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Abstract 
 

This is a study about reward system, which essentially is a steering instrument that 

organizations can use in order to motivate the employees to work in the best interest for the 

organization, and hence the organization can affect the behavior of its employees. The 

purpose with this study is to see how companies in different sectors make use of a reward 

system in order to increase their effectiveness and efficiency. The aim is also to see to what 

extent organizations are linking the organizational goals with the individual goals that occur 

within an organization. A comparison between the sectors will be done in order to observe 

similarities as well as differences. As groundwork of this thesis theories regarding motivation 

and effectiveness and efficiency will be used. The research question is based on the purpose 

with this study and is stated as follows: “In what way are organizations using a reward 

system to motivate the employees to work in the best interest of the organization and reach 

organizational goals?”  

 

In order to answer our research question we have conducted a qualitative study. We have 

made two interviews with different companies within three different sectors, a total of six 

interviews. The sectors that we have chosen to focus on are the construction sector, the 

production sector and the service sector. The interviews were all face to face meetings in 

Umeå. The empirical findings have then been analysed by linking them to the theories used in 

our theoretical framework.  

 

The main conclusions we have made are that the construction sector follows traditions when it 

comes to a reward system. We could also see that companies within the service sector that 

provide their services to the construction sector are influenced by the construction companies 

in the way they make use of a reward system. These companies are focusing primarily on 

profitability and results when rewarding. Within the production sector the companies where 

working sufficient with the individual goals in order to stimulate motivation and in the end 

increase the effectiveness and efficiency. Based on our finding this is the sector that is 

working most satisfactorily with the individual goals that occur within an organization. 

Further, we could see dissimilarities between the two companies in the service sector, the way 

they make use of a reward system differs a lot, which we believe is based on the fact that one 

of the two companies did not have a lot of resources to put on rewards.  

 

Further we could conclude that the more developed reward system an organization has and 

considers it to be a steering instrument the more thoroughly developed will the groundwork 

for it be. Some similarities that we could see within all three sectors were that they all were 

using financial as well as non financial rewards and that the rewards were given to both 

individuals and to teams.  
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1. The Ability to Motivate 
 

The first chapter in this study will present the problem background and discuss the 

relationship between motivation and rewards. The knowledge gap in the research field will be 

discussed, which will lead to our research question as well as the purpose with the study.  

 

The reward system and efficiency 

Most organizations seek to optimize their return on investment and in order to do that they 

need to be efficient. One way to improve the productivity is to optimize the utilization of the 

organizations human capital.
1
 In order to maintain the organizational efficiency and 

productivity the managers and board members can use different steering instruments to 

control the activities in the company. One of these steering instruments available is the use of 

a reward system which purpose is to motivate the employees to act in the best interest of the 

organization as well as to reach organizational goals.
2
  

 

John Stredwick states in his study that along with the changes in the business markets the way 

employees are being rewarded is also changing. The companies need to make sure that they 

stay in their competitive position with the help of a conscious human resource management. 

The reward has a central role in the organizational performance since it will support and help 

to fine tune the groundwork for success that is the human capital.
3
 Organizations are highly 

dependent on their human capital and a motivated staff can ensure the survival of the 

company. By using a reward system as a steering instrument the organizations can lead their 

employees to a wanted behavior.
4
 Regina M. Clark means in her paper that there is previous 

research that indicates that the motivation among the employees has a positive relationship 

with the productivity of the organization.
5
 This indicates that human resource management 

has a possibility to create many competitive advantages if the companies are able to manage it 

well and motivate through the reward system.
6
 There are, hence, many reasons for why it is so 

important for the organizations to motivate their employees in a sufficient way. When this is 

done, it can create a win-win situation for both the employees as well as for the company.  

 

Motivation to work 

Work motivation for the employees can be viewed through the lens of the rational economic 

man model which gives an explanation to the relationship between behavior and motivational 

characteristics. The model sees the human being as someone who finds a reward as something 

that is desirable and can be obtained through the conduct of a particular action or work. The 

model also states that the individuals will feel motivated by the reward and therefore do the 

work as they have been told to.
7
 The human being makes a rational comparison between the 

                                                 
1
 Appelbaum H. Steven, Hare Alan, (1996), ”Self-efficiency as a mediator of goal setting and performance: 

some human resource applications”, Journal of Managerial Psychology, Vol. 11, Issue 3, pp. 33-47 
2
 Samuelson A. Lars, (2008),”Controllerhandboken”, (Olve Nils-Göran red., Samuelson A. Lars red.) Liber AB, 

pp. 23-24 
3
 Stredwick John, (2000), “Aligning rewards to organisational goals - a multinational's experience”, European 

Business Review, Volume 12, Number 1, pp. 9-18 
4
 Arvidsson Per, (2008),”Controllerhandboken”, (Olve Nils-Göran red., Samuelson A. Lars red.) Liber AB, pp. 

226 
5
 Clark Regina M., (2009),”Are we having fun yet? Creating a motivating work environment”, Industrial and 

Commercial Training, volume 41, number 1, p. 43 
6
 Stredwick John, (2000), pp. 9-18 

7
 Källström Anders, (1990) ,“Uppdrag styreffekt”, Liber-Hermods AB, p.156 
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efforts he/she needs to provide in order to obtain the reward. The model also states that the 

individuals strive for maximum satisfaction through chasing more monetary rewards.
8
 We can 

therefore say that a reward, and foremost a monetary reward, has a possibility to influence the 

employees to work in a certain way. The way they work could potentially become more 

efficient if the managers provide instruction for the right activity otherwise the employees 

might work in the wrong directions. 

 

A reward system does not have to consist only of monetary rewards; Wayne Turk is one of 

many researchers that state in their studies that money is no longer the number one motivation 

factor for employees
9
.  Monetary rewards can have a de-motivating effect in some situations, 

for example individual monetary bonuses are not appropriate for team work since individuals 

are keener on getting their personal bonuses rather than performing good results with the 

team
10

. As can be seen there are different opinions about what motivates employees and even 

though money is often the first thing that comes to one’s mind we question whether or not 

money is the number one motivational factor that companies use today. 

 

Rewarding to achieve goals 

Even if numerous studies have showed that non-monetary rewards can be just as effective in 

improving performance as the monetary rewards most of the focus has been on the money.
11

 

This can in some sense be explained by the rational economic man where the human beings 

make their decisions based on financial rewards available to them.  

 

When a company is implementing a reward system it is crucial for the managers to keep in 

mind that what motivates one employee might not motivate another employee and that these 

motivation factors might change over time as people will enter new stages of their life.
12

 

Therefore it is possible that money is a motivation factor for some employees while other may 

seek other options as a motivational factor.  

 

John Stredwick is one of the researchers that show in his study that it is important that the 

rewards are aligned with the organizational goals in order to create efficiency.
13

 Every 

organization has goals for the future and there are many different ways for organizations to 

pursue the goals.
14

 This thesis will focus on the reward system and how organizations can 

make use of that in a way that will benefit both the organization as well as the employees in 

the end. The organization wants the employees to work in their best interest in order for the 

organization to become more efficient and effective and to gain competitive advantage. To get 

the employees to work towards the goals of the organization a reward system is useful. By 

rewarding employees for their effort to achieve the organizational goals the employees will be 

motivated to continue to work in the best interest for the organization. However to create a 

reward system that is fulfilling its purpose is not easy. There are a number of aspects that have 

to be taken in consideration by the managers in order for the reward system to be accepted by, 

                                                 
8
 Freeman B. Katherine, (2004), ”Motivational needs and interdependent utilities”, International Journal of 

Social Economics Vol. 31 No. 5/6, pp. 561-571 
9
 Turk, Wayne, (2008),”Motivate your people for project success”, Defense AT&L, July-August, volume 37, 

issue 4, p. 44  
10

 Nelson, Bob, (1996),”Dump the cash, load on the praise”, Personnel Journal, July, volume 75, issue 7, p. 66 
11

 Baker P. George, Jensen C. Michael, Murphy J. Kevin, (1988), “Compensation and Incentives: Practice vs. 

Theory”, Journal of Finance, Vol. XLIII, No. 3 July, pp. 593-616 
12

 Lees, John, (2008),”Make motivating factors work in your favour” , People Management Magazine, volume 

14, issue 12, p. 52 
13

 Stredwick John, (2000), pp. 9-18 
14

 Arvidsson Per, (2005), pp. 4-5 
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on one hand the managers, but it is just as important that it will be accepted by the employees. 

One of the main obstacles is to recognize that every employee has personal goals with the job 

and to combine them with the organizational goals is a highly important but also difficult task 

for the managers. However by overcoming this obstacle and for the employees to reach their 

personal goals as part of the organizational goals will be a tremendous motivational factor for 

the employees.
15

  

 

Our discussion has showed that there is a connection between the reward and the overall 

performance of the company. This is due to the human resources (HR) within each company 

that has the ability to enhance their efficiency when motivated. There are several strategies in 

how this HR management will take place; hence, they will also have different impact on the 

performance
16

. If the reward is not in alignment with the organizational goal the efficiency 

will suffer.
17

 Research has showed that different strategies and goals together with different 

HR strategies i.e. different reward systems, generates different outcomes in performance and 

efficiency. We make an assumption for this thesis that there will be different goals for 

different companies as well as for different sectors.  

 

The knowledge gap 

When we reviewed the literature for this thesis we found that the theories regarding 

controlling instruments were slightly quadrangular when it came to including the nuances of 

humans. Organizations consist of human capital that all have their own agenda with their 

work that might not always be aligned with the organizations. There are several strategies 

available for managers in order to influence the employees and to motivate. The theories of 

controlling instruments and foremost reward system are treating all organizations as 

unanimous and do not take in consideration that they exists in separate contexts. Different 

sectors could have separate presupposition depending on the differentiation in their markets 

hence, we make the assumption that this effects how they can and will motivate their 

employees. We feel that the theories are treating all sectors the same regardless the fluctuation 

that we, in this study, assume exists between sectors. Since these strategies combined with the 

organizational goal creates an outcome that are not the same for all companies we came down 

to our research question. 

 

1.1 Research question  
 

In what way are organizations using a reward system to motivate the employees to work in 

the best interest of the organization and reach organizational goals?  

 

1.2 Purpose  
 

With this thesis we would like to study how organizations today are making use of a reward 

system to motivate their employees to become more effective and efficient and thus conduct 

their work in the best interest for the organization. We also want to look at the reward system 

that the organizations are offering their employees to see if there are any differences and/or 

similarities between organizations in different sectors. Further we also aim to see if employers 

today are offering their employees more options than just monetary rewards.  

                                                 
15

 Atkinson Anthony A., et al., (1997), ”Management accounting”, Prentice Hall International Editions, 2
nd

 

edition, passim 
16

 Tung-Chun Huang, (2001),”The effects of linkage between business and human resource management 

strategies”, Personnel Review,Vol. 30 No. 2, pp. 132-151 
17

 Stredwick John, (2000), pp. 9-18 
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1.3 Limitations  
 

We will limit our study to not look at the reward system as a way to attract new employees 

rather we will study how organizations are using a reward system to retain current employees. 

This limitation is done based on the fact that we as authors are more interested in studying the 

importance that a reward system has in motivating employees to be loyal to the organization.  

 

Further, in this study we will not look at the base pay as a part of the reward system. We 

consider this to be a presumption for the employees to carry out their work in the first place. 

However we will study the salary system in order to see how the respondents relate it to their 

reward system.  

 

1.4 Definitions  
 

Reward system: “Procedures, rules, and standards associated with allocation of benefits and 

compensation to employees”
18

 We will use this concept parallel with incentive systems and 

compensation systems as a way to motivate the employees to strive for reaching 

organizational goals.  

 

Reward: We will, in this study, treat a reward both as a financial reward but also in terms of 

employee benefits.
19

 

 

Motivation: “A person’s interest or drive to act in a certain way”
20

 

 

Efficiency: “Comparison of what is actually produced or performed with what can be 

achieved with the same consumption of resources (money, time, labour, etc.). It is an 

important factor in determination of productivity”
21

 

 

Effectiveness: “Degree to which objectives are achieved and the extent to which targeted 

problems are resolved. In contrast to efficiency, effectiveness is determined without reference 

to costs and, whereas efficiency means "doing the thing right,” effectiveness means "doing the 

right thing.”
22

 

 

Financial rewards: For the sake of this study we will consider all financial rewards as rewards 

that can be linked to a cost for the organization. This will be done regardless if the reward 

itself will contribute any money in terms of cash to the employee. 

 

Monetary reward: In this study we will consider a monetary reward as a reward that is given 

to an employee that consists of money in any form. 

 

Non financial rewards: As an opposite of the financial reward a non-financial reward will not 

be linked to a cost for the organization. This type of reward might constitute of feed-back or 

social recognitions for the work done.
23

 

                                                 
18

 http://www.businessdictionary.com/definition/reward-system.html 2009-02-07 time 14:04 
19

 Armstrong Michael, (2003) ”Employee  reward”, 3
rd

  edition, CIPID House, p. 8 
20

 Atkinson  Anthony A. et al., (1997), p. 646 
21

 http://www.businessdictionary.com/definition/efficiency.html  2009-01-30 time 11:51 
22

 http://www.businessdictionary.com/definition/efficiency.html  2009-01-30 time 12:05 
23

 Stajkovic D. Alexander, Luthans Fred, (2001), ”Differential Effects of Incentive Motivators on Work 

Performance”, Academy of Management Journal, Vol. 4, Issue 3, pp. 580-590 

http://www.businessdictionary.com/definition/consumption.html
http://www.businessdictionary.com/definition/resource.html
http://www.businessdictionary.com/definition/money.html
http://www.businessdictionary.com/definition/labor.html
http://www.businessdictionary.com/definition/factor.html
http://www.businessdictionary.com/definition/objective.html
http://www.businessdictionary.com/definition/problem.html
http://www.businessdictionary.com/definition/efficiency.html
http://www.businessdictionary.com/definition/costs.html
http://www.businessdictionary.com/definition/mean.html
http://www.businessdictionary.com/definition/right.html
http://www.businessdictionary.com/definition/reward-system.html
http://www.businessdictionary.com/definition/efficiency.html
http://www.businessdictionary.com/definition/efficiency.html
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2. Theoretical approach for the study 
 

In this chapter we will discuss the different approaches of the thesis and how these will 

influence our theoretical framework and consequently also the outcome of the study. We will 

also discuss how we as researchers can influence the work and the result through our 

preconception.   

 

2.1 Mindset of the study 

Our conscious and unconscious conjecture regarding how the world around us is shaped will 

have an impact on the layout and also on the content of this study. These conjectures are often 

aggregated in a research term of a paradigm. The paradigm holds all aspects of what is 

important in the study and is based in the researcher’s mindset. The mindset comes from both 

our previous experiences as well as our education. This ultimately puts both restraints as well 

as possibilities to the study and to us as researchers.
24

  

 

In this study the paradigm constitutes of our preconceptions as researchers and our scientific 

and research approach. In the following sections we aim to give the reader a guide to how our 

paradigm is shaped and how this will affect the thesis.   

 

Perspective of the thesis 

The paradigm also includes our view point on which our research question is based. This view 

point or perspective will determine what we as researchers will include in our study and what 

is seen as important.
25

 In our study we aim to answer our research question from an 

employer’s point of view. The aim is to give a theoretical comparison of how the employers 

relate to the issue of motivation of the employees through reward systems. We have chosen 

this approach over the possibility of viewing the study from an employee’s point of view. 

This choice is done since the employer’s perspective, according to us, will fill a bigger 

knowledge gap in the literature when studying and comparing different sectors. The 

employers’ perspective gives us an opportunity to find a deeper understanding of how the 

theories of motivation are used in the organizations in order to create efficiency. 

 

2.2  Concept of reality 

Our concept of reality or the ontological approach in this study will depend on our ability to 

view the information in an objective or subjective way. This will influence the 

methodological way we choose in order to study the problem and thereby in a sense the 

results. By viewing the reality through a subjective lens we would make the assumption that 

the reality is depending on us as actors and will therefore become a social construction.
26

   An 

objective approach, on the other hand, would influence this study to look at the reality as 

existing regardless of us individuals. Objectivism sees social phenomenon as something 

separate from us individuals and we are not capable to affect them. The outside environment 

will tell us what to do and we are strictly forced by rules and procedures.
27

 In this study we 

see our respondents as highly involved in their own creation of their reality. Even if 

organizations have rules and regulations to follow, they will have the ability to structure and 

                                                 
24 Lundahl Ulf, Skärvad Per-Hugo, (1999), ”Utredningsmetodik för samhällsvetare och ekonomer”, 

Studentlitteratur, Lund, p. 60 
25 Ibid. pp.62-63 
26

 Arbnor Ingeman, Bjerke Björn, (1994), ”Företagsekonomisk metodlära”, Lund, Studentlitteratur, p. 231  
27

 Bryman Alan, Bell Emma,(2005), ”Företagsekonomiska forskningsmetoder”, Liber, p. 33 
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restructure their business regardless of the outside environment. These changes do not happen 

strictly on the basis of an outside force.  Organization can set up a reward system and thereby 

creating their own social construction. Even if we were to see similarities within the same 

industry they are based on different concepts of realities. Based on this we see the study as not 

being strictly objective or subjective even if our concept of reality tends to lean more on the 

subjective approach. 

 

2.3  Scientific approach for the study 

Our main scientific approach for this study is based in the hermeneutic view of reality. We 

will try to interpret the information we gather so that it will reflect the intent of its originator. 

We will create our notion in the subject through the context of the information and we will try 

to create an understanding of the questions regarding our problem area. We have created our 

opinion of the problem through the lens of our respondents and literature for this study and we 

aim to create a deeper understanding of the issue.
28

 As a hermeneutic researcher we look at 

the world as there are numerous views of the reality and that the sum of these will create the 

real reality. Since our respondents will have different backgrounds their decisions will also be 

dependent on these and it is therefore important for us to realize the context the choices are 

made in. Our aim is not to separate decisions regarding reward system from the individuals 

perspective but rather from the perspective of the organizations and the industry it belongs to. 

Hence, for this study the context of the respondent will constitute of the industry the company 

belongs to. 

 

2.3.1 Research approach 

Our perception of knowledge will also influence how we relate to the theories and it results in 

our research approach. The deductive research approach relates to the theories in a way that 

the research question is founded in previous and known theories. If we were to conduct an 

inductive approach we would have collected our empirical data before looking at the 

theories.
29

 When conduction this study we set an open mind to the use of both approaches 

when relating to the theories. This was done in order to maintain a high quality of the theories 

and to make sure that we did not miss any important aspects. However, this study is made 

with a deductive approach rather than an inductive since the latter approach was never used.  

 

2.4  Preconception 

It is also important to recognize the researchers view on reality when discussing the concept 

of reality in this study.  Our previous experiences will influence this study in the sense that we 

use our prior knowledge when we formulate a problem.  Our precognition will also influence 

us as researchers as we search for theories for the study. The gap between our knowledge and 

the reality creates a field of possibilities of formulating a problem. We thereby can say that we 

use our knowledge previously gathered in order to create new knowledge. It is our 

preconception of the world that determines how we will look upon our research problem and 

it will also impact what we see as important knowledge.
30

 Based on this we will here present 

our precognitions as we see it and give an evaluation on the impact it may have. 

 

We have both been employees in numerous companies that belong to different sectors and 

branches. Our main experiences are gathered from the retail, service and production industry. 

                                                 
28

 Bryman Alan, Bell Emma,(2005), p. 443   
29

 Ibid, pp. 23- 25 
30

 Bjerke Ulf, Demker Marie, Hinnfors Jonas, (2002), ”Varför vetenskap?”, Studentlitteratur, Lund  
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This experience has given us firsthand knowledge of being at the receiving end of the content 

of a reward system. Therefore we have a pre set understanding of some part of what an 

employee can gain from such a system. We also have a pre set opinion of what constitutes a 

motivating hence also a non motivating reward based on the work we did and both our 

personalities. We consider that this preconception will have a limited impact on the result of 

the study as whole since we are not conducting the study from the perspective of an employee 

but rather from the perspective of the employers. This is an assumption we make based on the 

fact that we have not been involved in the creating process of a reward system. This study’s 

purpose is not to search for the level of efficiency of the component parts in a reward system 

in terms of motivating but rather what parts the organizations use. 

 

We are both business administration students and we consider our education as a positive 

influence in our study. Our academic education will help us to critically revise the literature at 

hand and thereby be able to screen out information that will not be of any help for this study. 

Our main education is based in business administration and this would potentially hinder us to 

view the problem from another perspective such as a psychological perspective for example. 

For instance the managers that are managing the reward system in the organization could 

make the choices from more than a strategic and economic point of view. The fact that we are 

business administration would potentially create a hinder for us to broaden our view on the 

problem area if it reaches outside the field of business administrations. To ensure that we do 

not leave out any important aspects, outside our education, we have done some intense review 

of the literature to find new angles to our problem area. This will help this study to ensure the 

validity and also the reliability of the result. 

 

2.5  Literature search 

In our search for information regarding the problem background, the theoretical framework as 

well as the reference literature, we have used the search help Samsök at the Umeå University 

library. The scientific articles used in this study are retrieved from Helecon, Ebsco, 

PsycArticles (APA) and Emerald full text databases and in some cases also through Google 

Scholar. The books are retrieved with the help of the local library catalog, Album, at the 

University library web page.  

 

2.5.1 Criticism of the literature 

In our theoretical framework we have used theories that have been developed in the middle of 

the past century. Even if the theories are relatively old they are highly important in order to 

understand newer theories. Most of the updated literature regarding our problem area refers to 

some basic ground theories and we feel that it is important to have them in our study as well. 

To ensure that our theories will not be out of date we have backed up the older theories with 

new research. We have also searched for literature outside our main field of expertise i.e.  

outside the field of management and business administration. This makes our theoretical 

framework more solid and comprehensive and our analysis will hence be more substantial. In 

order to maintain as high quality as possible of the articles we have used the Academic 

Journal Quality Guide to make sure that the articles as well as the journals are reliable. The 

Academic Journal Quality Guide is compiled by The Association of Business Schools and 

they rank the journals depending on their status in the particular field. This guide was handed 

to us by our tutor Nils Wåhlin. 
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3. Theoretical framework 

 
We will now present the theoretical framework for this study. The main concepts that will be 

discussed are rewards and reward system, motivation and efficiency and effectiveness. In the 

end of this chapter we will present a model that ties the different concepts together which will 

give the reader an overview of the theories as well as an understanding of how we as authors 

consider the concepts to relate to each other. 

 
3.1 Reward, reward system and salary 

In order to create a meaningful understanding of the theories used in this study we need to 

start with a general discussion of reward and reward system and the concepts of the 

expressions. We will then link each theory to the intended position in both the study as well as 

how the theories fit into the reward system. 

 

In the book “Employee Reward” by Michael Armstrong reward system is defined by the 

World Work (2000) as the tools available and used by the employers in order to attract, retain, 

motivate and satisfy their employees. The concept of reward system also includes all 

investment made in the organizations human capital and everything that the employees find 

attractive in the employment relationship.
31

 

 

A reward system is a combination of financial rewards as well as employee benefit and these 

two elements combined together compose the total remuneration for the employee. The total 

reward system also embodies non-financial rewards which also includes performance 

management processes. An important aspect of this is that even if a benefit regards increased 

health care in form of medical attention, as an example, this will impose as a financial reward 

since it is linked to a cost for the organization. So for this study we have chosen to consider 

all financial reward as rewards that inflict a cost to the organization even if it does not 

generate hard cash to the employee.
32

  

 

A reward system is built around five main components that all include financial rewards, 

benefits and non-financial rewards. There is a process of measuring and evaluate the work of 

the individuals in order to decide the level of employee benefits that need to be distributed. A 

reward system also needs a practice for motivating using financial and non-financial rewards. 

These practices constitute of the financial reward in form of payment, both base and variable, 

as well as employee benefits. It also includes non-financial rewards that originate from the 

work itself and effective management.
33

 The aim is to assemble these steps so that the 

organizations gather all of the competences and recourses that lie among the employees. The 

reward system’s sole purpose is to motivate the employees in order to maximize the 

efficiency of the organization by creating a steering- and management instrument. The 

motivation is thought to rise from the rewards ability to create a team spirit, a loyalty to the 

company and to increase the employee’s knowledge of the company’s results.
34

 The reward 

system needs to balance these processes in order to obtain joint goals for the organization by 

motivation.
35

 By using the right rewards the managers and the employers can stimulate the 

employees to create job satisfaction and to act in a certain way. If the employees respond as 

                                                 
31
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32
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33
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34
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intended this can ultimately increase the organizational efficiency, hence, create competitive 

advantages.
36

 The system also needs structure so that the level of reward meets the value of 

the positions in the organization and schemes for providing the individuals with financial 

rewards that meet their performance. It is also necessary to create appropriate procedures in 

order to maintain the system so that the reward system creates efficiency within the human 

capital.
37

 

 

The salary is part of the reward system as a financial reward that the employees get as a 

reimbursement for a job accomplished. But the salary is often not considered to be a reward 

since we take the basic pay for granted. Very few employees would consider working for no 

money at all and the salary is therefore considered to be an established right for the employee 

and therefore creates no extra stimulus. The salary is merely compensation to the employee 

for providing a resource and the reward itself is considered to be something extra outside the 

salary.
38

 With that in mind this study will not put any regards to base salary when we talk 

about rewards and instead we will focus on the rewards that are given to the employee in 

excess of the base salary. This is an element of a flexible salary system where the reward is 

connected to a flexible part that changes depending on the performance of either the company 

or the employee itself
39

. 

 

3.2 Motivation in theory 

The use of a reward system, as earlier discussed, is a tool for the organizations in order to 

motivate the employees so that they can be efficient. In order to answer our research question 

it is vital to understand motivation and how it fits in the organizational context. Motivation, as 

a concept, can be divided into being either an intrinsic or extrinsic motivation. The intrinsic 

motivation comes from inside the employee and is without any obvious external incentives. 

An intrinsic motivation regards the work itself and motivation comes from satisfaction from 

the actualization of the work procedure. The intrinsic reward is based in the work and how the 

work procedure and its content are laid out. An extrinsic motivation, on the other hand, is the 

external motivation that is triggered by influences from the outside the employee. In order to 

stimulate an extrinsic motivation within the employee the employer can use external rewards 

and incentives.
40

 In the following sections we will discuss more in detail what motivation is 

and how the managers and employers can create motivation by using a reward system.  

 

3.2.1 Content theories 

The starting point in the creation of a motivation within the employees is based in the needs of 

the individuals
41

. The common denominating in the theories regarding the needs assume that 

the process of creating motivation origin from an unsatisfied need
42

. The collected theories 

regarding the needs are called content theories of motivation and all reflects upon the specific 

things inside the employee or the human that influences the motivation
43

.  
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Hierarchy of needs 

A pioneering theory regarding motivation and needs of the human being was developed by 

Maslow. He stated that there were some basic needs for the human being that can be 

assembled in a hierarchic way. These needs are explained in the individual’s perspective and 

not from the employers. The decision to include Maslow hierarchy of needs is based on the 

reason that most of the theories regarding motivation are building upon the theory created by 

Maslow. Therefore we find it necessary to include this theory as an explanation to other 

theories, even if Maslow’s hierarchy of needs is not specifically linked to our perspective. We 

will however include some parts of the hierarchy in our study as well as there will be parts 

that will be excluded. To ensure that this will be obtainable for the reader a discussion will be 

held referring to the reasons of excluding parts. 

 

At the bottom of the pyramid there are the physical needs and Maslow meant that they were 

the foundation to motivation. These are the bodily needs that the individual has such as food, 

water, sleep and shelter.  If they are not satisfied other possible needs in the hierarchy will not 

be seen as relevant. When the physical needs are satisfied the need for safety arises. Maslow 

defines safety as the inner need of feeling safe and protected. It also includes the need for 

structure and order as well as the need of rules and regulations. Both the physical and safety 

needs are often combined together as they indicate the need that we have to satisfy before we 

even start to care about anything else.
44

 These physical needs and safety needs are, however, 

not relevant for this study as we make the assumption that these needs are taken care of 

regardless of the organization. This assumption is also based on the employer’s perspective of 

this study since the ability to be fed, find sleep or even a roof over his/her head  is more 

connected to the individual itself rather than the company he/she works for. Even if we might 

argue for the importance of safety for the employees in their workplace as well as what 

structure and regulation in the company is important, this will not fit within our perspective. 

We have laws in Sweden that regulates how the work place can and must be designed in order 

to make sure that the works are protected and safe
45

. We can therefore make an assumption 

that the companies that operate in Sweden have strong incentives to make sure that they 

follow these rules regarding the safety of the employees. The safety that Maslow refers to is 

the overall safety in the society and the structure of laws that over bridge all people living in 

the same environment
46

. We will in this thesis consider the reward system to be more focused 

on the latter need in Maslow hierarchy which concerns the needs of doing and being.  

 

The need of self actualization and self esteem 

The third need that Maslow proposes is the need of belongingness where the individual have 

the need to fit in and be loved.
47

 The employee might feel the need to belong to a group and 

feel team spirit at the work place. It is then the employer’s duty to supply the employees as 

well as it is the employer’s ability to create an organizational culture that nurtures this need. 

Once the individual finds his/her place in the group the need for building the self-esteem and 

find respect occur. This is the need of being confident and finds achievement in the tasks that 

we perform. This also includes the need of self reputation and prestige in the work that we 

perform. This can be obtained from harmony in the work force and the possibility for the 

individuals to feel as being part of a community at the workplace.
48

 This can be actualized by 

activities at the work place in which all of the companies’ members can be a part of and that 
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takes place outside the actual work. It can also be actualized in recognizing unique 

competences and promoting. This leads to the needs of being and self-actualization in the 

individual. This means that the individual has the need of using all of its potential and be in 

charge of their own life and in some sense the creativity.
49

   

 

Two-factor theory 

This chain of thought made by Maslow was taken a step further by Hertzberg when he created 

his two-factor theory on motivation. Hertzberg divided the needs into two categories of 

factors, hygiene factors and motivator factors. Hygiene factors relate to the needs that involve 

the context of the work and if these needs are not satisfied or are below an accepted level of 

the employee there will appear job dissatisfaction.
50

 Hertzberg’s hygiene factors can be 

related to Maslow hierarchy of needs and primarily the basic needs in the bottom of the 

hierarchy. The hygiene needs accommodate the need that rise from Maslow’s proposed 

physical needs, safety needs, social need of belonging and self-esteem.
51

 These needs are 

being described by Herzberg as needs that do not make the employees satisfied in their job, 

the needs merely avoid dissatisfaction if fulfilled. The hygiene needs refer the working 

conditions and how well we relate to our coworkers and if we are appreciated. If these needs 

are neglected they can have a negative impact on the result of the individual work 

performance. As an opposite if the needs are fulfilled we do not automatically feel satisfied 

with our work, hence, not automatically being efficient. It can, however, remove obstacles 

that prevent us from having a positive job attitude. The motivator factors, on the other hand, 

concerns the content of the work itself and can generate more directly a job satisfaction. The 

satisfaction originates from the individual’s own fulfillment of self-actualization when 

performing the job.
 
 The distinct difference between the two factors of Herzberg is that the 

hygiene factor relates to satisfy the need of fair treatment. The motivator factor is more a 

question of satisfying the need for creativity in our work.
52

 Motivator factor can also be linked 

to the top of the hierarchy of needs by Maslow. The motivator needs are overlapping the 

hygiene needs when it comes to the self-esteem since it can affect both how creative we are in 

our work as well as how well treated I consider myself to be. The main theme for the 

motivators is still the need for growing and achievement at our work which is the same as the 

top need in the hierarchy of needs. The employer’s job is to find incentives that can both 

stimulate the hygiene factors and the motivator factors by offering incentives that enhance 

both the employee’s job satisfaction as well as their job performance. Hertzberg also states 

that the failure of enhancing job satisfaction as well as job performance can be traced back to 

the attempt of rewarding the avoidance need solely with a monetary reward. This means that a 

monetary reward can fulfill avoidance needs, things we want to avoid. One example of this is 

the avoidance of feeling mistreated at the work place when the rewards is unevenly spread 

which is one of the hygiene factors. Monetary reward can have a solid purpose, according to 

Herzberg, if it is used as a direct reward for individual performances in order to give 

recognition and praise good achievement which is seen as motivator needs. But monetary 

rewards have its limits and only work up to a certain point and after that other forms of 

rewards are needed.
53

 We can make an assumption based on this, that in order to be efficient 

the organization needs to have both monetary and- non-monetary rewards. A reward system is 

a combination of both monetary and non-monetary rewards. Reward systems can therefore be 

                                                 
49

 Maslow H. Abraham, (1954), pp. 149  
50

 Herzberg Frederick et al, (1959), ”Motivation to Work”, Transaction Publishers, New Jersey, p. 113 
51

 Jones Lyndon, Page Denys, (1987)  
52

 Herzberg Frederick et al, (1959), pp.113 
53

 Herzberg Frederick et al, (1959), pp.116 



12 

 

seen as a way for the managers and employers to satisfy the hygiene needs as well as the 

motivator needs and thereby can create efficiency. 

 

Critic to the use of Two Factor Theory 

The need theories by Herzberg were developed in the middle of the last century. We could 

therefore argue that the theories that Herzberg developed in 1959 are out of date and not 

applicable on modern organizations and their structure. This is due to the fact that there is 

more competition among the employees as well as a more developed view on employee 

empowerment in this century than before. These types of studies have been done under 

different circumstances regarding the employees as well as for the organizations as a whole. 

This raises the question if they still have any validity in modern research. There has been 

more recent and modern research done to test if Herzberg’s two-factor theory still can be used 

when conducting motivations studies. One of them is the study done by Basset-Jones and 

Lloyd that showed the same result as Herzberg’s studies. The difference the two studies 

mainly had was that Herzberg stated the importance on managerial recognitions were as 

Basset-Jones and Lloyd found that recognition is declining as a motivator in their study. They 

could, however, attach this to the declined promotion opportunities that were available in a 

flatter organization. Both researches did however find that non healthy supervisory 

relationship had a negative impact on the motivation. These findings also indicated that you 

could impact some people to move in a certain direction with the help of rewards but the main 

part of the employees needed other motivators. These motivators could consist of a possibility 

to overcome frustration as well as be a part of a contribution of the organizational success.
54

 

Based on this we find that the theories by Hertzberg have a valid part in this study regardless 

of the time between its first development and today´s research. 

 

3.2.2 Process theories 

In contrast to the content theories that primarily focused on the specifics within the human 

being, mainly their needs,  that initiate or start the need the process theories regards how this 

takes place. The process theories try to explain how the employee decides what to do or to 

behave and how much effort he/she wants to contribute with.
55

 

 

Goal-setting theory 

Locke is taking a process approach to motivational theories through his goal-setting theory 

just as the theory developed by Vroom. The main difference between the two is how the 

authors regard to the expectancy of a reward and the performance. Vroom sees a positive 

relation between expectancy and performance in a linear way. Locke on the other hand, even 

if he agrees with this assumption, also takes into consideration that the more difficult the goal 

is the more difficult it is to obtain it and thereby could potentially have a negative relation. 

Therefore he stresses the importance of making a separation between the expectation within 

and between goals conditions.
56

   

 

In the goal-setting theory Locke is also stating that the theories developed by other authors 

were too focused in the unconscious in finding what motivates the individual. The goal-

setting theory takes into deliberation the conscious motives that exist when the organization 
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sets goals that need to be met. These goals can create motivation for the employees if they are 

handled and developed in an accurate way. The basic assumption in goal-setting theories is, 

according to Locke, that the employee has been giving a task and is given feed-back on the 

progress. The progress is measured in relation to the goal of the task or the organization. The 

goals might be set by the organization but it can also be done on an individual level as well.
57

 

The goal can be defined as the aim for an action and they can be both internally and externally 

explained. The internal goal is the end result or the notion that we strive to achieve. The 

external goal regards the object we want to obtain such as a job or a level of performance. 

“The idea guides the action to attain the object”
58

. For the organization to maintain the 

highest level of performance the goal-setting theory means that the goal itself need to be both 

highly specific and at a high level of difficulty. In order to obtain the core benefits from this 

the organization has to make sure that there is enough amount of knowledge within the 

employees to achieve the goals. However organizations must take into consideration that the 

level of goal commitment with the employees also affects the outcome. This is especially 

critical if the goals are both difficult to achieve and specific. The employee that is set to 

obtain a goal and perform a task needs to feel that the goal itself is important.
59

 According to 

this theory a goal is necessary in order to create motivation within the employees to performer 

better than before. This can be done in several ways and using a reward system is one of 

them. Locke indicates that monetary rewards can improve the sustainability of a person’s 

commitment as well as a person’s performance. A monetary reward can thereby make the 

employee to repeat his/hers behavior. However, monetary rewards have no effect if the goals 

are set on a level that is impossible to obtain. To obtain the highest level of commitment from 

the employees the employer and the organization can as an alternative adjust the goals so that 

the goals fit the capacity of the employees. The employer can also provide training and raise 

the level of experience so that the employees meet the level of the goal. The last option that 

Locke raises is the ability to increase the level of self-perception within the employees so that 

the individuals feel that they have the ability to reach the goals. Locke means that a person or 

an employee does not necessarily have to be assured that the goal is obtainable as long as they 

feel that the personal effort is contributing to a positive outcome. This leads to the self-

efficiency of the employee and how well the employees react to the feedback given or if the 

goal that are being set are accepted or not.
 60

  

 

Self-efficiency 

Self-efficiency is the concept of the individual perceiving to be able to perform to his/her 

fullest. The level of self-efficiency will influence the level of motivation as well as the 

outcome of the performance. For the employers point of view there is a possibility to improve 

an employee’s performance, the level of motivation and the choices the individual make 

through the improvement of the employees self perception.
61

 Feedback is an important part in 

the goal-setting theory since it gives the employees an understanding of how well they are 

performing. This will have an impact on how effectively the employees will perform the task 

needed to obtain the set goal. Without any feedback the employees will not try to improve 

their behavior or challenge them self into overcoming past performance. This will thereby 

lead to an inefficient output for the entire organization. Since the reward system has no 
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positive impact on the efficiency if the goals are impossible to reach the difficulty arises to 

balance the rewards so that it fits with the goals.  There is a possibility that the reward 

connected to a certain task and outcome is overpowering other tasks that are just as important 

but not related to the goal itself.
62

 When linking the goal-setting theory to a reward system 

there is, according to Locke, four different methods to use for the employers. One is to extend 

the goals a little bit further than before and for those who achieve them there will be a 

substantial bonus. The downside to this method is that if the employees have laid down an 

extensive amount of work and still not been able to reach the goal, hence no reward will be 

distributed and that can lay down the ground for dissatisfaction. One way of avoiding this is to 

offering a reward system that does provide different levels of rewards linking to different 

levels of goals. Since even the lower levels of goals will provide a level of rewards, the 

motivation to strive higher to a higher goal might not occur. This is in some sense solved, 

even if it is not done entirely, by the third method. This method is imposing a linear reward 

system where there will be a substantial increase to the reward as the employee climb towards 

a higher goal. The fourth and last method links goal-setting to a reward system by motivating 

the employees with pay for performance. There will be specific task with a given goal and the 

employee will be receiving at reward based on how well the task has been executed. The level 

of the reward will thereby be set afterwards which gives the employer the ability to take the 

entire context of the execution into consideration when offering the reward. This however 

requires well trained managers who have the ability to make correct and fair decisions.
63

 Even 

if the theories proposed by Locke in most terms refer to a financial, foremost monetary, 

reward when linking goal-setting theory to the reward system, we will not make such a drastic 

distinction. For the sake of this study we will include the possibility that the rewards can 

constitute of non-monetary and non-financial rewards as well. 

 

Expectancy theory 

Having discussed what the employee can strive for and the ability for goal-setting to create 

motivation it give rise to a new question. What determines how much effort the employee 

actually will provide? Locke discusses the possibility that the workers will not strive to reach 

the highest goal that is related to the highest reward.
64

 Vroom has developed an insight and 

gives an explanation to this with his expectancy theory or VIE theory. The VIE theory 

discusses how much effort a person will contribute with and what performance this effort will 

result in base on how they value the outcome. The theoretical model consists of the valence, 

instrumentality and expectancy of the individual (VIE). The basic of the theoretical model is 

that the employee will only get motivated and hence try to reach a goal if they value the 

outcome. They must also find the performance needed as instrumental in reaching the 

outcome. This is explained as the employee’s perception of the causal effect between their 

behavior and the reception of the reward. This will be obtained of the employee feels that they 

have the capability to perform in an accurate way that is instrumental to reach the goal.
65

 
 

Valence is defined as the valuation of the actual outcome or the result of one’s performance. 

The difference is made on the basis if the employee is indifferent or not to the outcome. If the 

result is not attractive to the employee the valance would be negative. A positive valance is 

created if the employee has any interest in attaining the outcome. The outcome that is relevant 
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for this study would consist of the type of reward that is being offered.
66

 Instrumentality 

consists of the individuals’ thoughts of the probability that their performance would actually 

result in a particular outcome. For the employee a high instrumentality comes from the notion 

that if he/she shows off good work result there will be a sufficient reward. A low 

instrumentality would be of the employee feels that the result of the reward will not be 

dependent on this particular work result. As shown the opposite, high instrumentality, arise 

from that if the employee would receive the reward at all a good work-result is a necessity.
67

 

Expectancy is the belief that there is a probability that they can perform in a way the leads to a 

positive result. For the employee the amount of effort he/she is willing to put in is influenced 

on the expectance of the outcome of the effort. If the employee works hard then he/she can 

expect a good work result hence a higher reward. The belief within the employee comes from 

the notion that he/she has the capacity and the skills needed to influence the outcome.
68

 This 

can be related to the term self-efficiency that Appelbaum
69

 and Locke discussed earlier 

regarding the employee’s ability to perform to its fullest
70

. Thereby we can also see that 

regardless of the reward offered if the employee does not feel that they have the adequate 

skills needed to obtain the goal they will most likely not reach it. The employee might have a 

high valence towards the outcome but do not have the belief (expectancy) or the 

instrumentality needed to perform. 

 

3.3 Problems and critics to reward systems  

A reward system can be used as a tool for creating motivation among the employee and 

enables the organization to increase the efficiency
71

. Our theoretical discussion so far has 

shown that when motivating the employees the managers must pay attention to what 

motivates through the needs of the employees. We have also shown that it is also vital to 

consider how motivation arises through imposing goal-setting and expectancy theories. 

Managers can use the reward system as a financial control tool in order to make sure that the 

employees are motivated to work towards the organizational goal. This however imposes a 

possible problem when the employer and the employee do not strive toward the same 

objective.
72

  

 

Agency theory and reward system 

The agency theory shed light to the problem that can occur when the organizational goal does 

not align with the individuals’ goal. The main theme in this theory is that a principal, the 

employer, assigns work to the agent, the employee, who thereby needs to perform the work.
 73

 

The theory is focusing on two main problems that can occur between the agent and the 

principal and first there is the issue of conflicting goals. There is also the principal problem of 

verification of the agent’s behavior and there is a need for monitoring the performance to 

avoid this problem.
74

 Outside the theoretical framework, in real life the principal has no direct 
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control over the behavior of the agent and there is no guarantee that the agent behave as the 

principal wants. In the agency theory this phenomenon is referred to as the moral hazard 

problem.
75

 There is also the problem with asymmetry in the risk taking between the agent and 

the principal. This is something that occurs when the principal and the agent’s choice of 

action is not congruent due to different preference of levels of risk they are willing to take.
76

 

The reward system is build upon the notion that it, when properly structured, can move the 

employee in a direction that is most preferable for the organization. This could be seen as the 

effect of the control system or the reward system.
77

 Matsumura et al. are proposing a new 

model to explain how the principal can use rewards to control the agent. They mean that the 

outcome of the agent’s performance will be dependent on the size of the reward.  This is due 

to the fact that when working towards the goal set by the employer or the principal the 

employee, the agent, will not only gain monetary rewards. The employee will also gain non-

monetary rewards from the work itself. If the employee’s interest in performing the work is 

conflicting with the interest of the principal, the employee will gain a larger portion of non-

monetary reward by striving to fulfill is/her own goal instead of the principal’s. It is due to the 

structure of the reward system that determines if the employee will gain more from fulfilling 

the goals of the organization than his/her own.
78

 With this in mind it becomes clear that the 

employers must create a reward system that minimizes the risk of a moral hazard problem 

with the employee.  

 

Why rewards at all? 

Even if many theories indicates the positive side of using incentives and rewards to motivate 

their employees to work towards the organizational goal there are, however, some who state 

the opposite. We found that the most prominent critic to the use of reward system is Alfie 

Kohn, who has the belief that a reward harms more than it do good
79

. 

 

The theme for the critics is not that they claim that a reward, and foremost financial rewards 

do not work they claim that they work too well. When offering money, the employee tends to 

only focus in the task related to the reward and since it is difficult to specify in detail what the 

organization wants it is also difficult to measure. The motivation within the employee is only 

focusing on performing what they are being told and nothing more.
80

 Kohn means that the 

reward does have an effect on the behavior of the employees but the problem is that it is not 

for the long term. The change in the behavior the rewards create is only temporary and highly 

tied to the reward itself. When the reward ends the behavior ends as well. This is, according to 

Kohn, that the attitudes behind the previous behavior have not been affected by the reward 

and there is a need for commitment toward the behavior. Kohn also means that the reward do 

not generate an increase in the productivity hence do not increase the efficiency of the 

organization. He even states that those employees who were expecting a reward had a lower 

productivity than those who did not expect anything.
81
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3.4 Effectiveness and Efficiency Theory 

This part in the literature review will discuss the concept of effectiveness and efficiency and 

how they relate to reward systems. One reason as to why organizations have reward systems 

is to increase both effectiveness as well as efficiency. By motivating the employees to follow 

the goals of the organization it will increase the effectiveness and efficiency since all 

employees will strive for the same outcomes. Further it lies in the employer’s interest to 

create such a reward system that will enable the employees to constantly improve the 

effectiveness and efficiency in the organization and be rewarded for their effort to reach the 

organizational goals.
82

  

 

The literature in this section will be presented from an efficiency point of view. This type of 

view indicates that an organization can choose different steering instruments in order to reach 

their goals. The type of instrument the organization chooses will lead to different effects 

inside the organization. These effects will then enable the organization to reach their goals.
83

 

The instrument that will be used in this study is reward systems and from an efficiency point 

of view it can be explained as follows; the goal of the organization is to increase the 

efficiency. This will be done by creating a reward system where the employees will be 

rewarded for achievements that will have a positive impact on the efficiency. The employees 

will be motivated to reach the goals of the organization and the organization will increase the 

efficiency based on the effects of a reward system.  

 

Based on the efficiency view a reward system can be divided into four dimensions; purpose 

with a reward system, the groundwork of a reward system, different types of rewards and 

finally the receiver of a reward system.
84

 Even though this model was developed for a 

previous study in order to see how the employees perceive a reward system we find if useful 

for our study as well. This since we find the four dimensions to be very basic and something 

that each employer should take into consideration when developing a reward system. 

However it should be noted that we will not include all different sub- dimension since some 

of them are not appropriate for our study. Therefore the model will be somewhat modified to 

be suitable for this particular study. We will now discuss each dimension separately.  

 

The purpose with a reward system 

There are several purposes of having a reward system and the most significant in this section 

is increased effectiveness and efficiency. In order to reach this purpose it is important that the 

organization creates a reward system where the employees and the organization strive towards 

the same direction.
85

 This can be done using the Goal Setting Theory. The organization has to 

know where they want to be in the future in order to know how to get there; i.e. means and 

ends. However it is not only organizational goals that exist within an organization, there are 

personal goals as well which every individual in the organization has set up for themselves. 

The organizational goals and the individual goals do not need to be the same but both need to 

be compatible and achievable. This can be done by informing the employees about the 

organizational goals and letting the employees be part in reaching these goals. This should be 

done in such a way that the employees can set up personal goals for themselves, which will 

lead to increased motivation to reach both the organizational goals as well as the personal 
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goals. It should be noted that if an individual does not identify with the company and its 

purpose, the individual will have difficulties in finding meaning with their work.
86

  

 

In order for the organization to increase the effectiveness and efficiency the organization 

should foster a climate where the employees are encouraged to be goal oriented. A goal 

oriented person sees his/her role in the company very clearly and will be motivated by 

working towards organizational goals and at the same time put up personal goals for him/her 

self.
87

 Further, to create this type of organization with a high level of motivation should be a 

specific objective in itself in the organization since this is as important as any other goal of the 

organization. This objective will lead to increased efficiency since both personal and 

organizational goals will be achieved
88

. It might be assumed that the job satisfaction among 

the employees will increase since they feel that they will get personal development through 

achieving both personal and organizational goals.  

 

In order for the managers to create an effective organization there are six steps that should be 

taken into consideration which refers to aligning the individual goals with the organizational 

goals. First it is important that everyone within the organization is aware of the vision and 

mission of the organization i.e. what the purpose with the organization is. Second, the 

objectives of the organization should be broken down into different levels of sub goals so that 

they can be understood and achieved by lower level personal. Third, the objectives of the 

organization as well as the levels of sub goals are communicated to the right employees and 

divisions (the employees that will execute them). Fourth, the manager should help and 

encourage each employee to set up personal goals that can be achieved. Fifth, modify 

tentative organizational goals when necessary. And finally, continually remind everyone 

about the organizational goals in order to achieve them and constantly evaluate the 

organizational as well as the personal goals to make sure that there is a balance between the 

two.
89

 These six steps should be taken into consideration when the purpose with a reward 

system is to increase the effectiveness and efficiency within an organization. It shows the 

importance of involving the employees in such a way that they will feel part of the 

organization and that they are important for reaching the goals successfully.  

 

The relationship between the personal and the organizational goals can be seen in the figure 

on the next page. It is important to note that the reward system should be based on the 

organizational goals and reward the employees who contribute to reaching these goals. The 

vertical axis in the figure shows how the organizational objectives are linked with the results 

that the employees provide and the outcomes, which is what the organization gets. The 

horizontal axis shows the link between what the employees do, the result of their work, and 

the rewards that the employee gets for doing this. It is important that the rewards are valued 

by the employees and that the outcomes are valued by the organization, this way both parties 

will be satisfied with the situation.
90
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          The Organization’s Perspective 

 

 
Picture 3:1 Linking individual and organizational objectives 
Source: Atkinson Anthony A., et al. (1997),”Management accounting” Prentice Hall International Editions, 2

nd
 

edition, p. 652 

 

We have now discussed the purpose with a reward system and the two main factors that an 

organization needs to consider; first is to determine where the organization wants to be in the 

future and decide on a way to get there (how to make use of a reward system to reach the 

future goals). The second factor is to motivate the employees towards following the goals of 

the organization and at the same time achieving personal goals. However it is not enough to 

have a reward system, it needs to be thoroughly decided on what basis a reward should be 

given to the employees. This will be discussed in the following section.    

 

The groundwork of a reward system 

There are different types of groundwork for a reward system; that is on what basis an 

employee should get a reward. If an organization wishes to stimulate a specific behaviour that 

will lead to achievement of a specific goal then the organization should reward behaviours 

that contribute to reaching the goal. In this study we will mainly focus on financial and non 

financial measures as groundwork of when to reward an employee.
91

    

 

It is not easy to decide on the basis for a reward system since there are a number of 

uncertainties that will affect the outcome of a job. An employee can put a lot of effort into a 

task but at the end, environmental changes might lead to that the outcome of the task will be 

affected in a negative way. These types of uncertainties have to be taken into consideration 

when creating a reward system. Due to these uncertainties companies often base their rewards 

on the input, for example working hours, skills and knowledge that are put into the job rather 

than on the outcomes. Even though the employees consider rewards based on input to be less 
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motivating compared to rewards based on the outcome, companies still use this model as a 

way to deal with different kinds of uncertainties.
92

 

 

When it comes to financial measurements we will in this study only focus on pay for 

performance. This since studies have shown that it is a great motivation factor for employees 

and at the same time leads to improved performance
93

 which we consider will increase the 

effectiveness and efficiency within the organization. Pay for performance is often linked to a 

monetary rewards, and mostly bonuses
94

. Pay for performance can occur at three different 

levels within an organization, individual level, team level and organizational level and 

depending on which level pay for performance is used, it will take somewhat different 

forms
95

.  

 

At the individual level pay for performance can be measured on number of units performed, 

which will have an effect on the base pay, it can be variable pay, which will not influence 

base pay and that the employee has to work hard to receive again, this can for example be a 

cash bonus. It can also be measured on past performance and the employer will increase the 

employee’s base pay. At the team level pay for performance is measured on the outcomes of 

the teams. At the organizational level the measurements will be on the overall performance of 

the organization and rewards will be distributed to all employees.
96

  

 

When an organization decides to base their reward system on pay for performance it will 

increase not only the performance among the employees but it will also increase the overall 

performance of the organization. However there are a few aspects that the organization has to 

take into consideration when developing measurements for pay for performance. The first one 

is to decide on what performance is desirable for the organization in order to reach the 

organizational goals. This is a way for the organization to link the strategy with the reward 

system but also to make sure that the employees will be rewarded for the “right” performance. 

Further it is important for the organization to inform the employees about what performance 

is valued and will be rewarded. This will enable the employees to focus on the tasks that will 

be valued by the organization and not waste time on something that is not appreciated. Also it 

is crucial that the performance that will be rewarded is measurable so that the organization 

know when to reward and when not to. If such type of measures is not defined then the 

possibility for the employees to be rewarded correctly will decrease. Another important aspect 

that needs to be pointed out is the employees must have the skills; knowledge and 

competences to reach the desirable performance otherwise pay for performance as 

groundwork of a reward system will not be useful and will be de-motivating for the 

employees.
97

  

  

A non financial groundwork for a reward system is not as common as a financial basis. Non 

financial measurements can for example be customer- and employee satisfaction and market 

shares. Even though these types of measurements are important for companies it is still the 

financial measurements that most often is the basis for a reward system.
98
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As have been showed in this section there are different bases for a reward system. Important 

is that they can be both financial as well as non financial and that that the employees are well 

aware about the groundwork of the reward system so that all will have the same chances to 

receive a reward. By having a solid ground for the reward system where all different aspects 

of it have been taken into account, we believe that the reward system will be more organized 

and become more effective.  

 

Different types of rewards 

The third step when creating an effective reward system is to decide what types of rewards 

that will be offered to the employees in the organization. In this thesis we will focus on 

monetary, non monetary and non financial rewards, but we will also discuss the concept of 

intrinsic and extrinsic rewards.  

 

As have been mentioned above the first step in creating an effective reward system is to 

decide what they want to accomplish with the system and linked to this is on what basis a 

reward should be handed out. When this is done the organization can start consider what types 

of reward that will be offered to the employees. It is highly important that the organization 

realizes that they have to offer rewards that the employees value
99

. If this is not taken into 

account then the reward might have a negative impact on the receiver and the motivation to 

reach the organizational goals might decrease. Therefore the organization should find out 

what motivates the employees and also recognize that people in different stages of their life 

are motivated by different things.
100

  

 

A decision whether to offer monetary and/or non monetary rewards have to be made. The 

most common monetary reward is cash bonuses (note that we are not referring to base salary) 

but there are obviously additional financial rewards as well, for example gain sharing, and 

stock related rewards and profit sharing. A monetary reward can be handed out when 

someone has done an excellent job or when the organization has improved the results. The 

monetary rewards can be given to both individuals and teams and they can be based on 

individual as well as team performance.
101

 However monetary rewards do not always have a 

positive effect on motivation. If there is no link between the reward and the accomplishments 

of an employee the reward will not have an impact on the motivation. If everyone is getting 

the same monetary reward regardless of their performance or effort then the reward will not 

have an impact on the motivation. On the other hand if monetary rewards are linked to the 

individual and his/her accomplishments then money can be a strong motivator.
102

 

 

Non financial rewards are rewards that do not cost the organization anything. Today the most 

significant non financial rewards are connected to the employment contract and to the 

relationship between the employee and the employer. The study by Manas and Graham 

indicates that money is no longer the number one motivation factor among employees. They 

mean that today employees are more interested in opportunities and thereby to develop their 

skills and knowledge. If an organization is not able to successfully provide opportunities for 

their employees they will end up with a situation of employee retention.
103
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Non financial rewards can be divided into three categories. The first one is affiliation, which 

refers to the overall value that working in an organization for a longer period of time will 

bring. This includes everything from job satisfaction to the thrill of working for the number 

one company on the market. The second category is quality of work and life and this is about 

the employee and its ability to grow both personally as well as professionally. This is done by 

having a job that provides the employee with challenges in such a way that the employee will 

improve their skills and knowledge. The third category is training and development and is 

focusing on the employees, training them for both current jobs and for future jobs.
104

 

However, we would like to consider training and development as a financial reward but not a 

monetary reward in this study. This since, education of the employees might be linked to a 

cost for the organization even if it does not generate any money for the employee. This is one 

way to organize non financial rewards by having the employee in the centre. We strongly 

believe that this kind of categorization will give the organization a sufficient overview about 

how non financial rewards can be used. Therefore we claim that it will lead to a good 

groundwork when discussing non financial reward as part of a reward system.   

 

Further there are two additional forms of a reward system and that is intrinsic and extrinsic 

rewards. As have been discussed earlier in this study, intrinsic reward is something that comes 

from inside the individual and refers to how the individual relates to the job and the 

organizational environment. Experts point out that intrinsic rewards have higher motivational 

effects than extrinsic rewards among employees and therefore it is crucial for the organization 

to keep this in mind and try to create such a working environment that will enable the 

employees to gain intrinsic rewards. Extrinsic rewards on the other hand can be linked to both 

financial and non financial rewards and is therefore something that the organization can 

control.
105

 It is important for organizations to keep both of these additional reward systems in 

mind in order to create an optimal reward system. Even though intrinsic rewards are linked to 

the individual employee, the organization can still try to foster intrinsic rewards by creating a 

working environment and job assignments that the employees value and appreciate. Intrinsic 

rewards are most likely to occur when employees have the authority to make decisions 

regarding the organization and when these decisions are done based on the employees’ skills, 

knowledge and competence. This will motivate the employees to act in the best interest for 

the organization.
106

 Extrinsic rewards on the other hand are important to include in the reward 

system when rewarding a team for the first time, this will increase the individuals’ interest to 

collaborate.
107

 A previous study stated that the most significant motivation factor for 

employees is the interest in the job itself
108

. We consider this to be an intrinsic reward and it 

also shows the importance for managers to recognize this and motivate them from an intrinsic 

aspect. Further the study also points out that motivation is important for the productivity and 

again we see that motivated employees will lead to a more effective and efficient 

organization
109

 but if intrinsic motivated employees will have a higher impact on the 

effectiveness and efficiency than extrinsic motivated people is not defined. Even though 

studies have pointed out that intrinsic motivation is more sufficient than extrinsic
110

, there are 
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other studies claiming that there is no evidence that intrinsic motivation will increase the 

effectiveness and efficiency within an organization
111

.    

 

Further there are studies that claim that both intrinsic as well as extrinsic rewards are needed 

in an organization. Often extrinsic rewards will have a negative effect on the intrinsic work 

motivation since it might be “pushed aside” and therefore it is crucial that organizations try to 

manage these factors in such a way that favours both intrinsic and extrinsic motivation and 

rewards.
112

  

 

The receiver of a reward system 

The final step in the efficiency model is to determine the receiver of the reward. In this study 

we will focus on teams and on individuals. We will not include top management as a separate 

category since we in this study will be focusing on how to motivate the employees and not the 

top management team as such. However we are aware that some studies include the top 

management team since they might be part of a different reward system
113

 but since we are 

not aiming to study the differences between different reward systems in one organization we 

will exclude that from our study.  

 

Rewarding teams can be very important in some organizations, especially if team work is 

frequently occurring. However not all companies see the value in rewarding teams which will 

have a negative impact on the outcomes of the teams. When an organization is rewarding 

teams it communicates to the employees that the team work and the outcomes are highly 

valued and appreciated by the organization. This is a way to encourage the teams to continue 

to deliver high-quality outcomes.
114

  

 

The outcomes of, say a project, is often performed by a team, which makes it difficult to 

reward one single person for that particular outcome. Due to this many organizations have 

started to reward teams instead of individuals. However, by moving towards team rewards 

rather than individual rewards will not be free from problems. When rewarding a team it is 

assumed that every member of that team has made an effort and worked hard in order to reach 

the goals. But so is not always the case. There are situations where free riding is a problem. In 

situations like that the whole group will get a reward even the person that has not contributed 

to the outcomes. This might create problems within the team since everyone is getting 

acknowledged for their work even when some of them have not contributed to the 

outcomes.
115

 Obviously team rewards include a lot of positive aspects as well. It motivates the 

employees to work together and be more innovative regarding problem solving. The 

employees will be encouraged to “think outside the box” and be rewarded for their effort in 

finding new solutions for different types of problems.
116

 Another reason for rewarding teams 

is the idea that a team will perform significantly better than a single individual. It can also be 

described as the sum of two individuals (1+1) is not two but three.  This is referred to as the 

synergy effect. However it is not enough for the organization to put different teams together 

and expect them to provide the organization with top results, it is just as important for the 

team to learn how to collaborate. It is when every individual within a team has gotten to know 
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each other, the skills and abilities that the team can start to produce high standard 

outcomes.
117

  

 

If an organization has decided to reward teams instead of individuals there are two factors that 

have to be considered. The first one is interdependence within the team as well as with other 

teams. If the interdependence is high between both, then it is important for the organization to 

be careful with how they reward the teams. For example, if there is a high interdependence 

between a number of teams but only one of the teams will be rewarded for the outcomes then 

it will have a negative impact on the future team work, since the reward is considered to be 

handed out on unfair basis. The second factor is the frequency of team work within an 

organization, that is how often the employees are working in teams; constantly or 

sporadically. If they are working in a team full- time then team rewards might be suitable and 

if team work is occurring more sporadically then individual rewards might be preferable.
118

  

 

Recent studies have shown that when an organization is deciding to reward either individuals 

or teams the degree of trust within the team needs to be taken into consideration. If there is 

low trust between the members of a group, that is the degree of getting to know and trust the 

other members’ competences and skills are low, then individual rewards are more suitable. 

This because the individual will get rewarded based on own performance and does not have to 

rely on other group members to get a reward, especially when the team dynamic is not 

optimal.
119

 Further, in some jobs individual rewards will be preferable rather than team 

rewards. This could for example be personal selling or new innovative products. Here 

individual rewards are more suitable and it is important that the rewards will motivate the 

individual to deliver successful outcomes.
120

 However a previous study showed that when the 

organizational goal is to increase the motivation factor regarding problem solving among the 

employees, the use of both individual rewards and team rewards are not effective. In fact 

when striving for problem solving in teams the use of individual rewards that are based on 

individual performance do not work in favour for the team based problem solving. This, since 

the individuals in the team are more interested in their personal rewards than delivering 

sufficient outcomes with the team. Other researches do not support this and states that the 

most effective is to combine both individual reward systems and team reward systems.
121

 

With this we would like to point out that when creating a reward system it is important for the 

organization to discuss what they want to accomplish with the reward system. By doing that it 

will be easier to decide if they should have individual rewards, team rewards or both. 

3.5 Summary of the Theoretical Framework 

 

So far in the theoretical framework we have presented theories regarding motivation, both 

content- and process theories. We have also discussed theories regarding what to consider 

when making use of a reward system in order to reach organizational goals and at the same 

time increase the effectiveness and efficiency within the organization. We will now link the 

motivation theories, which consist of content- and process theories, with the effective and 
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efficiency theory, and try to explain how we consider them to influence each other. This can 

be seen in the figure below.  

 
 

 Figure 3:2 Linking motivation to effectiveness and efficiency 
(The figure is our own modification based on the original. Source: Arvidsson Per (2005) ”Styrning med 

belöningssystem. Två fallstudier om effekter av belöningssystem som styrmedel” Handelshögskolan i Stockholm, 

EFI, Ekonomiska Forskningsinstitutet.) 

 

As the figure 3:2 shows, we think of motivation as the central aspect in our theoretical 

framework and it is something that the employers constantly need to have in mind when 

developing a reward system. In this figure motivation consists of the content theories and the 

process theories. The figure also shows that motivation will affect the four aspects of creating 

and developing a reward system. When an organization has decided to include a reward 

system the first decision is what the purpose with it will be. Will it be used as a steering 

instrument or are there other purposes with it? Whatever the purpose with it might be, the 

organization has to figure out what role the employees will have in it. This leads us to the next 

step which is the groundwork of a reward system. It is important that the groundwork of it, 

that is on what basis a reward should be handed out is well established. This is done in order 

for the employees to consider the reward system as fair but also so that they can see their 

place in the organization. It also means that they know that if I put this much effort into this 

task then I will get a reward, which is the one of the basis in the expectancy theory. Another 

part of the groundwork is that the organization has clear goals so that they know where they 

want to be in the future. These goals have to be broken down to smaller goals so that they are 

possible for the employees to reach, since the groundwork of a reward system so often is 

linked to reaching different sub goals. By giving the employees the opportunity to reach the 

goals it will lead to increased motivation among the employees and hence the effectiveness 

and efficiency will increase within the company when the employees will know what is 

expected from them. The third step when creating a reward system is to decide what types of 

rewards the organization should offer to the employees. It is highly important to offer the 

employees’ rewards that they value otherwise the reward system will not have an impact on 

the motivation. An organization can chose to have monetary and non monetary rewards, all 
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depending on the resources and wishes from the employees. It is important for the 

organization to realize that people are motivated by different things and that they have 

different needs that have to be satisfied. It is also crucial that the effort that the employee puts 

into a task corresponds with the reward that he/she will receive, this in order to increase the 

motivation. The last step in developing a reward system is the decision whether to reward 

teams and/or individuals. Here it is important to consider whether the organization will 

encourage team work or individual work and base the receiver of a reward system on that. 

Another aspect to take into consideration is motivation; will the employees be more motivated 

to work in teams or individually? Either way, the important aspects is that the system is fair 

otherwise will the motivation decrease and the so will also the effectiveness and efficiency.  

 

In order to create a reward system, which will increase the effectiveness and efficiency within 

the organization, all four steps of that theory must be thoroughly developed. However, this is 

not enough, it is just as important to take the content- and process theories into consideration 

in order to get the most sufficient result of a reward system. Further, it is important that the 

organization keeps in mind that even though a reward system is a steering instrument, it is still 

the employees that are going to perform the tasks and activities. Based on the discussion here 

we have tried to explain how we consider the motivation theories and the effectiveness and 

efficiency theories relate and how they are influencing each other.    
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4 Empirical approach for the study 
 

In this chapter we will discuss the choices we have made regarding practical method and how 

these choices will affect our study. We will also describe how the interview questions are 

linked to the theoretical framework in order for the reader to later on see the connection 

between the theoretical framework and he empirical results. The choices have been made 

based on our research question with the purpose to get the most sufficient material for our 

empirical results, which will be presented later on in this study.  

4.1 Choice of method 

 

This study follows a deductive research approach, which means that based on our theoretical 

framework we will collect information needed in order to see if the reality is in accordance 

with the theories. The information will be analyzed by comparing the empirical findings with 

the theories we have chosen for this study.
122

 In order to answer our research question we 

considered a qualitative method to be the most useful in gathering information. This since a 

survey would not have given us the opportunity to see different nuances between the 

respondents. By conducting a qualitative research we could get unique information that would 

not have been possible by sending out a survey. A qualitative research gives the advantage to 

see the unique in every situation and to create a “me- you” feeling between the respondent 

and us as authors
123

. This will lead to that we could get a deeper understanding for each 

situation, something that would have not been possible with at quantitative method
124

.  

 

Further we have chosen to do deep interviews and to be prepared for each interview we have 

developed an interview guide. Deep interviews were chosen in order to get the most out of 

each interview. An interview guide is a list of all the different topics that needs to be 

discussed during the interview
125

. This list is a way for the interviewers to make sure that no 

topic is forgotten. Further an interview guide allows the respondents to talk very openly and 

freely about each question and the interviewers can ask follow up questions during the 

interview if something is not clear and needs to be specified.
126

  The interviewers do not need 

to follow the interview guide in the exact same way for each interview, nor do all questions 

need to be asked in the same order. As said before, the guide is a tool for the interviewers to 

make sure that all subjects are discussed that are important for the study.
127

  

4.2 Choice of respondents 

 

We have decided to do two interviews in three different sectors. This choice was made since 

part of the purpose with this study is to study the reward system in different sectors in order to 

see if there are any similarities and/or differences between them. We chose three different 

sectors since we thought it would give the study a better comparison than if we had just two 

sectors. The sectors we have chosen are the service-, production-, and construction sector. 

These sectors were chosen based on a convenience sample; that is the sectors that were 

available for us at the time when the study was conducted
128

 and where there were companies 
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that were either middle sized or large sized. Other sectors exist but the number of respondents 

located in Umeå that would meet this study’s requirements was not sufficient enough. This 

could have an effect on the end result since other sectors might use a reward system in a 

completely different way. However, we found that the sectors that we had access to, gave us 

sufficient material for this study.  

 

The choice of only including middle and large sized companies was made since we believe 

that the possibility of these companies having a reward system, that is part of their strategy on 

how to reach organizational goals, are higher than within small sized companies. It should be 

pointed out that with middle sized companies we refer to companies that have between 50- 

250 employees and large sized companies that have more than 250 employees.
129

 The 

companies also had to be located on other places than just Umeå; they had to be national 

companies. This choice was made on the basis that a national company in Umeå would 

consist of an amount of employees that our study required.  We also assume that a national 

organization has a higher probability to have a more deliberate reward system. Further, we 

have decided to do two interviews within every sector, this since we considered one interview 

not to be sufficient enough to provide useful information. Another reason for this choice was 

the possibility to transfer the results to some extent, which we did not feel we could do if only 

one interview within every sector had been made.  

 

The choice of respondents within every sector was again made based on a convenience 

sample. We discussed potential participants within each sector that were either middle- or 

large sized companies and that were located in Umeå. Further, we wanted a high variation 

between the companies in the sectors in order to see the differences and similarities more 

easily between the sectors. When we had decided on a number of companies that we 

considered to be appropriated for our study we started to call them one by one, until we got 

the number of respondents that we were aiming for.  

 

4.2.1 Access and non-completion 

 

It was not difficult to get respondents for this study. After we had decided on a number of 

companies that were suitable for our study we called them one by one. If we were not able to 

find a telephone number to the chief of staff, whom we wanted to interview, we called the 

reception and asked them for help. Only one person said that they do not want to participate in 

this study and that was from the construction sector. Further at two companies the person that 

is working with these types of issues was on vacation and therefore we were not able to 

include them in our study. One of the companies is in the production sector and the other one 

in the service sector.  

 

Moving on to access, we did not find it difficult to get the respondents to talk openly about 

their reward system. Everyone gave us good material that we could build our empirical 

findings on. However the way that the respondents answered our questions varied. Some of 

them seemed to have difficulties with just answering the question and not talk about related 

issues, while some where answering our questions very quickly and where using all the right 

terms. When reading the empirical part it might be noted by the reader that the empirical 

length of each respondent varies. This is because, as mentioned above, some of the 

respondents were answering very quickly and were using the same terms that we have in our 

thesis. This made it easy for us to transfer the transcriptions to empirical format and therefore 
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some of the respondents have a shorter empirical part. An example of this is NCC. Then there 

are other respondents, like Norrmejerier for example, that sometimes had difficulties to keep 

to the subject and was often talking about related issues or giving us examples. When doing 

this she gave us indirect information that we thought were useful for the study and therefore 

the empirical part for Norrmejerier, just as an example, became quite long, at least in 

comparison to NCC.     

 

4.3 The Interview Guide 

 

Our interview guide, appendix 1, is based on our theoretical framework and follows the same 

structure as the theoretical framework does. The purpose with the first two questions is to 

establish the respondent’s position in the company as well as the experience he/she has within 

this field. Question three to six is to get an idea how the different respondents define a salary 

system and a reward system and what part they play in the organization. We included a 

question about the salary system since many respondents thought, when we called them that 

we were going to do a study about that even though we used the phrase reward system. Also 

we considered it to be a possibility that companies see their salary system as a reward system 

and something that motivates the employees and therefore we decided to include this question 

in the interview guide. The following questions in the interview guide follow the same 

structure as the theoretical framework, and therefore we will not further discuss how they 

relate to the theories.  

4.3.1 Description of the interview 

 

We conducted six interviews within nine days. All interviews were located at the respondents 

office here in Umeå. One respondent, from the production sector, wanted to see the interview 

guide before the interview so she received them by email. Before we started the interview we 

gave all respondents the opportunity to be anonymous. We also asked them if we could record 

the interview, which everyone agreed on. Further we asked the respondents if they could take 

the time to read through our transcriptions in order to avoid misunderstandings and 

misinterpretations. Again, all of the respondents agreed to this and the transcriptions were sent 

to them by email. However one company from the construction sector chose not to read 

through the transcriptions, she sent us an email where she claimed that she had not time to do 

that and therefore she wanted to be anonymous. A summary of the interviews can be found in 

appendix 2.   

 

The first interview was with NCC, a construction company, and the respondent was Sverker 

Örmin, chief of staff for the region Norrland. The interview took 25 minutes and he was very 

professional, and we noticed early on that he knew what he was talking about and he 

understood our questions as well as the purpose with the study. He was quite serious during 

the whole interview, and it would be false to say that the atmosphere was relaxed.  

 

The second interview was also with a construction company, which we will refer to CC1 

since they requested to be anonymous. The respondent was the personnel officer / personnel 

developer in Umeå. Her main responsibility was towards the blue collar workers within the 

company. The interview took 25 minutes and it seemed that she did not really understand the 

purpose with a reward system, neither the overall purpose with it or why CC1 has it. However 

the atmosphere was relaxed and there was a lot of laughter during the interview.  
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The following interview was with a production company and they requested to be anonymous 

in the study and will therefore be referred to as PC1. The respondent’s position at the 

company is Human Resource officer. The interview took 22 minutes and she was very 

professional and answered our questions very quickly. It showed that she had been working 

with these types of issues for a long time. The atmosphere was relaxed and she thought it 

would be interesting to participate in this study.   

 

The fourth interview was with a company from the service sector and she wanted both the 

company as well as herself to be anonymous. The company will be referred to as SC1. The 

respondent’s position at the company is HR coordinator. The duration of the interview was 23 

minutes and the respondent was very relaxed. She answered our question very thoroughly and 

it showed that she took time in trying to give us good and sufficient answers. During the 

interview both the respondent and we (authors) were laughing a lot and the atmosphere was 

very comfortable.   

 

Our fifth interview was with Bravida, a company in the service sector. Our respondent is 

Hans- Åke Lampa, head of department of the power division. The interview took 34 minutes 

and the atmosphere was very relaxed but also very professional. The respondent talked very 

openly and freely when he answered our questions.  

 

The last interview was with Norrmejerier, a production company. Our respondent is Sinikka 

Lindquist and her position is Chief of Staff at the company. The atmosphere was very relaxed 

and there were lots of laughter. She talked very openly when she answered our questions but 

in some cases it seemed like she did not really understand the questions, so we had to re-ask 

them in such a way that she would understand what we meant by them. This was the longest 

interview and the length was 49 minutes.   

 

In the empirical part we have summarized the transcriptions and were trying to only include 

information that was relevant for our study. We have also included quotations in the empirical 

part in order to give more life to that chapter. There is at least one quotation for every 

respondent and they are based on the answers of the respondent and whether he/she said 

something that we considered to be salience. We also chose to include quotations since it 

gives a good idea about where the respondents stand in different issues and how the company 

is dealing with those issues.  

 

4.3.2 Trustworthiness and authenticity 

 

Credibility and transferability 

When conducting a qualitative research, like this one, the terms of trustworthiness and 

authenticity are used as measures of quality of the study.
130

 As part of the term 

trustworthiness we need to discuss credibility and transferability that can be linked to validity 

of a study. When saying that a study has a high credibility it means that the researcher has 

interpreted that information in a correct way.
131

 By letting our respondents take part of the 

transcript we have enhanced the credibility of this study. It also shows the degree of 

misunderstandings and misinterpretation is very low. However, we must argue that a higher 

level of credibility could have been gained if the respondent were given access to the final 

empirical material as well. This choice of not letting the respondents take part of the final 
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compilation was made since the transcripts could be sent back the next day when the 

respondent still had his/her answers fresh in memory. The interview guide could be used 

again in the same context, either in the same sectors or in different sectors. However it should 

be pointed out that if this study were to be done again by different researchers, the same 

theories also need to be used otherwise will the interview guide not be accurate. By describing 

the steps made in this study in a profound way is also a step to ensure that the level of 

trustworthiness is kept at a high level.  

 

Ttransferability in a study means if the knowledge is applicable on other settings as well
132

. 

For this study it means if the information can be use on other sectors and other companies. 

Transferability also means that the knowledge that one will receive from reading this thesis 

will be useful for understanding different situations and contexts that are part of the reality of 

the individual
133

. We consider our findings to be transferable to some extent since especially 

in situations where both our respondents within one sector have given similar answers or 

when all companies in all sectors have responded in the same way. However we do realize 

that the small number of respondents in each sector will make it difficult to transfer the 

findings and the possibility to do so will be higher in Sweden than it will be in other 

countries, even though most of our respondent companies are operating internationally.   

 

Dependability and Confirmability 

It is common when doing a quantitative research that the term reliability is discussed when 

arguing for how reliable a study is. For a qualitative study this is discussed in terms of 

dependability and confirmability. With dependability it means that the researcher make sure 

that the process of the study is audited by others and that the process of the study is made 

available.
134

  To ensure that this study maintain a high level of dependability we have had 

regular meetings with our tutor who has had the opportunity to correct us. We have also 

presented our preconceptions and how this could impact the result as well as the process of 

the study. When conduction the interviews we use a recording mechanisms that let us save the 

data on a computer, it also lead us to re-listen to the interview when needed. These procedures 

strengthen the level of dependability of this study but we are aware of that it is far from 

complete. Confirmability in a study regards the level of objectivity the researcher has and that 

the result shows that the researcher has left out his/her bias. It also means that the researcher 

made it possible for others to confirm the results.
135

 One way of doing this would have been 

to let other take part of the transcripts to make sure that we as researchers have interpret them 

correctly. In this study the transcripts have only been read by the respondents. We can 

therefore not say that this study has a high level of confirmability. One way of enhancing this 

would have been to include the transcripts to the appendix. We have chosen not to include 

them due to the fact that they are done in Swedish and that it might lead to further language 

misinterpretations.  

 

Authenticity 

In this study we will discuss the term authenticity from the viewpoint that our study gives a 

correct picture of the viewpoints that exists within the respondent group. In other words it 

means that the respondents have to be representatives for the group of people that are being 

studied.
136

 The respondents were all working with personnel issues and they had similar 
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position within their companies. Based on this we can say that the respondents can be seen as 

good representatives for this study. They also seemed to answer our questions as thoroughly 

as they could. However it should be pointed out that since only one company had the head 

quarter in Umeå it might be possible that someone at the head quarter would have been able to 

answer our questions more accurately. We still felt that we would get the most sufficient 

results by interviewing our respondents in face to face meetings. This since it would be easier 

for us to interpret the interview situation and read the respondent. Since we have chosen to 

undertake a hermeneutic approach we thought that the most appropriate would be face to face 

meetings in order to be able to interpret the respondents’ situation. Thus we were trying to get 

in touch with the most suitable respondent that was located in Umeå.  

4.4 Criticism of the Practical Method 

 

First we would like to point out that neither of us authors are used to conducting interviews, 

which slightly might influence the information we have received during the interviews. It is 

possible that we have not always known were to stop the respondent if he/she is not focusing 

on the subject. This means that we have also gotten information that is not useful for our 

study however this is something that we have noticed and have excluded from the empirical 

part. On the other side our lack of knowledge might have lead us to miss information as well. 

In order to avoid this we use semi-structured interviews in order to be able to ask follow up 

questions. 

 

Another aspect that needs to be highlighted is the fact that the interviews were conducted in 

Swedish and so were also the transcriptions. This means that for the empirical part in this 

study we have translated the information from the interviews into English. We have aimed to 

do this as correctly as possible but still we are aware that when translating there might be 

some misinterpretations between the two languages. However, we felt that it was better to do 

the interviews in Swedish since we did not know the respondents’ skills in English and based 

on this we did not want to take the chance to get insufficient information due to language 

barriers. Another action that we took to avoid misinterpretations was to let all respondents 

have access to the final transcripts. Since not all of the respondents took the time to read them 

through there is still some possibility that we have interpret some information wrong. We did 

some changes due to corrections from the respondents and we feel that this enhanced the 

accuracy of the gathered material. 

 

Since one of the respondents asked for, and received, the question in beforehand this could 

have an effect on the answers that were given. When given the opportunity to read the 

questions before the interview the respondent was given time to think the answers through. 

This could potentially make the answers more accurate but it also gave the respondent time to 

leave out information. Since this was one of the last respondents to be interviewed the 

possibility to let all respondent take part of the question in beforehand was not made.  

However, the answers of the respondent that had the opportunity to read the question before 

the interview did not differ in any particular way from the others. We can therefore make the 

conclusion that this did not affect her answers in any way that could harm this study. 
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5 Empirical part  

We will now present the empirical findings that we have retrieved from our interviews. The 

information will be presented company by company by starting with the construction sector 

and then moving on to the production sector and finally the information from the service 

sector will be presented. 

 

5.1 Construction Sector – NCC 

 

5.1.1 The company and the respondent 

Background information 

NCC is the largest construction company in the Nordic region where they also have their main 

market. NCC consists of three divisions; construction, roads and housing. NCC has 1800 

employees, 450 white collar workers and 1350 blue collar workers. The respondent is Sverker 

Örmin, Chief of Staff for the region Norrland and he has been working for NCC since 1999.  

 

Reward and reward system  

NCC has two different salary systems, one for blue collar workers and one for white collar 

workers. Blue collar workers are following the collective agreements, which means that they 

get paid per hour but they also have piece work contract which will vary based on the duration 

of the project. White collar workers on the other hand have an individual salary system. When 

it comes to the reward system NCC is part of a central reward system. The reward system 

consists of a fixed part, which is the salary and on a floating part. The floating part can take 

two forms; the first one is based on the annual salary multiplied with a percentage. To take 

part of this type the employee has certain accomplishments that have to be fulfilled, which is 

linked to the goals of the organization, but it is also liked to the result of the organization as 

whole. The second type is a bonus system, which is based on the position of the employee. 

The higher position in the organization the employees has the larger part of the salary can be 

floating. Some positions provide a floating part of as high as 50 percent. Connected to this 

second type is profitability, both for the own division but also for the organization as whole, 

the goals of the organization and accomplishments that the employee has to fulfil during the 

year.   

 

It is the group executive committee that decides the type of reward system and how it should 

be used within NCC. This will then be communicated throughout the organization. 

 

5.1.2 Motivation 

Needs 

NCC is working very actively in order to become an attractive employer. One important 

aspect is that the salary should be above average for that industry. They are also focusing on 

giving the employees the possibility to improve their skills and knowledge, they offer 

additional parent allowance so that the employees have the possibility to stay home with their 

children, they offer insurance to the employees, they have own healthcare within NCC and so 

on. It is also important for NCC to have good relationships with different Universities and 

show what NCC stands for. They are also part of different program committees at 

Universities, mainly within construction and engineering. Further each year the employees at 

NCC take part of an intern survey where they give their personal opinion to what degree they 

consider they have the ability to impact their own work. NCC considers communication at the 
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work place to be the groundwork for this, to have a work place where each employee is 

allowed to speak their mind and opinion. NCC is also trying to include every employee within 

a project to be part of the planning phase, where everyone can be part of the project from the 

beginning. NCC is constantly working towards improving this, and to let the employees have 

good possibilities to have an impact on their work.  

 

In order to improve the job satisfaction at NCC there are meetings at different work places so 

that the employees included in a project can discuss together what they want to do with the 

project, and what can be done in order to increase the job satisfaction. NCC also encourages 

team building before a project starts in order for the employees within a project get to know 

each other. One example is that one team decided to start curling one night a week and now 

five years later they are still getting together for curling.  

 

Goals and expectations 

NCC has both financial goals, to decrease the production costs by 5 % each year, and goals 

for the employees, to become the most attractive employer in Sweden. The goals are broken 

down into smaller goals for each division which are communicated to every work place. NCC 

considers it to be very important that the goals that are communicated to the different work 

places are very concrete so that each employee can understand them. This will also lead to 

that the goals are measurable, which is important. One example of this is a goal that NCC had 

a while ago. The goal was to increase the development discussions with the blue collar worker 

and this was something that was very easy to measure. In order for the employees to work 

towards a specific goal a crucial factor is that the communication is working. Everyone should 

be aware of the goal so that they know what they are working towards. Another important 

factor is that, again, is measurable. An example for this is to have a certain number of 

meetings at a work place and this will be easy to measure if the chief at that work place will 

keep records of this.  

 

When it comes to the frequency of feedback, the type of goals will be of importance. If it is 

financial goals then it is easy to give feedback continuously since it will be easy to see how 

things are developing. Some managers will get feedback four or five times per year if they are 

dealing with reaching financial goals. However, giving feedback is not something that NCC is 

generally good at.  

 

Every employee at NCC has the possibility to advance in the company hierarchy, and this is a 

way for NCC to keep the individual goals of the employees in mind.  

 

5.1.3  Effectiveness and Efficiency  

The purpose with a reward system 

NCC has included a reward system in the organization since they consider it to be a steering 

instrument that will help reaching the goals of the organization. However our respondent was 

not convinced that a reward system has the effect that the group of executive committee 

thinks it has; 

 

“I do not know if I believe that a reward system has that great effect as it asserts” 

 

 It also needs to be pointed out that a reward system does not always lead to positive 

outcomes. There might be problems where the individual is only keen in getting the personal 

reward instead of working in the best interest of the company.  
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The groundwork of a reward system 

The rewards at NCC are based on economic measurements, the result of the company. The 

organizational goals also have a significant role since they need to be achieved in order for 

NCC to increase their profitability in the end. Further, the decision regarding when to give a 

reward is made by the region manager and/or by the Chief of Staff of the region, this is the 

lowest level in the company that these types of decisions can be made.  However if a manager 

at a specific work place wants to give something to the team if they have done a outstanding 

job for example then he/she is of course allowed to do so. He/she could for example take the 

team out for pizza or something similar.  

 

Types of rewards 

NCC has mainly monetary rewards like individual salary systems, additional parent 

allowance, and insurance. The bonuses can either be paid to the salary account or it can be 

transferred into pension funds. The employees also have the opportunity to buy houses or 

apartments that NCC owns, they have access to cabins at different ski resorts, they get gym 

cards to a cheaper price and they get lunches to a better price. NCC also has flexible working 

hours which is a non monetary reward.  

 

The receiver of a reward system 

The rewards are on an individual level but an individual cannot get a reward if his/her group 

has not performed well. The group is the basis for everything. If a group has earned a reward 

they everyone within the group will get a reward, that is everyone that has a monthly salary 

(white collar workers, authors comment).   

 

5.2 Construction Sector - CC1  

 

5.2.1 The company and the respondent 

 

Background information 

CC1 is one of the leading companies in international developing project and construction. 

They are divided into four main markets: constructions and project development, homes, 

commercial properties and public private partnership.
137

 Our respondent is the personnel 

officer, or the personnel developer, of the construction unit region at CC1 Sweden. Her field 

of responsibility is focused on the union workers in that region and she has been working at 

this position for two years. The north region in Sweden stretches from Dalarna and upwards. 

At the current situation for the region there are a total of 320 skilled workers but during the 

summer the amount rises to approximate 650 workers. Our respondent does not have the exact 

number of white collar workers that works for CC1 region north but she estimates it to 300 

people. 

 

Reward and reward system 

The respondent says that a reward can consist of so many different things but the first thing 

that comes to mind is the salary. She also states that she thinks that most people regard the 

salary as the number one type of reward. CC1 has two different salary systems depending on 

if you are a blue collar or white collar worker. The blue collar workers are bound by a union 

set agreement and a collective payment that is equal for all blue collar workers. They also 

have the possibility to get a piece work contract where the fall out is depending on the 
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duration on a specific construction and can thereby vary from time to time. If they finish the 

construction before scheduled the piece work contract gives them extra money on top of the 

ordinary salary. The white collar workers at CC1 have an individual salary system where the 

workers negotiate with their managers both the terms of their salary and the amount. The 

separation of the salary system is because CC1 is not allowed to offer any individual salary 

system to a blue collar worker. This is due to the constraints the collective work agreement 

that the blue collar workers are tied to. 

 

The respondent says that a reward system on the other hand consist of so many different 

things than just the salary. When looking at the blue collar worker there can for instance be 

different types of joint activities, journeys and the opportunity to visit other projects than the 

one you are currently working with. A reward system is also a combination of benefits that 

the company does not have any obligations to offer but that CC1 chooses to offer regardless 

and this is not controlled by outside forces. The collective labor agreement is one of the 

outside forces that put constraints to possibility to reward but also give CC1 guidelines for 

rewards. 

 

CC1 offer their employees the chance to buy shares in the company. This is an opportunity 

that is exclusive to the employees to CC1 AB all over the world. If the company as a whole 

generates good result then the return on the investment to the employees will also be good. 

Most of the decision that are being made regarding the type of reward system used as well as 

the implementation of a system worldwide is done by CC1 AB. CC1 Sweden has the ability 

to make those decisions regarding all the regions and employee in Sweden. The regions can 

make some decision of their own but the spans of movement for the regions are tied to the 

result for the past years. 

 

5.2.2 Motivation 

 

Needs 

One of the biggest goals for CC1 is to become Sweden’s best employer or rather, The 

Industrial Life of Sweden’s, best employer. To achieve this they focus on managing the 

collective agreement, employment and rehabilitations and so on in a correct way. In terms of 

becoming an attractive employer to the white collar workers CC1 is working very closely to 

the Universities and Colleges were they are mainly focusing on the technical programs. They 

are involved in several labor marked days were they present them self to the students. CC1 

also has person that works over all the north regions, the respondents region is road and 

facility but there is also hose, asphalt and concrete and for some parts also groundwork. This 

person works closely towards Universities with focus on these different regions. 

 

The respondent feels that the employees at CC1 have a fairly great impact on their own 

working situation. However there is a difference between the white and the blue collar 

workers. The construction site is highly dependent on a working logistic since without it the 

construction site will not work at all. All the workers at a site work together to make sure that 

the structure is the right one and that the machinery is right for the project. They also have a 

part in making sure that all deliveries are placed at the right place and that the arrangement of 

the goods is correct. This is not only for the good of the project but also important issues 

when it comes to the security and the work environment at the construction site since most of 

the goods are very heavy. 

 

 



37 

 

Goals and expectations 

CC1 is working on the basis of a business plan that is developed by CC1 Sweden AB and then 

broken down to the region levels and thereafter broken down to the districts. CC1 has 

different types of goals such as financial goals as well as working environment goals. The 

financial goal is an obvious goal for all companies, according to our respondent, but to CC1 

there is also an important goal in how they take care of their customers, how they handle their 

projects and also how they handle their employees within the projects. All goals are broken 

down differently but all are founded on the vision of becoming The Industrial Life of 

Sweden’s best employer. This vision has been tough to apply to the work environment since 

the construction industry has, compared to other industries, a rough work place. One goal has 

been to ensure zero work place accidents, since it is a vital thing to return home after a days’ 

work in one piece without any injuries. Another part of CC1’s goal is to build high-quality 

cooperation between the unions that CC1 has a collective agreement with. They also have a 

goal of developing a better development discussion with the employees as well as a good 

competent development at all levels. This should be done regardless if you are a concrete 

worker, ground worker or project or district managers. The plan for CC1 is quite heavy to 

follow and every year they pick some goals that they focus on during the year. In order to 

measure if the goals are met and if they are working aligned with the business plan CC1 has a 

management meeting twice a year to sum up previous work. 

 

The goals are established at region level once a year and then the districts develop them based 

on their business plans and distribute them to all employees. The aim is to distribute this on 

all construction sites. There is also something that they call week meetings that occurs at least 

every other week on the sites where they run through the project, what they need to think 

about in the next two weeks and so on.  These types of business plans and goals are also 

passed by the union trustees.   

 

In order to make these goals accessible for the employees the respondent says that it all comes 

down to how well they manage to break them down to a sensible level. If we do not manage 

to do that then it becomes very difficult for the employees to grasp the goals. Depending on 

what goal we look at, for instance, CC1 has something called Green Workplace where their 

aim is to recycle material. They use crushed concrete as mass filling where it is possible; it all 

depends on the demands of the client and so on.  It can also be a question of using a bike 

instead of a car when traveling inside a construction site when there is a short distance. We 

also try to use sheds that are developed on an environmental friendly basis. Our job here is 

then to communicate these goals down to the construction site so everyone feels that they 

know what they as an individual can do. If we do not manage this the respondent states that:   

 

“Our goal becomes an undefined thing that leaves the workers with a feeling of indifference 

and that; they´ll just wait and see what happens. That is a challenge!” 

 

There are constant checkups with the construction sites to make sure that they are working 

towards the set goal. Twice a year there is reconciliation were the respondent has a meeting 

with the different project leaders. Then there is a more informal checkup during the year to 

make sure they are on the right track. This is not always done by the respondent herself since 

she has a regional function that is more general and over bridging role and there is not enough 

time for the respondent to handle this by herself. But she states that she make sure that she has 

regular contact with those who has been delegated the task and ask how they are doing and 

make suggestions for further work. This is done to make sure that everyone knows that they 

are compared to the goal. 
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To make sure that the individuals’ goals are met CC1 has developed something called a 

Competence Developing Plan. But the respondent means that it all comes down to what the 

employees want and strive for. As an example for a blue collar worker the closest career move 

is to become a team leader. If that is something that they want then it is mostly depending on 

the characteristics of both the position and person applying. The respondent says that CC1 has 

no term as “the right education” in order of becoming a team leader. It is rather a question of 

competence, personality, and the ability to listen and lead in a good way. As for the blue 

collar workers is concerned CC1 has a lot of special competences regarding laying of pipes, 

tiling and such skills that you can become really good at. If you have this kind of competence 

there is a high chance that you will be set on those types of jobs. For instance, CC1 has on the 

wood and concrete division, a crew that is highly skilled when it comes to groundwork of 

energy plants and this is a competence not used in other areas.  

 

Something that the respondent feels is problematic for the collective workers are the lack of 

possibility to grab an opportunity and see that it generates positive things. However, the 

respondent says that there is a new thing under development in the construction industry to 

change this but they are not quite there yet. 

 

5.2.3 Effectiveness and Efficiency 

  

The purpose with a reward system 

For CC1 the purpose with a reward system is a combination of motivational effects, reaching 

goals and increasing their efficiency. As the respondent says:  

 

“If we have motivated guys at the construction sites, the job will flow more effectively, there 

will be a more efficient work place; hence, the company will make more money.”  

 

One purpose for CC1’s reward system is also to create a good unity within the work team at 

the project. Each project leader is responsible for several projects and they have ability to 

make their own motivational arrangement. It can be everything from dinner or some other 

activity outside the work.  The aim for these types of rewards is at one part to increase the 

unity but it is also to create a crew that works toward the same goal. As an example, the 

respondent states, to become the best in constructing bridges, roads or energy plants. But it is 

also CC1’s chance to show their appreciation if there has been a good year or a good fall or if 

a project has gone beyond expected. The bottom-line is still to create a sustainable unity 

within the team. 

 

The groundwork of a reward system 

The main theme for the reward system at CC1 is tied to the constructions and projects that 

they are working on. The better the workers perform at the sites the better the reward will be. 

When looking at the side of the blue collar workers there is an old tradition of a piece work 

contract. When we receive a bid on a work we calculate the number of hours required to 

finish the work. If the workers finish the construction with fewer hours then the workers 

receive more pay and the company also makes more money.  The system is, according to our 

respondent, a bit complicated. Even of this type of reward can be motivation to work more 

efficient there is also a downside to it, says the respondent. If you do not manage to keep up 

the pace of the work it can be more of a burden. But there is not only a matter of pay there can 

be the possibility to have influence and the ability to affect as well as feeling participation. If 

these parts are combinded with others then there will be a good result, a good construction. 
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Types of rewards 

When looking at the monetary reward at CC1, there is a reward in form of a bonus, for the 

white collar worker, based on the result of the different regions depending where you work. 

There is also the return on investment depending on if you have decided to invest in CC1 

stocks or not. For the blue collar workers there is a limitation in the possibility to offer any 

monetary rewards. Due to the collective agreement they are not allowed to come up with a 

system of their own and offering a bonus based on how well a construction is doing. The 

collective agreement also determines the salary for the workers and the agreement is very 

specific on the companies’ ability to offer rewards and salary. For the blue collar workers 

there is the possibility for piece work contract as a monetary reward or nothing at all unless 

they get a green light from the union. But they always have to negotiate about those types of 

things and as things are right now this is not possible since the construction union has 

resigned their big collective agreement. These types of piece work contracts are developed by 

the project leader and by the respondent at their region, but with guidelines from Sweden’s 

Construction Industries that is CC1’s employer’s organization.  

 

CC1 also have projects where the workers are not working at their own home field and for 

those situations CC1 has a special set up of reward system. They put in extra effort in those 

projects that are separate from those who work “at home”. When the workers are outside their 

home ground there is an importance of finding solutions to make sure that keep the spirit up. 

Such solutions can be extra sport activities where CC1 rents a sport facility that the workers 

can use free of charge. The main theme is to make sure that there are some things to do for the 

workers. When you work at home you have family and your home life, without extra 

activities it can easily create the feeling of the need to work extra hours so that they can get 

back home. Since this is not always possible due to constraints in the types of the project and 

regulations of working hours, CC1 has put extra effort to find join solutions for these types of 

projects. 

 

The collective agreement, which is the same for the entire construction industry, is controlling 

CC1’s possibilities to offer monetary rewards in form of bonuses and salary but CC1 has also 

a non monetary reward system. Within this system there is an extended parenting leave as 

well as health maintenance compensation. And this is something that is decided central from 

CC1 Sweden and is offered for all employees.  

 

Receiver of a reward system 

CC1 is using both individual as well as team based reward system. For the blue collar workers 

the reward fall out based on teams since the piece work contract is tied to the project itself and 

will fall out on those with in that specific project. If the work itself is tougher than usual or 

more intensive CC1 is offering the workers an extra pay to compensate and this compensation 

is only offered to those specific worker or workers.  

 

A project leader can be in charge of sometimes up to five construction sites. When it comes to 

the bonus system the fall out depends on how the different projects that the specific project 

leader is in charge of are doing. For the production leader who is in charge of a specific 

construction then the reward is dependent on that specific construction. 

 

The decision of who will receive a reward comes down to what kind of reward it regards. 

When it comes to the salary for the white collar worker it is decided at the on the personnel 

managers level combined with the closets manager such as region manager or district 
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manager. The bonus for the white collar workers is set by the region manager. For the rewards 

that are not combining with salary or bonuses such as traveling or gathering of the crew is 

decided on a project leader’s level. 

 

5.3 Production Sector – PC1 

 

5.3.1 The Company and the Respondent 

 

Background information  

This company is one of the leading manufacturing companies regarding production of their 

product. 90 % of the production is exported abroad. The company has 330 employees in 

Umeå, where the head quarter also is located, and 650 employees within the whole corporate 

group. Further they have companies and factories in Sweden, Europe and USA. The 

respondent has been working for this company for eleven years and her current position is 

Human Resource officer.  

 

Reward and reward system  

The organization has two different salary systems, one for the blue collar workers and one for 

the white collar workers. The blue collar workers are following a collective salary agreement 

while the white collar workers have an individual salary system. The company also takes into 

consideration the number of years an employee has been working for them and what type of 

position he/she has. The company is not part of a central reward system and today they only 

have a reward system for the blue collar workers. This is a production bonus that is based on 

the number of items produced and the time to produce them. The number of items produced is 

70 % of the bonus while the time is the remaining 30 % of the bonus. This reward system is 

something that has been discussed for quite some time at the company, together with IF 

Metall and the union for the white collar workers. The idea has always been to offer the 

employees some kind of bonus that is based on the production, and like our respondent said: 

 

“IF Metall has discussed that if I run faster, if I do a better job, then it should be shown in the 

wallet” 

 

 However, since it is so difficult to measure the production among the white collar workers 

this reward system was offered only to the blue collar workers.  

 

5.3.2 Motivation 

 

Needs 

The company considers themselves to be an attractive employer since they are an expansive, 

international company that has the head quarter in Umeå, which is rare. The white collar 

workers have possibilities to climb in the company hierarchy as well as to have an 

international career. The company is not a bureaucratic organization and they are focusing a 

lot on healthcare for their employees.  

 

The white collar workers can easily influence their own work since they can plan their own 

days. The blue collar workers do not have the same possibility to influence their own job 

since one item has to be produced every 4,40 minutes. However there are different groups that 

are constantly trying to see how processes and activities can be improved among the blue 

collar workers. Also since the blue collar workers are more bound by the technology, they do 

not have the same possibility to influence their job as the white collar workers have. To 



41 

 

improve the job satisfaction among the employees the company is constantly working with 

different projects. In 2005 the company got a completely new factory where the blue collar 

workers started to work on line production. In the beginning the workers were moving from 

station to station in a wagon, in order to go through the whole line, but that turned out to be 

very ineffective. So they changed it, and each employee had to be at one station for one day. 

This was later reduced so that the employees changed station every hour. Today the workers 

are again moving from station to station in order to get more variation in their work.  

 

Goals and expectations 

The overall goal of the company is to produce their items to the right time and right cost. 

Additional to this every division/department has their own goals; this could for example be to 

decrease the purchase costs or to increase the invoice effectiveness. On a weekly basis the 

company is also looking at the cost per item, cost per employee and so on. So everything is 

constantly being followed up. 

 

The goals of the organization are communicated to the workers both orally and in written 

form. In the factory the goals are posted on billboards together with facts about how things 

have looked in the past and how well they are performing now in order to reach the goals. So 

in the factory the goals are communicated both orally and in written forms. Among the white 

collar workers the goals are mostly communicated orally and again it is easier to measure the 

goals in the factory since they can be measured while this is something that is more difficult 

among the white collar workers. In order to reach the goals the employees can always try to 

see how things can be improved in order to increase the effectiveness and efficiency. This is 

something that the employees are encouraged to do. When an employee has ideas about how 

things can be improved the company will try to change it. This is a way for the employees to 

stay motivated when they see that their opinions really matters. At the factory there are two 

meetings every day, one before the morning shift and one before the afternoon shift. The 

purpose with these meetings is to go through yesterday’s shift and see if there is anything that 

can be improved for today’s shift. 

 

Feedback is given to the employees continuously during different processes and activities. At 

the production side there is a meeting every second week and among the white collar workers 

it is either every second week or once a month. At the factory there are meetings every day 

before a shift starts and every week the company goes through the order and number of sold 

items from the week before. So basically feedback is given every day or every week. Further 

feedback is given to specific activities at different departments so that the employees can feel 

that they influence their situation. 

 

Individual goals are difficult to take into consideration, at least among the blue collar workers. 

This since the product produced by PC1 has to be produced every 4, 40 minutes. Here the 

workers are seen more as a team that have one common goal. Among the white collar workers 

it is easier to have individual goals and it is possible that the manager for each department has 

specific goals for his/her employees. The company is dealing a lot with intern recruiting and 

all open positions are being posted internally. Among the blue collar workers intern recruiting 

is very, very common. Among the white collar workers it is a mixture of both, sometimes it is 

better to recruit internally and sometimes externally, in order to get some new blood into the 

building. Many employees have started at the production side and have today a higher 

position in the company. Occasionally the white collar workers might say to the Human 

Resource department that they are keen in changing their position or department in the 

company and ask the HR department to keep them in mind next time they are recruiting.  
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5.3.3 Effectiveness and Efficiency 

 

The purpose with a reward system 

The primary purpose with the reward system is to make the employees feel that they can 

affect their work and that they will get sufficient feedback on their work. 

 

The groundwork with a reward system 

The groundwork of the reward system is the number of products produced and the time it took 

to produce them. The reward system is therefore based on production. It is always the group 

executive committee that makes decision regarding the reward system. If we will implement a 

reward system that is based on the profit of the organization then it will be the board that will 

take the decisions since the shareholders will want to be included in that reward system. But 

this is not something that will be implemented in the near future due to the financial crisis in 

the world.  

 

The managers of the different departments have the authority to give small rewards, like 

coffee and cake for example, if he/she wants to acknowledge the good work of the employees. 

Another type of reward that the managers are encouraged to give their employees is feedback. 

The managers are reminded constantly about this and they have also had the opportunity to be 

part of work shops where this has been the topic. The managers are also educated in having 

development discussions with their employees.  

 

Types of rewards 

This company has the production bonus that they offer and they are working a lot with 

improving the feedback that is given to the employees. Once a year development discussions 

are held with the employees where they get feedback on their work but the employee can also 

give feedback back to the manager. It is not only important to give feedback when an 

employee has done something good, it is just as important to give feedback when something 

bad has been done. The company has recently started a project which main purpose is to 

constantly improve processes and activities within the company and to create a more 

structured way of working. Further the company has an individual salary system among the 

white collar workers, which is seen as a type of reward system, and in the future this will 

become even more individual. They also have some non monetary rewards like flexible 

working hours, the possibility to influence the own work, again only for the white collar 

workers. They are also offering gym memberships to a reduced price and are focusing on 

healthcare.   

 

Receiver of a reward system 

The production bonus is only offered to the blue collar workers since it is so difficult to 

implement a reward system among the white collar workers that is based on production, this 

because it is more difficult to measure production among the white collar workers. So the 

production bonus is given to teams, and it is not something that can be measured individually. 

Today the white collar workers do not have a reward system like the blue collar workers have, 

but it has been discussed to develop a reward system that would be useful for the whole 

company, both blue and white collar workers, that is based on the profitability of the 

organization. But how to measure this is difficult and there is a specific team that is working 

with this but since the world is now going through a financial crisis this project is put on hold. 

This reward system will include monetary rewards only.  
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5.4 Production Sector – Norrmejerier 

 

5.4.1 The Company and the Respondent 

 

Background information 

Our respondent, Sinikka Lindquist, is the manager of the human resources at Norrmejeriers 

head office. She has worked within the organization for almost 20 years with different 

positions and fifteen years at the current position here in Umeå.  

Norrmejerier is a local company that is represented in the northern part of Sweden. The 

respondent states that generally they say that they are located in seven different places in 

Norr- and Västerbotten but that this is a truth with some modification. Norrmejerier can be 

seen as being located in more places than that due to their involvement in something called 

Production Service. There are several stations in Production service with the purpose of 

assisting the farmers with all activities involved in optimizing the production of milk. They 

are also involved in giving the farmers information regarding the quality of the forage that can 

give the best quality in the milk and the highest return on investment.  

Norrmejerier produces more products than just dairy food and Gainomax, Västerbottensost 

and Jokk are some of the items that are on their list of labels. They have two dairy plants, one 

in Luleå with 100 blue collar workers. The largest dairy plant is in Umeå and that holds 200 

blue collar workers in the plant and 60 white collar workers in the office. They also have a 

cider factory where they processes all berries used in their products as well as cheese storage. 

They also have their own sales staff and tank service. They are also involved in something 

called joint distribution where Norrmejerier is in charge of delivery trucks. Together with 

other companies they share delivery trucks and distribute products in the northern part of 

Sweden. The total amount of employees in all areas was last year 460 at Norrmejerier. 

Reward and reward system 

Norrmejerier uses different salary systems depending on what group of employees we are 

talking about. The blue collar workers at the production floor follow a collective agreement 

where the salaries are set on a joint basis and that there will be the same amount for the same 

type of work. The blue collar workers do, however, have some flexibility to negotiate a more 

individual salary as well depending on if they have multiple skills or not. Those who have 

knowledge in more than one area can get an additional payment. The white collar workers 

have an individual salary system.  

 

Sinikka Lindquist does not feel that Norrmejerier has a fully developed definition of a reward 

system but she says that their aim is to be a good company and a good employer. She also 

says that they receive lots of spontaneous open application where the applicants say that they 

want to work for Norrmejerier on the basis of their good reputation. The aim for their reward 

system is to create a healthy environment for the employees at their work place and put a high 

standard on the comfort of their employees. They try to have the same reward system spread 

on all areas in the organization but due to differentiation in the number of employees at these 

location there is however some variance. Sinikka estimates that 90 % of their reward system 

is applied on the entire organization and concerns all employees. 

 

Most of the decisions made regarding the reward system at Norrmejerier are made at the 

human resource department. But the directorate that is the highest decision-making 

management can make some adjustments to the reward system as well. Norrmejerier 
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distributes the information regarding the reward system through their intranet in something 

called “a handbook for employees”. They also have an employee magazine that is distributed 

every two months that tells the employees about their reward system. They also have 

announcement boards as well as department meetings as a reminder and to inform if there are 

any changes. 

 

5.4.2 Motivation  

 

Needs 

Sinikka feels that their construction of rewards within their system helps them to become an 

attractive employer. They need to work with these kinds of things since the food process 

industry has in general a lower salary level than for instance the car production industries. 

They are very involved in making sure that their employees can grow within their company 

and Sinikka says that almost every manager in the dairy plant has started at the working floor 

and moved up the career ladder. For those that have the will to move forward Norrmejerier 

offers trainee programs for instance when they saw that there would be a lot of natural 

retirements. This is, according to Sinikka, some of the things Norrmejerier does to keep their 

good name.  

 

For the employees Normmejerier has production meeting where everyone can get an 

opportunity to ventilate their opinions regarding their work situation and so on. They have 

also implemented a lean system that is called the Toyota Model were they work more efficient 

with small changes. It means that they have meetings every morning, no longer then ten 

minutes or so, were every production sections meet and inform how the previous 24 hours 

have been. The entire work team is then gathered and this gives the employees an opportunity 

to share ideas and make suggestions to improve their work situation. They also have 

departmental meetings once a month. Sinikka also says that the employees have a possibility 

to influence their work situation in the way they perform their chores on a day to day basis. 

 

Once or twice a year the CEO has a meeting with the collective representatives were he 

gathers as well as gives view points to the representatives. Norrmejerier also has a suggestions 

box where the employees can hand in suggestions for improvement. They use to reward the 

best suggestion but as for now they are not offered any more but they try to come up with an 

alternative. They found that it is difficult to reward suggestion regarding improvements of 

their day to day work since it sometimes, even if it means improving the profitability, is 

something that is within the limits of your work duties as it is. To improve the comfort with 

the work situation and job satisfaction is something that the directorate pays attentions to 

through the departmental meetings; everyone should be giving the opportunity to be heard. 

Sinikka states that there is a different need for improvement in an office if compared to a 

noisy department. However, she feels that they are very good in improving the physical work 

environment for the workers and that Norrmejerier invests a lot of money in this type of 

improvement. Such things as staff rooms for the employees are also, according to Sinikka, an 

important issue to consider when talking about satisfaction for the employees. It is important 

that the staff room is enjoyable. 

Exercising and keeping a healthy diet are important issues for Norrmejerier since they are in 

the food industry. They have an extensive knowledge regarding good diets and they use this 

knowledge, not only when they develop new products, when taking care of the employees. It 

is important to have control over the amount of sugar and fat that are in the food. As a result 
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of this Norrmejerier treats their employees with free milk, soured milk and cheese and crisp 

bread with spreads along with coffee and tea. Sinikka says: 

”This makes it easy for the employees to have a proper lunch regardless if you bring your 

own food with you or not”. 

Goals and expectations 

Norrmejerier has both a total goal for the entire organization as well as sub goals for the 

different departments. Sinikka says that they discuss this matter in the lean production context 

regarding goals that can be measured since not everything that we do can be measured. As an 

example: Sinikka states that the telephone exchange and the operators where there is difficult 

to make measurable goals for them to obtain. If there is a goal that they should answer a 

number of X telephone calls in one day but there are not that many calls, how do we measure 

that? It is difficult to say what is most important, to answer quickly or is it more important 

that the call is perceived as good for the caller? It is difficult to measure these kinds of 

activities even if they should act professional and answer quickly yet maintain a high quality. 

It is the same thing with the payment office, it can sometimes be better to use more time to 

finish the job rather that hurry up and do the job poorly. Right now, Norrmejerier has one goal 

of 100 % security in delivering the payment in the right time and with right amount. But the 

right amount can vary with regards of other things that the payment office has no control over. 

The intranet and the employee magazine are not only used for information regarding the 

reward system the company also uses these information channels to inform everyone about 

the goals. They have also had employment days where they invited all employees with their 

respective partner and where the CEO is present. They also invited lecturers who can 

incorporate goal messages into their lectures. Last year they invited a lecturer who has 

extensive knowledge regarding the lean production and informed the employees about the 

thoughts behind the idea. Sinikka says that the basic idea is for the employees to work fast 

and efficient but there is not up to one single individual to achieve the goals. It is more a 

question of cooperation and it is through the production meetings that all work are decided 

and structured. Those meetings can contribute to the individuals´ self confidence and make 

the employee feel that he or she through their work makes the company a good company. 

Norrmejerier has moved from only focusing on top-down planning to a more bottom-up 

planning. This is due to the fact that if the workers feels good and are happy at work they 

contribute to a well being to the entire work team. Hence, if the work team is a well being 

group then the managers also feels good and so on all the way to the top. Of course it is 

important that the planning works both ways, says Sinikka, with the top management showing 

up a good example. When the top-down planning is well established the bottom-up planning 

takes over and becomes more important. 

In Norrmejerier there is no formal or written decision how feedback to the employees should 

be treated. Sinikka says that there are no specific rules regarding that feedback should be 

giving at specific point in the process. The company as a whole has a more subtle culture that 

encourage that feedback is being given during any work processes. The possibility to give 

feedback down to an individual level is done through the development discussions with the 

employee. In these discussions the individual goals are set and there will be follow-ups to 

make sure that these goals are reachable. Norrmejerier has developed good possibilities for 

their employee to move within the company. The goals for the individual can however be 

colliding with the interest of the organization and therefore have to be left without any 
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attention. An individual goal can also be, according to Sinikka, regarding to the salary. 

Norrmejerier has a salary ceiling for certain positions and if an individual has reached this 

limit the company cannot offer more. They try to offer another position for that employee or 

else they cannot meet the individual goal. For the white collar workers feedback can also be 

given in a more indirect way through their negotiation of the salaries since a raise can be seen 

as proof of a job well done. Feedback does not necessarily has to consist of positive things it 

can also be things that need to be improved, things that the managers expect the workers to do 

but they do not do. The feedback can also be a matter of synchronize different opinions and 

make sure that they aligns and the company improves. If the managers do not explain their 

position the employees cannot make any changes, without any feedback the employees might 

not find their work to be satisfying.   

 

5.4.3 Effectiveness and Efficiency 

 

The purpose with a reward system 

Since Norrmejerier does not have a specified announced reward system Sinikka finds it 

difficult to pinpoint a purpose for the reward system. She does, however, have her own 

opinion that it all involves the satisfaction at work for the employees. The reward system 

should show the employees that the company finds their work satisfying and that the company 

appreciates the employees.  

 

The groundwork of a reward system 

The groundwork of the rewards within Norrmejerier is more developed for the white collar 

workers since they can, through good work, affect their payment. Norrmejerier tries to avoid 

rewards in form of occasional or subjective types when someone has done something extra. 

This is done to avoid misinterpretation of what a good job is.  

 

“If one department receives something extra then the other departments wonders why they do 

not receive anything”, as Sinikka states.  

 

Sinikka tells that she has, from her own pocket, bought something extra for the coffee brake 

to her department. But there is however some limitations due to the fairness of the rewards 

and therefore Sinikka find it hard to specify what they found their rewards on. 

 

Types of rewards 

Beside the food that Norrmejerier is offering to their employees at the work place they have 

also developed rewards that involve their wellbeing in general. This is align with their main 

purpose of finding a balance and contribute to a more healthier and comfortable living for 

their employees. Norrmejerier has a health maintenance contribution where the employee gets 

2000 sek when handing in a receipt on some health related activities or half of the value of the 

receipt. This is regulated by the Swedish government who also set the limit of the sum that 

can be reimbursed. Sinikka also says that this can not only be used for exercising activities but 

also for massage, a visit to the chiropractor or even smoke weaning. Norrmejerier also set 

aside 200 sek a year and per employee into a pot for something that they call recreational 

activities. There is a committee that plans activities, and the employer is not involved in this 

decision, where this money is used for treating the employees to a dinner or even a family day 

at a farm for instance. These activities are optional and if the employees do not want to join 

they do not have to and their sum is divided on those who participate. Additional to this they 

also set aside 350 sek per employee for something that they call department activities or team 

building for that department. The requirement for these types of activities and pot of money is 
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that they fall out in any connection for education or information meeting regarding the 

company. Even if the activity should be connected to the company in some way the pot of 

money is for fun activities for the employees.  

Norrmejerier also has lunch coupons for their employees who work outside the dairy. In the 

dairy they have a subsidize lunch room with reduced lunch prizes. All employees can also buy 

products from the dairy with a discount and the order gets delivered to the head office and the 

refrigerator that are located there. According to Sinikka, this is a benefit that is highly 

appreciated by the families with children since they do not have to go to the store and carry 

home a heavy load of milk. 

Receiver of a reward system 

Norrmejerier has both individual rewards as well as team based rewards that are the same for 

all employees. They also have separate rewards that are divided on departments as well as 

rewards that fall out on the entire staff regardless were they work in the case of the different 

pots of money. At a individual level there is the reward that regards the health activities and 

the discount on products is the same for everyone but is depending on if the employee uses 

the benefit or not. 

 

5.5 Service Sector - Bravida  

 

5.5.1 The Company and the Respondent 

 

Background information 

Bravida is a company that is handling installation of electricity, heat and sanity ware and 

ventilation. The company operates in Sweden, Norway and Denmark with a total of 8000 

employees. In Sweden alone Bravida has 5000 employees. Bravida consider them self to be a 

company in the service sector since they are selling their services to their customers, which 

can be everything from installations to consulting assignments to different types of energy 

investigations. The respondent is Hans- Åke Lampa and he has been working for Bravida in 

Umeå since 1989 and on BPA, the former name of Bravida, since 1979. Hans- Åke’s position 

in the company is the Head of Department at the power division.  

 

Reward and reward system 

Bravida has a number of different salary systems but basically they have an individual salary 

system for the white collar workers while the blue collar workers are following a collective 

contract agreement. However all blue collar workers do not follow the same collective 

contract agreement since there are different types of blue collar workers. Bravida has for 

example electricians and engineering workers who follow different types of collective 

agreements. These agreements are decided centrally but there are possibilities to regulate 

them locally to some extent. When it comes to the white collar workers (not the ones that are 

members of Ledarna), their salary is decided on locally but are following guide lines that have 

been decided centrally. The white collar workers that are members of Ledarna on the other 

hand, is strictly following an individual salary system that is being negotiated locally and is 

based on goal achievements. Further our respondent pointed out that all white collar workers 

are getting a monthly salary while about 50 % of the blue collar workers are getting a monthly 

salary and the remaining 50 % are following a piece work contract.  

 

When discussing the reward system at Bravida, Hans- Åke is pointing out that the salary is 

not a reward system; rather it is something that the employee is getting for a job he/she is 
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performing. Han- Åke is defining the reward system at Bravida as the bonus, or tantiem that 

they are calling it, which is offered to the white collar workers that are part of the production, 

that is project managers and Head of Departments for example. This tantiem is based on the 

result of the department. There are also some local reward systems that follow no central 

guide lines, this can for example be that the blue collar workers can get a bonus based on how 

well the result of their department is or how well the project they are working on is. This 

bonus to the blue collar workers has been introduced in order to increase the engagement and 

the feeling of participation among the blue collar workers. It is the executive group committee 

that is deciding whether to make use of a reward system or not. The reward system was 

initially presented to the different unions and the ones that are working with service before 

implementing it into the organization. Our respondent pointed out that you always have to 

look over the reward system since there might be things that can be improved or needs to be 

changed.  

 

5.5.2 Motivation 

 

Needs 

In order to become an attractive employer Bravida is focusing a lot on encourage their 

employees to develop their skills and knowledge. If one starts as an electrician at Bravida it 

does not mean that that person has to work with that forever, rather he/she has the possibility 

to advance in the company hierarchy. Further Bravida considers it to be of importance to 

create a healthy culture within the organization with the aim to have a “we” feeling rather 

than “we” and “them” in order to strengthen the organization. This is done by arranging 

meetings where both the white- and blue collar workers are attending. If there is a “we” spirit 

within the company, then it will be much more fun to go to work.  

 

Once a year every employee has the right to a development discussion where it will be 

discussion of the positive and the negative aspects of the job as well as what can be done to 

improve the negative aspects. The employee’s ambitions to grow is also discussed an at every 

development discussion a new plan for the individual employee will be outlined. These types 

of issues can of course be discussed continuously during the year with either the project 

manager or with the Head of Department. Hans- Åke said that since Bravida is having a very 

flat organization hierarchy, the employees feel that they can come and talk to him or the 

project manager or to the union’s trustee whenever something is on their mind. It is important 

to Bravida that they do not have a lot of processes and activities that the personnel is not 

positive about, rather Bravida will try to change them so that both parties will be satisfied 

with the solution.  

 

In order to increase the job satisfaction among the employees Bravida provides them with a 

gold card at IKSU that they can buy to a heavily reduced price.  

 

Goals and expectations 

The overall goal of Bravida is to be the number one total assembly fitter in Scandinavia 

within power, heat and sanity ware and ventilation. This goal has to be broken down into 

smaller ones in order to it to be possible to achieve. Further, every department has own goals 

but together everyone at Bravida is working towards the organization’s overall goal.  

 

The goals are being decided centrally and then they are communicated downwards in the 

organization so that everyone is aware of the goals. The goals will also be communicated to 

the unions so they also are aware about what goals Bravida will have for the upcoming year. 
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When the unions have agreed to these goals, and when small adjustments have been made 

then the goals are communicated to the employees at a meeting. At the meetings Bravida will 

not only present the new goals they will also go through the goal achievements from the 

previous year. Hans-Åke points out the importance that each employee is aware of the goals, 

especially since Bravida is a quality and environmental certified company. Due to this there 

will be both internal and external revisions that will review the company. Included in 

Bravida’s certification is to make the employees aware of the goals of the organization in 

order for them to know how to work with different projects. 

 

It is not always possible for one single employee to affect the goals but together with teams it 

will be possible. The environmental goals can, for example, be achieved by encourage the 

employees to use a specific material and the quality goals can be achieved by having high 

quality on the work. Another important factor is to make sure that the customer is satisfied 

with Bravida’s services and work. Further Hans-Åke says that feedback is something that 

could be improved within the company. Often feedback is given when a goal has been 

reached or when the project has been finished. However, Hans-Åke thinks that maybe it is 

more important to give feedback during a process or activity rather than when it has been 

finished.  

 

As for the individuals’ goals Hans-Åke points out that it is not possible for Bravida to take 

each individual’s goal in consideration, since Bravida is a company that has to make profit. 

Further, some of the goals that the employees have might not have a positive impact of the 

company rather they are more to develop the employee. If this is the case then the individual 

goals might not taken so much into consideration. However if there are employees that have 

individual goals that benefit both the employee as well as the company then the goals will be 

considered by Bravida. Further Hans-Åke says that Bravida has development discussions with 

their employees where things like this should be discussed.  

 

5.5.3 Effectiveness and Efficiency 

 

The purpose with a reward system 

Bravida has chosen to make use of a reward system in order to increase their profit. That is 

the primary purpose with it, like Hans-Åke says:  

 

“…I was going to say to earn more money… that is the whole purpose whit it…” 

 

However Hans-Åke points out that a reward system will of course make the employees feel 

more involved in the processes and they will feel part of the company but at the end all this 

will lead to that the company is making higher profits. If the employees are feeling part of the 

company it will increase the job satisfaction and again it will most likely lead to higher profits 

for Bravida. A reward system can also be used to attract new, skilled employees which again 

will lead to that the company will become stronger and generate a higher profit.  

 

 

The groundwork of a reward system 

Today the rewards at Bravida are solely based on the results. Even if some might want to 

include “soft” parameters there is always a risk of it becoming too subjective and not just. The 

decision whether to get a reward or not is made by the executive group committee, at least 

among the white collar workers. If one department is doing really well then they will get a 

bonus, which is decided by the executive group committee. The reward that has been decided 
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on locally, then it is Hans-Åke that makes the decisions. When for example a project had been 

finished and the decision whether or not to get a reward is to be made, Hans-Åke will gather 

all employees that have a chance to get the reward. He will then discuss the outcome of the 

project and how much each employee will receive. In some cases there are circumstances 

which have had a negative impact on the project and then these have to be taken into 

consideration when evaluating the project. Hans-Åke points out the importance that the 

employees feel that they can affect the project otherwise they will feel that their effort does 

not matter.  

 

The managers, middle managers and project managers have the authority to reward their 

employees if they have done an excellent job. The team can for example go out for dinner or 

go bowling. However if the manager wants to give the employees a monetary reward then it 

has to be discussed with the Head of Department. It should be pointed out that there are now 

rules for this rather it will be communicated to all departments that this is how we usually do 

it. It is important that all departments have the same possibilities regarding these types of 

rewards. Whether the employees will get a reward is up to the managers, the main issue is that 

the team is achieving the goals for that particular project.  

 

Types of rewards 

As has been mentioned above Bravida is offering a tantiem to some white collar workers, they 

also have a bonus system for the blue collar workers that are based on the outcome of a 

project. Further, the white collar workers have flexible working hours, as long as they 

continue to do their job, Bravida offers healthcare to their employees and the employees have 

the opportunity to buy an Iksu card to a reduced price.  

 

Receiver of a reward system 

The rewards at Bravida are given to both individual employees as well as to teams and 

groups.  

 

5.4 Service Sector – SC1 

 

5.5.4 The Company and the Respondent 

 

Background information  

SC1 is an international service company and in Sweden they have 12000 employees. The 

company is divided into different business areas spread over the country. The business area 

that the respondent represents is the only area that is located in the north part of Sweden. The 

business area has 650 employees and the company stretches from Örnsköldsvik to Kiruna. 

The respondent has the title H-R coordinator in her company and has had this position since 

2003. Since the other business areas are not located in the same geographic region as SC1 the 

respondent states that they do not have as much contact with the other business areas as they 

do in the southern part of Sweden.  

 

Reward and reward system  

SC1 uses two different salary systems, one for the blue collar workers and one for the white 

collar workers. The blue collar workers are bound by a union set agreement and a collective 

payment that is equal for all blue collar workers. The white collar workers have individual 

salaries that are individually negotiated with their managers. The salaries are thereby locally 

set but are based on central directions regarding the span which they can negotiate within. 
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The respondent does not feel that SC1 has a specific reward system in that sense. They do, 

however, have one reward or a bonus that is attached to when the employees sell extra 

services. SC1 is a service company and has service as a base but there is also the possibility to 

sell other products to their customers. These products are separate from the service that they 

offer and consist of other office supplies and facilities.  If you, regardless if you are white or 

blue collar worker, tip the sellers off and that it leads to a deal the employees are offered a 

percentage of that particular deal. This is decided at a central level in the company and is the 

same for all employees. The respondent also states that there are some other concepts that are 

being discussed but have not yet been applied to their region.  

 

SC1 aims to have a consistency in their reward system and has the same system all over the 

company. The information regarding what reward system they have and what are required of 

the employees to obtain it is distributed on the intranet and by the region managers on each 

region. Due to the aim of consistency of the distribution of the reward the decisions made at a 

central level and not made locally. 

 

5.5.5 Motivation 

  

Needs 

SC1 works intensively with their intern education and that their employee has the ability to 

grow within their organization. The respondent says that all companies want to be an 

attractive employer.  In order to become just that SC1 market themselves as a company with a 

high percentage of internally recruited managers. This is however, according to the 

respondent, not only a good thing but their blue collar workers have the ability to become a 

region manager and that this possibility is important. SC1 feels that there is an extent supply 

of internal development to assimilate for the employees. Those employees that feel that they 

want to move forward, the SC1 structure, with many different business areas, offers the 

employee to move between those areas as well. The respondent stresses the fact that this is 

easier if you are located outside the northern region since there is only one business area 

represented there. But the respondent says that for their region this internal development is 

just as important and is always on the program for development. This northern region has had 

a candidate program or a small trainee program where they want to evolve certain individuals 

to a manager position or a specialist position.  

 

SC1 also feels that it is important to be portrayed as a serious company but this is, according 

to the respondent, more important for companies in their business section when it come to the 

relationship with their clients. But the respondent says that it gets really important to follow 

all rules related to work rights and SC1 wants to be seen as a safe company for their 

employees to work in. This gets especially important since their branch is suffering from non 

serious companies. 

 

If the employees have any thoughts regarding their work situation they can talk directly to 

their manager. SC1 has a forum for the blue collar workers side where the respondent feels 

that the day to day dialogue is the most important. There are continuous work place meetings 

where the employees have the chance to shed light to their opinions. The communication 

within SC1 is all based on the connection the employee has with their superior and that this 

gives a sense of possibility to ventilate opinions for the employee.  

 

The last year SC1 has put extra effort to developing the work place meetings so that those 

meetings become more than an information meeting were the managers just distribute 
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information. They have tried to place different themes to the meetings so that everyone feels 

engaged. SC1 also offers development meetings with the employees where the employees can 

share thoughts and opinions regarding their work situation and so on. For the white collar 

workers the SC1 has different meetings that aim to capture similar things. Last year the 

respondent´s region started a project that will over look how they work, on the white collar 

side, and how they can improve their collaboration. They also want to improve how they 

prioritize in order to look at the big picture and not to get lost in little details.  The respondent 

feels that this can enhance the work satisfaction and for the employees to feel god about what 

they are doing.  

 

Goals and expectations 

SC1 as a company has several goals but one overall goal is that they strive to be number one 

in their service section. Then there are regional goals within different areas as well and they 

all regard issues as where they aim to be in the future and financial goals. They also have 

goals regarding the number of sick leaves they have in the company, the number of 

educations they need to conduct, how many work place meetings they should have and how 

many new business they need to do. As the respondent says: 

 

“There are goals for generally everything we do!” 

 

SC1 uses the work place meetings to distribute and communicate their goals to the employees. 

They have a strategic plan from which they lift out parts that are presented as goals regarding 

environmental issues and future plans and so on. The most difficult part is to break down 

these goals to a level where the employees feel that they can contribute with something that 

affects the goals. It is the respective manager’s responsibility to break down the goals since 

they all are responsible for their own cost center where they also have a budget. However, the 

respondents say that they have a long way to go in this area to distribute this in an effective 

way. As a consequence the improvement of this has become one of SC1 goals.  

 

The managers continuously give feedback to the employees due to the high meeting 

frequency. This is done in order to make sure that SC1 reaches their financial goals. Among 

the collective contract workers there are however less follow-ups. There are not goals in 

general that is regarded but more a question of making sure that they perform in an efficient 

way and are doing a good job with the client. In the collective contract workers there are, 

according to the respondent, not a sufficient feedback to individuals per se but rather a focus 

on the managers. With the managers there is a direct feedback in terms of specifics of this 

should be improved or cut back on this expensive. After that it is up to the managers to deliver 

this information to the workers and how they need to involve their employees.  

 

The goals for the individuals are set during the development meeting and the year after that 

there is a follow-up with the employee. The respondent also says that there are some follow-

ups during the year as well to make sure that SC1 is on the right track. 

 

5.5.6 Effectiveness and Efficiency 

  

The purpose with a reward system 

Even if SC1 does not see them self as having a full developed reward system they do however 

feel that the rewards they have set the purpose of stimulating happiness at work. They aim is 

to create a feeling of: 
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 “If I contribute with something extra, I will get something extra in return”, said the 

respondent. 

 

It is important, according to the respondent, which their employees feel pride and joy in their 

work and their achievement. 

 

The groundwork of a reward system 

SC1 finds it difficult to make specifics of what is the base for the rewards. Since there is not 

an exact system for rewarding it is easier to measure and find specifics to reward among the 

sell staff and reward them by giving them provision says the respondent. This is something 

that other work groups at SC1 do not have. The other system that SC1 does have and that is 

more expressed within the organization is however based on sales and bringing in more 

business to the company. This is, as said before, for all employees regardless of your position, 

and the main theme is hence a financial groundwork. 

 

Types of rewards 

The groundwork is financial for the reward system in SC 1 as well as the reward handed out 

to their employees in form of bonuses and a percentage compensation for extra business 

brought into the company. When looking beyond the monetary reward that SC1 has, there is a 

more non monetary system that all include some form of education for their employees. There 

is also health maintenance compensation which means that for those who buy any form of 

health activity the employee gets some money back from SC1. In one section at SC1 they 

have developed another system where they put the entire sum for health care into one place 

and the employees can make use of a full year membership at this location that is then free of 

charge. There is also the ability to make use of more flexible working hours. This is however 

easier for the white collar workers since they are not as dependent on the clients´ demand as 

the blue collar workers are. 

 

Receiver of a reward system 

SC1 has both individual and group based reward system. Those rewards that are centrally 

decided all depends on the individuals own contribution in bringing in more business. Locally 

each manager has their own span, a limit to how much they can attest themselves regarding 

the cost of the reward, within they can make their own decision of how they want to reward 

their employees and those are often group based. Most of the time is about taking the work 

group out for lunch or coffee break with something extra that is not limited to separate 

employees but to an entire group. But generally when it comes down to these types of rewards 

for the blue collar workers it is up to the plant manager to decide if there will fall out a reward 

and what kind of reward. For the support activities, the white collar workers, the decision is 

made by the region managers if a reward should be handed out that are outside what is 

centrally decided. The respondent feels that most of the rewards at SC1 are group based due 

to the fact that most of their rewards are concentrated to establish a well-being at the work 

place through their themes at their work place meeting and their education. The main theme 

for SC1 in their reward system is to create a feeling within the employees as the respondent 

stated: 

 

“Wow something is happening and it is fun and it contributes to my well being” 
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6. Analysis 
 

In this chapter we will analyze the empirical findings from our respondents with the basis of 

the theoretical framework of the thesis. We will first analyze each sector and then make a 

comparison between the sectors in order to serve our purpose and answer our research 

question. A summary of the analysis can be found in appendix 3.  

 

6.1 Reward, reward system and salary 

 

6.1.1 Construction sector 

 

Our respondents in the construction sector, NCC and CC1, are two large companies and they 

are the leading companies in their sector. The two companies consist of both white and blue 

collar workers. The blue collar workers are bound by a collective contract through a union 

agreement that is the same for all companies in the sector. 

 

Both NCC and CC1 have a developed reward system and they both make strategic investment 

in their human capital that is in line with the theories
138

. We found that both companies work 

in a sufficient way to establish a functional work environment and aiming to improve the 

employment relationship. However, the empirical findings show not only similarities in how 

they make this type of investment, there are some dissimilarities as well. In the construction 

sector the respondents showed that the use of both monetary and non monetary rewards is 

represented. However, there are differences in how they fold out in practice for the two 

companies.  

 

According to the theories a flexible salary system consists of a basic pay as well a flexible 

part
139

. Both NCC and CC1 make use of a flexible salary system in accordance with the 

theories through piece work contract based on performance on projects and bonuses that are 

based on the performance of the entire company. These types of rewards have the potential to 

motivate the employees since the employees can have a direct impact on their salary through 

their work performance. For the organizations this type of reward is a steering mechanism that 

not only impacts their employees but could have an impact on the overall performance of the 

companies as well.
140

 An improvement in the employees’ performance will not only give a 

result in the paycheck it will also have positive result for the organizations result as a whole. 

As for the piece work contract the employees have a closer relation to the amount of reward 

they will achieve through their effort than for the white collar workers. The rewards for the 

white collar workers are more dependent on an overall achievement of the workers since the 

bonus is based on the end result of the year, a result that is linked to every ones performance. 

An assumption that we can make is that the purpose of the flexible salary system has a higher 

motivating potential when the flexible part is more closely linked to the actual task as well as 

the employee. As an addition to the piece work contract, CC1 offers a stock program for the 

employees which tie the employees’ performance and the reward available for them more 

closely together.  
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6.1.2 Production Sector 

 

Our respondents in the production sector are an anonymous company, PC1, and Norrmejerier. 

Both companies have a leading position in the manufacturing markets for their products and 

their manufacturing plants are located in Umeå. As in the construction sector these companies 

also have a mixture of white and blue collar workers.  

 

As seen in the construction sector the respondents in the production sector have a fully 

developed reward system and make conscious choices when investing in their human capital. 

But for these companies the dissimilarities are more obvious regarding the use of the system 

in order to motivate their employees. Even if Norrmejerier makes use of both financial and 

non financial rewards they have chosen not to convert them into a monetary reward at all. 

Raoul Smitt states that the flexible salary system is a part of a reward system that is connected 

to the actual work
141

. In this study we found that Norrmejerier does not use a flexible salary 

system for their employees as PC1 does. PC1 uses the monetary rewards in a more traditional 

way with a reward connected to the productivity and this bonus is only for the blue collar 

workers who work mainly with production. Svensson and Wilhelmson mean in their book that 

the monetary rewards that are connected with the employees’ production might motivate the 

employee since they can affect the outcome by their own action
142

. Since Norrmejerier does 

not use these kinds of rewards then the theories suggest that this might have a negative impact 

on their individual productivity if compared to the employees on PC1 who receive rewards. 

The critics of the use of reward system, on the other hand, say that this type of strategy that 

Norrmejerier uses has a greater impact on the productivity in a positive way. This due to that 

those who do not expect a reward, according to Kohn, will show a better productivity 

result.
143

 Since both companies are market leaders in their line of products we make the 

assumption that this is a good indicator of that their reward system regardless of the 

differences, generate efficiency. At least a level of efficiency that generates a financial 

outcome that is satisfying. The use of different style of reward system could potentially be 

explained in the type of production they have since PC1 has a more physical production 

where the production is more hands on than in Norrmejerier.  

6.1.3 Service Sector 

 

In the service sector the two respondent companies, Bravida and the anonymous company 

SC1, are two large companies in their markets with a large amount of employees working for 

them. They proved services to other companies but are operating in two very different lines of 

fields. As the other sectors Bravida and SC1 have both blue and white collar workers among 

their employees. Just as for other blue collar workers in other sectors they are restricted to a 

collective agreement. 

 

The main differences between the two companies are their levels of development of a reward 

system. Bravida works more extensively with their system compared to SC1. There are clear 

differences in their strategic choices when investing in their employees. The investment in the 

human capital is according to Michael Armstrong all investment made in order to establish a 

good employment relationship
144

. The biggest difference that we found is the level of 

consciousness of the possible impact a reward system could have on the employee’s 
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motivation. SC1 showed a lack of knowledge in how they could gain from invest in their 

human capital through a reward and reward system. This is also shown in how the two 

companies use the salaries for their employees. With a flexible salary system the monthly 

paychecks can be used as part of a reward system with a flexible part that is linked to the 

performance of the employee
145

. Bravida makes use of a flexible salary system for all their 

employees as SC1 does not use the flexible salary system at all.  SC1 does not offer their 

employees any monetary rewards that can be linked to their main job description, the reward 

were given on basis of activities done outside their day to day tasks. As in line with 

Norrmejerier this could improve the productivity, according to the theories, since the 

employees do not expect a reward and thereby work more efficient than the employees that 

were expecting something in return
146

. The respondent at Bravida states that the salary itself is 

not a reward but the theories means that it is the base in a reward but we take it for granted
147

. 

However this statement from Bravida is in line with our interpretation, that without any salary 

the employees would not even show up for work and therefore should not be treated as a 

reward per se. We found that SC1 is almost without any clear and defined reward system and 

did not use this as a strategic tool to steer their employees to a specific behavior. Even if there 

were activities done that could be seen as fit into a reward system since they are meant to 

motivate as well as retain and attract their employees
148

. The thought behind it did not seem as 

a strategic choice, or as a steering tool, related to increasing the efficiency. 

 

6.1.4 Similarities and differences between sectors  

 

The Construction sector and the two respondents companies, NCC and CC1, had the most 

noticeable similarity within a sector in their work in rewarding and motivating their 

employees. The most prominent difference within a sector was between SC1 and Bravida, 

regarding the use of a fully developed reward system. These differences were not only within 

the sector but also the most apparent difference between all sectors. SC1 did use some parts 

that could be related to a reward system but they were not a part of the organizational strategy 

in the same extent as for Bravida or any other companies in other sectors. All of the other 

companies, regardless of which sector they belonged to have a more deliberate system and 

have made extensive thoughts in how different rewards will work in the best interest of their 

organization. Norrmejerier and SC1 were those companies that used their reward system 

without any monetary rewards where Norrmejerier are more focused on the organizational 

culture as a whole. Furthermore, there were only two companies, Norrmejerier and SC1, 

which did not use a flexible salary system that were the most common arrangement 

throughout the three sectors. The most common denominator was also the monetary reward 

used in the flexible salary system throughout all three sectors that used this type of salary 

system.  
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Motivation 

 

6.2 Content theories 

 

6.2.1 Construction Sector 

 

The basic need of self-esteem in Maslow’s hierarchy that is relevant for this study regards the 

human need of feeling as a part of a group and belongingness. At a work place these are 

actualized in the individual employees’ need of feeling part of, not only the work team, but 

also the organization as a whole. The theories state that activities that encourage the creativity 

of harmony within the work place will give the organization a motivated staff.
149

  The work 

regarding developing this basic need of a belongingness and team-spirit is highly developed 

for NCC and CC1. The so called off hours activities that the employees are offered to create a 

closer relationship between team members.  

 

For Hertzberg this type of reward fits with a hygiene factor where the employees need to have 

an inner feeling of well being is vital. As Hertzberg says this kind of reward will only avoid 

dissatisfaction within the employees it does not mean that the employees actually will 

improve their efficiency.
150

 The group-activities that both NCC and CC1 are doing through 

the year will, according to the theories, not affect the efficiency of the organization but will 

however avoid the individual performance to be inefficient. Hence, it is important for the 

organization to give feedback and create a good team-spirit to make sure that the work 

motivation does not drop to a level where the performance will suffer. NCC admits that their 

feedback is not as extensive as they might want and this could potentially have a negative 

impact on the employees’ motivation. Their work in encouraging team building before each 

project starts are a good way to ensure that the, as Hertzberg puts it, hygiene factors for the 

employees are taken care of in terms of bonding with other employees
151

. This is something 

that CC1 has not yet embraced but they work on team building in other ways. A main hygiene 

factor in terms of rewards is the need of feeling fairly treated where the reward is evenly 

spread between the employees. NCC and CC1 have a well developed system where it is easy 

for each employee to understand how they need to behave in order to obtain the reward. The 

fairness would then come from the fact that it is up to each employee to make sure that they 

behave in a way the leads to a reward. If you have the same outcome it will then generate the 

same reward. Enhancing the hygiene factors can help the companies to create a good job 

attitude for their employees who ultimately lead to an increased productivity and efficiency.  

 

The motivator factors in Hertzberg theory can be fulfilled through letting the employees be 

involved in their own work situation and be a part of the decision making.  This is something 

that both NCC and CC1 are working through letting each employee be part of the overall 

planning of the project and letting their opinions be heard. This will then lead to a job 

satisfaction within the employees that is motivating.  

 

6.2.2 Production Sector 

 

According to the respondent at Norrmejerier they do not consider themselves to have a reward 

system. We do not agree with that statement when comparing the theories and the gathered 
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information in the empirical part. However, we make the assumption that the reason for our 

conflicting opinion might be founded in the interpretation that a reward must be monetary. 

We found that Norrmejerier has a highly develop reward system where they work mainly in 

creating an organizational culture that embrace the feeling of belongingness for the employee. 

This will create a good team spirit that is related to the theories of Maslow’s self esteem 

theories but also the hygiene factors of Herzberg. Most of their rewards are focused on 

activities that are not related to the day to day work. They are merely a way to create an 

environment at the work place that not necessarily create job satisfaction or efficiency but 

make sure that there is no job dissatisfaction.
152

 The activities that Norrmejerier is offering for 

their employees outside the work place also contribute to nurturing the hygiene factors. By 

doing this Norrmejerier creates a motivating environment inside the company and stimulates 

the team spirit with intrinsic motivators. Herzberg suggests that by not using a monetary 

reward, which is an extrinsic reward, Norrmejerier has an increased chance to motivate their 

employees.
153

 PC1 is working to create belongingness and building the employees self esteem 

by involving their employees in the day to day work. Even if this might be more related to 

Herzberg’s motivator factors this has also an impact on the self esteem that the hygiene 

factors aim to achieve.
154

 If the workers get the opportunity to influence their work together 

with their team members they need to work together and this might strengthen the team spirit. 

Hence, it is in line with the theories that say that motivation can be found when the 

organizational culture works toward a harmony in the work group.
155

 But an influence on their 

work will also contribute in enhancing the motivator factors for the employees and self 

actualization as well as the opportunity to develop and be promoted.
156

 Both Norrmejerier and 

PC1 work with internal recruitments and promotions within the organization. They value the 

knowledge within the company and satisfy the need for self actualization in their employees 

by nurturing the motivator factors.
157

 This could potentially lead to an increase in, not only 

motivation, but also efficiency for the organization as a whole. PC1 uses rewards to motivate 

the motivator factors by rewarding good work when the team has produced a certain number 

of products within a specific time limit whereas Norrmejerier does not have any rewards 

connected to the production. They work in different way when satisfying the need for self 

actualization. And according to the theories both ways can generate efficiency since the 

monetary reward is only working up to a certain point.
158

 Hence, both companies try to satisfy 

the needs of their employees; both hygiene as well as motivator needs, but go about it in 

different ways. However, when a monetary reward is not being used then the feedback 

becomes extra important in order to truly motivate the employees to improve their 

performance.  

 

6.2.3  Service Sector 

 

Bravida shows a consciousness when it comes to the well being of the employees in terms of 

not focusing on  processes that the employees finds dissatisfying. Their ambition to create a 

“we” feeling rather than “we and them” is something that is highly motivating and creates a 

team feeling. Bravida also base some additional payment as a bonus for their blue collar 

                                                 
152

 Herzberg Frederick et al, (1959) pp.113 
153

 Ibid, pp.116 
154

 Ibid, pp.116 
155

 Maslow H. Abraham, (1954), pp.35  
156

 Herzberg Frederick et al, (1959), p.113 
157

 Herzberg Frederick et al., (1959), pp.113 
158

 Ibid, pp.116 



59 

 

workers related to the outcome of a project and this is done to increase the commitment. This 

is done to enhance the “we” feeling among the employees at Bravida. 

 

This is something that SC1 is also doing through their meetings where the employees can 

reflect upon important issues that regard their work. This is not only a way for the employees 

to work together but also a way to include the employees in the organizational work. These 

are aligning with the theories of self esteem and hygiene factors where bonding with the 

coworkers is important in order to avoid dissatisfaction.
159

 This is something positive for both 

companies when trying to be more efficient and motivate their employees. The inner needs in 

the employees are satisfied through the work that is done to bring the employees closer 

together. As for the self-actualization or motivator factors SC1 has a more distinct system 

where they are very focused on the internal promotion and education. This focus on the 

motivator factors are more distinguished than their work for satisfying the hygiene needs of 

their employees. The structures in both companies are according to the respondent fairly flat 

and this enables the employees to make them heard and this could also enhance the need of 

the employee to be a part of the organization.  

 

For SC1 the importance of portraying themselves as a serious company will give the 

employee a feeling of comfort with them as an employer. This is also contributing in 

satisfying the employees’ need for a fair treatment
160

. Neither of the companies in the service 

sector responded that they work in any extend with their feedback to the employees during a 

work process. This could impact the self-esteem in the work itself in a negative way. This 

could have a potential negative impact on the work motivation, hence, will also have 

consequences on the overall performance of the organization.  

 

6.2.4 Similarities and differences between sectors 

 

All sectors made an effort to satisfy the hygiene need of their employees through off -hour 

activities as well as nurturing a team spirit through enabling the possibility to impact their 

work situation. It was only Norrmejerier who stood out from the rest in the amount of effort 

they put into satisfying the hygiene need of their employees. CC1 only had a more developed 

scheme for this when it comes to the employees working outside their own home town. All 

sectors use meetings as a way to give feedback to their employees but the frequency of the 

meetings are not the same for all sectors. This has the effect that the feedback is not given to 

the employees as frequent either. The construction sector is the weakest sector when it comes 

to giving feedback and is merely focusing in feedback in the end of each project. In a direct 

opposite of the construction sector is PC1 which had meetings every day in order to update 

their employees of what were required of them. Besides for PC1 none of the respondents 

showed any extensive use of feedback in order to satisfying the motivator need. 

 

6.3 Process theories 

 

6.3.1 Construction Sector 

 

NCC as well as CC1 use goals-setting in terms of financial goals as well as others which are 

then distributed to the employees and it is up to them to achieve these goals. This follows the 

basic assumption of the goal-setting theory by Locke
161

. The monetary rewards offered by 
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both NCC and CC1 are set with the notion that they will motivate their employees to strive for 

the goals and perform in a way that this is possible. But the feedback that the companies give 

their employees differs.  

 

Both companies take their overall goals, which can be seen as the external goal, and then 

break them down to region level or below and thereby transform them into internal goals. The 

theory means that the goals must be achievable yet still maintain some difficulty in order for 

the employee to find it motivating to reach them. By breaking down the goals to a more 

accessible level both companies work in line with the theories.
162

 By not making the goals as 

something that the workers cannot grasp, NCC and CC1 work towards a better motivation 

among the employees to make sure that they perform to their fullest. The concept of self-

efficiency support this since it allowed the employee as an individual to see how and what 

he/she can contribute with
163

. The piece work contract as well as bonuses that NCC and CC1 

use can be seen as rewards that are related to motivate the employees to reach the goals and 

also to repeat their actions. This is aligning with the theories by Locke who means that a 

monetary reward can enhance a person’s commitment to the goal set by the organizations
164

. 

But if the goals are not obtainable the monetary reward has no bearing
165

. The work NCC and 

CC1 are doing by breaking down their overall goals makes sure that the reward will have an 

effect on the motivation and thereby increase the organizational efficiency. It is also important 

that the employee see the connection between their effort and the fall out of the reward they 

receive in order to motivate as well as the value the reward has to the employee
166

. We have 

not, in the line with our perspective, any possibility to search for what kind of rewards the 

employees at NCC and CC1 value the highest. But according to Vroom the expectation of an 

outcome can be just as important. By giving feedback both NCC and CC1 try to give the 

employees input on where they are and how far they are from achieving the goal. Thereby 

making the process and the work needed more visible to employee. The employees must feel 

that they have the ability to actually reach the goal with their knowledge and skills
167

. Neither 

of the companies works in any extent with internal development in terms of education but 

offer internal recruitment and internal promotion. This is done to make sure that those who 

possess the skills are in a position that they can use it. We assume that this will ultimately lead 

to a more efficient company if every position within the organization is filled with the most 

skilled person. 

 

For the blue collar workers they can more easily measure if they work in a way that will lead 

them toward a specific reward since the result is more visible when constructing. For the 

white collar workers their effort that is needed to receive their bonus might be more abstract 

since their individual input does not have direct effect, but are mere a result of the input of 

many people. 

 

6.3.2 Production Sector 

 

Both companies in the production are using goal-setting in order to enhance the productivity. 

PC1 as well as Norrmejerier use different communication channels in order to convey their 

goals to their employees. This makes the goals clearer and the employees can more easily 
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understand what they can and must do. Norrmejerier even brought in persons from outside the 

company to deliver the message of the organizational goal to the employees. This is, 

according to the theories, a strategic way of enhancing the motivation to reach the 

organizational goals.
168

 If the goals are not well understood by the employees they will have 

difficulties knowing how they can contribute in reaching them. Norrmejerier struggled, 

however, with none measurable goals where the employees did not know how to actually act 

or work to reach the goals. Norrmejerier´s work would then consist in making the goals both 

measurable and obtainable for the employees. The theories also states that if a goal are too 

difficult to reach, or even out of reach, as well as non specific the employee will not strive to 

reach them
169

. By acknowledging the fact that, as the example where, the phone operators 

would have days where there would be hardly any calls at all and alter the goals according to 

this. Norrmejerier made the goals more motivating for the phone operators to obtain them if 

they were set in a way, fast and efficient, that made more sense to them. Even if theories state 

that goals are important for creating motivation they will be de-motivating if they are not 

specific enough or not obtainable. The goals must also be accepted by the employees that are 

suppose to work towards them and the change that Norrmejerier did was a step in the right 

direction of creating self-efficiency were the phone operators felt that they had the capacity to 

reach the goals.
170

 The main focus on delivering the goals and how Norrmejerier formulate 

them to an acceptable level for the employees, Norrmejerier could potentially help them to 

avoid facing an agency-principal problem. This becomes extra important since the rewards 

that they offer are not in an extensive way linked to the blue collar workers main tasks. The 

reward that Norrmejerier offers must, according to the theories, enhance the employees’ 

interest in the work itself so that the work is done in the way the principal intended or 

wants.
171

  PC1 has gone about this goal setting in a slightly different way. For them to assure 

that they both accept the goals and find them obtainable they involve the employees in the 

creation of the goals. They also alter the goals if the employees find them not good enough 

and how they would like the organization to improve them. This is a boost of the self-

efficiency for the employees since PC1 never will set goals that are not in some way aligning 

with the employees. Norrmejerier does not have any monetary rewards that are involved in a 

direct way with the goal achieving for the employees. PC1 has linked their goal-setting to the 

rewards in a way that the end results are evaluated and the rewards are the set upon this basis. 

In line with the alternative given by the theories this helps PC1 to use their goal setting 

together with their rewards to stretch the productivity of the employees
172

. All feedback is 

important when looking at goal-setting since there will not be any improvement in the 

employees without it
173

. PC1 has meetings every morning in order to inform the workers of 

the status for the day and what is needed during the day. This is a highly motivating action 

since the workers then know if they have done a good job or not. This will also give the 

employees a clearer picture how they are in the process of achieving the set goal. This will 

ultimately have a positive impact on the overall efficiency of the workers and thereby also the 

efficiency for PC1. 
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6.3.3 Service Sector 

 

Like most companies in our study, both Bravida and SC1 try to break down their goals to a 

level where everyone in the company comprehends them. This make the external goal more 

obvious for the employees since it comes down to what is needed to achieve the internal 

goal.
174

 By breaking down the goal both Bravida and SC1 can match the goals to the 

knowledge of their workers.
175

 This can be seen as a clearer need in the case of Bravida who 

has different skills within their work force. Thereby they need to make sure that every skilled 

work group gets a goal that fits their occupation. SC1 uses their information meeting in an 

extensive way to make sure that their employees fully understand what it takes in order to 

achieve their goals. We can assume that this is extra important since they do not use any 

monetary rewards in order to motivate their employees. For example, one of their goals is to 

cut the number of sick leaves they have. One assumption made here is that you are sick 

regardless of what money you are being offered and SC1 needs to find a way to reach the goal 

in other ways. SC1 has frequent meetings in order to make sure that the employees fully 

understand where they are compared to the set goal. This is in line with the theories that 

suggest that without the feedback the employee will not strive to be better
176

. SC1 has no 

monetary rewards linked to reaching their goals as Bravida has in some sense with their piece 

work contracts. For SC1 this could actually work in their favor since the theories suggest that 

monetary reward will alter the focus, and not always in a positive way. If the employees are 

too focused on the reward and those activities tied to the reward, other task will be seen as 

less important even if they are related to the goal
177

. By not offering any monetary rewards 

SC1 can possible avoid the employees to get unfocused in a higher way than Bravida can. 

This is however not measurable in our study but indications in the theories say that this is a 

positive outcome, if it works. According to the agency theory the lack of control that a reward 

system imposes might put SC1 in a position where the employees, the agent, do not work in 

the way that the management, the principal, wants
178

. So regardless of the benefits the theories 

might suggest that SC1 gets from not offering their employees a reward, or even having a 

fully developed system, could create an agency-principal problem.
179

 The lack of rewards 

might in form of the moral hazard problem
180

 if the goals for the employees and the company 

are conflicting
181

. Bravida uses a checkup system where they have the ability to embrace all 

factors in a project and make the decision on the reward based on all of them. This is 

according to Locke one way of guaranteeing that the reward will have the effect that is 

intended
182

. We make the assumption that this kind o measurement will make the employees 

more motivated since they are granted in a more extent way that the reward will be fairly set.  

Fair treatment is one of the hygiene factors that is a basic need for the employee to avoid 

dissatisfaction.
 

 

6.3.4 Similarities and differences between sectors 

 

The most prominent similarity is the way all companies brake down their overall goals to a 

more obtainable level for the employees. This is done in accordance with the theories that 
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suggest that this procedure make it more motivating for the employee to strive towards the 

goal. All sectors used similar channels to distribute the goals even if the frequency of the 

number of times this was done differed. The production sector, with Norrmejerier and PC1, 

showed that they put in more effort in making sure that the organizational goals were 

accessible to their employees that compared to the other sectors and companies. Norrmejerier 

went beyond meetings and hired outside professionals to distribute the goals. PC1 had 

meetings in an extent frequency that no other company in this study had. We found that this 

was the prime difference between the sectors. There were also only Norrmejerier and SC1 that 

did not use any monetary reward in linkage to create motivation in order to achieve 

organizational goals. The fact that they did not use any rewards that were linked to the work 

itself might inflict agency-principal problems for both Norrmejerier and SC1 if the system is 

not fully developed. We could, however, find that there were some similarities in the way all 

sectors rewarded their employees in order to improve the efficiency and setting their goals.  

 

Effectiveness and Efficiency 

 

6.4 Purpose with a reward system 

 

6.4.1 Construction Sector 

 

Both of the companies in the construction sector said that their primary purpose with a reward 

system is to help reach the organizational goals. CC1 also pointed out that motivation and 

increased efficiency is part of the purpose. Even though NCC did not point out these latter 

aspects we can still assume that they are part of their purpose since they consider a reward 

system to help reach the goals. Therefore the purpose might also be to increase the motivation 

among the employees in order for them to work towards the goals but also to increase the 

efficiency within the organization. Therefore we can say that both CC1 and NCC have created 

a reward system where everyone within the organization is striving towards the same goal, 

which also is in accordance with the theory.  

 

Moving on to the individual goals and how they are linked to the organizational goals within 

each company. The only way that the individual goals of the employees are taken into 

consideration within the two companies is by providing the employees with career options. 

Further, when this question was asked the respondents immediately thought of career 

opportunities, and they did not seem to realize that there can be other individual goals as well 

depending on at what stage in the life the employee is. However, both companies did 

communicate the goals to the employees and the goals were also broken down into smaller 

goals in order for the employees to be able to reach them. According to the Goal Setting 

Theory this is a good way for the employer to take the individual goals into consideration
183

. 

When the employees have the opportunity to work towards the organizational goals, then they 

can at the same time put up individual goals for themselves
184

. Further, since both companies 

are taken the individual goals into consideration to some extent, it shows that the companies 

are keen in fostering a work climate where the employees are encouraged to be goal oriented. 

As the theory says, if the employees have the possibility to reach both individual as well as 

personal goals, then the efficiency within the organization will increase
185

. According to the 

theory there are six steps that an organization should take into consideration in order to 
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become more effective, which is part of linking individual and organizational goals
186

. First of 

all both companies let the employees take part of the company’s vision and mission, this we 

can assume since the goals of the organization is communicated to the employees. Secondly, 

the overall goals of the organization are being broken down into smaller goals in order for the 

employees to be able to reach them, but also for the goals to make sense and third the sub- 

goals are communicated to the right division. Only CC1 has taken the fourth step, which is 

about helping the individual to set up individual goals. This is done by a competence 

development plan, which is something that NCC does not have. The organization should also 

be able to modify organizational goals, which we again can assume that both companies are 

doing, due to environmental and market uncertainties. However none of the respondents in 

this sector said that they remind the employees about the organizational goals on a regular 

basis. So basically it can be presumed that the companies in the construction sector are trying 

to create an effective organization by taking the individual goals into consideration, even 

though they might not realize themselves to what extent they are taken them into 

consideration. Further CC1 seems to be one step ahead since they have included a competence 

development plan for their employees. However both organizations could improve their 

communication of the goals so that it will occur on a more regular basis.  

 

6.4.2 Production Sector 

 

PC1 states that the purpose with their reward system is to make sure that the employees can 

affect their work but also to get feedback while it for Norrmejerier was to create work 

satisfaction at the work place. This shows that PC1 is trying to motivate their employees since 

they considered feedback to be a motivation factor. Therefore we can make the assumption 

that they want to increase their efficiency and effectiveness within the company, which is the 

main purpose with a reward system according to the theories. As for Norrmejerier, they do not 

seem to consciously take help of a reward system to increase their effectiveness and 

efficiency. They consider a reward system to be a tool for creating a pleasant work climate, 

which indirect will lead to higher motivation among the employees. Therefore we can make 

the assumption that Norrmejerier will increase their effectiveness and efficiency since 

motivated employees, even without rewards, will have a positive impact on the 

productivity
187

.   

 

When it comes to the individual goals both companies have development discussions and 

since PC1 has meetings so frequently the employees’ individual goals will be discusses more 

often. Further, both companies were also thinking about career options when the question 

regarding individual goals was asked. Again it shows that the employer might not realize that 

there can be other individual goals that are not necessary linked to advancing in the company 

hierarchy.  

 

Both companies seem to take individual goals into consideration, at least as long as they will 

benefit the company as well. This shows that the companies see the importance with trying to 

consent the individual goals when possible in order to increase the motivation and efficiency 

among the employees, which is in accordance with the theory
188

.  

 

Other things that show that the two production companies are trying to link individual and 

organizational goal is the fact that the goals are communicated to the employees, who will 
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lead to that the employees will be aware of the vision and mission of the company. Further 

both companies are breaking down the goals into smaller ones which will be communicated to 

the right division which will make it possible for the employees to reach the organizational 

goals and at the same time put up individual goals for themselves. In both companies the 

individual goals can be put up during the development discussions. Further we can assume 

that both companies are modifying their goals during the year due to environmental 

uncertainties. The goals seem to be communicated regularly at both Norrmejerier and at PC1, 

even if the white collar workers at PC1 do not get it as often and obvious as the blue collar 

workers. One reason for this might be that they consider it more important to update the blue 

collar workers since their work is closer connected to the production, hence, also the 

productivity.  Both companies seem to take individual goals into consideration to a very high 

extent, and the employees have every opportunity to put up goals for themselves. It shows that 

the two companies are aware of the importance of listening to the employees’ goals and try to 

let them achieve them and grow and develop, mainly professionally. One reason for why the 

two companies in this sector are taking individual goals into consideration to this extent might 

be that they often want to recruit internally. Even though the career options at Norrmejerier 

might not be so many, it still seems like they want to keep their knowledge in the company. 

By taking the individual goals into consideration the possibility of the employees to stay 

within the company will increase but so will also the effectiveness and efficiency which is in 

accordance with the theories
189

.   

 

6.4.3 Service Sector 

 

The purpose with a reward system differs a lot between the two companies in the service 

sector; Bravida’s purpose is to earn more money while SC1 has no fully developed reward 

system but they consider it to be a tool to increase the job satisfaction. This tells us that 

Bravida is aware of the affects that a reward system can have on the company, which is to 

increase the effectiveness and efficiency, while SC1 might not have fully grasped that a 

reward system is a management measurement instrument. SC1 has, as well as Norrmejerier, a 

reward system that does not link the rewards to their main job. In the case with Norrmejerier 

this could, according to the theories, still motivate and increase the productivity. SC1 on the 

other hand has not put the same amount of effort in other motivating activities beside 

meetings and feedback. We make the assumption that in order for the theories of not 

rewarding and still be productive to be accurate in the case of SC1 they need to go a step 

further.  

 

Individual goals are taken into consideration via development discussions within both 

companies. As for the six steps that are described in goal setting theory, both these companies 

are dealing with step one to five, while neither of them is updating the employees regularly 

about the goals, this is usually done once a year. This shows that they are trying to take the 

individual goals into consideration to some extent even though there can be improvements, at 

least regarding step six. Since they are doing this it shows that they want to have goal oriented 

employees, even though Bravida at least points out that the individual goals will only be taken 

into consideration if they will benefit the company. A company that consists of goal oriented 

employees will increase the efficiency and effectiveness which seems to be a goal within the 

companies.  
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6.4.4 Similarities and dissimilarities between sectors 

 

It seems that there are some differences between the companies regarding the purpose with a 

reward system. In the construction sector the purpose is to increase the effectiveness and 

efficiency, which is the only sector where both respondents have stated this. The construction 

sector seems to have worked more thoroughly with developing a reward system with the 

purpose that it is a management measurement instrument. Regarding the individual goals the 

production sector is working most sufficient with this, while both the construction sector and 

service sector were on the same level and hence could improve this part. One reason for this 

might be that internal recruitment is more common within the production sector than it is 

within the other two sectors.  

 

6.5 Groundwork of a reward system 

 

6.5.1 Construction Sector 

 

Both companies are rewarding output instead of input. We consider piece work contract to be 

output since the workers will get a bonus based on the final result of the project. And the 

white collar workers will get a bonus also based on result so therefore we can say that the 

companies in this sector do not seem to take environmental uncertainties into consideration 

when creating groundwork for their reward system. However this type of groundwork is a 

higher motivation factor for the employees, according to the theories
190

, and therefore we can 

assume that the companies are more interested in keeping their workers motivated rather than 

taking environmental uncertainties into account.  

 

Further both companies use pay for performance as a groundwork for their reward system. 

They base their rewards on piece work contract, the result of the company and/or division and 

on achieving the organizational goals. Both companies have pay for performance at individual 

level since it is linked to the position that an employee has in the organization. The blue collar 

workers are bound by the collective contract agreement while the white collar workers can 

affect their salary and bonuses bases on the position in the company. Both companies also 

have pay for performance at the team level, which for example is piece work contract among 

the blue collar workers, or a bonus to a division that consists of white collar workers. Since 

both companies are using pay for performance as a groundwork of their reward system it 

shows that they have realized that it will lead to increased performance, both for the 

employees as well as for the organization as whole, which is in accordance with the theory
191

. 

Further both companies communicate their reward system to the employees. This is important 

so that the employees know what is expected from them in order to get a reward. NCC 

mentioned the importance of the goals to be measurable while it is not something that CC1 

mentioned. However we can assume that CC1 also has goals that can be measurable since the 

basis for a reward is the same at both companies. Again NCC said that they reward 

performance that have lead to that organizational goal have been met, which is always 

economic results. CC1 did not mention a specific behaviour that is rewarded but at least 

among the blue collar workers we can say that they will reward employees at a construction 

place if the project is doing better than planned. So in a sense, effectiveness and efficiency is a 

required behaviour. None of the companies have pointed out that the groundwork of the 

reward system is set so that the employees can reach the goals. However since both 

companies are breaking down the organizational goals into sub goals we can still believe that 
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the goals are reachable at least so some extent. It seems that both companies are well aware 

that pay for performance will lead to increased performance and the companies seem to be 

working with their rewards in a similar way. None of the companies have a non financial 

groundwork for the reward system which shows that the companies in the construction sector 

are interested in reaching economic results by increasing the performance among the 

employees. 

 

6.5.2 Production Sector 

 

PC1 is using both input and output as a basis for their reward system, the output is the number 

of items produced while the input is the time to produce them. Norrmejerier on the other hand 

is only rewarding for input, this since an employee can get extra money if he/she has the 

knowledge to do multiple jobs at Norrmejerier. It seems that these companies are taking 

environmental uncertainties into consideration and hence want to give the employees the best 

presumptions to reach the goals even though environmental changes might occur, which 

according to the theory is preferable
192

.  

 

PC1 is basing the reward system on pay for performance. At the collective side the rewards 

will be based on the performance of the team, thus team level. On the individual level it will 

be possible for the white collar workers when they negotiate about their salary. Further the 

company is also making sure that the employees know on what basis a reward will be 

received. This, since the goals are communicated to the employees but also since the unions 

have been involved when developing the reward system for the blue collar workers. The goals 

are measurable and the employees have the possibility to reach the goals in order to get a 

reward. So this company have taken all aspects into account that the theory suggests in order 

to use pay for performance to the fullest
193

. 

 

Norrmejerier on the other hand do not base their reward system on pay for performance as 

much as PC1 does. At an individual level pay for performance exists within the company 

since the white collar workers can affect their salary if they do a great job, but then it is just a 

question about increasing the base pay not to receive a bonus. There is no pay for 

performance at the team level since no monetary reward will be handed out to the employees 

if they do a great job. Norrmejerier is focusing more on non financial groundwork for the 

reward system, and mainly on employee satisfaction
194

. They do, however, use both financial 

and non financial rewards as a mean to motivate and increase job satisfaction. Having 

employees that are satisfied is one of the most important factors at Norrmejerier and therefore 

it is possible that they have decided not to base the reward system on pay for performance 

even though it would lead to improved performance throughout the organization
195

. It could 

also be that Norrmejerier does not use pay for performance since they do not have a well 

developed reward system, according to the respondent, and therefore they do not see the 

reward system as a management measurement instrument and have chosen not to develop it 

further and make use of the advantages that pay for performance will bring. However, even 

though they have not made use of pay for performance to the extent that PC1 has, 

Norrmejerier still considers it to be important that the goals are measurable. When using pay 

for performance it is vital to have measurable goals
196

. For Norrmejerier the ability to measure 
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might not be a basis for the rewards rather it might be a tool to see how well the goals are 

being met.  

 

Even though both companies are in the same sector we can see that the basis for a reward 

system is very different. We believe that one reason for this is because they have different 

purposes with their reward system which leads to different groundwork of the rewards. If 

Norrmejerier would consider a reward system as a management measurement instrument in 

order to increase the effectiveness and efficiency than they would most likely also have a 

solid groundwork for the rewards, like PC1 has.  

 

6.5.3 Service Sector 

 

Both companies within the service sector have a financial groundwork to their reward system 

and hence both are rewarding outputs rather than inputs. Therefore we can say that none of 

the companies are taking uncertainties in the environment into account and is focusing more 

on the motivation among the employees. This is something that will be higher when 

rewarding based on output.
197

  

 

Moving on to pay for performance, which both companies are basing their rewards on, both 

have them on an individual level. At Bravida this is possible sine they can negotiate their own 

salary among the white collar workers and therefore it is linked to the position in the 

company. At SC1 the individual level is noticeable since the employees can get a bonus if 

they can sell more to their customers that is additional to the main service. At the team level, 

this is something that only Bravida has. Further the employees within both companies seem to 

be aware of the activities and behaviours that will generate a reward, this since the goals are 

being communicated throughout the organizations. Both companies also state the importance 

that the gaols are measurable and Bravida points out that it is important that the employees 

can reach the goals otherwise the groundwork of a reward system has not been developed 

enough. Due to this it seems that both companies are on the right path when creating 

groundwork’s for their reward system, even though SC1 has not taken into consideration the 

importance that the employees need to have the skills to reach the goals and therefore receive 

a reward. Pay for performance will lead to increased performance within the organizations 

which is something that both respondents will take advantage from
198

. However it seems that 

since Bravida has a more developed reward system then the basis for a reward system at 

Bravida is also more though through than within SC1. None of the respondents are using non 

financial measurements as a groundwork which indicates that the companies are keener in 

rewarding the employees for their efforts and outcomes.  

 

6.5.4 Similarities and dissimilarities between sectors 

 

First of all both the construction sector and the service sector is rewarding output instead of 

input while it is a mixture in one of the production companies and one is only rewarding 

based on input. This shows that the two former sectors are more interested in the result rather 

than on the effort that has been put into the work. One reason for why this might be is because 

in the construction sector, it will cost the company a lot of money for every day the project is 

delayed. This will put pressure on the companies. As for the service sector customer 

satisfaction can be seen as output and something that is crucial within the service industry. 

Why the production sector is focusing more on input might be, as PC1 said, they are so 
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dependent on technology and therefore things might go wrong. Therefore the production 

sector might take uncertainties into account to a higher extent since when dealing with 

technology there will always be the possibility that the machinery at the factors stop working 

which will have a negative effect on the production. Of course uncertainties will occur in 

every sector but as for technology, the other sectors are not as dependent on it as the 

production sector.  

 

Pay for performance is something that all sectors have, even though it can be to different 

extents. This shows that it might be something that is being commonly used within companies 

in every sector. Therefore we can conclude that it is something that the companies are finding 

useful and something that actually will increase the performance among the employees and 

the organization as whole.   

 

6.6 Types of rewards 

 

6.6.1 Construction Sector  

 

Both NCC and CC1 offer monetary rewards in form of bonuses and piece work contracts to 

their employees. These monetary rewards are linked to the performance of an individual 

and/or team and therefore we can say that both companies are using the monetary rewards 

according to the theories, i.e. the monetary rewards need to be linked to the performance of an 

individual or team otherwise this type of reward will have a decreased motivation affect
199

.  

This shows that both companies know how to deal with these types of monetary rewards. 

Further, the companies also offer other types of financial rewards to their employees for 

example additional parenting allowance. This is not linked to the performance or efforts of the 

employees, rather it is offered to all employees.  

 

Both companies offer their employees non financial rewards even though financial rewards, 

and foremost monetary rewards, are the most dominating ones. The theory says that money is 

no longer the number one motivation factor and that employees want opportunities to grow 

and to develop their skills
200

. Even though the companies have mainly monetary rewards they 

still seem to provide their employees with opportunities to develop and improve their skills 

since internal recruiting are important to both companies. This shows that the companies are 

aware about what employees want today and have tried to mix monetary rewards with 

opportunities to develop their skills and abilities, which is the second and third step when 

categorizing non monetary rewards
201

. 

 

This sector is focusing mainly on extrinsic rewards but we can also distinguish intrinsic 

rewards as well. The interviews with the respondent showed that the employees are 

encouraged to take part in different planning processes which we consider to be an intrinsic 

reward. This will increase the motivation among the employees when they will feel part of 

different processes
202

. Even though extrinsic rewards are dominating the fact that they try to 

foster a climate where the employees can receive intrinsic rewards as well is very positive. 

However the companies should try to create more balance between the two since extrinsic 

rewards have a tendency to push aside the intrinsic rewards
203

.  

                                                 
199

Atkinson Anthony A. et al., (1997) pp. 663- 667 and Hughes Charles L., (1965), p. 55, 81 
200

 Manas Todd M., Graham Michael Dennis, (2003), pp. 3-4 
201

 Ibid, p. 5 
202

 Atkinson Anthony A. et al., (1997), 652- 653 
203

 Frey Bruno S., (1997), p. 2 



70 

 

6.6.2 Production Sector 

 

There are some differences between the two companies within this sector. PC1 is focusing a 

lot on feedback and considers this to be one of the most important rewards. Beside that they 

also have bonuses for the blue collar workers. Based on the empirical findings we can say that 

this company has a balance between non monetary and monetary rewards. However it should 

be noted that when they were developing the bonus system the main purpose had always been 

to develop a reward system that consisted of a bonus. This tells us, again, that the company 

considers monetary rewards to be more motivating than non monetary. Thus the company is 

using the bonus system in accordance with the theory, the bonuses is linked to the 

performance of the team
204

.  Norrmejerier who also seem to have a balance between financial 

and non financial rewards, however the main point with all rewards seem to be to create a 

work climate that enables an increasing job satisfaction, i.e. intrinsic rewards. PC1 is also 

trying to foster an intrinsic work climate by letting the employees be part in different planning 

processes, however the intrinsic atmosphere do not seem to be as visible as it is at 

Norrmejerier. This could be linked to the fact that Norrmejerier’s purpose with a reward 

system is to create a pleasant working environment for the employees as hence the intrinsic 

spirit will be more visible. Intrinsic rewards lead to higher motivation according to the theory 

and since both companies make use of intrinsic rewards we assume that the motivational level 

is rather high for both companies
205

. Norrmejerier’s use of a more visible tone in their 

intrinsic rewards could potentially have a higher motivational effect.  

 

6.6.3 Service Sector 

 

There are many similarities between the companies within this sector. Both have monetary 

rewards in form of bonuses and non monetary rewards like health care and flexible working 

hours, where the first one is considered to be financial reward while the other one is a non 

financial reward. Both are dealing with the bonuses as the theory suggests linking them to the 

performance of the employee /employees
206

.  

 

As for the non monetary rewards, i.e financial and non financial rewards, both Bravida and 

SC 1 are working a lot with opportunities for the employees to improve their skills and to 

have the opportunity to change jobs within the company. This is a good way for the 

companies to mix monetary rewards with non monetary rewards, especially since the theory 

states that employees today want to be provided with opportunities to improve skills and grow 

both professionally and personally
207

. This indicates that the companies are aware about the 

wishes of the employees today and they want to provide opportunities to the employees that 

are interested in this. Further this is a way for the companies to take the employees different 

wishes into account and try to provide them with different things that motivate the 

employees
208

.   

 

As for the intrinsic and extrinsic rewards, we can say that extrinsic rewards are dominating 

within both companies. However Bravida seems to have made an effort in creating an 

organizational environment where there is a possibility to intrinsic rewards and motivation. 

Bravida is trying to create a “we” spirit within the company something that will lead to that 
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the employees will relate more positively to the work and the company, which in the end will 

lead to higher motivation among the employees
209

. Further we can see that SC1 is also 

working with enabling intrinsic rewards and motivation for their employees through their 

theme meeting. Both companies are working in a similar way to create an organizational 

environment where the employees will feel intrinsic motivation.  

 

6.6.4 Similarities and differences between the sectors 

 

Every sector has a mix of monetary and non monetary rewards and in every sector extrinsic 

rewards are dominating. The construction and production sectors seem to be the two that are 

working most sufficient with intrinsic motivation and rewards, and Norrmejerier is the one 

that is doing the best job in fostering a working environment that enables this. Further every 

sector has gotten the idea that employees today are seeking for opportunities, which is 

something that each sector is providing their employees. This indicates that the companies are 

aware about the employees’ wishes and are trying to provide them with different rewards and 

solutions that will motivate them to continue to work within the company.  

 

6.7 Receiver of a reward system 

 

Before we begin with the analysis of the receiver of a reward system we will start by making 

some distinctions regarding team rewards. Team rewards can be given either to all employees 

within the organization, or to a whole division, or to specific teams within a division.  

 

6.7.1 Construction Sector  

 

Within the construction sector the rewards are given to on a team basis, an individual cannot 

get a reward if the group has not performed well. The type of team we are referring to here is 

either a division or specific teams within a division. NCC however said that the rewards are 

given to individuals but is based on the outcome of the team, and thus the whole team will 

receive a reward. Therefore the rewards are on team basis. Rewarding teams is according to 

the theory important since it will encourage the employees to keep on delivering high quality 

outcomes
210

. Further since these companies are rewarding teams it seems that they have 

realized the synergy effect of teams and that it is something that will benefit the company
211

. 

Further it seems that the companies also have taken into account that when rewarding teams, 

everyone or every team that has contributed to the outcomes will be rewarded
212

. This 

assumption we can make since NCC said that if the team has not done a good job then no one 

will get a reward and among the blue collar workers at both companies the piece work 

contract will be given to every employee at the project. By rewarding teams like the two 

companies are doing, it shows that the reward system is fair, and most important that the 

employees consider it to be fair
213

.  

 

There are also some rewards that are given to all employees within the organization and that 

are for example gym cards, healthcare and additional parent allowance. This is something that 

everyone gets without having to make any accomplishments, being an employee at the 

company is enough.  
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The only time individual rewards occur within this sector is when negotiating about the 

individual salary, this since the salary is linked to the position in the company. According to 

the theories the most effective is to combine individual and team rewards
214

, which is 

something the companies have done. We consider these companies to be well aware about the 

affects rewards can have when rewarding individual and rewards and it seems that the 

decision whether to reward individuals or teams are well thought through by the companies.  

 

6.7.2 Production Sector 

 

Both companies within this sector have rewards that are given to all employees, for example 

gym cards, healthcare. When it comes to team rewards on a lower lever, that is one division or 

a team at one division, both companies have that as well. PC1 has the bonus system to the 

blue collar workers and Norrmejerier has the opportunity for different divisions to do 

something fun that is connected to a lecture about the organization or similar. Both companies 

try to be fair in their reward system, and they are dealing with team rewards as the theory 

suggests, i.e. they are giving the reward to everyone or every team that has earned it
215

. This 

sector also sees the value in rewarding teams and it seems that they have realized that the 

outcomes of a team are higher than the outcomes of an individual
216

. Based on the empirical 

findings we can see that Norrmejerier seems to take it very seriously that all rewards are 

equally distributed within the organization.  Again we can see that they are more about 

fostering a peasant work climate where the team spirit is high and there will be no envy 

between the employees. 

 

In this sector, as well as in the construction sector, individual salary negotiation is the only 

time when rewards are given to individuals. However none of the respondents in this sector 

said that the individual salary is linked to the position one has in the company and therefore it 

might be a problem if someone will get a raise based on group performance but the group will 

not get anything. This is a bit difficult to speculate in this since we do not know what they 

base their individual salaries on. The companies should be aware about the risks if an 

individual will benefit from the group behaviour in this way, since the employees will 

consider the reward system to be unfair, which will lead to that the reward system will not 

have a positive effect on the employees anymore. It is okay if an individual will get a raise 

based on team performance, but it is crucial that the other team members will receive a reward 

as well. This sector also has a mixture of both individual and team rewards, and as studies 

have shown, it is the most effective one
217

.   

 

6.7.3 Service Sector 

 

As for the other sectors, the service sector also has team rewards, both to all employees, 

which for example can be gym card and healthcare, and to smaller teams, like bonuses. 

Further it seems that they are giving the rewards in a fair way to the teams, everyone that has 

been involved within a top performance will receive a reward, which is in accordance with the 

theory
218

. The fact that they have team rewards indicated that they are aware about the 
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advantages a team work will bring compared to individual work
219

. As the theory says, team 

performance is higher than individual performance
220

.  

 

Again these two companies have an individual salary system for the white collar workers, 

which mean that they negotiate their salary. This is an individual reward, but as was discussed 

in the previous sector, the bases for the individual salary is not known and therefore the same 

problems can occur in this sector as within the previous one. This section does also have a 

combination of individual and team rewards, which is the most sufficient one
221

.   

 

6.7.4 Similarities and differences between sectors 

 

All three sectors do have a combination of individual and team rewards but it is only within 

the construction sector that we could say that the individual rewards are fair. This since we do 

not know the basis for the individual rewards within the other sectors. It would be unfair for 

us to make a conclusion that the construction sector has the most sufficient balance between 

the receivers of a reward system when we do not have enough information about the 

individual salaries in the other two sectors. However there seems to be a lot of similarities 

within the sectors which indicates that companies within all sectors are dealing with both 

individual and team rewards and they all seem to be aware of the advantages that team 

rewards will bring. 
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7. Final Conclusion 
 

Before we will begin with discussing the conclusions we have found in this thesis we will 

start by once again state our research question: 

 

In what way are organizations using a reward system to motivate the employees to work in 

the best interest of the organization and reach organizational goals?  

 

We have found some similarities as well as differences between the three sectors that are the 

groundwork for this thesis. The main conclusions that answer our research question will be 

discussed by comparing the sectors. The comparison will be made with the basis of the 

summary model of our theoretical framework that holds the four dimension of a reward 

system and how they all influence motivation. The setup of the dimensions will create 

efficiency and effectiveness in the course of motivation through satisfying needs and setting 

goals. Our conclusion will also be made on the basis of the summary table of our analysis 

(appendix 3) and relate the analysis to the theoretical model. 

 

 
 

Figure 7:1 Linking motivation to effectiveness and efficiency 
(The figure is our own modification based on the original. Source: Arvidsson Per, (2005), ”Styrning med 

belöningssystem. Två fallstudier om effekter av belöningssystem som styrmedel”, Handelshögskolan i 

Stockholm, EFI, Ekonomiska Forskningsinstitutet.) 

 

Even if the spoken purpose of the use or in some case no use, of a reward system we make the 

conclusion that all sectors in the end have the aim to reach their goals. This is proven by the 

fact that all break down their goals into sub goals and have continuous meetings and other 

channels to distribute them to their employees. The construction sector and the respondents 

were found to be unanimous when compared to all sectors in the study in terms of their choice 

of reward system. Bravida, even if in the service sector, provides services to companies in the 

construction sector and has similarities with both NCC and CC1 in their reward system. Based 

on this we make the conclusion that the construction sector has a tradition in their choice of 

reward and seems to influence other sectors that are involved to follow. The construction 

sector and other sectors that do business towards the construction sector are mainly focusing 
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on the end result when rewarding. This is also showed in their lack of providing feedback 

during the ongoing processes. When the feedback is given when a process or activity is done, 

the feedback will not have any impact on the result since it has already been accomplished. 

We therefore make the conclusion that the construction sector shows a highly one-tracked 

mind when choosing their reward system and tradition seem to have a great impact on their 

choices. 

 

In the service sector we found a great dissimilarity between the companies where Bravida, 

even if seen as one-tracked, has a more developed reward system than SC1. SC1 showed a 

great lack of connection between the organizational strategy and the reward. Still, we consider 

that those parts that SC1 used are linked with the purpose of controlling behaviour and that 

this is one of the purposes with a reward system. The reward motivates a wanted behaviour 

that ultimately leads to achieving an organizational goal. As was described in the empirical 

findings SC1 does not have a lot of capital to put on rewards. This could potentially be one of 

the reasons that the service sector was so diverse in their use of a reward system. However, 

Norrmejerier showed a good example of how a reward system could be implemented without 

offering monetary rewards. This conclusion is drawn on the basis that the only monetary 

reward that they offered concerned the flexible salary system of their white collar workers.  

 

We also found a great dissimilarity in the production sector were Norrmejerier stood out in 

their use of a reward system. PC1 had a result focused reward, just as seen in the construction 

sector. The main difference between PC1 and the companies in the construction sector were 

that PC1 puts a great effort in the motivational arrangement during the process. Both 

companies in the production sector had their focus on the employees but through different 

means. The similarity lies in their involvement of the employees and how they take care of 

their individual goals to stimulate motivation. The production sector, compared to the other 

two sectors, had a more developed use of the individual goals in order to be more efficient.  

 

Further, we can also state that if an organization has a well developed reward system and 

considers it to be a steering instrument in order to increase the efficiency, effectiveness and to 

reach goals then the groundwork for it will also be more thoroughly developed. The 

groundwork for the reward system were, however, slightly different between the sectors. Only 

one company rewarded the input rather than the output. Therefore our conclusion is that this 

is due to that the main rewards given had a monetary base. We also make the conclusion that 

this can be explained by the uncertainties that is involved in offering money in beforehand. In 

our analysis we showed that Norrmejerier and SC1 could potentially face agency-principal 

problems without any rewards linked to the work itself. We draw the conclusion that 

Norrmejerier uses their system in a more deliberate way than SC1 as therefore have a higher 

chance to avoid any moral hazard problem. Due to the lack of a developed reward system SC1 

cannot benefit from the control that a reward system gives i.e. SC1 lacks in control over the 

work toward the organizational goals. 

 

Every sector has a balance between financial and non financial rewards and in every sector 

the extrinsic rewards are dominating. Every sector is doing attempts to create a working 

climate where intrinsic rewards and motivation will be possible. But Norrmejerier is the 

company where this is the most visible. Within the construction sector it seems as monetary 

rewards are the most important ones, this since when asking them about what types of 

rewards they have they were only focusing on monetary rewards. Therefore we can say that 

within this sector they still consider money to be the number one motivation factor. Only one 

company in our study used non-financial measurement for the reward and we can thereby 
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make the assumption that financial measurement is the most common measurement for all 

sectors. 

 

Further, every sector is dealing with both individual and team rewards and every company is 

using pay for performance as a groundwork for their reward system, even though to which 

extent differs somewhat. In the empirical findings we could however see that all respondents 

saw an individual reward as something that could potentially be given into a team. We find 

this as contradictive since an individual reward should be given to a specific person for an 

individual performance. We argue that all companies mainly used team rewards and that an 

individual reward was only given through salary negotiations. This is based on that these 

types of rewards are strongly connected to the person’s performance alone. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



77 

 

8. Suggestion for further research 
 

When conducting this thesis we came across topics that were related to our subject matter but 

did not fit into our study. We consider those topics as important aspects when studying reward 

systems and therefore further studies will be required.  

 

The first topic consists of the existence of the reward system. All sectors made use of different 

reward systems and defined them in separate ways. This indicates that there is no general 

reward system that fits all companies. For further research we would suggest a research that 

illuminates what impact a change in the reward system would have for the different sectors 

and the potential efficiency. It would also be interesting to study how the companies would 

react in terms of productivity if the reward system where removed all together. This could 

help different sectors to optimize their use of a reward system as a control and steering 

instrument. In the end the companies can improve their efficiency and productivity with the 

help of a more strategic use of a reward system. 

 

The next topic regards the intended outcome of a reward system. One of the respondents said 

that he was not sure that the system that was being used worked in the direction that was 

intended when implemented. Therefore, our suggestion for further research consists of a study 

of the different companies and sectors and if they are receiving the thought outcome with their 

reward system. This goes hand in hand with the companies’ capacity to maximize their 

efficiency. This could be extra helpful for those companies who work in a highly competitive 

climate.  
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Appendices  

Appendix 1- Interview Guide English 

 

 

THE COMPANY AND THE RESPONDENT 

 

Background information 

 

1. Name, position and number of years at this position 

2. Short description of the company 

 

Reward and reward system 

 

3. What type of salary system do you have? (individual or collective agreement) Is it 

centrally or locally decided? 

4. How do you define the reward system that you have in your company? 

5. Is the company part of a central reward system? 

6. How has the reward system been implemented in your company? (who makes the 

decision about the type of reward system, how is the structure and the presumption of 

it communicated to the employees) 

 

MOTIVATION 

 

Needs 

 

7. How do you work towards becoming an attractive employer? 

8. In what way can the employees present their opinions regarding the structure of their 

work and how can they affect their work situation? 

9. Can you give examples of arrangements that have been made, from your side, in order 

to increase the job satisfaction among the employees? 

 

Goals and expectations 

 

10. What are the goals of the company? Are there different goals between different 

departments/divisions? What are they? 

11. How are these goals communicated to the employees? 

12. In what way can the employees work towards reaching the goals? 

13. Is feedback given to the employees during different processes in order to reach the 

goals? If yes, how is this done? 

14. Is the feedback given to specific activities, processes, employees and / or tasks? Or is 

the feedback given on a more generally basis? 

15. How are the individual goals with the work taken into consideration? Are there 

possibilities for promotion and / or internal recruitment?  
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EFFECTIVENESS AND EFFICIENCY 

 

The purpose with a reward system 

 

16. What is the primary purpose with your reward system? (motivate, reach goals, 

increase effectiveness and efficiency) 

 

Groundwork of a reward system 

 

17. What is the basis for a reward in your company? Which activities and / or behaviors 

are you aiming to reward? 

18. At what level in the company is the decision made if the right activity, compared to 

the goals of the company, has been performed? (the annual accounts, the results, 

subjective judgments made by middle managers) 

19. Who has the right of decision regarding what type of reward that will be offered and to 

whom? To what extent do the managers and middle managers have authority to make 

own decisions regarding motivational arrangements? How is the personnel 

responsibility divided within the organization? 

 

Types of rewards 

 

20. What types of rewards are you making use of today? Monetary - and non monetary 

rewards? Why have these been chosen? 

 

Receiver of a reward system 

 

21. Are the rewards individual and / or team based? Is the reward given to individuals or 

to teams?  
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Appendix 1.1 – Intervjumall Svenska 

 

FÖRETAGET & RESPONDENTEN 

 

Bakgrundsinformation 

1. Namn, befattning, antal år på arbetet  

2. Kort beskrivning av företaget  

Belöning och belöningssystem 

3. Vilket lönesystem har ni? (individuellt, kollektivt) Är det centralt eller lokalt beslutat?  

4. Hur definierar ni ett belöningssystem i ert företag?  

5. Ingår företaget i något centralt belöningssystem?  

6. Hur har ert belöningssystem implementerats i ert företag? (vem tar beslut om vilket 

belöningssystem, hur förmedlas konstruktionen och förutsättningarna till dem 

anställda)  

MOTIVATION 

Behov 

7. Hur arbetar ni för att bli en attraktiv arbetsgivare?  

8. Hur kan de anställda framföra åsikter kring arbetets utformning, hur kan de påverka 

sin arbetssituation?  

9. Kan du ge exempel på åtgärder som vidtagits från er sida för att öka trivseln på 

arbetsplatsen för de anställda?  

Målsättning och förväntningar 

10. Vilka mål har företaget? Finns det skilda mål mellan avdelningar? Vilka?  

11. Hur förmedlas/kommunicera dessa mål till de anställda?  

12. Hur kan de anställda arbeta för att uppnå dessa mål?  

13. Ges feedback till de anställda under pågående process för att uppnå målen? I så fall 

hur görs detta?  

14. Använder ni er av en direkt återkoppling till specifika uppgifter/anställda och utförda 

arbeten? Eller sker det mer generellt?  

15. Hur tas de individuellas mål med arbetet i beaktande? Hur ser möjligheterna ut för 

befordran och/eller intern rekrytering?  

EFFEKTIVITET 

Syfte med belöningssystem 

16. Vad är ert primära syfte med ert belöningssystem? (motivera, nå mål, öka effektivitet)  

Grunder med belöningssystem 

17. Vad grundar ert företag belöningar på? Vilka aktiviteter eller beteende syftar ni till att 

belöna?  

18. På vilken nivå i företaget tas beslut om rätt aktivitet, i förhållande till företagets mål, 

har utförts? (bokslut, resultat, subjektiva bedömningar av mellanchefer)  
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19. Vem har beslutanderätt om vilken typ av belöning som ska ges och vem som ska få 

belöningen? Vilka befogenheter har cheferna gällande egna beslut för motiverande 

åtgärder? Hur är personalansvaret fördelat mellan olika nivåer inomföretaget?  

Typer av belöningssystem 

20. Vilka typer av belöningar använder ni er av idag? Monetära och icke-monetära? 

Varför har dessa valts?  

Mottagare av belöningssystem 

21. Är belöningarna individ och/eller team baserade? Ges belöningar till individer eller 

utfaller de till arbetsgrupper/team?  
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Appendix 2 – Summary of interviews  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Type of 

company 

The position of 

the respondent 

Length of 

interview 

Atmosphere 

during the 

interview 

NCC – 

construction 

sector 

Chief of Staff of 

region Norrland 

25 minutes Professional 

and serious 

CC1 – 

construction 

sector 

Personnel 

officer / 

Personnel 

developer  

22 minutes Relaxed and lots 

of laughter 

P1 – production 

sector 

Human 

Resource officer 

22 minutes Relaxed, yet 

professional 

Norrmejerier – 

production 

sector 

Chief of Staff 49 minutes Relaxed, some 

problems with 

understanding 

the questions 

S1 – service 

sector 

HR coordinator 23 minutes Relaxed and 

comfortable 

Bravida – 

service sector 

Head of 

department 

34 minutes Professional 

and relaxed 
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Appendix 3 – Summary of the analysis 

 

 

 

 


