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The objective of this thesis was to research the impact of total rewarding on employee 

motivation in the case company. The theoretical framework of the thesis was based on the 

theory of total rewarding as well as motivation theories such as internal and external 

motivation and Herzberg’s two-factor theory.  

 

The research was conducted as a case study, focusing on an import company located in 

Helsinki, Finland. Qualitative research was used to explore the impact of total rewarding on 

employee motivation. The interviewees represented the whole case company under 

research.  

Employees found the total rewarding system motivating and encouraging with some needs 

of development. Most of all, the relation between tangible and intangible rewarding was 

found vital as it seems that the combination of these two methods created an interrelated 

whole. Due to the subjective nature of the rewarding, the development of total rewarding 

requires constant interaction between the CEO and the employees.  
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Tässä pro gradu-tutkielmassa tutkittiin kokonaispalkinnan vaikutuksia motivaatioon 

kohdeyrityksessä. Tutkimuksen teoreettinen kehys perustui kokonaispalkinnon teoriaan 

sekä motivaatioteorioihin, kuten sisäiseen ja ulkoiseen motivaatioon ja Herzbergin 

kaksifaktoriteoriaan. 

Tutkimus toteutettiin tapaustutkimuksena, joka kohdistuu Helsingissä olevaan 

maahantuontiyritykseen. Laadullista tutkimusta käytettiin selvittämään palkitsemisen 

vaikutusta työntekijöiden motivaatioon. Haastateltavat edustivat koko tutkittavana olevaa 

tapausyritystä. 

Työntekijät pitivät palkitsemisjärjestelmää motivoivana ja rohkaisevana joidenkin 

kehitystarpeiden kanssa. Aineellisen ja aineettoman palkitsemisen välinen suhde todettiin 

elintärkeäksi, koska näyttää siltä, että näiden kahden menetelmän yhdistelmä loi 

merkittävän kokonaisuuden. Palkitsemisen subjektiivisesta luonteesta johtuen 

kokonaispalkinnan kehittäminen vaatii jatkuvaa vuorovaikutusta toimitusjohtajan ja 

työntekijöiden välillä. 
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1. INTRODUCTION 

 

Globalization, digitalization and technological development are changing the world (Kressler 

2003, 124). During these times of change, business opportunities have multiplied, however, 

it has increased competition in markets and turned business environments more complex 

than ever. These changes have had a direct impact on business management and 

rewarding. (Sarviaro 2007; Latham 2007, 187; Kauhanen 2015, 12) 

  

Rewarding has progressed from 20th century’s basic wages to total rewarding methods and 

the effects of the 21st century - digitalisation, intrinsic motivation, inspiration and intangible 

rewards, remain still partially unclear. Rewarding has been extensively researched both 

domestically and in foreign research in form of articles and literature. The beginning of the 

21st century in particular, has been a golden age for developing rewarding systems. During 

this time, technology began to make huge strides, which meant changes in markets. Most 

of the research on rewards was conducted during that time. Since 2010, research has 

focused on the study of motivation and rewarding, and the relationship between motivation 

for competitive advantage and success. The studies have mainly been case studies, but 

more extensive studies have been carried out as well. (Vartiainen 2005, 84-87 & Hakonen 

& Nylander 2015) 

  

Rewarding and its proper usage is a part of modern society. In fact, rewarding is a necessity 

in every organization. However, statutory rewarding often covers a small fraction of the total 

rewarding methods within companies (Kressler 2003, 3 & Hakonen & Nylander 2015). 

People are motivated to do their jobs at a higher standard by giving them various rewards. 

Thus, rewarding and its perceived benefits is a much studied and discussed topic in the field 

of human resource management. (Giancola 2011; Vuori & Tenhiälä 2012) 

 

Hakonen & Nylander (2015) state that in order to create a well-functioning rewarding 

practice, a company must understand the factors that influence employee motivation. 

Anything an individual perceives valuable is a reward. Since people are different and have 

different desires, what is considered motivating and its degree of value differs widely among 

individuals. If motivation factors are not known or taken into account when creating a 

rewarding model, rewards may become redundant if individuals are rewarded in ways, they 
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may not find motivating. While one might function with the fear of losing one’s job, avoiding 

negative feedback or achieving higher salary, the other functions by the need to work 

independently and having more responsibility.  Thus, it is vital for a company to identify what 

truly motivates the employees. From an organization’s point of view, a failed rewarding 

system means expenses and hassle of maintaining unnecessary components of the reward 

system. (Luoma, Troberg, Kaajas & Nordlund 2004) 

According to Bowey & Thorpe (2000) with well planned and executed rewarding methods, 

the employees’ motivation and willingness to commit to the goals, meets the demand of the 

company. Creating a well-functioning rewarding system that combines total rewarding 

methods, a company is likely to find itself in a situation where its employees are more 

motivated. (Hakonen, Hakonen, Hulkko & Ylikorkala 2005) 

Though there are large numbers of studies on the relation of rewarding and motivation, the 

subject is compelling as research findings differ in every company and even between 

departments within a single company due to its individual perspective. (Boxall, Purcell & 

Wright 2008, 301-306) This was proven by the Finnish rewarding study which found the 

same results (Hakonen, Hakonen, Hulkko-Nyman 2014, 279). 

  

So far there hasn’t been any previous research within the case company about rewarding 

methods and the impact it has on employee motivation. Therefore, the objective of this 

research is to achieve deeper knowledge and understanding on total rewarding and 

employee motivation within the case company. A qualitative case study will at best help us 

achieve knowledge not known previously. The study of rewarding and motivation is very 

complex as we are not able to determine what motivates all people exactly without deeper 

research. However, the research done throughout the last decades gives a good foundation 

to this research. (Boxall et. al 2008, 305)  

 

1.1. The objective of the research and research questions 

 

The study is focused on a Finnish import company. Due to the scope of the thesis and the 

request of the case company, the research is limited to one company. This case study can 

provide indicative findings on the motivating effects of total rewarding in the case company. 
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At its best, research can provide suggestions on areas to be developed and provide 

opportunities for further research in its context.  

 

The purpose of this research is to study and analyze how does the current rewarding system 

of the company help generate employee motivation in the case company. Employees' and 

the CEO’s views on the current rewarding methods are carefully expressed and analyzed 

on the basis of the interviews. This research contains the CEO’s interview in order to achieve 

an adequate view within the case company. Interview questions are displayed in 

attachments. The total rewarding model used in the company will be subsequently illustrated 

with the help of the CEO. In addition to this, employees’ perception on how these used 

methods affect their motivation will be presented. This study aims to find out which aspects 

of the total rewarding model perform well, what motivates the employees and how the total 

rewarding methods can be further improved and developed. Theme interview with the CEO 

followed by interviews with the employees were organized to achieve the objective of the 

research.  

 

There has not been any previous research regarding the employees’ attitudes towards the 

total rewarding system of the case company and the impact on motivation. Furthermore, the 

aim of this study is to facilitate the possibility for the employees to give feedback regarding 

rewarding. The results will at best help the case company improve its efficiency by 

discovering the employees’ perception of the most motivating rewarding methods and 

hopefully make further developments.  

 

To achieve knowledge on this matter, the research questions of this thesis are divided into 

one main question and two sub-questions.  

 

The main research question is:  

 

1. How does total rewarding influence employee motivation in the case 
company? 

 

With this question, we will try to discover what kind of impact do rewarding methods have 

on the employees' motivation of the case company. 
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To get further in-depth knowledge, sub-questions have been added to support the main 

research question. They are:  

 

2. How do intangible and tangible rewarding methods contribute to 
employees internal and external motivation in the case company? 

 

This research question will help determine the relationship between intangible and tangible 

rewarding and the contribution they have to employee motivation. Internal and external 

motivation theory as well as Herzberg’s two-factor theory will help support this research 

question. 

 

3. How can intangible and tangible rewarding be improved in the case 
company? 

 

Based on the research findings, suggestions are made on how rewarding methods can be 

further developed to motivate the employees of the case company. If the research finds that 

some of the total rewarding methods have small significance to employees, they should be 

removed and vice versa. 

 

1.2. Theoretic framework and key concepts 

 

In this work, we will research the effect of total rewarding on motivation. This will be based 

on the theory of total rewarding (Kauhanen 2012) as well as motivation theories such as 

internal and external motivation and Herzberg’s two-factor theory. Kauhanen’s (2012) model 

of total rewarding divides total rewarding into non-financial, i.e. intangible, and financial, i.e. 

tangible rewards. Tangible rewards are, for example, a performance reward or various 

benefits which are dealt in more detail in chapter 2. Intangible rewards considered to be 

rewards that are for the work itself or in the work environment. In addition, the theory focuses 

on internal and external motivation (Deci & Ryan 2002; Markova & Ford 2011; Niemiec & 

Ryan 2009; Robbins & Judge 2018) and Herzberg’s (1959) two-factor theory.  
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The contents of these theories support each other and hopefully help create an overall 

understanding of the role of total rewarding in motivation within the case company. The 

effect of both tangible and intangible rewarding methods on employees’ motivation is 

supported with the theories used as can be seen from Figure 1 below.  

 

 

 
Figure 1. Theoretical framework of the research 

 

 

This master’s thesis views motivation from the perspective of total rewarding. The 

interviewees have been targeted on the basis of gaining a broad comprehensive view of the 

issue in the case company. The used total rewarding methods in the target organization 

under study are quite various on the basis of the preliminary data. The research gap is the 

context of the motivation of the total rewarding methods in a Finnish import company seeking 

growth. 

The research also focuses on the Finnish context. Consequently, statutory factors such as 

base wages or benefits are not as carefully dealt as they are statutory or collectively 

regulated, while in other countries (i.e. the United States) the same benefits can be 
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perceived as voluntary rewarding provided by the employer. In this respect, there will be a 

Finnish perspective in the research. 

  

In addition, the process of creating and developing a rewarding system is also excluded 

from the research due to its scope. It would require a closer look at the company’s strategy. 

Strategic rewarding is not addressed in this study for the same reasons, other than 

mentioning that rewarding should be in line with the case company’s strategy. The research 

will also exclude the measurement of performance related rewards and the related creation 

or development of indicators, as these form their own broad area of research. 

 

1.3. Case company  

 

The research is focused on an import company based in Helsinki, Finland. This case study 

can provide indicative results on the motivational effects of total rewarding within the case 

company from the employees’ perceptions. At its best, research can focus on areas to be 

developed and provide opportunities for further research. Total rewarding has been chosen 

for the perspective of the thesis due to the fact that rewarding has emerged as a significant 

factor in employee motivation as well as the CEOs interest in doing research about the 

matter in the case company. There have been scientific debates on motivation at work 

during recent decades. This research will hopefully enable a better view on this subject 

within the company. (Kao & Kantor 2004)  

 

There are altogether eight employees working in the case company including the CEO, 

incorporating women and men from ages of 24 to 49. As the research will be done to the 

whole company, possible results are relevant to the case company. The CEO and seven of 

the employees will be interviewed for the research. The study is conducted as a case study. 

Thus, it will provide accurate information on the subject under research. We should bear in 

mind that the analysis involves the subjective experiences of individuals in their own 

workplace. Opinions about the total rewarding system and motivation vary considerably and 

the results are mainly indicative. However, research findings can help to better understand 

the motivation factors of rewarding from the perspective of the employees within the case 

company.  
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The effect of rewarding in motivation will be researched by qualitative interviews conducted 

to the case company followed by careful analysis of the responses. This research explores 

a phenomenon; thus, qualitative research methods are to be used to achieve deeper 

knowledge regarding the matter (Eriksson & Kovalainen 2008, 5). To achieve a deeper 

knowledge on the role of rewarding methods, the empirical approach of the thesis will be 

made on the basis of theme interviews which is the most used data collection method. The 

empirical part of the work is fully implemented by means of a case study. A case study is an 

empirical research method that aims to provide deep understanding of an individual case 

(Metsämuuronen 2006, 88-91). Thus, Case study method was chosen because the aim is 

to study the case company as deeply as possible. The analysis of the research is conducted 

based on theory. Thus, we first introduce the theory to which we return to when analyzing 

the data. Content analysis was used to analyze the empirical data.  

 

The gathering of the research material was done by thematic interviews. A thematic 

interview is an extremely effective method due to the possibility of directing the interview 

without controlling it throughout. (Koskinen, Alasuutari & Peltonen 2005, 105) Chapter 4 will 

deal with research methods and data in more detail. The current state of the total rewarding 

model was created in the theme interview with the CEO. In addition, employees were asked 

to present most motivating rewarding methods on a scale from 1 to 7 to achieve clearer 

knowledge. 

 

The objective of the interviews is to clarify the existing rewarding methods’ influence on 

employee motivation as well as the relation of tangible and intangible rewarding as 

motivators. All factors of the total rewarding system will be carefully elaborated. In addition, 

all interviewees were offered to express improvements. The aim of high-quality data 

collection is to obtain the most accurate results possible regarding the research problem 

and research questions. 

 

1.4. Structure of the study 

 



8 
 

This thesis contains six chapters in total. The first chapter, introduction, included the 

research objectives, the theoretical framework, a quick overview of the research methods, 

data and case company. The second and third chapters focus on the theoretical approaches 

of the study. Total rewarding - both intangible and tangible rewarding methods are dealt with 

in chapter 2. The third chapter deals with motivation theories; internal and external 

motivation and Herzberg’s two-factor theory. 

 

The fourth chapter starts the empirical part of the thesis. The chosen research 

methodologies will be described, and the material obtained will be explained. We will focus 

on the rewarding methods of the case company in the fifth chapter by presenting research 

findings. After this, the research results will be analyzed more specifically followed by 

answers to the research questions.  

 

The sixth chapter is the summary of the thesis where the findings of the research will be 

condensed. Ultimately, possible further research will be presented. A short summary of the 

structure of the study is presented in the Table 1 below. 
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Table 1. Summary of the structure of the study 
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2. TOTAL REWARDING 

 

Less than 20 years ago, it was generally thought that working life had changed but reward 

systems hadn’t. Rewarding has identified a new phase caused by external changes. The 

financial crisis in 2008, according to Wilenius and Kurki (2012) can be be considered to have 

started the changes. This has led to digitalisation of work, scarcity of material resources, 

globalization, a new generation, an aging population, immigration and increased knowledge 

work (Hakonen & Nylander 2015, 215-225) 

From an individual’s perspective, rewarding is the organization's way to express its 

appreciation towards the employee and how they have performed. From an organizational 

perspective rewarding is an active and goal-oriented guidance for operations in order to 

head towards the company’s objectives. (Luoma, Troberg, Kaajas & Nordlund 2004, 5-36) 

This consists of three key factors; rewarding works as an attraction which helps the 

organization to get the right people for the right job. When this process has succeeded, the 

second factor is to keep the existing employees in the organization. That is done with the 

right kind of rewarding. Lastly, the most vital way to motivate is to reward – to provide 

employees with maximum motivation by rewarding appropriately, thus enabling the 

personnel to put all their resources into the organization. (Shields 2007, 30-55) 

As said, one of the ultimate purposes of rewarding is to motivate employees. It is vital for 

leaders to be sure what kind of behavior they want to motivate or encourage to make sure 

the organization is rewarding the right kind of behavior. During difficult times companies 

want to hold on to their best employees. This is done by rewarding appropriately. Rewarding 

is used as a management tool, because it works as an action guideline for the personnel. 

By rewarding good work performance, companies desire is to motivate and commit 

competent employees. It is also a way to create positive feelings such as pride and joy. 

(Milne 2007; Ferguson & Brohaugh 2009, 358; Vartiainen & Kauhanen 2005, 282; Hakonen 

et. al 2005, 148) 

 Rewarding system is a large concept which can be divided into two categories; tangible and 

intangible rewarding (Kauhanen 2012, 108). There is broad information on rewarding, 

especially on tangible rewarding. Tangible methods are financial such as base pay, bonuses 

and benefits (see figure 2). Intangible rewarding is the other side of total rewarding which is 

rather left behind in comparison. However, its significance is constantly rising. (Kauhanen 
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2015, 114) Rewarding is traditionally seen as a financial benefit for the members of an 

organization. However, according to Linkola’s (2007) modern concept of rewarding, 

intangible rewarding methods, such as employee benefits, career development and 

recognition are also seen as rewarding methods. Other methods of intangible rewarding are 

the possibility to develop, enhancing feedback policy, flexible work schedule or different 

kinds of appreciation as seen from Figure 2 (Vartiainen & Kauhanen 2005, 21). 

The increase of the use of intangible rewards can be correlated with digitalisation and 

technological advances enabling new types of flexible working hours. Motivation models 

now increasingly emphasize intrinsic motivation; the satisfaction of basic needs, the needs 

of autonomy, aptitude, and cohesion. However, the importance of these changes in terms 

of rewarding has still been thought to be unclear. (Hakonen & Nylander 2015, 215-225) In 

addition, millennials expect employees to be flexible and ethical. It is estimated that by 2020, 

millennia will make up up to half of the global workforce, thus making it important to take 

into account their expectations for working life. (Varpula 2018) 

Varpula (2018) adds that millennials’ expectations from their employer are different to those 

of previous generations. They expect to be treated primarily as individuals, not as part of a 

large crowd. Individuality can be emphasized, for example, by providing employees with 

education on things that interest them and where they want to develop. For millennials, 

corporate culture is of great importance and they want to work in a company whose values 

meet their own. The company must operate transparently and fairly, and the employer's 

ethics must be able to be trusted. Younger employees are often accustomed to low 

hierarchies, and working life is expected to have varied tasks performed in teams and 

networks. 

 

Every organization defines its own rewarding system. Its function is to both support the 

organization's strategy and motivate employees. In order to have a working rewarding 

system, it is vital to know the employees by listening to them and offer a rewarding system 

that they truly value. (Hakonen et. al 2014, 25-37) The ideal situation would be for managers 

to have the opportunity to flexibly and spontaneously reward their employees when they 

perform better than expected (Ferguson & Brohaugh 2009, 361). Unfortunately, it is not 

always possible in real-life business. We will deal with the challenges that rewarding brings 

subsequently in chapter 2.3. 
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Figure 2. Total rewarding model adapted from Kauhanen (2012, 111) 

 

This research will deal with the total rewarding with Kauhanen’s (2012) model. There are 

other existing models of total rewarding, however, this model was chosen due to it’s clear 

and visual representation of total rewarding.  
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According to Bowey and Thorpe (2000), in order to having a functioning rewarding system, 

there are six important elements required:  

• inclusion of employees 

• elimination of non-motivational factors 

• fairness 

• empowerment/reinforcement 

• the relevance of the reward 

• goals.  

 

Employees should therefore be involved in the reward planning, all non-motivating factors 

should be eliminated, rewards should be fair, implementation should be carefully reinforcing 

and encouraging employees, the reward should be valued by the employees and the 

employees should be aware of company objectives.  

 

2.1. Tangible rewarding 

 

Tangible rewards, according to Kauhanen (2012) are financial. He divides tangible 

rewarding to direct and indirect tangible rewarding, as it is shown in Figure 3. Direct tangible 

reward includes basic salary, skills and performance pay. Indirect rewarding may be further 

subdivided into statutory and voluntary reward. As the name implies, statutory benefits are 

defined by law. These include health care up to a certain level and holiday benefits. 

Kauhanen has also included various social security benefits related to cash wages, such as 

employment pension, health insurance, unemployment insurance and accident insurance. 

Voluntary benefits vary from organization to organization. These may be additional 

insurance policies paid by the employer for example, pension, travel, medical expenses, 

insurance, car benefit, meal benefit, housing benefit, telephone benefit, etc. (Kauhanen 

2012, 105–111; Hakonen & Vartiainen 2015,141) 
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Figure 3. Tangible rewarding adapted from Kauhanen (2012) 

 

The effectiveness of tangible rewarding to work motivation has been extensively studied and 

often demonstrated to be short term. The traditional view of rewarding emphasizes tangible 

rewarding which, according to Herzberg's (1959) two-factor theory, can be classified as an 

external motivator. Herzberg’s two-factor theory is discussed in more detail in chapter 3.1.  

 

Most common tangible rewarding method is time-based salary, often referred to as monthly 

salary (Hakonen & Vartiainen 2005, 70). According to Chiu & Wai-Mei Luk (2002), salary 

has two tasks; managing personnel costs and motivating employees. Performance-based 

salary is an essential way to encourage employees and make them feel valued within the 

company (Hulkko, Hakonen, Hakonen & Palva 2002, 14). Chiu & Wai-Mei Luk (2002) state 

that with performance-based salary, companies can encourage employees towards more 

efficient goal-oriented organization. Rynes’, Gerthart’ & Minette’s (2004) publication states 

that money is a vital source of motivation to most people, therefore, it has positive effects in 

rewarding.  
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Positive performance-based outcomes are less absence among employees, reduction in 

costs, higher productivity and commitment (Hakonen et al. 2005,122). Hulkko et. al. (2002, 

14) state that a key part of successful tangible rewarding is performance-based rewards. 

Organizations are increasingly interested in performance-based bonuses and the use has 

increased since the 1990s (Hulkko et. al 2005). Its purpose is to encourage employees and 

at the same time be profitable to the organization. Ideally, performance pay increases job 

motivation among employees. Performance-based rewarding is linked to pre-defined 

objectives and uses a monetary value to achieve or exceed goals. They are usually paid 

less frequently than salary, may concern several persons or the entire personnel. The basis 

for the reward may be financial, quantitative, efficiency, quality, development, innovation or 

other goals. (Kauhanen 2010) 

 

Outlining the manner and magnitude in which pay influences employee motivation and 

performance has been one of the most controversial and interesting issues in compensation. 

The centre of attention has been whether or not tangible (i.e. ‘extrinsic’) rewards have 

positive or negative effects on employees’ attitudes and performance. (Boxall et. al 2008, 

346) As mentioned before, the traditional view of reward emphasizes tangible rewarding that 

can be classified as an external motivator according to Herzberg's (1959) two-factor theory 

and internal and external motivation theory. These theories are discussed in more detail in 

chapters 3.1 and 3.2. 

 

Many theoretical perspectives have been used to understand and explain the mechanisms 

by which tangible rewards have a positive effect on individual performance and motivation. 

Most known theories are expectancy theory (Vroom 1964), reinforcement theory (Skinner 

1969), goal-setting theory (Locke 1968) and agent theory (Jensen and Meckling 1976). 

There are also theories that challenge the basic assumption that pay impacts positively on 

employee performance, such as cognitive evaluation theory or CET (Deci and Ryan 1985). 

(Boxall et. al 2008, 346)  

 

However, a study by Camerer & Hoghart (1999) gave discordant results on performance-

based salary and its effect on work performance: tangible rewarding didn’t have a significant 

impact on an individual's motivation level. On the contrary, in some cases, it can affect 

negatively. Herzberg (1987) states that external incentives weaken intrinsic motivation 

substantially. This leads to inferior work results due to weaker motivation. According to 
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Maslow's hierarchy of needs, money is motivated by lower-wage jobs, but the importance 

of wages as a motivator decreases the higher the level of the need hierarchy. (Spitzer 1996, 

45-46; Maslow 1943, 374)  

 

Tangible rewarding should be considered in addition to intangible rewarding because 

together they form an interrelated whole.  

2.2. Intangible rewarding 

 

According to Giancola (2011), as early as the 1970s, the enrichment of work was a popular 

topic in HR. According to experts, the dissatisfaction of employees was due to the nature of 

jobs because many described their work as boring, repetitive, unchallenged and 

meaningless. Hence, it was reasoned that job enrichment and less control would lead to 

more profitable and satisfied employees. Therefore, in terms of pleasure, motivation and 

well-being at work, intangible rewarding is essential.  A manager’s role is greatly 

emphasized in intangible rewarding and they are generally found to have a significant 

influence on employee motivation (Hakonen et al. 2014, 36, 89; Viitala 2004, 162-163).  

 

There has been much less research on intangible rewards than tangible rewarding. 

However, studies have found that the younger generation, in particular, values opportunities 

to develop and flexible working hours more than financial rewards (Moisio, Sweins & 

Salimäki 2006). In addition, studies on rewarding state that the use of intangible rewarding 

will increase in the future as it has become a competitive asset for companies. (PwC 2011; 

Hakonen 2015, 10)  

 

Intangible rewarding is anything but money and is seen as an essential part of the well-being 

of personnel. They are often referred to as psychological or non-financial rewarding. Often 

intangible rewarding isn’t even perceived as rewarding neither is it officially documented. 

However, intangible rewards are to a large extent a vital part of the organization's reward 

system. Intangible rewarding can often be seen as a free rewarding method which only 

requires understanding of its importance and engagement. They are often based on a 

manager’s commitment, daring and insight. (Hakonen et al. 2015, 30-36) According to 

Kressler (2013) rewarding should be seen as a whole, however with an emphasis on 
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intangible rewards, because few employees will no longer work or leave a company solely 

for the sake of salary. 

 

Psychological rewarding is a vital part in creating job satisfaction and commitment (Hakonen 

2014, 35-36). Some motivation theories don’t, in fact, find wage incentives important; 

Maslow’s (1954) hierarchy of needs -theory expresses that after one’s most essential 

physiological needs are fulfilled, wage incentives aren’t relevant anymore. Peltonen & 

Ruohotie (1987, 44) state that as these basic needs are fulfilled, salary doesn’t serve as a 

guide in work behavior anymore. Motivation theories argue that as income level rises, the 

importance of financial rewards diminishes and the relevancy of other factors, such as 

possibility to develop, flexible working hours, appreciation, increases. (Kauhanen 2012, 111-

134) However, it is also important to acknowledge that Maslow’s theory has been widely 

criticized over the years. (Lawler & Suttle 1975, 39-45) 

 

 
Figure 4. Intangible rewarding adapted from Kauhanen (2012, 111) 

 

Intangible reward is a broad concept and it is almost impossible to name everything it 

contains. Common ways of providing intangible rewarding are:  
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1) challenging and engaging job roles 

2) employee autonomy 

3) quantity and quality of work 

4) development opportunities 

5) receiving and giving feedback 

6) corporate culture 

7) balance of work and leisure time 

8) flexibility of working hours 

9) job security 

10) working environment 

11) encouragement and consideration 

12) career progression 

13) opportunity to participate. (Hakonen et al. 2014, 36, 89; Viitala 2004, 162-163.)  

These factors above will occur in Kauhanen’s total rewarding model and motivation theories 

dealt with in this research. 

 

As Figure 4 illustrates, Kauhanen (2012) divides intangible rewarding into career and social 

rewards. Career rewards include work itself, flexible working hours, possibility to develop 

and career opportunities. Social rewards, on the other hand, include status symbols, 

feedback, acknowledgments and recognition. (Kauhanen 2015, 119) Subsequent chapters 

will deal with these factors in more detail. 

 

Intangible rewards can have a significant impact on employee motivation, well-being, 

commitment and attracting new employees. Many of the latest researches have in fact 

indicated that intangible rewarding methods often have the largest impact on people. 

(Hakonen et al. 2015, 30-36; Vartiainen & Kauhanen 2005, 21 & Boxall et. al 2008, 304)  

 

2.2.1 Social rewards  
 

Social rewards cannot be measured in money. They are recognitions that cause delight and 

motivation among subordinates. They make employees feel important and valued in a work 

community. Visual representation of the division between social and career rewards is seen 

in Figure 4. 
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Recognition and thank you 

 

Recognition and saying “thank you” are keyways of social rewarding. According to Rauch 

(2005, 26), an employee’s self-esteem and work motivation increase if he or she feels that 

the organization values his or her efforts.  

 

A public recognition or thank you within an organization is often found equivalent to a small 

salary increase. In the Finnish work community, recognition is given too rarely, even though 

it costs nothing. In most cases, only the unsatisfactory work gets feedback from clients or 

supervisors. (Kauhanen 2012, 135) In addition, giving public recognition doesn’t fit the 

Finnish organization culture due to the potential fear of jealousy among co-workers, though 

it is a very effective way of rewarding (Viitala 2004, 286). A manager's sincere gratitude for 

good performance and success provides a feeling of appreciation and increases 

commitment to the organization (Strömmer 1999, 161). 

 

Organizations could encourage employees to verbally reward each other which would 

create internal recognition among employees. It is important to acknowledge the fact, that 

in the end, people want to feel that the given recognition is sincere, genuine and personal. 

In addition, Milne (2007) states that employees must have a clear understanding on what 

they are being rewarded for. 

 

Feedback 

 

Feedback refers to an individual's knowledge of his or her own behavior. Employees want 

to know what is expected from them at work and how they met those expectations. 

Feedback is used to communicate how well a person is doing at work, how they should be 

developed, what they are expected to do and what they want to do. Constructive feedback 

from work makes an employee feel that his or her work is valued. (Hakonen et al. 2014, 243-

25; Ylikorkala & Sweins 2015, 39) 

 

Feedback works as an incentive function which informs the recipient of any rewards or 

penalties, or as indicative function which guides how they should act. Peltonen & Ruohotie 

(1987, 68) add that performance-based feedback is a powerful incentive because it appeals 

to the individual's higher needs. Viitala (2004,161) adds that feedback is an important 
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instrument to motivate people. Positive feedback has a way of empowering people. When 

used appropriately, it can lead to good results, but it takes practice and skills. Feedback is 

most effective when the employee believes the supervisor has sufficient expertise and the 

employee trusts them. Achieving something successfully increases personal satisfaction. 

However, public recognition makes the satisfaction even more strong. Employees want to 

feel accepted and valued which is why every encouragement adds to their belief in their own 

abilities. (Hyppänen 2013, 150; Peltonen & Ruohotie 1987, 68) 

 

Negative feedback might increase fighting spirit and pursuing better achievement, but it can 

also paralyze and cause timidity. At worst, it can cause one to escape situations where 

failure is possible. People have a natural tendency to see themselves and their abilities more 

positively and competent. Positive feedback is generally remembered more accurately than 

negative feedback. Negative, especially public feedback should be avoided. However, if it 

is not possible, the feedback should be expressed precisely, and possible solutions should 

be thought of right away. (Hagemann 1991, 60; Hyppänen 2013, 151; Salmela-Aro & Nurmi 

2005,144) 

 

Hyppänen (2013, 151) states that by sincere, positive feedback managers can strengthen 

an employee's ability to believe in their talents and increase the feeling of appreciation which 

can lead to increased motivation. Deci & Ryan (2000) have proposed that feedback is one 

of the main elements to motivate employees. Positive feedback should be given every 

chance possible.   

 

As said before, giving feedback is avoided in Finnish culture. Viitala (2004, 161) adds that 

many Finnish organizations tend to think that not having feedback is a good sign, even 

though not giving any feedback might give the idea that the achievement has no value. 

Hearing positive feedback is important in order to learn. Nevertheless, this is often 

misunderstood in Finland. It is important to acknowledge that positive feedback increases 

the tolerance to receive negative feedback.  

 

Status symbols 

 

Status symbols are physical ways of expressing one’s position in the company. Generally, 

employees in high positions within the firm have the best offices, own parking spaces or 
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have a company work phone or computer in use. According to Viitala (2004, 286-290) this 

is a smart way to reward successful employees; they feel appreciated while co-workers will 

work harder in order to achieve the same status. However, caution is also a key concept 

when giving such rewards; it doesn’t necessarily do good for the organization to emphasize 

the value of a particular employee. To avoid feelings of injustice among employees, 

companies should make rewarding as clear and justified as possible.  

 

Viitala (2004, 286-290) adds that each work community has quite a number of elements that 

can be categorized as status symbols such as job title, business cards, workstation, working 

time (flexible or fixed), company car, the number of subordinates, educational level and other 

special rights and services. All of the above give an idea of the position a person has in the 

organization and how much they are valued by top management as well as their superiors. 

 

The significance of status symbols is often underrated. However, for some, it can have a 

profound value. Some are ready to switch pay raise or salary reductions to a status symbol. 

(Kauhanen 2012, 134.) Status symbols have a motivating effect. For employees working in 

senior levels, it may mean a lot to have a dedicated parking space, a secretary, a good 

workstation and a company work phone. If the status symbols are used as a rewarding 

method, there should be a clear, reasoned and transparent policy on its distribution to avoid 

feelings of injustice or jealousy. (Strömmer 1999, 286) 

 

2.2.2 Career rewards 
 

Flexible working hours  

 

Working hours is one of the most important aspects of organizing work. It is a growing topic 

among organizations. Some people appreciate having the possibility to work whenever and 

wherever they want. Thus, flexible working hours are an effective way to reward employees. 

By enabling employees to change shifts and come and go as they want, managers support 

their well-being. Instead of doing the same 9 to 5 working hours at the office, employees 

can work during the evening, night or weekend - wherever they prefer. (Kauhanen 2012, 58) 

 

Fluctuation in working hours allow employees to manage their own schedules. Working 

hours may enable adjustments to be made in the working day so that daylight can be fully 
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utilized. It may also allow special arrangements during the holiday periods. It is argued that 

flexible working hours have several benefits. These include reduced absenteeism, 

increased productivity and reduced overtime costs. (Robbins 2005, 75-76) 

 

Hakonen & Nylander (2015, 37) add that other significant privileges in flexible working hours 

are working from home and prolonged holidays. Also accepting working while commuting 

as working hours is highly appreciated among employees. Manager’s positive attitude to an 

employee's individual work schedules enhances motivation, satisfaction and job 

commitment. However, this is not possible in many companies; many still have strict opening 

hours for example from 8am to 4pm, which makes flexible working hours impossible to 

have.  

 

Work itself 

 

The content of the work itself is an essential factor that affects motivation, especially intrinsic 

motivation. The content refers to what the work itself offers to the employee. It has a central 

effect on a person's motivation; it strongly influences the individual's desire to perform well. 

Interesting tasks that support one’s skills are desired especially among highly educated 

employees. Studies show that people want to be challenged in their job, they want to find it 

interesting and have the possibility to develop both as an employee and a person. This is 

related to the next feature - possibility to develop. (Peltonen & Ruohotie 1987, 24) 

 

The content of work largely determines how meaningful and inspiring the employee feels 

about their job. It is easier to be committed and enthusiastic when a job responds to a 

person's inner interests as well as cohering with the values and personality type. People 

have a natural tendency to seek meaning and explanation for everything they do. If one 

does not feel what they are doing is meaningful, they will not commit to it either. Equally 

important is that the individual feels successful and development in the pursuit of work goals. 

Companies have therefore observed the importance of recognizing the contribution and role 

of each individual in delivering the end result. Finding work significant has a strong influence 

on employee motivation. (Strömmer 1999, 135 & Juuti 2006, 66) 

 

There are processes and ways in which an employee can influence aspects of their own 

work. Possibility to influence can be related to work, pace, working methods, and other work-
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related issues such as rewarding. Possibility to participate in such matters and influence can 

increase understanding and is a commendable way to communicate important issues and 

engage employees from the start. (Hakonen et al. 2014, 233-235; Ylikorkala & Sweins 2015, 

38-39) 

 

Possibility to develop & career opportunities 

 

Opportunities to develop and educate oneself are important factors for employees to 

maintain their well-being and work enthusiasm. For a work-oriented person, work means a 

career and is a key part of life. Here advancing their career, getting new challenges and 

assignments is very important. Work is wanted to be done when it feels relevant. (Hakonen 

et al. 2014, 263-264) 

 

Hakonen et. al (2015, 37-38) state that possibility to develop and career opportunities mean 

different things to people: to some it means formal education, while to others it means the 

chance to develop and learn new fundamentals in the current job. It is in the hands of the 

company to support their employees' chances to develop. Having the chance to educate 

oneself is quite important in Finnish culture, as Finnish society appreciates education and 

qualification.  

 

It is also quite common that employees change organizations in order to develop their career 

and be challenged. Losing a qualified employee is always a loss for an organization. 

Managers should react positively to this and know how to successfully increase career 

opportunities within the organization and make changes within the firm as flexible as 

possible. (Kauhanen 2015, 121) 

 

Ruohotie (1998, 93) adds that career is a process of continuous professional growth 

throughout life. In a changing world of work, careers are no longer just a series of discrete 

tasks that have a hierarchical meaning - there are no more ladders to climb up. Career is 

more and more about the growth of an individual's skills and expertise. It is the job of the 

company to provide a path and framework for its employees. However, contracts and 

commitments between a company to an employee depend on the value that an employees’ 

career development brings to the company and at what cost.  

 



24 
 

2.3. Challenges  

 

Rewarding can bring out many challenges. In order to achieve better rewarding methods, 

subsequent challenges should be monitored continuously.  

 

Hyppänen (2013, 151) states that to increase employee motivation by rewarding, companies 

should know their employees. People react to feedback individually; some are pleased to 

have public positive feedback while some might find it uncomfortable. Feeling uncomfortable 

can be caused by one’s fear of jealousy among co-workers. In these cases managers should 

recognize their employees’ differences, as attitudes and self-esteem affect how the 

feedback is received. In addition, organizations should think about the appropriate time and 

place for feedback. The most crucial factor is the way feedback is given; positive feedback 

can also decrease its value when given too much. All of these factors have to be taken into 

consideration when rewarding.  

 

As mentioned before, intangible rewarding methods increase intrinsic motivation. When 

developing rewarding methods, it is important to take into account that external rewards may 

have negative effects on employee’s intrinsic motivation. Psychological rewards, such as 

the ability to show one’s competence are often more effective than tangible rewarding. 

However, some people are in fact driven by external motivation which can cause confusion. 

Motivation and its creation is a complex phenomenon with many challenges. It is important 

to be aware that to some, power correlates with motivation while others can be motivated 

by having a good team to work with. When rewarding, it is also vital to pay respect to an 

employee's age, gender and life situation when rewarding. (Vartiainen & Kauhanen 2005, 

141 & Hyppänen 2013, 141) 

 

Furthermore, rewarding rules can cause dissatisfaction and feelings of injustice. Adam’s 

(1965) justice theory underlines that people compare their rewards to others in the same 

position. If the effort and the reward are not experienced equal with each other, it causes 

dissatisfaction and possible underperformance. According to this theory, one’s actions are 

most efficient when the reward correlates with the effort put in. Macalau & Cook (2001, 5) 

state that rewarding has to be fair, transparent and understandable to avoid intentional 

negative effects such as dissatisfaction.  
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Choosing a rewarding method is often based on different indicators that are used to evaluate 

employee performance. Employees might feel that the indicators are unreliable or the 

manager giving the rewards is unqualified for the task. Therefore, it is important for an 

organization to make the set goals clear and how is the performance evaluated. (Moisio et. 

al 2006) However, these indicators often measure factors that are very irrelevant and at 

worst, can cause deterioration in employees’ actions. They can be based on numbers which 

often results in a downturn of quality. Employees will give effort solely on the tasks that are 

possible to measure, while not giving attention to matters that are more difficult to measure 

(Wright, Cropanzano & Bonett 2007). This, in the long run, can reflect negatively in results.  

 

Kohn (1993, 54-63) emphasizes the negative outcomes of rewarding to motivation. 

Rewarding might diminish use of common sense, harm teamwork and act as a punishment 

when goals are not set. Balzac (2014) states that rewarding teams can cause challenges. 

Sometimes rewarding specific team members for their individual performance might be fatal. 

The star performer will try to make themselves look as good as possible, even at the cost of 

a co-worker. This causes internal competition and prevents the development of cooperation 

and trust in the team.  

 

DeMattio, Eby & Sundstrom (1998) also state that rewarding based on teamwork can have 

significant downsides. Potential competition between employees as a result of ream rewards 

can also be seen as negative. The challenge is to create a rewarding system that takes into 

account both the importance of individual performance and a collaborative effort - this is 

neglected by emphasizing individual performance in the rewarding system, even when 

working in teams. 
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3. MOTIVATION THEORIES 

 

Motivation theories seek to explain the sources of people's motivation and its causes. In this 

research, motivational factors are examined from the perspective of Herzberg’s two-factor 

theory along with external and internal motivation theory. By dealing with these two theories 

we are able to provide a more sufficient understanding of motivation within the case 

company. They were chosen to support the research due to their content of intrinsic and 

extrinsic motivation, which will help us answer both first research question and sub-research 

question: ”What is the relation of total rewarding to employee motivation in the case 

company?” and ”How do intangible and tangible rewarding methods contribute to employees 

internal and external motivation in the case company?” These theories will help us with the 

research, highlighting significant phenomenons and explaining the causes of human 

behavior; needs and motives. 

 

Motivation answers the question of why people set certain goals for their actions. The origin 

of the term motivation is from the Latin word “movere”, which means moving (Malmberg & 

Little 2002, 128; Ruohotie 1998, 37). More different definitions for motivation are presented 

in Table 2 below. 
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Table 2. Definitions of motivation 

 
 

Motivation is a force that drives people to action. Work motivation refers to a state of 

alertness that triggers work-related activity and determines the form, direction, intensity, and 

duration of that activity. It is influenced by a person's internal motivation as well as external 

motivation, one of which is rewarding. By identifying employees' motivating factors and the 

factors that influence them, one can find functioning rewards for the company. (Hakonen 

2015, 135 & Ikävalko 2015, 121)  

 

Perceptions of work motivation have changed significantly over time. Back in the beginning 

of 20th century, money was believed to be the main source of motivation for workers. After 

that, the individual's performance was considered to be most influenced by work attitudes. 

During this time Hawthorne (1924) studies took place on working conditions and 

performance. Emotions and their importance in working life have become more emphasized 

and raised interest in the late 20th century. (Latham 2007 & Hakonen & Nylander 2015) 
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3.1. Internal and external motivation 

 

As illustrated in Figure 5, in the research and literature of motivation and rewarding, 

motivation is separated into intrinsic and extrinsic motivation. These are often differentiated 

and linked to intangible and tangible rewarding. (Deci & Ryan 2002, 54)  

 

Rewards and incentives play a big role when talking about how to increase motivation to 

achieve goals. The incentive anticipates the reward and inspires action, while the reward 

strengthens it. Incentives reward internally or externally. One of the key challenges for 

managers is to understand what motivates the employees (Bruce & Pepitone 1999, 132). 

The balance between internal and external motivation factors is essential; a skilled manager 

will find these motivating areas within each individual. These factors may be related to, for 

example, career development, salary, the work community or other motivational rewards 

used in the organization. (Duffy & Dik 2009) 

Intrinsic motivation often springs from the work itself and its content. It can be influenced by 

various concepts such as empowerment, the possibility to develop and work policies. 

External motivation is, as its name implies, motivation due to external factors. External 

motivational factors often have an immediate and powerful effect, but do not last very long. 

Intrinsic motivational factors (motivation through the work itself and its attributes) often have 

a deeper and longer lasting effect. However, it should not be inferred that external motivation 

factors are inferior than internal motivators because both of them are in fact needed. 

(Armstrong 2007)  

Intrinsic motivation is an important concept that reflects a person's natural tendency to learn, 

absorb and internalize. It is often combined with better performance, ability to innovate and 

a deeper learning. Research has shown that intrinsic motivation is linked to psychological 

well-being and independent performance, both academically and in other areas of life. (Deci 

& Ryan 2002; Markova & Ford 2011; Niemiec & Ryan 2009) 

 

Deci & Ryan (2002); Niemiec & Ryan (2009) state that extrinsic motivation is also a central 

part of motivation. While intrinsic motivation is an important concept, not all human activity 

is meaningful and thus intrinsically motivated. External motivation refers to an activity that is 

done because of a separate end result. This could be, for example, an external reward for 
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the job done, or some other goal, such as a career promotion. This means that the goal 

motivates the action, not the action itself, as with intrinsic motivation. External motivation 

requires physical rewards. (Ankli & Palliam 2012, 7) 

 

Cameron and Pierce's (2002) research study adds that intangible rewarding was found to 

lead a greater interest in performance and in the task. Tangible reward also improves 

motivation when offered to people after accomplishing a task or achieving or exceeding 

goals. According to their research, financial rewards have a strong link to employees’ 

external motivation. Motivation is influenced by the fairness, clarity of the employee's 

promotion criteria, and the employee's own experience as to whether career development 

can be affected.  

 

According to Giancola (2011), intrinsically motivating work planning has received too little 

attention in motivating employees.  People may come to work for pay, but they stay at work 

for many other reasons. Recognition works mainly because the supervisor shows 

recognition by giving attention to the employee. The importance of consideration should not 

be underestimated and does not mean simply giving out money, but a thanks may be 

enough. An important part of motivating people is giving people direction and purpose. 

Keeping track of achievements can keep the enthusiasm of the employees up. (Lanhance 

2000) 

 

People driven by intrinsic motivation are more pleased, well-being, committed, creative and 

efficient compared to ones driven by extrinsic motivation. Extrinsic motivation factors are 

described as controlled motivation types which tend to create pressure in accomplishing 

tasks among employees. Having the opportunity to make personal decisions leads to 

empowerment, autonomy and hereby increases the interest in a task. The more a task is 

found interesting, the more one takes responsibility and invests in it. Extrinsic rewards often 

weaken job commitment and decrease achieving work goals. There is a clear correlation 

between intangible rewarding and intrinsic motivation, and considerably of criticism 

regarding tangible rewarding. According to many studies, tangible rewarding methods based 

on performance weaken intrinsic motivation, whereas verbal awards increase it. Intangible 

rewarding methods such as possibility to influence, flexibility in working hours and education 

act as supportive factors in autonomic motivation. Especially the possibility to influence 
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increases the experienced feeling of autonomy. (Hakonen et al. 2005, 151-155 & Deci 1999) 

 

Self-determination theory suggests that some caution in the use of extrinsic rewards to 

motivate is wise, and that pursuing goals from intrinsic motives (such as strong interest in 

the work itself) is more sustaining to human motivation than are extrinsic rewards. Similarly, 

cognitive evaluation theory suggests that providing extrinsic incentives may, in many cases, 

undermine intrinsic motivation. (Robbins & Judge 2018, 145-150) 

 

To sum up; achievement-based tangible rewarding methods are seen as external controlling 

factors that weaken one’s intrinsic motivation while intangible rewarding methods support 

intrinsic motivation as seen in Figure 5. (Hakonen et al. 2005, 148) It is vital or organizations 

to make sure extrinsic rewards for employees are not viewed as coercive, but instead 

provide information about competence and relatedness (Robbins & Judge 2018, 148). 

 

 
Figure 5. The connection between rewarding and motivation (Hakonen et al. 2005, 148) in 

addition to the separation of motivation to extrinsic and intrinsic motivation 
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3.2. Herzberg’s two-factor theory 

 

Herzberg, Mausner & Snyderman (1959) developed their theory in the 1950s and 1960s by 

studying the working attitudes of US accountants and engineers. Studies simply asked test 

subjects to prioritize motivational work-related factors. 

 

The traditional view of rewarding emphasizes tangible rewarding, which according to 

Herzberg's (1959) two-factor theory can be classified as an external motivator. Two-factor 

theory can be considered as a content theory, which is also known as motivation-hygiene 

theory and it deals with hygiene factors and motivators (Figure 6). 

 

Herzberg's (1959) theory is based on the assumption that people have two kinds of needs: 

one type of needs are biological in nature, such as hunger and avoidance of pain. The other 

category of needs are human needs; such as the need to accomplish something meaningful 

and grow spiritually. According to Herzberg's theory, the factors that influence the content 

of work motivation are also divided into two categories: external factors of work (i.e. 

hygienes) and motivators (i.e. work itself) as illustrated in Figure 6.   

 

Hygiene factors eliminate dissatisfaction, but do not increase satisfaction or motivation. 

They are related to work performance, i.e. they are extrinsic factors of work, such as pay, 

working conditions, work atmosphere, managerial relationship and status. Factors that lead 

to job satisfaction and increased motivation are referred to as motivators. Motivators enrich 

the content of work and also define the work context. Such intrinsic factors include, for 

example, taking responsibility for one's own work and gaining recognition for a job well done 

and opportunities for personal growth, learning and development. (Herzberg 1968, 79-82, 

110-119; Viitala 2006, 156) Hence, wages can potentially eliminate dissatisfaction, yet do 

not motivate or generate satisfaction. Herzberg’s theory is familiar to managers worldwide 

and has been quite influential in the field of motivation theories. However, it hasn’t been well 

supported in research. (Robbins & Judge 2018, 132; Hakonen & Nylander, 2015)  

 

The separation between hygiene factors and motivators are listed in Figure 6 below. Figure 

6 illustrates, in accordance with the two-factor theory, the effect of hygiene factors and 

motivators on the formation of employee work motivation. Lämsä & Hautala (2005, 84) call 
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work environment related hygiene factors as dissatisfying and work-related motivation 

factors as satisfying factors. In other words, motivators increase job satisfaction and hygiene 

factors cause dissatisfaction if an employee feels they are poor. The situation is neutral if 

the hygiene factors are acceptable in the employee's opinion.  

 

 
 

Figure 6. The formation of hygiene factors’ and motivators to employee work motivation 

(Lämsä & Hautala 2005) & Herzberg’s definition of hygiene factors and motivators (Robbins 

& Judge 2018) 

 

According to two-factor theory, job satisfaction and job dissatisfaction are two separate 

aspects. The opposite of job satisfaction is not job dissatisfaction, but rather non-job 

satisfaction. Motivators generally affect only job satisfaction and hygiene factors job 

dissatisfaction. However, both factors are needed to make an employee happy. Hygiene 

factors eliminate dissatisfaction when in shape but improving them cannot increase work 

motivation. At most, this achieves a neutral state of dissatisfaction. On the other hand, lack 

of motivation does not necessarily lead to dissatisfaction, but if one wants to motivate 
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employees for better performance, it is done through motivation. On the other hand, the less 

an individual has motivators, the more important the role of hygiene factors are. (Herzberg 

1968, 79-82, 110-119.) 

 

From the research point of view it is intriguing that sufficient wage eliminates dissatisfaction 

but does not act as a motivator. (Herzberg et. al 1959, 81-84; Vartiainen, Hakonen & Hulkko 

1998, 18). In addition, as one of the sub-questions of the research is “How do intangible and 

tangible rewarding methods contribute to employee motivation? ” it is interesting that 

according to Herzberg, intangible rewarding methods are mainly recognized as motivators. 

(Brown & Armstrong 2006, 26) 

 

Herzberg's theory has also been contradictory and criticized. For example, Vroom (1964, 

129) calls into question the qualitative breakdown of theory into factors of satisfaction and 

dissatisfaction. According to him, employees are more likely to consider satisfaction factors 

as their own achievements and factors of dissatisfaction as caused by the work environment 

and supervisors. Labiris, Gitona, Drosou & Niakas (2008) also state that theory has its 

limitations, especially if it is used as a background theory for research in a highly complex 

or multidisciplinary environment. However, two-factor theory provides a clear and easily 

measurable motivation factor. Despite his criticism, Vroom (1964, 130) recognizes 

Herzberg's theory as focusing on how psychological effects affect job satisfaction as the 

greatest issue. 

 

However, according to Lämsä and Hautala (2005, 84), studies based on Herzberg's theory 

have not shown clear evidence of a link between job satisfaction and job performance. 

Furthermore, Pors and Johannsen (2002) state that, contrary to Herzberg's theory, wages 

did not cause job dissatisfaction in their research. 
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4. CASE COMPANY, RESEARCH METHODS AND DATA 

 

The focus of this study is to analyze how does the current rewarding system of the case 

company help generate employee motivation in the case company. The phenomenon is 

researched in the context of total rewarding and motivation in an organizational context. The 

empirical part of the thesis will handle rewarding in the target company from both the CEO’s 

and the employees’ point of view. This chapter will describe the case company, the research 

methods used, how the research data was analyzed and the reliability of the research. 

 

 
Figure 7. Structure of the research 

 

Figure 7 above illustrates the stages of the research starting from planning the research by 

defining the research problem and choosing the research and data collection method. These 

were dealt in the previous Chapters 1-3. After planning the research, research material 

needed to be obtained which was done by preparing the interview questions and afterwards 

conducting the interviews with the case company’s employees. Lastly and most importantly 

this research will analyze the research data obtained in Chapter 5. Conclusions will be 

presented in Chapter 6. 
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4.1. Case company  

 

The case company is a fast-growing importer of concrete formwork solutions and supplies. 

The target organization operates in a rapidly evolving industry that faces increasing 

competition and changes in its operating environment, as future uncertainty creates the 

need to develop current operations. It was the interest of the CEO of the organization to 

explore total rewarding and its effect to employee motivation within the organization. Another 

factor influencing the selection of the target organization was the researcher's existing 

contact to the company. 

 

The information in this section is based on information obtained from the company's website 

and interviews made. The case company is an import company located in Helsinki, Finland. 

The selection of the target company in the study was due to existing contacts within the 

company and the company’s willingness to achieve a deeper knowledge on their total 

rewarding methods effect on employee motivation. The company’s name is not mentioned 

in the research due to their wish to remain anonymous.  

 

The case company consists of the CEO and seven employees. The interviews were 

conducted to them all, which will, at best lead to increased knowledge of total rewarding 

methods and the influence to employee motivation within the company. A more precise 

display of the interviewees is presented in Table 3. 

 

The interviewees were both the CEO and the employees of the case company. The 

interviewees represented the whole case company under research. The interviewees 

included managers who had plenty of experience in business, as well as younger employees 

with less experience. Two women and six men participated in the interviews. The current 

employees with a manager title all had long work history in different business companies. 

On average, the interviewees had worked for four years within a company with a total of 

seven years of previous experience as managers.  
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Table 3. Interviewees 

 
 

4.2. Research methods 

 

This research is interested in the subjective experiences of the employees of the case 

company. The purpose of this study is to analyze how total rewarding methods generate 

employee motivation. Qualitative research is comprehensive in nature and the research 

material is compiled in natural situations from a research-relevant target group. The 

collected material is considered unique and interpreted accordingly. (Hirsjärvi & Hurme 

2010, 151-155). 

 

Using qualitative methods to study this phenomenon in the company is justified by the fact 

that the object is to achieve deep understanding in the case company, rather than 

generalizability. Qualitative research examines the subject comprehensively, which suits the 

research goals of this thesis. The word qualitative often gives misleading insights into 

qualitative research, thus, it is vital to emphasize that qualitative qualities refer to versatile 

information, understanding, meaning, causal relationships or character. Due to fact that the 

purpose of this research is to gain deep information, makes qualitative research the most 

suitable method to use. Instead of focusing on what people say, the goal is to understand 

what they truly mean. Qualitative research is thought to be very unique and difficult to 
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replicate. Hence, it is characterized by expressive richness, multilevelness and complexity. 

(Alasuutari 2001, 32-39; Hirsjärvi, Remes & Sajavaara 2009, 156-161) 

 

This research is done as a case study which is an empirical research method that aims to 

provide deep understanding of an individual case. The case under research can be almost 

anything. Case study is characterized by researching natural occurrence, doing holistic 

analysis, interest in social processes, the use of a various literature and methods and 

utilization of previous research. Case study is well suited to answering questions like ”how?” 

and ”why?”. (Metsämuuronen 2006, 88-91; Laine, Bamberg & Jokinen 2007, 9-11)  

 

When researching total rewarding systems, it is important to bear in mind that it is suitable 

in the context of the case company. As said, the objective of a case study is to increase 

understanding of the case under research. Thus, successful total reward systems are not 

transferable as such from one organization to another but require customization to meet the 

goals of the company and its employees. 

 

The interviews were thematic and semi-structured in order to enable free discussion. Theme 

interviews allow more informative and free discussion within the context of the interview 

topics. The purpose of a semi-structured interview is not to provide ready-made answers for 

the interviewee, but rather let the interviewee formulate the answer in their own words to an 

open question. The interviews were designed in a way that they provided an opportunity to 

elaborate on the subject through more specific questions when it was relevant to the 

research. The theoretical basis used in the thesis was taken into account in the planning of 

the interview questions. (Eskola & Suoranta 1999, 86; Puusa, Reijonen, Juuti & Laukkanen 

2014, 85-86; Hakonen & Vartiainen 2005) 

 

The biggest challenge is making a high-quality analysis from the material.  However, a 

thematic semi-structured interview makes it possible for the interviewer and the interviewee 

to have a discussion; ask questions, clarify and correct things during the interview - the order 

of questions is flexible. In addition, face-to-face communication always includes the ability 

to observe. Observation provides additional information, if any, to supplement the interview. 

Interviews also have its drawbacks. First of all, it takes a lot of time. It requires experience 

and skills to enable a flexible and free interview situation. Due to this reason, the interview 

is often considered to contain many possible errors.  The interviewee's characteristics and 
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propensity to provide socially desirable answers is also harmful in an interview. (Hirsjärvi & 

Hurme 2010, 34.) Therefore, staying anonymous might help and an interviewer must have 

in mind that interpretation of results and the precise analysis is more relevant than the size 

of the material. (Eskola & Suoranta 1999, 18-20; Tuomi & Sarajärvi 2009, 73-74) 

 

Kauhanen’s (2012) total rewarding model (Figure 2) and the case company’s total rewarding 

model (Table 5) were used as a guideline for the interviewees. Both models were sent 

beforehand to the interviewees and were visible during the interviews. The researcher 

became familiar with the current company’s total rewarding model in the interview with the 

CEO. 

The original interview questions contained a question to the employees: Which rewarding 

method do you find most motivating? (see Kauhanen’s figure for further clarification). Due 

to the occured difficulties of the employees to express the most motivating rewarding 

method, they were all asked to present seven of the most motivating rewarding methods in 

an order from 1 to 7, seven being the most motivating and one the least. The scoring of the 

rewarding methods and making comparisons between them helps finding the most 

motivating factors in the case company’s rewarding model. This was intended to bring added 

value to the research and will be presented in Figure 8. 

4.3. Analysis of research data  

 

The objective of this research is to find out how total rewarding influences employee 

motivation. It will help detect whether there are differences between employees’ perception 

on the influence of total rewarding to motivation. This will lead us to our main objective, 

helping the case company to find out which factors truly motivate and at best, create a better 

motivating total rewarding model to employees. 

According to Eskola & Suoranta (1999, 137) there are three ways to approach data analysis. 

Firstly, analysis can start from the data, thus, the theory is based solely on the data. 

Secondly, the theory can be built with the analysis made from the data which, however, is 

not entirely based on any model. The third option is to conduct an analysis based on a 

particular theory. In this research we first introduced the theory, which we return to when 

analyzing the data. Hence, we followed Eskola’s (1999) third way in analysis of the material. 
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For the analysis of the empirical data, I used content analysis to create a meaningful, clear 

and coherent set of information on the phenomenon under investigation drawing 

conclusions from it. Content analysis is a basic method of analysis in qualitative research. 

Content analysis can be used to analyze, for example, interview material objectively and 

systematically. (Tuomi & Sarajärvi, 2009) 

In qualitative research, the material is analyzed whilst collecting the material, i.e. the analysis 

takes place in various stages in the research process. When interviewing, I immediately 

wrote down the most relevant themes or issues that emerged, combining them with the 

theoretical framework already written. In addition, during the phase of transcription I made 

several notes about the interfaces between the interviews and the theoretical framework. 

The actual brainstorming took place after the interviews started. In the analysis, I tried to 

combine previous knowledge and new data using theory-based analysis. This can also be 

called abductive reasoning. It has theoretical connections, but theory mainly serves as an 

aid to the analysis. In abductive reasoning, the researcher can try to validate ready-made 

theoretical leadership ideas with his data. (Hirsjärvi et. al 2010, 221-223, Hirsjärvi & Hurme 

2010, 136; Tuomi & Sarajärvi 2009, 95-99). 

The first interview was conducted with the CEO of the case company. A face-to-face 

interview on February 11th, 2020 that lasted about 62 minutes. The interview questions are 

found in the attachments of this paper. The second phase of the interviews involved 

interviewing seven employees of the company – learning and understanding their thoughts 

of the total rewarding system and its effect on their motivation. The duration of the interviews 

with the employees were 41-52 minutes, making the average interview time 47 minutes. The 

interviews were conducted during the week seven of 2020: from February 11th to the 14th 

at the case company’s office in Vantaa. All interviews were recorded and carefully 

transcribed. 

Due to the interviews being conducted as theme interviews, the interviews were analyzed 

by dividing them into themes in order to break down the analysis, focusing on what was said 

about each theme. I then began to analyze the data by dividing it into parts. The themes 

were based on the total rewarding model (Figure 2). 

For example, all comments on intangible rewarding were categorized separately in one 

group. As the questions were different with the CEO and employees, it was easier to look 
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at the relation between their answers regarding the topic. When intriguing information was 

found in the material, more related comments were searched from other interviews. Thus, 

the material was clearly structured by topics and the results were easier to find and analyze. 

 

During the interviews, the most significant elements spoken by the interviewees were 

highlighted in different contexts and they were broken down according to themes. After 

transcribing the interview material, notes were made of the interviews followed by combining 

direct quotes from the material according to the themes. Furthermore, searched quotes from 

the material were placed under the themes, pointing out the most relevant quotes for the 

final research result, picking up similarities and differences. Chapter 5 is a summation of 

these quotations and its meanings. It consists of comments of the interviewees and the 

correlation it has with the theoretical material. During the analysis phase, notes were made 

on the points of the theoretical framework, which were clearly related to what interviewees 

had said.  

 

As stated previously, the interviewees were additionally asked to present seven of the most 

motivating rewarding methods in an order from 1 to 7. A more detailed discussion between 

the theory and empirical research takes place in Chapter 5 and 6.  

 

The analytical part of the research was very time consuming and challenging, however, the 

literature on research methodology guided me throughout the process. 

 

4.4. Reliability and generalizability of the study 

 

When conducting a research, the aim is to select the measurement instruments that 

examine the variables under investigation in the best and most accurate way. The concepts 

of reliability and validity, which are the most important psychometric characteristics in the 

process of the meter evaluation, are related to the selection and evaluation of these metrics. 

(Hirsjärvi et al. 2009, 216-217)  

 

Reliability  
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There are many ways to evaluate reliability in qualitative research. Reliability refers to the 

consistency of a result, and validity refers to the accuracy of conclusions or interpretations 

of a result. Reliability refers to the repeatability of a measurement, i.e. the ability of a 

measurement to give random results. Another aspect of the reliability of qualitative research 

is generalizability or transferability: the possibility to generalize or transfer the results of the 

research to other subjects or situations. (Johnson & Christensen 2004, 132; Hirsjärvi et. al 

2009, 226) 

 

The collection of the research material was systematic, which enabled obtaining good and 

reliable information for the research. The anonymity of the interviewees certainly enabled 

trust. The interviewees dared to be more open and honest in the interview situation.  

When conducting scientific research, the aim is always objectivity. Hence, the results of the 

research should be the same regardless of the researcher. In qualitative research, the 

analysis of the material depends on the researcher's abilities and creativity. However, 

interpretations of the material must not be based on random sampling by the researcher, 

they must be systematic. All knowledge is subjective at some level, with the researcher 

deciding on the research. Objectivity in its traditional sense is very difficult and even 

impossible to achieve. (Tuomi & Sarajärvi 2004, 20) This impartiality becomes a question 

when considering whether the researcher seeks to understand and hear the interviewees, 

or whether the researcher filters the interviewees' opinions with their own perceptions when 

listening and observing. According to Hirsjärvi et al. (2009, 160) a person poses questions 

and interprets things from their point of view and according to their current understanding. 

 

This research is a case study which effects significantly to the reliability of the study. The 

content of the interviews given will be influenced by the selected target group. In this case, 

we the target group was the whole company - the CEO and seven of his employees. Thus, 

the survey will hopefully give an accurate presentation of the case company’s views on 

rewarding and its motivation, as 100% of the group were interviewed quite extensively on 

these topics.  

 

Having no relation with the case company, I believe this makes the research more reliable 

in comparison to a situation where the researcher is working within the company under their 

own study. In this case, the theoretical perspectives and limitations were chosen due the 

researcher’s own wants and were not affected by the case company. The theory was written 



42 
 

without the members of the case company reading it. They were first concluded in the 

research when interview questions were created and sent, without any knowledge of the 

background of the thesis. On the other hand, not knowing the company personally, I may 

not necessarily be aware of the work community. It would have, at best, enabled a deeper 

understanding, which is not necessarily possible as a complete outsider during short 

interviews. According to Eskola and Suoranta (1999, 17), recognizing and determining one's 

own subjectivity achieves objectivity. 

 

By thoroughly describing the objectives of the research the aim was to positively influence 

the reliability of the research. In addition, the total reward model and its concepts were 

presented to interviewees as clearly as possible both before and during the interviews. The 

interview questions themselves were formed around the key concepts of the study, using 

information from the literature review. During the interviews I internalized my role as a 

researcher and gave space to the interviewees. All interviewees were reminded that what 

was discussed is confidential and will remain between the interviewer and interviewee. Due 

to the sensitivity of the subject, all employees wished to stay anonymous. During the 

interviews the questions were presented in a way that wouldn’t influence the answers. As 

the interviews were semi-structured and thematic, the same main questions were asked to 

all interviewees. However, some of the interviewees were asked follow-up questions that 

would help obtain relevant information to the research. 

 

Generalizability  

 

In case study generally, the question of generalizability of the research results often arises 

due to case studies naturally describing solely one case. There is a will to generalize a done 

research and hardly any interest in the specific case being investigated. The material was 

collected under the guidance of a theoretical framework, which, according to Eskola and 

Suoranta (1999, 65), can be seen as an example of a general situation. It is almost 

impossible to directly generalize the case study, however, it can be used to elucidate 

broader phenomenons and issues. (Leino 2007, 226). 

 

It is essential to acknowledge the fact that this is a case study which means it studies all 

aspects of one case. The aim is to obtain in-depth and detailed information from a small 

number of people as comprehensively as possible. The purpose of the case study is not to 
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get an idea of how common something is, but rather to understand how something is 

possible or how something happens. (Ojasalo, Moilanen, & Ritalahti 2010, 52) 

 

Laine et. al (2007, 78-80) state that generalizability can be divided into statistical 

generalizability and analytical (theoretical) generalizability. Statistical generalizability is 

related to statistical researches and how well does the sample represent the population. A 

case study’s objective can be considered to achieve an analytical generalization rather than 

a statistical generalization. Analytical generalizability means making theoretical and 

analytical generalizations that are valid over the case studied. The generalizability of this 

study is therefore based on analytical generalizability. 
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5. RESEARCH FINDINGS 

 

This chapter will present the research findings of this case study. The analysis and the 

results will be reported in as much detail and accuracy as possible. The purpose is to 

describe the total rewarding methods used in the case company and how the total rewarding 

methods relate to employee motivation. The analysis of the data is based on research 

questions, themed interview questions, as well as motivation and total rewarding theories 

presented previously. The results of the study are based solely on the data gathered from 

the interviews. Thus, the results have been obtained by analyzing the empirical data of the 

study. It is important to bear in mind that this is a qualitative study, hence, the analysis of 

the data and the results are based on the researcher's interpretation. 

 

The research questions to be answered by the obtained data are presented in the Table 4 

below: 
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Table 4. Research questions of the study 

 

Research question Objective 

1. How does total rewarding influence 
employee motivation in the case company?  

With this question, we will try to discover what 
kind of impact do rewarding methods have on 
the employees' motivation of the case company. 

2. How do intangible and tangible rewarding 
methods contribute to employee motivation 

in the case company?  

This research question will help determine the 
relation between intangible and tangible 
rewarding and their contribution to employee 
motivation. Internal and external motivation 
theory and Herzberg’s two-factor theory will 
help us support this research question. 

3. How can intangible and tangible 
rewarding be improved in the case 

company? 

Based on the research findings, suggestions 
are made on how rewarding methods can be 
further developed to motivate the employees of 
the case company. 

 

First, we will get acquainted with the used total rewarding methods in the case company. 

The total rewarding model was created together with the CEO during the interview (see 

Figure 8). Subsequently, we will deal with the interviewees’ overall view of the total 

rewarding methods and their impact on motivation from their perspective. The research 

results are processed at group level, so the answers of the interviewees are not separated. 

The results include short anonymous quotes from the interviews. 

  

Key findings and areas for improvement are highlighted in terms of total rewarding methods 

and their relation with motivation. The objective is to provide an overall picture of which 

elements of affecting motivation are positive and which are potentially negative. In terms of 

total rewarding, the analysis focuses on the associated features that, according to the 
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motivation theories presented, manifest themselves either as external or internal rewards 

and as presented in the theoretical part, producing intrinsic or extrinsic motivation (Figure 

5). Finally, we summarize key findings about the current state of the total rewarding model 

and its influence on employee motivation. Quotations are in italics and to distinguish the 

employees’ quotations from the CEO’s, the employee’s comments have been positioned 

further towards the centre of the page while the CEO’s quotes format across the width of 

the page.  

 

A theme interview with the CEO included the creation of the current state of the total 

rewarding model (Table 5) on which we will next have an overview of.   

 

5.1. Current total rewarding model of the case company 

 

The function of this chapter is to present the total rewarding model which was created with 

the CEO. In accordance to him the presentation “[...] is a clear and compact overview of the 

total rewarding methods that are used in our organization”. Every rewarding method will be 

presented in more detail added with both the CEO’s and employee’s comments. 

Subsequently, we will evaluate the total rewarding methods’ influence to employee 

motivation. 
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Table 5. Current total rewarding model of the case company 
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The current tangible rewarding methods used within in the company are listed in Table 5 

above according to Kauhanen’s (2012) total rewarding model. We will undergo every 

category individually. 

 

5.1.1. Tangible rewarding 
 

In the case company, tangible rewarding consists of base salary, skills benefit, performance 

related pay and indirect statutory as well as voluntary rewarding. 

 

”In my opinion the term rewarding somehow always relates to money and salary.” 

 

Base salary 

 

The CEO explained that the base salary is customized to every employee in the company. 

Factors like previous work experience and current job role affect the base salary. All 

employees had a monthly based base salary except for the warehouse workers, to whom it 

was formed hourly. 

 

“I find it fair. If we didn’t have increased base salary for extra effort I would then 

probably say it’s unfair.” 

 

“[...] the difference between our base salaries…would be quite nice to go through 

some day. I’m happy with my base salary… it is motivating, but I would like to know 

more about the differences between us employees.” 

 

“We sometimes do more and sometimes less hours during the month [...] usually it’s 

more which makes the hourly based salary much better for us in terms of money.” 

 

“I find the base salary motivating [...] and attractive. Especially that I can reach higher 

wage. The only thing is that I am aware that sometimes I bring more money to the 

company that I am really paid.”  

 

Skills benefit 
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The skills benefit is affected by experience, education and knowledge. Currently only the 

Sales Manager and HR Manager are entitled to it. 

 

“We’ve been in the field for quite a long time. [...] I find it mandatory. I’ve been working 

for so many years and I know I’m very qualified. Not getting any financial credit for it 

would make me find another job.” 

 

“The system makes me feel valued and that my former experience and knowledge is 

being noticed.” 

 

Performance related pay 

 

The case company uses increased base salary for hard-working, efficient employees as a 

rewarding method. It can be seen as a personal bonus which can get up to a three month’s 

salary. The CEO states that “we’re a fast-growing company and we need strong efforts to 

get out there. This has been very well appreciated by employees and has led to good results 

of the company.” 

 

“If I’m being honest, it’s the reason I applied for this job.” 

 

“[...] extremely motivating. There’s not many of us so our output is recognized.” 

 

“I prefer working in challenging conditions where I need to make quick decisions and 

work under pressure. Time-based salary is the best motivation for me...the faster and 

more efficiently I work, the more I will get paid.” 

 

In addition to increased base salary and personal bonuses, the company uses time-based 

salary as a rewarding method, however, it is a less common rewarding method. The faster 

a certain project is done, the better the wage. 

 

Statutory  
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Part of a statutory tangible rewarding is accident insurance which enables free care at a 

private doctor. The lack of comments can be interpreted that these are in fact statutory 

rewarding methods in most companies. 

 

Voluntary 

 

In addition to accident insurance, the case company offers both health insurance and 

medical expenses insurance for everyone; the executive team is also covered with life 

insurance. Other voluntary tangible rewarding methods are the possibility to have a 

company car as well as company clothing which also suit leisure time. 

 

“It is a big bonus to be able to go to a private doctor when struggling with health. Not 

saying public health care is not good here [Finland] but it makes life easier to be able 

to just book an appointment and go see a doctor right away.” 

 

“I’ve had issues with my back for many years and the medical expenses insurance 

allows me to get private care to old injuries as well...it’s really good.” 

 

“[...] I used to play football and have quite few old injuries so it’s a big advantage to 

be able to see a doctor privately without any fuss.” 

 

“I didn’t think of the company clothing as a rewarding method really...it just makes it 

easy to decide what to wear at work.” 

 

“Driving a company car reduces my annual costs quite significantly [...] it is a big 

benefit.” 

 

“Due to the location of our new office I don’t need a car at all.” 

 

5.1.2. Intangible rewarding 
 

Intangible rewarding methods used within in the company were listed in Table 5 above 

categorized to suit Kauhanen’s (2012) total rewarding model. The following categories are 
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divided to career and social rewards which consist of work itself, opportunities to develop, 

career opportunities, flexible working hours, “thank you” and recognition. 

 

Career rewards - Work itself 

 

It was previously mentioned that intrinsic rewards are related to the content of the work such 

as independence, meaningfulness, diversity, challenge and experiences of success. 

(Luoma et al. 2004). Many of the interviewees, both the CEO and the employees highlighted 

the importance of variability, challenge and responsibility at work.  

 

Challenging and engaging job descriptions, diversity of work and responsibility 

 

The CEO states about work itself that they try to offer challenging and engaging descriptions 

and tasks. Due to the size of the company, work is very diverse. One might often find 

themselves doing a task not related to one’s job description at all. Employees have a lot of 

responsibility; fast-growing company in a dynamic environment requires everyone to work 

as their own manager. He adds that he tries to encourage people to influence the content 

of their own work. “Employees are given freedom and autonomous decision-making and 

responsibility as much as possible”. 

 

"I have days when I have to be on the phone at the office all the time. I love the fact 

that some days I might find myself doing something completely different and 

sometimes in another city as well [...] I would find it very boring to do the same thing 

day to day.”  

 

“It was very clearly expressed already in the interview what the job description is and 

the fact that it’s very dynamic and challenging [...] I knew what I was getting into and 

to be fair, it is the thing that I still like about my job.” 

 

“[...] nobody even knows how my job is done. That’s how independent my work is. I 

love the responsibility [...] however, if I get sick I’m the only person who can do it.” 

 

“Sometimes everybody is so busy doing their own thing making it difficult to get help 

if needed [...] it does feel like a chaos from time to time.” 
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New office and atmosphere 

 

The case company has invested in work environment by changing into a new office with a 

better location. The location was chosen in such a way that everyone can get to work easily 

creating less commuting time as possible. The facilities are well designed for all employees. 

The office is open, enabling an open atmosphere, however, it is designed to have rooms 

where one can work in quiet. 

 

“The new office has made a very big difference. [...] It’s easier to work together and 

have meetings now. It has more space and places to work alone as well.” 

 

“I save 1,5 hours a day in commuting now. That’s almost eight hours a week!” 

 

“I prefer the brightness and big windows and they come in handy during less daylight 

in winter.” 

 

The CEO states that having a good atmosphere is essential in a workplace. “Where there’s 

happy employees there’s good business. I like working where people laugh and joke around 

together. It’s nice waking up in the morning thinking of going to a good atmosphere.” 

 

“Our general atmosphere is very helpful; we help each other as well as we can 

[...] doesn’t feel like I’m alone in this.” 

 

“We are a team.” 

 

“...it is true by the way that money does not motivate me to do everything - the fact 

that I can trust my colleagues and having a good atmosphere makes me want come 

here every day.”  

 

Possibility to influence 

 

The possibilities to influence in a small company are substantial according to the CEO. 

Common game rules are created, and the employees can even influence the content of their 
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work. He adds that 90% of work is designed independently on an employee basis. “We are 

all professionals and we trust each other.” The emphasis on trust among employees is 

implemented from the induction of the company in the beginning of their career. 

 

“The content of our work depends very much on ourselves. In addition to our job 

descriptions we are free to do other things we are interested in.”  

 

This is predominantly based on the culture of the organization; work is largely shaped by 

what the employees are good at. It gives employees unlimited opportunities to influence the 

content of their work, states the CEO. There is also a flipside. He adds that due to the size 

of the company, employees have a lot of responsibility which makes it sometimes impossible 

for them to do other things they are interested as a result of the lack of time. 

 

Career rewards - opportunities to develop, career opportunities and flexible working hours 

 

Possibility to broaden the job description and career opportunities 

 

According to CEO, employee’s development is dependent on having challenging tasks and 

on the fact that work itself forces development, suggesting that the content of the job task 

plays a major role in learning and development. According to Locke and Latham (2006) 

sufficient challenge increases employees’ work motivation.  

 

“Due to the size of the company currently, there’s not much room for career progression. 

[...] there are not many “ladders” you can climb up. However, the size enables doing and 

trying many different tasks without bureaucracy [...] you don’t need to struggle in order to 

get a permission to do something.” 

 

As a practical example of how to develop employees' skills, the CEO tells us about a person 

hired as a warehouse worker. “[...] we found out that he is very good at drawing and 

interested in designing. Now he works as a design engineer, doing handbooks for customers 

of our tools and services. [...] our HR Manager has taken a course on marketing and is now 

responsible for our marketing material and website as well.” 
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The CEO continued by saying “We try to enable our employees to use and exploit their 

strengths very extensively here, if only possible.” At the risk of exploiting the hidden potential 

of the workforce, the CEO sees that taking on too much work (potential overload) may affect 

wellbeing and the motivation to take on extra tasks outside of the core job. 

 

“Many of us have already gone through the whole needs of career progression, where 

we have been doing lots of things. [...] now, in this age, I find it most important to like 

my job, for it to be enough challenging and to have a good atmosphere.” 

 

“I am well aware that I might not be able to climb up a some sort of career ladder 

which would be more likely in a large organization, however, I am constantly 

broadening my job description, learning more and more and having more 

responsibility.” 

 

Performance appraisals 

 

Performance discussions were categorized by the CEO to both opportunities to develop and 

recognition in Kauhanen’s (2012) total rewarding model. Performance appraisals are 

thought to be a vital tool to enable employees’ development according to the CEO. “My goal 

is to act like their coach [...] in the end of the discussion have a plan for every employee to 

understand what he or she needs to do in order to develop at work.” Further, it is seen as a 

moment when the CEO can give recognition, praise and have a good conversation with his 

employee. This aspect of performance appraisals are dealt subsequently in social rewards. 

 

“I have found our discussions very educating.” 

 

“He (the CEO) clearly puts a lot of time and effort in planning our discussions. We go 

through our actions and the company’s situation very thoroughly and it always 

surprises me how much he remembers and observes our work.” 

 

“I’ve always been given some new responsibility after these discussions. Once I have 

even left with a rise of base salary.” 
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Flexible working hours 

 

Normal office hours are from 8am to 4pm with one-hour flexibility. 

 

“I’m not a morning person. If I could choose, I would wake up later and have a late 

breakfast and arrive to work at ten [...] however, nine is good enough.” 

 

“I prefer finishing my workday as soon as possible, especially during the winter when 

it gets dark really early. [...] and arriving earlier than others lets me go through my 

email in peace.” 

 

Many of the employees also have children whom they need to take to kindergarten or school. 

 

“I have three boys and I need to take them all to different schools. That would never 

be possible if I had to arrive at eight am sharp.” 

 

However, working from home is not possible. Much of the work requires a physical presence. 

In addition, according to the CEO, working gets easier due to being able to communicate. 

Communicating via emails and telephones is not appreciated. “We have had a few 

interesting conversations about the possibility to work remotely [...] most of the times it isn’t 

even possible due to the softwares we currently use. I also believe the productivity of work 

is best when working together from the office. It is more efficient, and it adds to the team 

spirit.” 

 

Social rewards - “Thank you” 

 

An open workplace culture 

 

The CEO sees the work culture as open and communicative. This has been emphasized 

strongly and noted since recruiting employees. In addition to knowledge and skills, they have 

tried to recruit people who form a good team. “A positive and open workplace culture creates 

happiness and satisfaction” states the CEO. According to Juuti (1992, 246) work 
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atmosphere usually refers to the combined result of an individual's work attitude, work group 

atmosphere, managerial leadership style and organizational atmosphere. 

 

“We have a good thing going. We all know each other pretty well and are comfortable 

with each other.” 

 

“Coming to work is nice because I know I’m going to see my friends.” 

 

The relaxed and open atmosphere is influenced and maintained by Pizza Friday’s and Team 

Day’s which are organized four to six times a year. On Pizza Friday’s they order pizza to the 

office as a courtesy of the company and have a longer lunch break together every Friday.  

 

“Pizza Friday is a nice way to improve our team spirit. We always have a good laugh 

[...] sometimes after a tough week we are tired and irritated but a simple thing like 

this makes it nice to end the week with.” 

 

“What can you say, food connects people.” 

 

A relaxed atmosphere has enabled a good flow in discussion at the office and has 

sometimes even put out misunderstandings about work. This has affected positively to the 

quality and efficiency of the work. At times, it has also led to new ideas.  

 

Team days have been activities such as bowling, trampoline park and dining. “By organizing 

events outside the office my intentions are to make us closer and get to know each other 

better, which hopefully leads to more motivation”, states the CEO. 

 

“Spending time together outside the office has brought us together as a team [...] it 

has made it easier to communicate and work together knowing each other better.” 

 

“Team Days are always something fun to wait for [...] they spice up work.” 

 

“We have times when we are so busy to even communicate with each other properly 

[...] these events bring us together.” 
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Social rewards - Recognition 

 

Recognition towards the employees has two parts according the interview with the CEO. He 

spends physical time with the employees and is genuinely interested in the employees and 

their work. “I show recognition by showing interest in them, respecting them. I also greet and 

ask how they are.” These factors are thought to be basic prerequisites for recognition and 

respect towards the other person. The CEO emphasized the difficulty of showing the same 

amount of recognition to everyone. “Equality and fair treatment is essential. As a manager, 

everyone must be considered equally. I need to take everything and everyone into 

consideration which can be difficult.” One of the interviewees showed understanding in the 

matter. 

 

“I can imagine it being difficult as a manager. I have seen it quite a bit during my 

career, but I think we don’t have that problem here. You can’t favor a particular person 

no matter how good the chemistry is on a personal level [...] That makes me respect 

him even more.” 

 

“He is an amazing CEO.” 

 

On the other hand, some didn’t show complete satisfaction in the level of recognition within 

the company. 

 

“I would like to have more genuine and relaxed ways of recognition. Sometimes it 

feels forced.” 

 

Performance appraisal 
 
The CEO raised the fact that when he was working as an office manager at a bank, 

performance appraisals easily became an unnecessary routine part of the HR process. 

Discussions took place because HR commanded so. The structure of a performance 

discussion was planned beforehand, and it was the same to every employee. Now, 

performance appraisals are held quarterly and can take up to two hours. The CEO does 

comprehensive preparations to every discussion. Not only before the preparation, but he 
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also observes during the period from the last discussion till the current one, together with 

the whole career line. “I try my best. We are a small company which makes it easier for me 

to be involved in my employees both personally and professionally.” 

 

“I always learn something. He seems like he is truly interested in my well-being and 

development both as a person and employee.” 

 

“I have found our discussions very eye opening. They are work centered; however, 

we discuss many other things not related to work.” 

 

The CEO mentioned that he sees that during the discussion’s employees do not feel 

comfortable in saying the truth if it comes to a sensitive subject. “That is also a reason I 

thought this research might help us find new information.” 

 

“I feel like I am generally very pleased with our company, however, knowing my 

opinions will stay anonymous I am more open to discuss developments.” 

 

Giving and receiving feedback 

 

As stated previously, it is vital to acknowledge what kind of feedback is appropriate for each 

employee. “It is important to think about what kind of feedback works for each employee”, 

states the CEO. In Gagné and Deci’s (2005) study, positive feedback was found to improve 

intrinsic motivation. “I try to give both positive and negative feedback as much as possible 

[...] finding a balance between them is what is difficult. In Finnish culture we tend to say 

something only when there’s something bad to say.” 

 

“We are given feedback during the performance appraisals.” 

 

“We could get more feedback during normal workdays, both negative and positive. I 

would feel better and more motivated when my work is seen and also given 

feedback.” 
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“Once I had negative feedback in front of the whole team which didn’t feel good. 

[...] we don’t get much public feedback which made it feel worse than it would 

normally probably feel.” 

 

As for giving and receiving feedback, the CEO sees that it is done but not enough from one 

employee to another.  

 

“Employee of the Year”- award 

 

This reputable award is given every year to the best employee. The Employee of the Year 

is “highly motivated, has good work ethics and attitude, does one’s job well but also helps 

others and helps creating a good work atmosphere” according to the CEO. The person is 

chosen by voting together. This is a strong public recognition according to Kauhanen’s 

(2012) total rewarding model as well as a status symbol. In addition to these, the award 

consists a bonus with the amount of one month’s salary. “It has been found very motivating 

among employees” he adds. 

 

“It is one of the best rewards we have [...] it is an honor to receive such awards. In a 

way you get more respect.” 

 

“It is a great honor to receive one. In addition to work, your attitude is truly recognized 

as well.” stated the last year’s recipient of the reward. 

 

As the reward consists of pay, one might say it is a tangible rewarding method too. However, 

based on the interviews, the recognition aspect of it was most emphasized and mentioned. 

 

5.2. The impact of total rewarding methods to motivation 

 

One of the interview questions presented was “What is your opinion on the total rewarding 

methods? Do you think they are encouraging enough to try pursuing?” In light of the 

interviews, the used total rewarding methods were acknowledged by the employees. In 

addition, majority of the interviewees found them encouraging to pursue. 



60 
 

“Yes. Definitely.” 

“I think we have a clear understanding on what basis we get rewarded.” 

The interviewees had very different educational and work-related backgrounds. However, 

the interview material revealed a similar attitude among the employees: everyone works 

extremely hard, is demanding towards themselves and has a positive attitude to both life 

and work.  

As said in Chapter 4.2, employees were all asked to present seven of the most motivating 

rewarding methods in an order from 1 to 7, seven being the most motivating and one the 

least motivating. Scoring total reward methods and making comparisons between them, 

helps find the most motivating factors in the case company’s total rewarding model. This 

was intended to bring added value to the research (see Figure 8 below). 
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Figure 8. Motivational aspect of total rewarding 

 

Tangible rewarding methods are illustrated with blue and intangible rewarding methods 

green in the figure above. The answers of the interviewees were quite varied, however, we 

can see there is a strong emphasis on the first three factors as being the most motivating 

rewarding methods. These thirteen methods were mentioned above all other twenty-seven 

existing total rewarding methods in the case company.  

 

It is interesting, as you can see from Figure 8, that performance related pay is seen as the 

most motivating rewarding method scoring 36 points close with customized base pay which 

received 32 points, ranking it 2nd most motivating total rewarding method among 

employees. As stated previously, base pay is customized to every employee in the 

company. Factors like previous work experience and current job role affect its quantity. All 

employees had a monthly based base salary except for the warehouse workers, to whom 

base salary is paid by the hour.  
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"Nobody comes to work if they are underpaid. There has to be a certain level to 

tangible rewarding." 

In the light of the interviews, everyone was satisfied with the pay structure. Performance 

related pay has been received very well by the employees and has led to good results 

according to the CEO. On the basis of the interviews, the rewarding system was very clear 

to the employees and they were all satisfied with the financial aspect of it. However, some 

laid out the interest of knowing how much their colleagues were paid. The employees were 

very aware about their pay and how it was formed, but the transparency isn’t there when it 

comes to knowing about it internally on an organizational level. This might lead to decreased 

or increased motivationess. In fact, according to the study of Burchett & Willoughby (2004) 

finding out one’s salary is lower than others cause dissatisfaction. Ikäheimo, Löyttyniemi & 

Tainio (2003) state that rewarding has to be open and transparent - communicated openly, 

both internally and externally.  

“The salary needs to be in good level and have a certain level of equality [...] not to 

feel unequal.” 

As mentioned previously in the research, tangible rewarding is seen as a cause of extrinsic 

motivation which is a central part of motivation. External motivation factors, in this case, 

base pay and performance related salary, often have an immediate and powerful effect, but 

do not last very long. On the other hand, Cameron and Pierce’s (2002, 125-131) research 

shows that financial rewards have a strong link to the employee's external motivation.  

"People want to be rewarded for doing a good job and the reward needs to be fair." 

According to motivation-hygiene theory, pay is a hygiene factor which only affects 

dissatisfaction. They eliminate dissatisfaction if they are in order, but wages to not motivate 

or generate satisfaction. On the other hand, Hulkko, Sarti, Hakonen & Sweins (2002, 14) 

and Ciu & Wai-Mei Luk (2002) stated that performance-based salary is an essential way to 

encourage employees and make them feel valued. 
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Challenging and engaging job roles was found third most motivating in the case company 

with thirty-one points while diversity of work fourth scoring 20 points. Both are intangible 

rewarding methods according to Kauhanen (2012), Herzberg (1959) and internal and 

external motivation theory. This didn’t come as a surprise. As shown previously in both the 

CEOs and the interviewee’s comments, the employees are given freedom and autonomy. 

Work is also very diverse due to the size of the company. However, there is a gap between 

these factors as diversity of work got 11 points less. Though, we could say that in a way 

these two factors might overlap with each other. Nevertheless, both are intangible rewarding 

methods related to work itself which, according to Herzberg’s theory, are seen as motivators 

which increase job satisfaction (Figure 9). As referenced previously in intrinsic and extrinsic 

motivation theory, these factors are seen as intrinsic which cause intrinsic motivation. 

People driven by intrinsic motivation are more pleased, satisfied, committed, creative and 

efficient compared to ones driven by extrinsic motivation. People may come to work for pay, 

but they stay at work for many other reasons. 

“...it is true by the way that money does not motivate me to do everything - the fact 

that I can trust my colleagues and we have a good atmosphere makes me want to 

come here every day.”  

 

“I spend almost half of my life working, I want it to be meaningful. I want to develop 

as a person and as an employee, and not be stuck doing the same things.” 

 

While intrinsic motivation is an important concept, not all human activity is meaningful and 

thus intrinsically motivated. One interviewee pointed out an interesting perspective. 

 

“[…] for me working is a very obvious thing, I don’t need any carrots. I just like knowing 

I have a regular good cash flow and I like the job in general [...] I want security. I don't 

need anything special to motivate me.” 

 

This interviewee was looking for a steady job with a good income. Work was seen more like 

a must-do event which significance played no value. Another interviewee added: 
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“What I do isn’t very important to me to be honest. As long as I get paid well to be 

able to use it on leisure time. I want work to be not too consuming [...] my leisure time 

is what counts.” 

 

These differences in opinions can be explained by previous researches that different things 

motivate people (Kauhanen 2006, 114). It means that employees' wishes, interpretations 

and values have an impact on the effectiveness of rewarding methods to motivation 

(Ikävalko 2015, 121). 

 

 
Figure 9. Most motivating rewarding methods in the case company combined with the 

theories used in the research.  

Figure 9 illustrates where do the most voted rewarding methods take place in Herzberg’s 

two-factor theory. In addition, the ones in green are intangible and the blue are tangible 

rewarding methods referred to Kauhanen’s (2012) total rewarding model and internal and 

external motivation theory. Factors such as “Employee of the Year” can be seen as a 

hygiene factor as well, as it consists of pay. Pizza Friday was categorized as a hygiene 

factor with it being a social event to bring employees together. This relates to “relationship 

with others” from Figure 6. However, it is seen as a form of recognition and appreciation 

which is a motivator. 
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As stated in chapter 2.2.2., enabling flexible working hours is an effective form of rewarding 

according to Kauhanen (2012) as it supports employee well-being. The case company 

enables one-hour flexibility in working hours, however not the possibility to remotely work. 

The CEO believes working together physically adds team spirit. Self-designed remote 

working generally improves work motivation and quality of life enhancing working efficiency 

and productivity. Good work motivation also reduces absenteeism significantly. (Heinonen 

& Niskanen 2003, 63-64) Despite this, the employees were generally pleased with the 

system. Especially now the employees seemed very pleased as the office has changed to 

a better location. The one hour flexibility is very needed and well appreciated for the 

employees who have children to take to kindergarten in the morning. Nonetheless, enabling 

remote working could lead to better work motivation.  

 

It is important to gain appreciation for work that is done well. This, according to Rauch 

(2005), results in improved self-esteem and work motivation. As mentioned previously, 

“Employee of the Year” award is highly valued and appreciated in the case company. It 

gained 12 points when voting for the most motivating methods, placing in the middle of the 

rank. Employees generally found it very motivating. It combines several different rewarding 

methods, such as recognition, public recognition, “thank you”, bonus and its recipient is 

decided by voting together which, to some extent, means getting positive feedback and 

embracement from colleagues. As stated previously, “thank you” and recognition are one of 

the most effective ways to motivate a person. Showing appreciation and giving feedback 

are a way to motivate employees and direct their work to the desired direction. (Ylikorkala & 

Sweins 2015, 38-39) 

 

Responsibility gained as much votes. The employees gave an overall influence that they 

are pleased with the responsibility they have in their work. The CEO highlighted the 

importance of giving responsibility to employees, especially due to the small size of the 

company - everyone has their own strong specialty and are responsible for it. Increasing 

autonomy and decision-making among employees has shown to increase intrinsic 

motivation for work, i.e. by self-organizing work, people can enhance the meaning of work. 

An employee is motivated, develops one’s work, and gains results when one’s objectives, 

professional support, resources and feedback are balanced. (Hamel 2017, 20-23; Van den 

Broeck, Ferris, Chang & Rosen 2016) Pekka-Jortikka (2016, 46) adds that work-oriented 

Finnish people experience the most important and valuable moments in working life. This 
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finding may explain why independent working and wanting to be able to do work-related 

decision-making were strongly highlighted in interviews. Work is found important and people 

want to have autonomy. 

 

Possibility to broaden the job description, walks hand in hand with responsibility. Broadening 

the job description adds responsibility. It is also an intangible rewarding method gaining 

eleven points as seen in Figure 8.  

“It is great to be able to do things that I am truly interested without any organizational 

borders preventing me to do so [...] The freedom to be able to do this and organize 

my own work is very motivating.” 

On the basis of the empirical study, the case company seemed to have a mediocre 

workplace culture. Most of the interviewees were satisfied with the general workplace culture 

and atmosphere. There was no jealousy among employees detected on the basis of the 

interviews either. However, a few mentioned the lack of feedback on a daily basis being a 

negative factor.  

 

“We could encourage each other more [...] I think we need the CEO to be our role 

model and start giving more feedback. Both negative and positive.” 

 

The open workplace culture is affected by having Pizza Fridays’, Team Day’s as well as the 

CEO’s effort in trying to match the colleague’s personalities’ and work ethic already during 

recruiting. Good workplace atmosphere and culture can, at best, cause an employee to 

experience participation, a sense of belonging and being a member of a group. This will lead 

to higher motivation to put in more effort for the company. (Brown 1998, 90)  

 

“We are a good team.” 

“I love Pizza Friday’s!” 

 “Team Days are always a blast.” 

  

Employees are generally pleased with the possibilities to influence work, its pace, working 

methods and other work-related issues. It achieved seven points in the rank being one of 

the most motivating rewarding methods to employees. “Giving employees the feeling that 

they can influence, and their word matters is all I want.” 
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Medical expenses insurance, company car and Pizza Friday came last in the vote. Both 

medical expenses insurance and company car are both tangible rewarding methods which 

received three and two points. Pizza Friday received one point in the vote. Though these 

total rewarding methods received the least votes, they were still voted by someone in the 

case company. Thus, they are thought to be motivational for someone which still gives it a 

level of importance. Internal and external motivation theory categorizes the first two as 

tangible and Pizza Friday as an intangible rewarding method causing both extrinsic and 

intrinsic motivation. On the other hand, according to motivation-hygiene theory, they are 

categorized as hygiene factors which eliminate dissatisfaction but do not increase 

satisfaction or motivation. 

5.3. Analysis of research findings 

 

General observations emerging in the light of the interviews was that firstly, respondents 

consider their current job to be very stable. This is a good thing for employees and the case 

company as they do not have to spend time thinking about the fate of their workplace. 

Instead, they can focus their efforts on the essential - work. The organization has managed 

to create trust in its employees, especially given the current market situation where nothing, 

especially work, can be considered clear. 

 

Second, the amenity of the work environment is generally thought to be at a good level. This 

is beneficial for the case company because in general it increases commitment and work 

motivation among employees. Third, all questions related to the familiarity of the current 

total rewarding methods yielded quite similar results.  There is suitable knowledge on the 

rewarding methods, though many of them weren’t found as actual rewarding methods.  

 

The problem with rewarding methods that are indirect is that employees do not always fully 

value all the benefits offered. Especially in relation to the costs they impose on their 

employer. Sometimes the benefits achieved are also taken for granted. In order to succeed 

in providing indirect benefits management must know exactly what the staff values and what 

is worth investing in at any given time. In addition, the company needs to think about which 

solutions it will benefit the most and make them as clear as possible to the organization 

(Hakonen et al. 2005, 139–164, Kauhanen 2004, 110-119). The rewarding methods that are 
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not familiar might not have the desired benefits initially planned. This information is useful 

for the organization as some of the employees might take some rewarding methods for 

granted.  

 

Fourth, the direct question of the fairness of the total rewarding model pointed out that 

employees generally feel that it is fair and justified. However, some respondents see that 

the reward system is not transparent enough when it comes to the formation of the base 

salary. Nor is there enough knowledge about the differences of base salary between 

colleagues which has also led to dissatisfaction among some employees. All in all, more 

satisfaction than dissatisfaction arose in terms of the fairness of total rewarding.  

 

Similar results were also obtained when the interviewees were asked about the total 

rewarding methods “Do you think they are encouraging enough to try pursuing?”. The 

majority of respondents felt that rewards were encouraging and that they were generally 

pleased with them. However, there was a couple employees who felt they had not received 

an appropriate reward to compensate their work. However, one needs to acknowledge that 

this is the employees' own views on their contribution, and that view may differ from those 

of the evaluator (CEO). How can employee input be better reflected in rewarding? Could 

this issue be developed to a better direction, for example with different measurement 

systems?  

 

In addition to the importance of total rewarding methods, this study highlights certain factors 

that are significant in terms of total rewarding and motivation. The individuality of rewarding 

is one of the most significant factors highlighted in this study. In fact, individuality was 

constantly emphasized throughout the study from the theory to empirical part. Indeed, on 

the basis of this study it seems difficult to find ways of rewarding that would motivate all 

employees. Some tangible rewards can clearly motivate some employees. However, some 

do not feel that money is that motivating and that other ways of rewarding are clearly more 

motivating. (see Chapter 6.1.1) As highlighted in Chapter 6.1.2, some benefits motivate 

some employees, but for others the same benefits are indifferent. One interviewee 

mentioned that he doesn’t need a carrot or motivators because he likes to work and working 

is normal a “must do” thing for him whilst another interviewee said that work is a place where 

they spend almost half of they day, thus it needs to be motivating and liked. This highlighted 
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the problem of defining motivation and the fact that interviewees may perceive motivation in 

very different ways.  

All in all, when asked about the motivating effects of the current total rewarding model, it 

became clear that the respondents mostly feel that the current total rewarding model is very 

motivating. When asked whether different rewarding schemes were more motivating, it was 

clear that respondents felt that some indeed were. As seen from Figure 8, only thirteen 

rewarding methods were mentioned when voting for the most motivating rewarding methods 

out of twenty-seven. Three of them clearly received most votes: performance related pay, 

customized base pay and challenging and engaging job roles.  

The responses strongly highlighted performance related pay. Initially it came as a surprise 

that customized base pay came second and not first; however, after a short contemplation 

from a researchers point of view, strong work ethic and the desire to work were features that 

combined all employees. Work was found very important - working hard, even more vital. 

The pay structure was very motivating to perform more efficiently and faster. Another feature 

combining the employees was “intrapreneurship” observed. An inner entrepreneur of a 

company may work as an employee in a larger company, but usually perceives their own 

role as such an important part of the success of the company that they feel the same 

responsibility and passion for their work as they would be an entrepreneur themselves 

(Hayton 2005).  

Challenging and engaging job roles receiving third most votes in being the most motivational 

method might correlate to this phenomenon. The employees of the case company worked 

with their own desires. This quality (intrapreneurship) has reflected in the way employees 

work and are rewarded. Due to the employees working so independently and responsibly, 

they have also been given more freedom. They work effectively and purposefully, which 

means that there are no petty moves needed. Lunch is not attended with a stopwatch; 

employees can work very widely among different tasks and carry responsibility. In the case 

company under study the CEO is consciously encouraging employees to work so by 

rewarding effectively.  

In the light of the research, it is interesting that earlier studies found that pay can be 

interpreted as a hygiene factor (Herzberg 1959) which means that money can potentially 

eliminate dissatisfaction but not motivate or bring satisfaction. Based on this study, this might 
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not always be the case. On the basis of the interviews, there were indications of pay acting 

in fact as a motivational factor. Earlier in this study, it was found that few employees will 

work for a company for pay alone and, similarly, leave a company for pay alone (Kressler 

2003 & Lanhance 2000). This argument can be explained by the statement that money itself 

can have several different meanings for employees. 

Based on the research obtained, the employees of the case company have sufficiently 

challenging tasks, responsibilities and at the same time power in decision-making in their 

own work. In the respondents' answers, the biggest motivating factors for the content of the 

work were the meaningfulness and challenge of the work with independence and 

responsibility. In order to maintain motivation, work tasks must be meaningful and 

interesting. Employee's had desires to be able to do exactly what they like. Herzberg’s two-

factor theory shows that this acts as a motivator which leads to motivation and satisfaction. 

According to the Deci and Ryan (2002), the significance of the work itself plays as intrinsic 

motivation which according to Armstrong (2007) has a deeper and longer lasting effect on 

motivation. 

 

Figure 10. The relationship of tangible rewarding methods vs intangible rewarding methods 

as a motivational factor to employees 
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As Figure 10 shows, the research results indicate that when voting for most motivating total 

rewarding methods, intangible rewarding methods received 117 votes out of 190, all in all 

68% of the votes. Whereas tangible 38% (73 votes out of 190). It is interesting that they 

received less than half of the votes compared to intangible rewarding, even though the two 

most motivating methods ranked first were in fact tangible rewarding methods. 

 

The research results might walk hand in hand with previously mentioned motivation theories 

that argue that as income level rises, the importance of financial rewards diminishes and the 

relevancy of other factors, such as possibility to develop, flexible working hours and 

appreciation, increases. (Kauhanen 2012, 111-134; Peltonen & Ruohotie (1987, 44) In 

chapter 2, it was stated that rewarding is traditionally considered to be salary and a tangible 

reward. From the perspective of the employees of the case company, pay was the first thing 

to think of when asked about total rewarding. Thus, tangible rewards are still perceived more 

easily as rewards. However, employees pointed out intangible rewards too and perceived 

them as rewards. 

 

In the literature and research of total rewarding, intangible and tangible rewards have been 

largely distinguished. This breakdown was also used in this study. However, grounds for 

examining them as a whole have also been found. Intangible and tangible rewards have 

been found in the past to have impact on each other and are even interdependent. For 

example, if tangible rewarding is unfair, it may also undermine the effect of intangible 

rewarding. (Morrell 2011) On the basis of this study, this breakdown can somewhat be 

questioned as rewarding methods may appear to overlap in the eyes of employees. For 

instance, tangible rewarding is often seen as a sign of recognition, appreciation or praise 

which are all intangible rewards. 

In the light of the research results in Figure 8, three rewarding methods receiving most votes 

on being most motivational rewarding methods. Figure 11 below illustrates the division 

between three of the most motivational rewarding methods and other rewarding methods. 

Performance related pay, customized base pay and challenging and engaging job roles 

received over half (52%) of the votes and other rewarding methods all together 48 percent. 

This raises the question that are other rewarding methods motivating enough? In an ideal 

situation the vote would’ve been more even between different rewarding methods, thus 
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making them all relevant and motivating to employees. In this case, many rewarding 

methods seem quite adequate and fair to say, unnecessary. 

 

 

Figure 11. The division between most motivational rewarding methods and other rewarding 

methods 

 

Another perspective is that the current total rewarding model strongly emphasizes individual 

performance rather than group performance. Only a few intangible rewarding methods, such 

as Pizza Friday and Team Days were ones that highlighted the meaning of teamwork. 

Creating rewarding models that encourage team effort could result to increased and 

enhanced team spirit and work atmosphere, which at best leads to increased employee 

motivation. Pizza Friday and Team Days were extremely highlighted and liked by employees 

which came as a surprise that they didn’t receive many votes. Although they didn’t receive 

many votes, they were perceived to be important to employees, especially in terms of 

motivation and well-being at work. This could indicate that employees do not find them as 

rewarding methods, thus taking them for granted which is unfortunate. As stated previously, 

the costs they impose on the company is quite high. On the other hand, due to this research 
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we know that employees truly find them motivating, so do they necessarily need to be voted 

separately?  

 

On the basis of the interview, I was surprised by the fact that recognition and performance 

appraisals didn’t score high. They were very appreciated by employees and found important. 

According to Hakonen (2014, 243-251) and Ylikorkala & Sweins (2015, 38-40) showing 

recognition and feedback are a vital part of rewarding. They are found as important means 

of motivating employees and directing their work in the desired direction. Giving appreciation 

and feedback are not only effective but also cost-free ways to reward. They are considered 

to be one of the most important ways of rewarding. Feedback wasn’t considered being at 

an impressive level in the case company, which is something that needs development. This 

will be dealt in chapter 5.5 subsequently. 

 

Against this background, one can draw a conclusion that the CEO has good managerial 

skills. Hakonen et al. (2014, 88-90) talk about good management skills that emphasize 

intangible rewarding in motivating; the opportunity to influence the content of one's work and 

to develop at work, the permanence of employment and working time arrangements. Lawler 

et al. (1975, 151) describe work motivation arising from the characteristics of work such as 

meaningfulness, variability, responsibility and independence of work. Herzberg (1968, 58) 

argues in their research that the content of work itself, influencing work and giving 

responsibility at work create employee job satisfaction as motivating factors. Majority of 

these factors have been highlighted by the CEO and also been found to be satisfied by the 

employees. 

 

Total rewarding methods affecting negatively to work motivation in the case company are 

weak feedback and the lack of transparency on customized base pay. The high 

responsibility, little flexibility in working hours and impossibility of remote working is found to 

have an indirect effect on motivation. Ideas for development will be dealt in the next sub-

chapter. However, the total rewarding model used by the case company is generally seen 

motivating and equitable. 
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5.4. Answering the research questions 

 

First research question was “How does total rewarding influence employee motivation in the 

case company?” to find out what kind of impact do rewarding methods have on the 

employees' motivation of the case company. On the basis of the theory and empirical data 

obtained, total rewarding has a clear impact on the case company’s employees’ motivation. 

However, the effectiveness of rewarding methods to motivation is very individual as 

employees' personalities, wishes, interpretations and values differ. Generally, the 

employees of the case company feel motivated due to the total rewarding model used in the 

case company. As mentioned previously, the rewarding model has not only affected 

employee motivation but employee well-being.  

 

First sub-question of the research was “How do intangible and tangible rewarding methods 

contribute to employees internal and external motivation in the case company?” to 

determine the relation between intangible and tangible rewarding and their contribution to 

employee motivation. In the light of the research, tangible rewarding was found most 

motivating rewarding method together with intangible rewarding as presented in Figure 9. 

The results can be found a bit complicated as employees voted performance pay and base 

pay to be most motivating rewarding methods, however in the bigger picture, intangible 

rewarding received the majority of the votes.  

 

The second sub-question deals with how intangible and tangible rewarding can be further 

improved in the case company. The Figure 12 below is a conclusion of previously dealt 

chapter 5.4 on ideas of development. 
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Figure 12. Ideas of development 

 

Based on the analysis of the research findings, suggestions have been created on how total 

rewarding could be developed in the case company.  
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6. DISCUSSIONS AND CONCLUSIONS 

  

The purpose of this research was to form an overall picture of how does total rewarding 

affect employee motivation and to empirically study rewarding in the case company with the 

help of theory. Based on the interviews, we can draw a conclusion that the objective of the 

research was achieved. This chapter will shortly conclude the research findings dealt in the 

previous chapter. 

  

We set out to explore the experiences and feelings of the employees through three different 

theories and the empirical data obtained from the case company. Based on the findings we 

were able to summarize how the relevance of total rewarding model to motivation was 

perceived in the case company and how it could be improved. 

  

The research findings indicated the multidimensionality and challenge of rewarding. On the 

basis of the theory and empirical data obtained, total rewarding has a clear impact on the 

case company’s employees’ motivation. However, as said previously, the effectiveness of 

rewarding methods to motivation is very individual as employees' personalities, wishes, 

interpretations and values differ. Indeed, one of the main challenges for managers is to 

understand what truly motivates employees. (Bruce & Pepiton 1999, 132) 

  

A more detailed rewarding model should be drawn on the basis of research findings 

presented in chapter 6.3 and the case company’s business strategy. Based on the research 

findings, total rewarding in the case company should be developed to be more incentive and 

the total rewarding model should be made more transparent to all employees. 

  

6.1. Conclusion of the research findings 
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Figure 13. Conclusion of the research findings 

  

On the grounds of the empirical research data obtained, employees found the total 

rewarding system motivating and encouraging. Tangible rewarding methods ranked 1st and 

2nd in being the most motivating rewarding methods. However, intangible rewarding 

methods received majority of the votes (62%) compared to tangible rewarding (38%). Thus, 

tangible rewarding is first seen most motivating as units. However, intangible rewarding 

methods were most motivating as a whole. Thus, we can draw a conclusion on the grounds 

of the theory and empirical data, which shows that when pay is on a good level the 

importance of intangible rewarding increases.    

 

All in all, when talking about motivation and rewarding, and  the relation between tangible 

and intangible rewarding and their contribution to employee motivation, it seems important 

to specifically discuss total rewarding as a whole, as tangible rewarding alone does not 

necessarily motivate, but the combination with intangible rewarding methods creates a 
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interrelated whole, overlapping each other. The rewarding methods which employees 

perceived most motivating were presented in Figure 8, however, on the basis of this 

research, there is no universal answer how to motivate employees. Rewarding is individual; 

therefore, the influence of particular rewarding methods cannot be generalized. 

 

6.2. Practical implications 

 

The development proposals have taken into account the views of both the employees and 

the CEO regarding the potential benefits arising from them. The purpose of the development 

proposals is to further motivate employees and cut down costs from unnecessary rewarding 

methods. The aim is to combine the views of the CEO and the employees to benefit mutually. 

 

Firstly, a more detailed rewarding model should be drawn on the basis of the case 

company’s business strategy. If the case company does not start investing in making 

changes in the total rewarding model, the risk of employees transferring to other companies 

might increase in the long run. Competition for good employees may increase as larger age 

groups retire. If other employers in the same sector reward better, it is difficult to attract 

applicable employees to the case company. Altogether, the risk of losing old, good 

employees may increase. In order to be as successful as possible in total rewarding, as 

mentioned throughout the study, the views of all employees should be taken into account 

when creating a total rewarding strategy. The exploration of these have been initiated in this 

study.  

 

Majority of the employees are older and experienced. On the basis of the interviews, they 

know their value as employees and will not accept any less than they want. In addition, due 

to the size of the company there are not many “career ladders” for employees to conquer. 

This reflects to the need of having challenging and engaging job roles and satisfaction in the 

workplace which majority of the employees are currently satisfied in. However, few 

employees are younger and in the beginning of their career and to keep them motivated, 

rewarding methods should be updated. 
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In the light of the research there are three major factors that would require development in 

total rewarding. These are transparency, flexible working hours/remote working and 

feedback. 

 

As mentioned previously, three rewarding methods were distinctively found as most 

motivating rewarding methods. The case company should focus on creating a rewarding 

model where the motivationess would be equable between different rewarding methods. 

This will, at best, lead to making them all relevant and more motivating to employees. I 

believe the current rewarding model is very motivating, however, it should be more 

transparent. Customized base pay needs to be comprehended by employees - how it is 

formed and what are the differences of wages between colleagues. Right now the 

unconsciousness is causing dissatisfaction among employees and fear, it is not fair. In 

addition, there needs to be clarification on what are the rewarding methods used in the case 

company. Currently factors such as performance appraisals, Team Day’s and Pizza Fridays 

which were praised by employees weren’t even found as rewarding methods initially. They 

have big costs on the employer and by making them clear to employees being actual 

rewarding methods might lead to increased motivation. 

Today, in the current society where almost everyone is very performance-based and works 

to be more and more efficient, we often forget why we are doing this or what is our goal. The 

societal phenomenon for continuous performance and efficiency has caused the need for 

countermeasures as well. Burnout, depression and many other illnesses typical of those 

working at the margins of efficiency have become more common around the world. The case 

company could reward people in a way that maintains their long-term efficiency and ability 

to function as the employees of the case company are very work-oriented, doing long hours 

with lots of responsibility. Commonly in people’s dreams is stress-free retiring revolved with 

hobbies that they have always wanted to do but haven’t got time to. The case company 

could motivate their employees by enabling these dreams to come true during their careers 

by rewarding in a way that employees feel the opportunity not to be in a constant hurry and 

stressed and be able to have hobbies.  

To begin with, the goal could be to create a working time culture with various working time 

models, flexibilities and holidays. This will, hopefully, improve the well-being of employees. 

The employees are eligible for having only one hour of flexibility in working hours. Flexible 

working time and remote working are a valuable asset to use when wanting to balance work 
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and private life and for securing well-being. In addition, flexible working hours will help in 

allocating work inputs to urgent peaks or seasons. Today, flexible working hours are 

perceived as an asset already in recruitment. Usually the more hierarchical and old-

fashioned the organization, the less flexible are the possibilities in rewarding and flexible 

working hours. The case company being a new, dynamic company needs to adapt the 

modern flexible working time. It is becoming an increasingly important role in work.  

Employees voted two most motivating rewarding methods as tangible rewarding. However, 

on the big scale intangible rewarding receiving most votes. Thus, the case company could 

combine these two assets. They could take on a rewarding model that enables tangible 

rewarding to be changed to holidays for example. The employer could consider using 

additional holidays as a means of reward. Other rewarding methods to increase motivation 

by supporting employee well-being could include various activating rewards, such as sports 

and cultural vouchers.  

Lastly, feedback culture should be developed in the company. Feedback should be given 

on a daily basis whereas now it is more focused on performance appraisals that are held 

four times a year. In the light of the interviews, employees want feedback more frequently 

on their work. It will help to guide them to the right direction and make them feel recognized 

and valuable. In Finnish culture people tend to find negative things to say more easily than 

saying something positive. Because the change to giving more positive feedback is not easy 

and is very dependent on a person’s personality and social skills, the case company could 

develop a systematic feedback model. For example, they could use a stuffed animal which 

purpose is to be a playful symbol. It could be given to one another without hierarchical 

boundaries, from the CEO to employees, employee to employee and employee to the CEO 

as a sign of positive feedback. This may also encourage people to recognize one another. 

However, this method could be found childish or difficult to some as it requires the physical 

action of giving the stuffed animal to another. Another way to give feedback could be having 

a large screen visible to the office where everyone can give anonymous compliments to 

each other via internet. The system would then need a controller to filter possible 

unmannerliness comments wanting to be posted. 

 

Other ways combining feedback and tangible rewarding could be having little special 

rewards which can be used in rewarding spontaneously. Special bonuses could quickly take 

into account good work performance in a memorable way. As a thank you, the employee 
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could be given, for example, a gift card to a store, movie or theater tickets or, for example, 

a bottle of wine. 

 

Another idea to add positive atmosphere and team spirit could be rewarding methods that 

are based on group performance. Currently the emphasis on rewarding is on individual 

rather than organizational level. In addition, to be more aware of employee satisfaction, the 

case company could also conduct regular anonymous work atmosphere surveys. A work 

atmosphere survey could be conducted once a year. Employee satisfaction should also be 

surveyed in performance discussions which are held quarterly.  

 

6.3. Limitations and research proposals  
 

This research studied how total rewarding methods influence employee motivation. The 

study focused on one company that acted as a case company and its total rewarding 

practices. The generalizability of the research findings is limited due to the study focusing 

on the perspective of only one organization. The case study allowed in depth discussions 

with the case company’s interviewees, which produced more in-depth information for the 

study than the use of a quantitative research strategy would have. 
 

According to comparative studies, Finland and other Nordic countries have become world 

leaders in advanced working conditions and good quality of working life. However, the 

continuing intensification of competition and performance pressures have been identified 

as a key problem. (Karjalainen & Vainio 2010, 14; Kasvio 2010, 29–30) The CEO made a 

compelling comment early in the interview: “The goal of our company is to do profit and 

good business. This can only be achieved with the input of our employees. I feel that their 

well-being is reflected in the well-being of the company -- thus, one of the goals of our total 

rewarding is employee well-being.” The case company could conduct a survey on 

employee well-being. In general, investing in the well-being of employees is an investment 

that pays for itself. Not only do employees positive emotional states correlate strongly with 

work success, they also predict better performance. (Wright et. al 2007) 
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