indicated that most interviews preferred extrinsic 

incentives that would allow them to work with variety and more responsibility. Extrinsic 

incentives as career-related dividends were highly valued when it provided the employees 

with other career-related dividends such as variety, development. Promotions being the 

most evident. 

4.1.3 State of flux 

The third category derived from “Career-related dividends” was “State of flux”. 

Employees frequently reported that they desired variety in their job. It was stated that by 

some, that it was an option to change job solely to gain variety. The variety was desired 

to become stimulated and motivated in the workplace. In some instances, it was valued 

more than the salary. Thereby, it is clear that variety is a highly valued dividend that the 

individuals desired to gain from their careers. 

 

Interviewee A2 emphasizes the importance of variety as a dividend that can be gained 

from the job. A2 states that variety in the job is more important than career advancement:  

 

“I always want to develop and refuse to stand still. I always desire development. I do not 

want to climb to the top of the corporate latter. That is not necessary. I just want 

something new to happen each day, does not have to be anything big. I want people to 

know that I am available to do new assignments in the organization.” 

 

A6 elaborates on this point and states that variety is crucial to keep learning new things. 

A6 explains that it is crucial to always do different things as if in a state of flux. It is 

pointed out that stimulation comes with variety and an explanation of the importance of 

variety as a career-related dividend is given: 

 

“I think variety is important. If you work with something that you love, maybe it is not 

necessary, but I think that variety stimulates the brain more. You learn more. I enjoy 

learning. I get stimulated by doing different things. Even if I did the most enjoyable 

activity every day, it would get boring eventually.” 

 

The interviewees stated that they wanted to gain stimulation from their career in the form 

of variety, development, and personal growth. They refused to stand still in their career 



 

 31 

and wanted to stay in a “State of flux”. The variety was a highly valued dividend that can 

be gained in the careers of the employees and was mentioned frequently in the data. 

 

4.2 Task-related dividends 

The second theme that was identified was “Task-related dividends”. This theme is 

derived from what the employees seek to gain as dividends from each task that they 

perform in the workplace. The theme was based on three different categories: (1) 

Intrinsic incentives, (2) Task-related demands, and (3) Self-improvement.  

Figure 3 - Task-related dividends 

  

(Authors, 2019) 

4.2.1 Intrinsic incentives 

Many interviewees exhibited appreciation for intrinsic incentives, such as self-

fulfillment, confidence, recognition, competence, and well-being. A1 argued that 

incentives that one can gain as dividends from tasks, such as recognition, and well-being, 

are valued higher than other rewards: 

 

Intrinsic incentives 

Task-related demands 

Self-improvement 

Task-related dividends 
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“I, as a person, always want to do my best. That is a reward in itself for me, even without 

any other rewards. I am not a very career-driven person. I value other things. I prefer 

confirmation for my performance, well-being in my job. I appreciate when someone sees 

me and recognizes that I am doing something good, that I can perform well. It feels good 

to be able to present things that I have done for the company and other people.” 

 

A2 explained a lack of ability to work independently due to a lack of confidence that 

rooted in a lack of experience. This lead to negative feelings in the workplace that could 

be solved through more independent work. Since independence was described as a task-

related dividend, a lack of that specific dividend led to negative consequences. Due to 

this negative feeling, A2 did not receive the intrinsic incentives that were desired: 

 

“Well… My colleagues have worked here longer than me, which makes me more passive 

when we are working together. Since I feel that, I know less than they do. This makes it 

more difficult when I actually have to work individually. It is boring to feel that I cannot 

do everything. I do not always trust my own capabilities since I have the least experience. 

I would much rather work more independently since that would challenge myself more, 

and I would most likely learn more.” 

 

When discussing different intrinsic incentives, it was apparent that these incentives were 

highly valued, and came as a dividend from different tasks. It was also observed that a 

lack of these dividends affected the interviewees negatively. 

4.2.2 Task-related demands 

Many interviewees mentioned several different demands from the tasks that they desired 

in the workplace. They required the tasks to be challenging, engaging, and that they could 

work with them independently. They considered the fulfillment of these demands to be a 

task-related dividend. A5 mentioned how valued independency was even though most of 

the work was in teams:  

 

“I mostly work as a part of a team. I work individually with the customer, but most of the 

job is built for a team. We help each other even if we have different tasks at the time, we 

are like different parts of a puzzle, and it is important to make all of the parts to fit. That 

is why it is important that I have my own improvement and development and can do my 
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job on my own just as it is important to be able to work in a team to improve. I value my 

independence. I want to be as independent as possible, and the goal is that everyone will 

be independent. I never want to feel that I cannot get through the day without asking for 

help.” 

 

A12 also mentioned that challenging tasks is very important for one to be satisfied with 

the tasks. It was also stated that challenging tasks incites satisfaction when completed. 

This satisfaction could be considered to be a task-related dividend: 

 

“I feel needed, I feel welcome, and I feel challenged. I like to be challenged, and right 

now, I have tasks where I am challenged, and I feel satisfied with that. I will be satisfied 

for a while when these tasks have been completed, but then I need new challenges.” 

 

Independence, engaging tasks, and challenging tasks were common factors in the 

discussions regarding tasks and rewards. Stimulation was talked about as a task-related 

reward, and it was important for many. It could be reached through independent work, 

challenging tasks, and engaging tasks. 

4.2.3 Self-improvement 

A factor that was valued as a dividend from tasks was self-improvement. This emerged 

when the interviewees talked about individualistic work, gaining knowledge, and learning 

new things. To experience personal growth in the workplace was a highly valued 

dividend. A10 described how working individually helps increase development: 

 

“I mostly work individually. I prefer to work individually since I value my independence 

in my work. I want to be able to do everything myself, and that is the best way to develop 

independence. It is always good to have someone to discuss with and receive help from, 

but I want to be able to do everything myself.” 

 

A10 also talked about how motivating it is to learn new things at the job. Gaining 

knowledge and learning are task-related dividends that help increase motivation. A10 

explains that without these dividends, one cannot improve in the job: 
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“What really motivates me is to see that I can learn something new at the job. If I do not 

learn anything new, I will never become better at what I do.” 

 

A3 shared a similar view regarding the importance of learning at work. Some 

interviewees, A3 included, mentioned how there is limited knowledge within a single 

company and that one has to change company or market to continue to learn. The view 

from these interviews is that the dividends of knowledge gathering is scarce and can only 

be found to a limited amount in the same job: 

 

“No, I do not believe that a company will be able to develop me for the rest of my life. I 

need to learn new things and understand different companies and markets, and I will 

probably have learned all I can learn here after a while.” 

 

Self-improvement was discussed frequently when tasks and long-term goals were 

discussed. This proved to be essential for employees when valuing tasks and careers. Self-

improvement was a task-related demand that affected organizational commitment in 

specific ways since some interviewees experienced the possibility for improvement to be 

scarce in a single organization. 

 

4.3 Nature of commitment 

The third theme that was identified was “Nature of commitment”. This theme emerged 

when employees were discussing long-term goals and their commitment to an 

organization. This theme was based on three different categories: (1) Work-related 

relationships, (2) Recognition requisite, and (3) Unification. 
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Figure 4 - Nature of commitment 

 

(Authors, 2019) 

4.3.1 Work-related relationships 

The data suggest that strong interpersonal relationships between colleagues in the 

workplace were held to high regard by the individuals. The interviewees frequently 

emphasized how meaningful their relationship with their colleagues was and that there is 

a real sense of unity in their so-called “work family”. Thus, this sense of unity in the 

workplace is a cornerstone in fostering commitment. Interviewee A1 exhibits the 

importance of employee relationships: 

 

“Very important. I see my colleagues more than I see my own family, and that makes it 

super important. They are basically my work family. If my colleagues would not be 

important, I might as well work from home.” 

 

Some interviewees went even further, stating that they are committed to their colleagues 

and that the work they are conducting in the workplace is done mainly for the greater 

good of their peers. A6 describes this:  
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“I perform at work mainly for my colleagues. There are many departments in the 

company, and we might not connect as well with all departments, but I focus 100% on my 

colleagues.” 

 

Work-related relationships are frequently mentioned in the data as a factor that could 

incite commitment to the organization or the job. The individuals regarded their co-

workers as a family and felt motivated by assisting them in the workplace. 

4.3.2 Recognition requisite 

The data exhibited that recognition from either managers or colleagues was a requirement 

for one to feel a sense of commitment to the organization. The employees required a 

confirmation from colleagues and managers after high performance, they desired to feel 

needed, and they wanted to feel that they made a difference. A6 talked about promotions 

as a method of recognition: 

 

“The reward that would motivate me the most is the possibility to get promoted. As long 

as my boss sees what I do and how I perform, I am motivated. A promotion would 

recognize and confirm my performance and give me more responsibility.” 

 

However, a promotion was not the primary factor in fostering commitment. Employees 

responded more to, as A1 describes, feeling needed and making a difference: 

 

“[…], to feel that I am needed, to feel that I am making a difference. My colleagues will 

have more to do if I am not there. The clients will not receive the help they need if I am 

not there. […]”. 

 

Generation Yers repeatedly emphasized that they value self-fulfillment in the workplace. 

They must have a vital role in an organization with stimulating tasks in order to have a 

sense of belonging and feeling that they are making a difference. Recognizing the needs 

of the employees proved to be impactful as a method to stimulate commitment in the 

employees of generation Y. 
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4.3.3 Unification 

Unification in the workplace in the form of a collective feeling, a helpful environment, 

and cooperation between colleagues and departments within the organization was 

described as a factor that fosters commitment in the organization. A4 stated that the 

colleagues sometimes discuss work-related ideas outside the office, which makes it 

enjoyable to come to work and implement the ideas: 

 

“[…]. I enjoy my job. Sometimes, my colleagues and I discuss ideas outside of the office, 

which makes it more fun to work and implement the ideas. The environment with my 

colleagues is excellent, which makes it fun to come to work.” 

 

A8 agreed that a helpful and cooperative environment affected the employees positively 

and added that it is essential to communicate within the team: 

 

“[…], we always have open dialogs between us regarding work. I get on well with my 

colleagues. I have heard that the environment is not as good in other departments. 

Cooperation in our department is much better now. […]. It affects my work positively 

since we have a better work structure now, and you know whom to contact if one needs 

help with anything.” 

 

To feel like a team in the workplace with one’s colleagues was desired by many 

interviewees. Since a workplace can be considered as a second home for employees due 

to the time spent in the office, the environment between employees is crucial. The 

interviewees stated that they would feel more committed if there was a sense of 

unification in the workplace and collective rather than an individualistic working. 

 

4.4 Encouraging stimulation 

The fourth and last theme that emerged, when discussing motivation and flexibility in 

an organization, was “Encouraging stimulation”. This theme entailed that the employees 

in generation Y were stimulated by freedom, and other motivators such as visible 
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results, and shared values in the workplace. This theme was based on two different 

categories: (1) Motivation, (2) Freedom.  

 

Figure 5 - Encouraging stimulation 

 

(Authors, 2019) 

4.4.1 Motivation 

Motivated employees demonstrated that they put in extensive work effort in their 

respective organizations and work with passion. However, stimulated employees are 

motivated by different inducements. Interviewee A3 states that the ultimate motivator is 

when the organization shares the same goals and values of their personality. They are 

motivated by environmental causes, colleagues, and seeing changes brought forward 

being implemented in the organization. The potential for change is what drives the person, 

and they would even be willing to sacrifice an amount of their salary to see these changes: 

 

“I want to see changes implemented and completed and be the engine of the change and 

see my values reflected in the company. I would even go as far as go down in salary to 

see these changes. I want to have sympathy for what I am fighting for. […] Nice 

colleagues are a strong driver and that there is a great potential to make changes. 
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Everything from environmental and climate issues to employee health and requirements 

toward suppliers. We are only in the beginning phase. I have a vision of where a company 

this size should be and see a great change potential. It is a must to survive”. 

 

A4 said that salary is an obvious motivator. However, the person asserts that the biggest 

motivation is to deliver the finished products to their customers:  

 

“The salary is an obvious motivator, but it is not everything. […]. The factor that provides 

me with the most motivation is seeing the reactions from the customers when we have 

finished our job.”  

 

The golden thread from the data indicates generation Yers are motivated by organization-

employee goal alignment, conducting work that they are passionate about and seeing their 

changes being implemented. These mentioned factors encourage their stimulation. 

 

4.4.2 Freedom 

Employees in our data valued freedom in their workplaces and cherished the choice of 

being able to make decisions. When asked how they would describe the ideal 

workplace, they stated that the ideal workplace offers their employees freedom under 

responsibility, such as flexible hours, which they held under high regard and 

encouraged stimulation. A7 describes freedom under responsibility as an essential factor 

in the ideal workplace: 

 

“I would say that freedom under responsibility is the most important in an ideal 

workplace, and that is what I have to some extent today. I value it highly, and it works 

very well.”  

 

Similarly to A7, A4 said that being able to exercise free speech and having employee 

freedom is what the ideal workplace should aspire to offer:  

 

“[…] everyone can state their opinion freely, a fairly free organization and free 

environment as well. Freedom is important. […]”  
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The data indicates that continuous motivation was essential in encouraging stimulation 

of the employees. Motivated employees have a deep connection to their companies and 

have a high level of organizational engagement. The interviewees exhibited desires to 

have the freedom to decide much on their own in the workplace. This would encourage 

them to perform their best and stimulate them to work hard.  
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5 Analysis 

5.1 Interactive rewards 

As previous literature has stated and exhibited, extrinsic rewards and intrinsic motivation 

are interactive, rather than additive. This means that most extrinsic rewards have a 

decreasing effect on intrinsic motivation. When there is an extensive focus on extrinsic 

rewards in an organization, intrinsic motivation diminishes almost instantly. Intrinsic 

motivation leads to the pleasing of the psychological needs of individuals, which 

eventually results in well-being, health and high performance (Deci, 1971; Deci, 1975; 

Deci & Ryan, 1980; Deci & Ryan, 1985; Kohn, 1993; Sheldon & Kasser, 1995; Kasser 

et al., 1995; Kasser & Ryan, 1996; Deci, Koestner & Ryan, 1999). Our findings indicate 

a higher valuation of intrinsic rewards rather than extrinsic rewards by generation Y. 

Some extrinsic rewards were desired due to the settings that they result in (e.g., a 

promotion can lead to nuanced tasks). However, the desire for these extrinsic rewards 

originated from a desire for intrinsic motivation (i.e., variety in tasks). This section will 

combine the theoretical framework with the empirical findings to disclose the effects that 

extrinsic rewards and intrinsic rewards have on organizational commitment. This will be 

exhibited through the revealing of the effects that extrinsic and intrinsic rewards have on 

the psychological needs since these are said to lead to job satisfaction, well-being and 

work engagement, which are all vital pillars of organizational commitment (Monnot, 

2018). The gathered empirical data also exhibited signs of the different rewards being 

interactive rather than additive. Some interviewees explained that the implementation of 

performance-based payment schemes in organizations could cause higher levels of stress 

and anxiety, which would lower the levels of intrinsic rewards that can be gained. 

 

In this chapter, we aim to connect and compare the existing theory with the gathered 

empirical data. We will analyze all the necessary components to answer our research 

questions. The chapter will start by presenting what the existing literature and the 

empirical findings state regarding the impact that extrinsic and intrinsic rewards have 

on each other. This will be followed by analyzing what the literature and empirical 

data say about extrinsic rewards, respectively intrinsic rewards. Furthermore, our 

empirical findings will be connected to the psychological needs that are mentioned in 

the self-determination theory through the creation of a model. 
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5.2 Extrinsic rewards 

The literature states that extrinsically motivated employees conduct their activities 

intending to receive an award, avoid guilt, or achieving approval. Individuals that are 

motivated by extrinsic goals such as financial success, attractiveness and popularity put 

more emphasis on external categories such as receiving awards and the evaluation of 

peers (Sheldon & Kasser, 1995; Kasser et al., 1995; Kasser & Ryan, 1996; Deci et al., 

1996; Dysvik & Kuvaas, 2013).  However, the existing literature suggests that the 

extrinsic goals of employees tend to lead to stressful, ego-centered, and controlled 

behavior. This usually has adverse effects on the psychological needs of individuals and 

employees, which have extrinsic goals as their focus rather than intrinsic goals, tends to 

ignore the psychological needs and work against their well-being and health (Kasser et 

al., 1995; Sheldon & Kasser, 1995; Kasser & Ryan, 1996;). Our findings exhibited that 

many employees required recognition or approval based on how they performed in the 

workplace. Achieving approval is an extrinsic reward that motivates several employees. 

A1 explained how recognition for performance is a highly valued reward: 

 

“[…] I value other things. More recognition for my performance. That makes me feel 

good in my job. I appreciate when someone sees and admits what I have done so that I 

always feel that I can present something that I have done for someone.” 

 

However, the literature states that this and other extrinsic rewards can provide a stressful 

environment for the employees. When extrinsic rewards are implemented into 

organizations to control the behavior of employees, the responsibility of the employees 

to motivate and regulate themselves is being undermined. When extrinsic rewards are 

implemented, the organization needs to increase the surveillance and evaluation of 

performance. The competition within the organization will increase as well. All of these 

factors undermine the intrinsic motivation of employees. This will, diminish the intrinsic 

motivation of each individual so that it will disappear entirely in the long run. If the 

extrinsic reward is somehow removed after that, the employee will not be motivated at 

all (Deci & Ryan, 1985; Kohn, 1993; Deci et al., 1999). 

 

Our findings indicated that some extrinsic inducements resonated more positively with 

generation Yers. For example, contrary to the literature, which says that generation Yers 
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do not value their status and positions in the workplace, our findings demonstrate the 

opposite (Busch & Dampney, 2000, Busch et al., 2008). Generation Yers see the prospect 

of career progression as vital in their professional work life. However, similarly to prior 

research, the interviewees were only interested in career progression as long as it provided 

them with variety and more responsibility in the workplace (Zemke et al., 2000; Smola 

& Sutton, 2002). The findings indicate that status, career progression combined with 

variety and increased responsibility is essential in fostering and retaining organizationally 

committed individuals as expressed by A4: 

 

“As soon as I have stopped developing, I think I have to move on. I would not stay in the 

same company if I did not get a promotion or something that provides me with variety 

and development”.  

 

Moreover, our findings have exhibited that work benefits such as healthcare grants, car 

fringe benefits, and paid “play-days” is highly regarded by employees. Extrinsic 

incentives such as offering work benefits tend to lead to short-term organizational 

commitment since they are useful tools for companies seeking to differentiate themselves 

from other employers and challenge their employees.  

 

These incentives can be connected to the literature stating that generation Yers strive for 

autonomy, freedom, and work-life balance in their workplace (Zemke et al., 2000; Smola 

& Sutton, 2002). Freedom in the workplace is connected to autonomy since autonomous 

work is described as work where an employee has a high degree of freedom. Autonomy 

is one of the basic psychological needs of individuals and usually generates a sense of 

responsibility and job satisfaction. Individuals that work autonomously work 

independently with desire and action. It has been suggested by previous research that 

autonomous work leads to well-being and higher levels of work engagement (Ryan et al., 

1997; Deci et al., 2001; Ryan et al., 2003; Ryan & Deci, 2006; Lynch et al., 2009; Chirkov 

et al., 2011; Monnot 2018). These extrinsic rewards are a new phenomenon and provide 

employees with higher work-life balance since, as one-interviewee points out, car fringe 

benefit, alleviates them from financial burdens associated with leasing or paying for their 

car, which allows them to save money for a down payment on their first apartment. 
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However, benefits such as the mentioned are also means for them to create a more 

optimistic, flexible, and “fun” workplace overall (Scott et al., 2012). 

 

5.3 Intrinsic rewards 

Numerous interviewees exhibited the importance of having their psychological needs 

fulfilled. These needs are more known as intrinsic goals, which includes self-acceptance, 

affiliation, community feeling, and physical fitness. Fulfilling these intrinsic goals leads 

to pleasing the physiological needs of the individuals (e.g., autonomy, relatedness, 

competence, and growth) (Maslow, 1954; Rogers, 1961; Deci & Ryan, 1985; Kasser & 

Ryan, 1996). Prior literature state that generation Yers have an idealistic view of their 

workplace and aspire to implement their own. They value work variety more than career 

progression and are not defensive in retaining their status in the workplace (Busch & 

Dampney, 2000; Busch et al., 2008). Although extrinsic rewards such as career 

progression and a higher salary are regarded as security and motivator by many 

interviewees, our findings demonstrate that generation Yers value intrinsic rewards 

higher than extrinsic rewards when it comes to motivation and retaining them.  

 

The interviewees repeatedly outlined the importance of work variety, development, and 

to feel needed as essential needs. Intrinsically motivated people perform their work tasks 

with the aim of deriving satisfaction from the activity (Deci, Ryan & Williams, 1996; 

Dysvik & Kuvaas, 2013). Employees that are intrinsically motivated enjoy the work they 

are conducting and regard the work tasks to be rewarding (Deci & Ryan, 2000; Dysvik & 

Kuvaas, 2013). Our findings indicate that similar to extrinsic incentives; some intrinsic 

incentives resonate better with employees than other intrinsic incentives. This is due to 

the different intrinsic goals of generation Yers. Intrinsic goals are, for example, self-

acceptance, affiliation, community feeling, and physical fitness (Maslow, 1954; Rogers, 

1961; Deci & Ryan, 1985; Kasser & Ryan, 1996). Our findings suggest that flexibility, 

well-being, freedom under responsibility and, workplace unity, and managers considering 

their aspirations were intrinsic rewards that were cherished higher than other rewards. 

This is related to generation Yers demand high work-life balance, teamwork oriented 

workplace with immediate feedback and recognition for their performance from superiors 

(Francis-Smith, 2004).  
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This is crucial since generation Yers have a somewhat flexible view of their workplace. 

They value work-life balance that allows them to work in a way that prioritizes activities 

with family and friends over work commitments. They demand flexibility so that they 

can conduct their work in their preferred way (Francis-Smith, 2004; Myers & Sadaghiani, 

2010). In order to ensure long-term organizational commitment in generation Y, 

organizations must create an environment that allows employees to have freedom under 

responsibility in the workplace. Freedom under responsibility such as flexible work 

hours, deciding when to clock in and out, enable generation Yers to structure their private 

lives better and balance life with work. Freedom does also create mutual trust between 

the employee and the organization, which, as a result, fosters a sense of belonging in the 

organization and organizational commitment. As stated by A2: 

 

“We have freedom under responsibility, flex hours and if you do your job, you can go 

earlier. This mutual trust between the company and employee motivates me.” 

 

The existing literature confirms that flexibility, freedom, meaningful tasks, and personal 

satisfaction are more important for Generation Y than a convenient career and long-term 

commitment (Baruch, 2004; Sayers, 2007). This poses various challenges for 

organizations seeking to retain committed generation Yers since they have different 

demands concerning tasks and projects at the workplace. The literature says that they 

want to own their work tasks and projects and have full autonomy when they conduct 

their work (Busch & Dampney, 2000, Busch et al., 2008). Generation Yers constant 

aspiration for challenging, engaging, and varying tasks is related to their individualistic, 

self-reliant and entrepreneurial mindset and intention to always improve their 

professional skills (Holden & Harte, 2004; Martin, 2005; Sayer, 2007). Therefore, in 

order to ensure their long-term commitment, organizations must always stimulate them 

and offer tasks that foster their personal growth and inner-entrepreneurial mindset.  

 

This is in contrast to the literature, which states that generation Y is less motivated by 

learning in the workplace but more passionate about the work they are conducting and 

will not hesitate to terminate their employment if these criteria are not met (Zemke et al., 

2000; Smola & Sutton, 2002). We made different observations when conducting our 
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interviews. We observed that the interviewees did indeed value continuous learning in 

the workplace and similarly to the literature, they repeatedly stated that they required 

challenging, varying and engaging tasks on their workplace that they can work on 

independently (Busch & Dampney, 2000; Zemke et al., 2000; Smola & Sutton, 2002; 

Busch et al., 2008). The interviewees also exhibited appreciation for positive work 

relationships in the form of unification. Unification, or commonly known as teamwork, 

is connected to the psychological need, relatedness. Relatedness is described as the need 

to have attachments in areas where one spends much time. In the cases of our study, the 

need was exhibited as a desire to have a sense of collectivism, a sense of unity, a sense of 

team feeling in the workplace. The satisfying of this psychological need leads to higher 

levels of intrinsic motivation. A previously mentioned example of relatedness in a place 

where one spends much time is if a student has a warm and caring relationship with the 

teacher in school. The student will feel higher levels of intrinsic motivation in school and 

most likely feel a higher need to perform (Ryan et al., 1994; Ryan & La Guardia, 2000).  

 

The empirical findings exhibited several examples of relatedness, the most common one 

being colleague relationships. Several interviewees felt a sense of loyalty towards their 

colleagues and thereby felt a need to work harder. Others viewed their colleagues as a 

positive influence in the workplace and worked harder with the help of that. However, 

generation Yers, despite the level of unity in the workplace, have different aspirations 

from what they wish to attain in their workplace. The literature describes Generation Yers 

as high maintenance workers motivated by improving their professional skill with the 

intent of remaining marketable (Holden & Harte, 2004; Sayers, 2007). These high 

maintenance workers value continuous skill development due to the scarcity of life-long 

employment (Connor et al., 2008). Our findings confirm this and indicate that generation 

Yers value extrinsic inducements such as promotions, climbing the corporate ladder, 

receiving a higher salary, and gaining experience. However, these extrinsic rewards do, 

paradoxical, lead to higher organizational turnover when they are fulfilled. A10 expresses 

what the person hopes to gain from their current workplace: 

 

“I just want to get better at programming and electronics so that I can do my own stuff 

sometime in the future and make a living of it. I want to build up my CV so that I can 

demonstrate what I can do.”   
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As previously stated, this is due to generation Yers entrepreneurial mind and self-reliant 

mind (Holden & Harte, 2004; Martin, 2005; Sayer, 2007). Generation Yers do not see 

themselves working in the same organization for an indefinite amount of time. Career 

progression and climbing the corporate ladder does not ensure long-term organizational 

commitment, rather the contrary. When generation Y employees feel satisfied with the 

experience they have accumulated in their workplace, they are ready to move on to 

another organization that offers a better salary, position, or to start their own business.  

 

Generation Yers goal for continuous knowledge and development is related to their traits 

as individualistic generation striving to make a difference and succeed in their careers 

while simultaneously performing meaningful work (Scott et al., 2012). However, in 

contrast to the existing literature, which states that generation Y is not so keen on the 

notion of learning in the workplace (Busch et al., 2008). Our findings demonstrate that 

generation Yers do value learning in the workplace and regard knowledge as an essential 

motivator. Steadily increasing their knowledge is since generation Yers dislike slowness 

in the workplace (Francis-Smith, 2004).  

 

The employees repeatedly stated that learning new tasks and growing professionally, not 

only enhances their competitive strength but, more importantly, their self-image or 

fulfillment. Intrinsic rewards such as self-fulfillment is a basic psychological need which 

contributes to the overall well-being and health of individuals when fulfilled (Maslow, 

1954; Rogers, 1961). However, our interviewees were pessimistic regarding continuous 

learning and growing in a single firm. They stated that in order to grow and acquire new 

knowledge, a person must learn from different companies and markets. Therefore, it can 

be difficult for companies to ensure long-term organizational commitment solely through 

continuous learning. 

 

Similarly, to the previous mentioned extrinsic rewards, which lead to higher 

organizational turnover when fulfilled, the same paradox becomes apparent here. 

Generation Yers may feel that their competitiveness in the labor market has increased and 

that they take their newly acquired skills and knowledge and apply for another position 
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in another job which, perhaps, offer better salary or conditions. As expressed by 

interviewee A4:  

 

”I go to work to receive a salary but also to do well in my job. I want to build up my self-

image because I do not want to stay in the same company my whole life, which is what 

pushes me to give my best at work.” 

 

5.4 Findings – Self-determination theory 

The self-determination theory describes motivation as being not only based on the basic 

needs of the human being but also based on the basic psychological needs (Deci & Ryan, 

2000). The self-determination theory illuminates that organizations should implement 

incentive systems that aim to satisfy basic psychological needs. This will eventually result 

in higher motivation and higher performance (Danner & Lonky, 1981; Ryan, 1982). The 

interviewees displayed a desire to satisfy their basic psychological needs (i.e., 

competence/growth, autonomy & relatedness) multiple times. Our findings exhibited 

several connections to the mentioned psychological needs.  The identified theme, career-

related dividends, exhibited a connection to the psychological need, competence, and 

growth. The employees in generation Y mentioned several times how they desired 

constant advancement in their career and personality. This is equal to a desire for growth, 

which could be reached through increasing competence. The data exhibited that the 

employees desired challenging work and self-enhancing work, which is described as an 

enabler to satisfy the basic psychological need of competence/growth (Danner & Lonky, 

1981; Ryan, 1982). The identified theme, task-related dividends, also exhibited a 

connection to the basic psychological need, competence, and growth. The data exhibited 

that the employees desired self-improvement as a dividend from their tasks, which is the 

enabler for the basic psychological need for competence and growth. The identified 

theme, encouraging stimulation, displayed connections to the basic psychological need 

of autonomy. The employees exhibited a desire to experience freedom and responsibility 

in their job, which is an enabler for autonomy (Ryan et al., 1997; Ryan & Deci, 2006; 

Monnot 2018). The identified theme, nature of commitment, presented connections to the 

basic psychological need, relatedness. The employees of generation Y indicated that the 

work-related relationships were crucial to feel committed to the organization. They also 

explained that they desired a team-feeling in the workplace. The enabler for relatedness 
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is attachments and relationships in the workplace, which was what the employees 

exhibited a desire for (Ryan et al., 1994; Ryan & La Guardia, 2000).  

 

These relationships are displayed in Figure 6 - Model for findings and self-determination 

theory. The created model displays how the identified themes from our findings are 

connected to the mentioned psychological needs in the self-determination theory. Each 

of these themes has exhibited specific connections to the psychological needs, which 

entail that the employees of generation Y desire the satisfaction of their psychological 

needs to become committed to their organization. The key to satisfying the basic 

psychological needs is to provide the employees with the described enablers (Danner & 

Lonky, 1981; Ryan, 1982; Ryan et al., 1994; Ryan et al., 1997; Ryan & Deci, 2006; 

Monnot, 2018; Ryan & La Guardia, 2000). Thereby, the model exhibits the relationships 

of the identified themes, psychological needs, and the enablers for satisfying the 

psychological needs through the arrows displayed in the model. The data of each 

identified theme consists of several sections where the employees of generation Y 

describes how they desire factors such as the enablers for satisfying the psychological 

needs to become committed. The employees thereby entail that they desire the satisfaction 

of their psychological needs as shown in the model.  

 

(Authors, 2019) 
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6 Conclusion, contributions, limitation, & 
future research 

6.1 Conclusion 

This thesis aimed to study the effects of reward systems and the impact on organizational 

commitment in generation Y. The purpose of this paper was how both extrinsic and 

intrinsic reward systems affect organizational commitment. Therefore, we formed two 

research questions to answer our purpose: 

1. How do extrinsic rewards affect organizational commitment in generation Y? 

2. How do intrinsic rewards affect organizational commitment in generation Y?  

How do extrinsic rewards affect organizational commitment in generation Y? 

Our empirical findings suggest that extrinsic rewards can be used to attract employees 

since benefits can be used as a method to distinguish the organization from another 

competitor. However, extrinsic rewards have exhibited a low impact on organizational 

commitment in generation Y compared to intrinsic rewards since intrinsic rewards are 

valued more by the employees in generation Y. Extrinsic rewards such as promotion 

opportunities are valued to some extent, but the reason for the valuing of this specific 

extrinsic reward is that the result from it could be the intrinsic reward such as variety in 

work. Recognition for performance, and benefits, such as car fringe benefits, healthcare 

grants, and shares of stock, are valued to some extent as well, but these have a short-term 

impact on organizational commitment since another employer can always exceed the 

benefits, and recognition have exhibited short-term satisfaction for the employees and not 

as a desire in the long term. It is explained in both, previous literature, and in our findings 

that performance-based payment and similar extrinsic rewards could lead to stressful and 

ego-centric behavior. Since extrinsic and intrinsic rewards are interactive according to 

previous literature and our findings, extrinsic rewards should not be the priority for an 

organization if the organization aims for organizational commitment because it can 

decrease the intrinsic motivation of the employees. Some extrinsic rewards need to be in 

place, such as promotion opportunities and benefits since these can lead to the satisfying 

This chapter will use the results from the analysis to answer the research questions of 

the thesis. This will be followed by presenting the theoretical and practical 

contributions of this study. Furthermore, the limitations of this study will be discussed, 

as well as suggestions for future research of this topic. 
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of the basic psychological needs of the self-determination theory. However, the focus 

should be intrinsic rewards since these have exhibited a far more positive effect on 

organizational commitment in generation Y. 

 

How do intrinsic rewards affect organizational commitment in generation Y? 

The theoretical framework and the empirical findings have exhibited signs of interactive 

rewards where some extrinsic rewards could undermine intrinsic motivation. Intrinsic 

motivation has displayed a significant impact on organizational commitment in our 

empirical findings in several forms (e.g., colleague loyalty, the feeling of growth, the 

feeling of development). The valuing of intrinsic rewards in generation Y exceeds the 

valuing of extrinsic rewards, especially in regards to organizational commitment. 

Multiple employees declared a higher will to stay in an organization if the organization 

offered intrinsic rewards (e.g., personal development, positive work relationships, and 

self-fulfillment). The mentioned intrinsic rewards can also be connected to the enablers 

for the basic psychological needs (e.g., competence/growth, autonomy, and relatedness) 

that are being described in the self-determination theory, which concludes conclusion that 

the satisfying of these needs can have a positive impact on organizational commitment. 

The intrinsic rewards are also aligned with the different intrinsic goals that generation 

Yers exhibit (e.g., self-acceptance, affiliation, and community feeling). However, there is 

a paradox in the instance of continuous learning. Generation Yers are pessimistic 

regarding continuous growth and learning in a single firm. They believe that they must 

change their workplace during their professional life in order to ensure their future 

competitiveness in the labor market. Therefore, it is difficult for organizations to retain 

committed employees solely through continuous learning as they may take their 

accumulated knowledge and apply for a new title or job in a competing organization. This 

concludes that continuous learning is not sufficient enough to create organizational 

commitment by itself; other rewards must be in place as well. 

 

6.2 Contributions 

6.2.1 Theoretical contributions 

The existing literature states that reward systems have proved to be effective in motivating 

employees to perform well but the research on how it affects organizational commitment 
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is limited (Huselid, 1995; Delery & Doty, 1996; Boyd & Salamin, 2001; Lowe et al., 

2002). The findings from this thesis are manifold. Firstly, the idea that extrinsic rewards 

and intrinsic motivation are interactive rather than additive has been confirmed in this 

study, as stated in previous research. Extrinsic rewards have displayed a rather low impact 

on organizational commitment compared to intrinsic rewards. Previous literature 

discusses the different rewards, mostly in a short term perspective, which makes the 

previous findings on extrinsic rewards far more positive than the findings of this study. 

Therefore, it can be declared that the findings on extrinsic rewards, in general, provides 

a perspective, a long term perspective, that is yet reasonably unknown in the existing 

literature. The long term perspective of extrinsic rewards has in this study exhibited signs 

of being trivial in the regards of organizational commitment. 

 

This study also provides contributions to the already widely researched phenomenon 

reward systems and organizational commitment. The two different phenomena have both 

been researched separately but lack relatedness. Contributions from this study have also 

been provided to the contemporary research topic of generation Y and organizational 

commitment. Relating reward systems' effect on organizational commitment with 

Generation Y as a setting further contributes to research by examining a generation that 

is expected to dominate the workforce in the near future (Cennamo & Gardner, 2008; 

Busch et al., 2008). Previous research has discussed which reward systems resonate more 

with generation Y. However, the connection to organizational commitment is under-

researched. Furthermore, the majority of the literature has conducted quantitative research 

while our research has been qualitative (e.g., Buchanan, 1974; Deci et al., 1999; Busch et 

al., 2008). We chose to conduct a qualitative thesis to research the essential motivations, 

opinions, and reasons. This has enabled us to dive deeper into how reward systems affect 

organizational commitment by listening to the opinions of the interviewees, which has 

enabled us to collect insightful data. This study has also contributed through the creation 

of a model that combines the findings in this study with the already existing self-

determination theory that suggests that the satisfying of the basic psychological needs 

will have a positive effect on organizational commitment. The model exhibits that the 

desires and requirements that would make them stay in an organization, of the employees 

in generation Y, have connections to the satisfying of the basic psychological needs. 
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6.2.2 Practical contributions 

Organizational commitment in generation Y is a contemporary issue for managers since 

the generation is currently beginning their life as full-time employees or at least in the 

beginning phase of their work-life. Our thesis will contribute to an understanding of how 

reward systems affect organizational commitment in the specific context of generation Y. 

This will assist managers within organizations that employ individuals that are born 

within the age spectrum of generation Y to benefit and draw from our findings. These 

findings will assist managers in making more sound decision when tailoring reward 

systems by reducing expenditures on ineffective inducements that do not foster 

organizational commitment. The implementation of measures that stimulate employees 

and motivate them through mainly intrinsic rewards is far more effective for 

organizational commitment than a high focus on extrinsic rewards. Many organizations 

may, at this moment, use mainly extrinsic rewards to motivate employees. Our findings, 

as well as the previous literature, have exhibited that certain extrinsic rewards have the 

potential to foster commited employees in the short run. However, our findings have 

contributed uniquely by providing the managers with the effects that extrinsic and 

intrinsic rewards have on organizational commitment, which should in this day and age 

be a priority due to the employee turnover exhibited in generation Y.  

6.2.3 Societal contributions 

Since generation Y is the biggest generation in history and is expected to dominate the 

workforce in a proximate future, the impacts that the workforce of generation Y will have 

on society will be significant (Cennamo & Gardner, 2008; Busch et al., 2008). This in 

combination with the fact that generation Y is characterized by their high organizational 

turnover makes the contributions from this study significant for the societal future of 

economics and organizational well-being (Busch et al., 2008). This shows the importance 

of researching organizational commitment in the future of the workforce. The findings of 

this study will aid organizations in retaining their employees, which will, in its turn, 

benefit the organizations economically. Since the economic well-being of organizations 

is the cornerstone of the well-being of the society through taxes, jobs, and value through 

products and services, we believe that the contributions of this study will have a positive 

societal impact. This study exhibits effects that reward systems, which is a frequently 

used motivating stimulus in organizations, have on organizational commitment in the 

future of the workforce. With the help of this study, organizations can tailor their reward 
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schemes in a way that will help retain their talented employees, which will most likely 

result in better financial results for organizations and thereby a positive impact on the 

society overall. 

 

Furthermore, the correct reward schemes will lead to better work performance, which, in 

turn, strengthens organizations competitiveness. Moreover, an outcome of organizations 

that have the correct reward schemes in place is an increase in the overall well-being of 

the generation Yers. Previous research has suggested that an extensive focus on extrinsic 

inducements, consequently lead to stress and controlled behavior. Individuals that aspire 

for extrinsic goals tend to ignore their psychological needs and work against their well-

being and health (Kasser et al., 1995; Sheldon & Kasser, 1995; Kasser & Ryan, 1996). 

Organizations that have reward schemes that resonate with employees will ultimately 

have healthier and motivated employees that are not absent due to various medical 

conditions such as burnout. This will reduce organizational and societal expenditures, 

such as medical costs, that result from long-term work absence.  

  

6.3 Limitations and future research  

Since we chose to conduct a single case study, our data is taken out of the context of a 

single firm. Therefore, a suggestion for future research could be to conduct a similar study 

within the context of several firms in the form of a multiple case study. A limitation of 

our study could be the small number of interviews. We were only able to conduct 12 

interviews due to availability and a short timeframe. Future researchers could expand 

through a larger number of individuals. 

 

Furthermore, our findings are from the same geographical location, namely Sweden. We 

believe that interviewing people from different countries would yield different results. 

Therefore, future researchers should conduct comparative studies, examining differences 

across countries to see which extrinsic and intrinsic inducements shape organizational 

commitment across nations. This is vital since we have solely focused on affective 

organizational commitment and we expect the models of commitment (normative and 

continuance commitment) to differ when studying generation Yers in different cultural 

settings due to the different cultural and social-economic categories in each country.  
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Likewise, in order to understand the differences between older generations and generation 

Y, future research should also conduct a comparative study between younger and older 

generations, such as generation X and Y to see how different reward systems affect 

organizational commitment in a different generation. 
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Appendices 

Appendix 1 – Topic guide for interviews 

Appendix 1 - Topic guide for interviews 

Intrinsic motivation 

Non-extrinsic “rewards” or circumstances that can be seen as motivating or self- 

fulfilling by employees 

Extrinsic rewards 

These rewards are used regularly around the world to motivate high performance in 

employees.. 

Job satisfaction 

Job satisfaction is a vital part of organizational commitment. 

Competence/Growth 

One of the basic psychological needs that can be satisfied by intrinsic motivation or 

extrinsic rewards. 

Autonomy 

One of the basic psychological needs that can be satisfied by intrinsic motivation or 

extrinsic rewards. 

Relatedness 

One of the basic psychological needs that can be satisfied by intrinsic motivation or 

extrinsic rewards. 

Commitment 

Organizational commitment is a contemporary research phenomenon due to high 

employee turnover in generation Y. 

(Authors, 2019) 
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Appendix 2 - Questions for interviews 

Intrinsic motivation 

- How interesting is your job? Why is it interesting/not interesting? 

- How important is feedback on your performance? Why? 

- What motivates you to come to work? 

- How self-fulfilling are your work tasks? 

Extrinsic rewards 

- What do you feel about the physical work environment you are working in? 

- What rewards motivate your best performance? (bonuses, promotion, salary increase etc.) 

Explain why? 

- What do you hope to gain from your job? 

- How do you feel that you are seen by your colleagues? Is it important to you? 
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Job satisfaction 

- How satisfied are you with your job? Explain why? 

- Do you feel like your reaching your full potential in your work place? 

Competence/Growth 

- How much experience from education or previous jobs can you use in your current job? 

- Do you feel challenged in your job? How? 

- Have you gained competence from your job? How does this make you feel about yourself? Are 

you growing in your workplace? 

Autonomy 

- Do you feel pressure at work? How does this affect you? 

- Do you prefer to work alone or as a part of a team? Does working in a team affect your 

independency at work? 

Relatedness 

- How would you describe the ideal working place? (colleagues, environment, opportunities etc.) 

- How important is the interaction with your colleagues?  

- How is the environment between colleagues in general? How does this affect you? 

Commitment 

- What is commitment to you? Is it just to come to work or something more? 

- Do you feel that you are performing at work mainly for yourself or for the organization? 

- What makes you stay in your current job? Why? 

- What would make you change your current job? (Income, job security, responsibility etc.) 

- Are you willing to sacrifice extra time to help the organization? 

- Would you be able to spend the rest of your career in this organization? Why? 

- Do you have a sense of belonging in this organization? Why? 

(Authors, 2019) 


