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Abstract 

Master Thesis in Business Administration 

Linnaeus University 4FE22E, Spring 2017 Author: Hannes von Dahn  

Title: Colleagues or competitors? 

An important issue that managers are facing in today’s intensive business environment is how 

to compensate their employees to keep them motivated. The trend is to be rewarded for the 

individual performances, which has increased the usage of commission based salary systems. 

Previous research suggests that commission salary provokes internal competition, while it 

damages cooperation. However, the main issue in feminine and masculine societies is what 

motivates people, which indicates that the effects of commission based salary systems needed 

to be examined from a cultural perspective. Therefore, with the main aim was to enhance the 

understanding of this, the problem was addressed by the overreaching research question: How 

do commission based salary systems affect cooperation and internal competition in masculine 

and in feminine societies? To answer this, empirical data was acquired from Sweden and the 

United States. Sweden is recognized as the most feminine society, where social motives are 

dominating. The United States on the other hand, is recognized as a masculine society that 

encourages competition and where money is the main motivator. The empirical data derived 

from personal interviews with real estate agents that work with commission salary. Three case 

companies within each country were included in the study and three interviewees within each 

company participated. The findings showed that commission salary tends to increase the work 

effort, limit the cooperation, while it increases the internal competition. Nevertheless, the 

effects it has distinctively differs between the societies. In Sweden, the importance of group 

cohesion and interpersonal relationship results in a higher level of cooperation than in the 

United States. Despite that commission salary evokes internal competition, colleagues are 

colleagues above all in Sweden. In the United States however, cooperation mainly occurs 

when it serves the individual performances. Here, money and the own success are what matter 

the most and due to the competitive mindset, internal competition becomes significantly more 

intensive in the United States than in Sweden. In contrary to Sweden, commission salary can 

turn colleagues into competitors, for better or for worse.   

 

Keywords: Commission based salary system, Social motives, Monetary motives, Internal 

competition, Cooperation, Group cohesion, Social loafing 
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1. Introduction 

The globalization has increased the complexity of the business environment and thereby also the 

importance of cross-cultural understandings. Today, it is essential to retain and motivate the workers 

due to the intense competitive business environment. An important issue that managers are facing is 

thereby, how to compensate their employees. This chapter introduces a background in the relevance of 

this study by presenting an overview of commission based salary systems and its impact on 

cooperation and internal competition. Following, two cultural studies that are fundamental for the 

research will be presented. Thereafter, a problem discussion will be held in which a research gap will 

be identified. This will serve as a foundation for the research question and the purpose of this study. 

Finally, a thesis outline will illustrate the structure of this paper. 

1.1. Background 

The world is currently experiencing the third wave of globalization, making countries and 

companies more integrated than ever. The third wave has provided organizations with 

extensive business opportunities, such as facilitated trade circumstances and extended 

customer bases (Straw & Glennie, 2012). However, companies have also been hit by 

increased intensity in the competitive business environment in the last decades (Cavusgil et 

al., 2012). Straw & Glennie (2012) claim that in addition, the increased globalization has led 

to a higher employee turnover, which has become a great challenge for organizations today. 

Organizations are now in need of high performing workforce to cope with the increased 

intensity and to maintain competitive advantages. Moreover, to stay competitive, 

organizations do not just need to know how to retain their employees, but also know how to 

motivate them (Ongori, 2007). 

The need for motivated workers has become vital for companies' survival and has resulted in 

pervasive interests among motivation researchers (Hein, 2012). Franken (2002) explains 

motivation as the factors that evoke, channel and preserve a certain behavior towards a 

specific goal. Larsen et al. (2005) suggest that motivation can be explained through three 

different approaches. First, motivation depends on the conditions of the individual human. 

Secondly, motivation depends on the conditions within the organization. Thirdly, motivation 

depends on the conditions in the society. 

The first motivation theories originally derive from the psychology and there are thereby 

overlaps between the development of psychology studies and motivation theories. The early 

behaviorism has significantly contributed to both motivation research and to practice (Hein, 
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2012). Alderfer (1972) divides the early motivation theories into content theories, that focus 

on what motivates the individuals and in process theories, that focus on how the individual is 

motivated. Classical content theories are theories such as Maslow's hierarchy of needs, 

Alderfer's ERG-theory, McClelland's three need theory and Herzberg's two factor theory. To 

the most famous process theories are Vroom's expectancy theory, Adam's equity theory and 

Latham and Locke's goal setting theory included (Hein, 2012). 

The increased complexity of the business environment that is followed by the globalization 

has impacted the modern organizational structures as well. Organizations have shifted its 

focus from individuals and hierarchical structures, towards team-oriented systems. 

Furthermore, the last few decades have significantly changed the organizational function of 

teams, due to the nature of works and due to changed organizational structures (Levi, 2013). 

Forsyth (2010) points out that teams tend to be formed when problems and tasks are beyond 

the individual's capabilities to complete. The creation of teams has therefore, enabled 

companies to complete complexed set tasks and to stay competitive in today's business 

environment (Levi, 2013). Mullen & Copper (1994) mean that cooperation and teamwork is 

fundamental for the work performances and for work satisfaction. Levi (2013) presents that a 

successful team can be identified by three factors. The team should promote individual 

development, complete its set tasks and retain good social relationships within the group 

while doing so. 

The creation and the increased importance of teams and cooperation correlate with one of the 

most widely studied motivational factor, which is social motives. Maslow, Alderfer and 

McClelland are three well-known motivation theorists that emphasize the need of social 

interrelationships in a motivational context (Hein, 2012). Maslow's (1999) third step in his 

famous hierarchy of need theory is love and belonging. McClelland (1967) refers to the 

affiliation need as one of the three fundamental human needs, while Alderfer (1972) uses the 

term relatedness as one of the three dominant needs in his ERG-theory. 

In parallel with the motivation studies concerning social belongingness, one of the most 

discussed subject among motivation theorists is the impact of money (Hein, 2012). Herzberg 

(1987) argues that money is hygiene factor and necessary for work satisfaction. Larsen et al. 

(2005) continue this line of thought and mean that salary does not have a direct impact on 

motivation. Other theorists however, such as Adams (1963) and Pinder (2008), stress that the 

money in relation to others’ earnings are essential for motivation. 
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Churchill et al. (1981) discuss money by pinpointing that it is critical to adopt the right 

compensation plan since money and rewards are crucial for motivation. Managers are 

therefore, continuously dealing with the question concerning how to compensate their 

employees (Madhani, 2009). There are several different types of compensation plans that span 

from straight fixed salary to straight commission. Which type of compensation that is 

appropriate depends largely on which industry the organization operates within (Slater & 

Olsen, 2002). Straight commission based salary systems are often used in sales jobs, where 

the individuals are rewarded for their own performances (Kishore et al., 2013). Ramlall 

(2004) means that individual reward systems are becoming more popular in today's business 

environment. When referring to commission based salary in this study, it refers to the type of 

compensation system where the worker is monetarily rewarded for its own performance. 

There are different views concerning the impacts commission based salary systems have on 

organizational cultures and employees’ motivation. The compensation system is associated 

with risk for the employees as it is an insecure income. It also increases the risk for the 

company as well, as it can promote short-term thinking and immoral acts. On the other hand, 

however, it creates opportunities for greater rewards which in turn, leads to greater work 

effort (Cooke, 1999).  

Strickler (2006) stresses that commission systems strongly induce internal competition and 

damage the social relationships in organizations. This is followed by reduced team effort and 

loyalty. Internal competition causes according to Kohn (1990), stress, suspiciousness, anxiety, 

nervousness and additional negative feelings such as jealousy. Crow (1995) suggests that due 

to internal competition, commission based salary system should be completely avoided. There 

are however, positive views regarding internal competition. People are by nature competitive 

and allowing them to compete at work creates powerful motivational incentives (Birkinshaw, 

2001). 

The expanding globalization has further resulted in increased attention among international 

business researchers, which has become a dynamic study area the last four decades (Brewer & 

Venaik, 2010). Mooij & Hofstede (2010) emphasize that this has resulted in an increased 

importance of the understanding different cultures, which in turn has resulted in that a several 

studies and models have been developed throughout the years. Two of the most used and 

famous studies are Hofstede's cultural dimensions theory and the GLOBE Study (Hofstede 

2001; Hofstede et al., 2010; House et al., 2004). 
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Hofstede's cultural dimensions theory initially measured four cultural dimensions that are 

occurring in combinations and which also are to a large extent, independent of each other. The 

dimensions he developed were individualism versus collectivism, large versus small power 

distance, strong or weak uncertainty avoidance and masculinity versus femininity (Hofstede, 

2001). In 1991, a fifth dimension was added which was long-term orientation versus short-

term orientation. Lastly, a sixth dimension was also later added in the study which was 

indulgence versus restraint (Hofstede et al., 2010). 

In 2004, the GLOBE study was completed to replicate and expand Hofstede's study (House et 

al., 2004). There have constantly been ongoing debates concerning the relevance of the 

Hofstede study versus the more recent GLOBE study (Shi & Wang, 2011). In contrary to 

Hofstede, House et al., (2004) applied nine dimensions. Hofstede's masculinity versus 

femininity dimension was replaced by four corresponding dimensions; assertiveness, 

performance orientation, gender egalitarianism and humane orientation (House et al., 2014). 

1.2. Problem discussion 

Chen & Hsieh (2006) emphasize that along with the globalization, there are significantly 

increased demands on compensation systems. To retain employees and to increase the 

performances, managers need to understand how the effects the reward systems have on 

motivation (Madhani 2009). The ongoing trend is that individuals should be rewarded for 

their own performances and today, salaries should function as an indicator that expresses what 

is expected from the individual (Merchant & Van der Stede 2007). The salary should thereby 

motivate the employee, which favors commission based salary systems rather than fixed 

salaries. Furthermore, old motivation theories mainly studied industrial workers, while newer 

motivation studies have been targeting so-called knowledge workers (Hein, 2012). However, 

there is lack of studies that have targeted individuals working with commission. As 

commission based salary has become more common in today's competitive business 

environment (Ramlall, 2004), there is extensive interest in further research in that area. 

Despite the trend towards commission based salary systems, it has been heavily criticized 

throughout the years and researchers have been arguing intensively that it damages loyalty 

and cooperation within organizations (Kohn, 1990; Crow, 1995; Slater & Olsen, 2002, Cooke 

1999, Salleh et al., 2008). On the other hand, there are several researchers that stress the 

superior advantages with such compensation system (Stajkovic et al., 2001; Cooke 1999; 

Strickler, 2006; Merchant & Van der Stede, 2007). Birkinshaw (2001) emphasizes that 
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individual reward systems function as strong motivational incitements, supported by Tjosvold 

et al. (2006) and Jahanian et al., (2012), who argue that it considerably increases the work 

effort among employees. The wide range of opposing views requires closer examination of 

the consequences of reward systems based on individual performances. 

A definite natural consequence with commission systems is that such type of compensation 

system results in salary gaps between the employees (Kishore et al., 2013). The differences in 

salaries create frustration among the employees, followed by attempts to reduce the frustration 

by restoring the equality of the payments (Adams, 1963; Pinder, 2008). These attempts, imply 

that the individual focuses on equalizing payments or earn more in comparison to colleagues. 

This indicates that the cooperative motives are challenged when the individual is rewarded by 

its own performances, as this rather promotes internal competition. This also corresponds 

Strickler’s (2006) and Crow’s (1995) arguments, that commission system promotes internal 

competitions. Consequently, Crow (1995), Amegashie & Runkel (2007), Strickler (2006) and 

Kohn (1990) emphasize that internal competition has a negative impact on cooperation. Crow 

(1995) and Kohn (1990) further claim that internal competition has devastating effects on 

cooperation and teamwork, followed by reduced performances. Meanwhile, Birkinshaw 

(2001), Jahanian et al. (2012) and Tjosvold et al. (2006) point out the positive energy and the 

increased motivation that is followed by internal competitions. Internal competition is 

therefore, regarded as a possible consequence of commission based salary systems that 

deserves additional investigation. 

As presented in the background, researchers have evidently shattered perceptions concerning 

what impact money has on motivation (Hein, 2012). In contrary to Adam's (1987), Pinder's 

(2008), Churchill et al.’s (1981) and Cooke's (1999) views concerning that monetary rewards 

as the dominant motivational factor, other theorists suggest that motivation is profound in 

interpersonal relationships (Hein, 2012). Maslow (1999), Alderfer (1972), Christensen (2007) 

and McClelland et al. (2008) all suggest that social motives have a significantly strong 

correlation with motivation to increased work effort. The social motives have positive effects 

on cooperation and teamwork since they increase group commitments and motivation for 

team effort (Van der Vegt et al., 1998). For organizations, this is desirable since the need for 

cooperation and teamwork is vital in today’s businesses (Forsyth, 2010; Levi, 2013; 

Hackman, 1992; Mullen & Copper, 1994). There are however, risks associated with 

teamwork and cooperation in terms of social loafing. In these cases, the individual 

performances decrease when working in teams (Levi, 2013), which opposes the romantic 
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view of cooperation and teamwork. The relevance of the social motives promoting increased 

cooperation calls for further examination in a commission based salary context, in which the 

social-loafing phenomena and internal competition also must be considered. 

Furthermore, this needs to be viewed from a cultural perspective. Feminine societies are 

recognized by warmth, where the relationships come before money. The individual's success 

in its career is less important and boasting is less accepted. Feminine societies value 

perpetuation of the environment, helping others and success is defined by the quality of life. 

In masculine societies however, achievements and successes in the careers are dominating. 

Individuals live to work in high masculine societies and are recognized by ego oriented 

mindset. Money and material assets have significant importance in these societies (Hofstede 

et al., 2010). 

Hofstede's (2001) study showed that Sweden is the most feminine society of all the 

participating nationalities. The United States on the other hand, had a significantly higher 

degree of masculinity. The four components replicating masculinity and femininity in the 

GLOBE study; assertiveness, performance orientation, gender egalitarianism, and humane 

orientation further indicate that Sweden has the characteristics of a feminine society. For 

Swedish workers, the life and work balance is important with distinctive borders in between. 

Swedish people are noticeably socially concerned and House's et al., (2004) research indicates 

that it is the most collective country, where everyone should be included. In contrary, the 

United States also here showed comprehensive indications related to the characteristics of a 

masculine society (House et al., 2004). 

Levi (2013) argues that in contrary to Sweden, the American society promotes competition, 

which is not regarded as a negative aspect in organizations. The American society values 

freedom, individualism, capitalism and success in form of achievements (House et al., 2004; 

Hofstede et al., 2010). Moreover, Levi, (2013) claims that many Americans have a negative 

view of teamwork since many prioritize the importance of the individual over the importance 

of the group. They mean that there are risks that teamwork harms the autonomy and freedom 

(Levi, 2013; Hofstede et al., 2010; House et al., 2004). Strickler (2006) points out that the use 

of monetary reward system has become deeply rooted in American organizations. 

Researchers have throughout the years provided an extensive range of guidelines for 

employers on how to motivate their employees (Adams, 1963; Clayton, 1972, Christensen, 

2007; Hackman & Oldham 1980; Franken, 2002; Hein, 2012; Herzberg et al., 2007; Larsen et 
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al., 2005; Latham & Locke, 2006; Maslow, 1999; McClelland et al., 2008; Pinder, 2008; 

Taylor, 2007; Vroom, 1995). However, Hofstede (2001) argued that there are different 

motivational factors that are dominating in the masculine, respectively in the feminine 

societies. Maslow (1999), Christensen (2007) and McClelland et al. (2008) all stress 

incitements deriving from social contexts. This correlates with the feminine aspects of a 

society, where the group and the social belongingness are essential (Hofstede et al., 2010; 

House et al., 2004). Further, despite that social motives are dominating in feminine societies, 

the question remains whether the social motives are as strong in masculine societies. In 

contrary to feminine societies, masculine societies are money oriented. Therefore, this logic 

indicates that masculine societies should relate to Adam's (1987), Pinder's (2008), Churchill et 

al.’s (1981) and Cooke's (1999) interpretation of money as the dominant motivational factor. 

Following as discussed above, money also evokes internal competition, which is more 

appearing and encouraged in masculine societies. 

The previous motivation theories have not been examined from a cultural perspective, where 

the degree of masculinity and femininity distinctively differs. Feminine societies, driven by 

social motives encourage more cooperation rather than internal competition. In masculine 

societies on the other hand, individuals are driven by monetary rewards and value 

competition. However, motivational factors in masculine and feminine societies have not been 

examined from a commission based context. Hence, there is a research gap concerning how 

commission based salary systems affect cooperation and internal competition differently in 

feminine and in masculine societies. 

1.3. Research question 

Commission based salary system as a compensation plan has been problematized through 

discussing monetary motives and social motives. As presented, there are reasons to believe 

commission based salary systems affects cooperation and internal competition within 

organizations. However, the effects it has appear to be different depending on the culture, 

where different motivational factors are dominating. Therefore, this needs to be examined 

from a cultural perspective in societies, where the degree of masculinity and femininity differs 

significantly. This leads to the research question of this study: 

Research question: How do commission based salary systems affect cooperation and internal 

competition in masculine and in feminine societies? 
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1.4. Purpose 

The purpose of this study is to enhance the understanding of how cooperation and internal 

competition are affected by commission based salary systems in masculine and feminine 

societies. The study will examine the United States, representing a masculine society and 

Sweden, representing a feminine society. Similarities and differences will be highlighted and 

will thereby, primarily serve as guidelines for managers that use commission based salary 

systems as compensation plan within these countries. It also intends to provide guidelines for 

cross-border managers in how to deal with and how to motivate people from masculine, 

respectively feminine societies.  

 

1.5. Delimitation 

The empirical data will derive from interviews with real estate agents working with individual 

commission based compensation plans. The reason for exclusively examining the real estate 

industry is to avoid various responses as an effect of operating in various industries. However, 

it limits the applicability of the results on other industries. 

The empirical data will exclusively derive from cases in Louisiana in the United States and 

from the South-East region in Sweden. The reason for that is to ensure that the cases operate 

under similar market conditions in each country to avoid varied answers due to different 

market configurations. 
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The first chapter presents an introduction of the substance of this 

study. It starts by providing a background on the relevance of the 

subject. This is followed by a problem discussion that will lead to the 

research question and the purpose of this study. 

This section presents the theoretical framework that serves as the 

basis for this study. It will deal with concepts related to commission 

salary, internal competition and cooperation, followed by a review of 

relevant cultural studies. A theoretical synthesis will thereafter discuss 

the relationships between the concepts and theories. 

The methodology section presents the research approach, method, 

strategy and case selection this study undertakes. It shows the 

operationalization process of this study and how data have been 

collected and analyzed. Next, it presents the quality measurements, 

followed by a summary of the chapter. Lastly, a methodological 

reflection will be presented. 

The empirical findings chapter presents the primary data that has 

been assembled through interviews. The findings derive from six 

cases, including three interviews within each case. Three of the cases 

are located in Sweden and three of the cases are located in the United 

States. 

This section analyzes the empirical findings from the theoretical 

context that has been used in this study. Similarities and differences 

between masculine and feminine societies concerning commission 

based salary, motivational factors, cooperation and internal 

competition will be analyzed. 

This chapter intends to provide an answer to the research question of 

this study. Moreover, it presents and managerial implication and 

recommendations to fulfill its purpose. Finally, the limitations of this 

study that are relevant for future studies are discussed. 

1.6. Thesis outline 
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2. Theoretical Framework 

This section provides a literature review consisting of theories and concepts that are in 

relevance for the study. Firstly, the main concept commission based salary is presented. 

Consequently, the second main concept, internal competition is discussed, followed by its 

relevant subject, monetary motives. Cooperation is the third main concept, which is followed 

by its relevant subjects concerning social motives, group cohesion and social loafing. Next, 

the masculinity versus femininity dimension distinguishing the United States and Sweden will 

be reviewed from the Hofstede’s method and the GLOBE study. The chapter ends up with a 

theoretical synthesis that discusses and visualizes the relationships between the concepts. 

 

2.1. Commission based salary  

Managers undertake different compensation plans to reward their employees (Cooke, 1999). 

The plans span from straight fixed salary to straight commission. There are different 

variations of compensation plans and fixed salary, bonuses and commission can be combined 

in various ways. The more commission based the compensation system is, the more risks 

there are. Commission based salary is a compensation plan based on the individual 

performances. In sales, this is usually based on sales volume. Straight commission is therefore 

directly connected to the performance of the worker (Madhani, 2009). Slater & Olsen (2002) 

mean that applying commission based compensation plans tends to lead to less employee 

loyalty, as the personal goal becomes more important than the organizational goals. More so, 

Cooke (1999) emphasizes that commission based salary increases the employee turnover, due 

to less loyalty and that it also often leads to short-term thinking. Following, it also can create 

insecurity among the employees as it does not provide a secure or regular income. Both Crow 

(1995) and Kohn (1990) further suggest that personal reward systems therefore, should be 

avoided. 

However, Cooke (1999) claims that commission system is the superior compensation plan if 

the employee has the right type of personality. The workers' effort can increase significantly 

as their salaries are directly correlated with their own results. Strickler (2006) means people’s 

ability to directly affect their own salary is a superior incitement and agrees with the view that 

money is the best motivator. This is also confirmed by Stajkovic et al.’s (2001) research that 

shows that economic incentives are most effective, followed by social recognition and 

performance feedback. 
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2.2. Internal competition  

Internal competition refers to when individuals within the same organization compete against 

each other (Strickler, 2006). Khoja (2008) explains it as the rivalry between individuals within 

an organization for markets, technology and organizational resources. There are different 

views on whether internal competition is good or bad for a company. It can increase the 

individual’s motivation to become better than the others or it can sabotage for others to make 

their own performances better in comparison (Amegashie & Runkel, 2007). Crow (1995) 

means that the commission system induces internal competition and that one must lose for 

one to gain. Furthermore, he emphasizes that competing of salary and individual rankings 

have negative effects on the teamwork. This also leads to internal conflicts and increases the 

stress among the individuals. 

Strickler (2006) claims that compensation systems that encourage internal competition 

through financial rewards, damage the social relationships in the long-run within companies. 

Kohn (1990) points out that in addition to the decreased quality of the interpersonal 

relationships, internal competition also leads to decreased performances. Moreover, 

employees do what is necessary for personal rewards, which can result in unethical and 

inappropriate behavior, such as cheating. In turn, this can result in intentional interference and 

disturbance of each other’s work as they profit from colleagues’ bad performances (Forsyth, 

2010). Further, employees that are internally competing tend to avoid sharing important 

information with each other (Strickler, 2006). Kohn (1990) points out that competition, in 

general, is devastating on an individual level. He claims that it does not just harm the 

relationships, but also the overall human experience such as the self-esteem, the enjoyment 

and the productivity. 

However, there are researchers that emphasize the advantages with internal competition. 

Chang & Chen (2012) claim that internal competition leads to greater work effort since the 

workers set up higher personal goals for themselves. Birkinshaw (2001) agrees and stresses 

that personal goals also are more effective and are stronger incitements than organizational 

goals. He continuous and claims that the individual reward system is a strong motivational 

incitement due to its correlation to internal competition. More so, internal competition 

encourages creativeness among the individuals and provides learning opportunities, increased 

efficiency and positive energy (Jahanian et al., 2012). 
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2.2.1. Monetary motives 

There are various viewpoints concerning what impact money has on motivation and it has 

been intensively discussed among researchers (Hein, 2012). Herzberg et al. (2007) place 

salary as a hygiene factor, meaning that it is necessary for work satisfaction, but that it has no 

direct motivational effect. The reactions concerning salaries are basically constantly related to 

workers’ perception of inequality salary system. He means however, that salary can be 

motivating in a symbolic context such as a sign of appreciation, but that the money itself do 

not motivate. Churchill et al. (1981) on the hand, claim that it is critical to adopt the right 

compensation plan since money is the most vital reward motivator. Cooke (1999) agrees with 

that money is a fundamental motivation factor, despite the disadvantages that he means that 

come with commission salary. 

The equity theory discusses the impact of money from a social context. It undertakes the 

standing point that workers’ perceptions of satisfaction are functions of how fairly they are 

compensated. Perceived inequality generates feelings of demotivation and dissatisfaction 

(Adams, 1963). It suggests that workers calculate their contributions to the organization in 

relation with the reward they receive. This net result is then compared to other colleagues as 

references. Individuals that perceive a difference between their own and the comparative 

reference’s net result, experience inequality that they perceive as unfair. The higher the 

inequality is, the more frustration arises, which in turn leads to that an individual strive to 

restore equality and reduce the frustration. Payment is the main concern according to the 

theory and is the most critical source of inequality. Workers that feel underpaid in comparison 

with colleagues that they are using as references are likely to promote hostile feelings against 

the organization (Pinder, 2008). Huseman et al. (1987) mean that there are individual 

differences and distinguishes between three types of workers; the benevolent, who prefer 

lower net results than others, the equity sensitives, who prefer similar net result as others and 

the entitled, who prefer who prefer higher net results than others. 

2.3. Cooperation 

Beyerlein & Harris (2004) state that in cooperative environments, individuals work together 

toward common goals. Furthermore, in these environments, the individuals are committed to 

each other’s success and due to purposeful relationships, there is a willingness to help. 

Cooperation and teamwork are both two well-studied concepts and are often defined in 

similar contexts. Therefore, the terms will be treated as equal concepts and based on 
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Beyerlein & Harris (2004) statement, this study defines cooperation as: conditions or 

situations in which individuals willingly and agreeably work or act together. 

 

Levi (2013) presents group cohesion, the motivation for teamwork and social behavior as 

three of the most fundamental components of a successful team. Group cohesion is the social 

ties that bind group members together. The motivation for team effort is dependent on task 

assignments, performance evaluations and rewards. Further, the group members' perceived 

sense of belongingness and commitment to the team increase the group motivation. When 

individuals perceive interdependency, their motivation for teamwork enhances (Van der Vegt 

et al., 1998). Levi (2013) distinguishes between two types of behaviors within groups, task 

behavior and social behavior. Task behavior focus on the group's tasks and social behavior 

focuses on the interpersonal relations within the group. The social aspect consists of the sense 

of belongingness to the group and to the interpersonal relationships between the members. 

High social behaviors among the individuals increase the group cohesion. Furthermore, Levi 

(2013) also means that social behavior is critical for maintaining high qualitative cooperation. 

 

2.3.1. Social motives 

Baumeister & Leary (1995) point out that humans' need to belong is a primarily basic need. 

They argue that without a sense of belongingness, people will continuously feel lonely and 

unhappy. Forsyth (2010) claims that the need to belong is a force that makes human seek out 

and join others. Living in isolation can have devastating physiological effects and is a 

common reason for stress in workplaces (Burney, 1961). Herzberg et al. (2007) place 

interpersonal relations as a hygiene factor that is necessary for work satisfaction, but with no 

motivational effect. Thus, they argue that motivation can derive from a social context, such as 

through recognition. Maslow, McClelland and Alderfer are three famous motivation theorists 

that believe that social belongingness is a need and can also thereby function as a source of 

motivation (Hein, 2012). 

Maslow's hierarchy of needs is one of the oldest motivation theories, but is still applied in 

many organizations today (Hein, 2012). The foundation is that when a need is satisfied, its 

motivational effect diminishes: "A satisfied need is no longer a motivator" (Maslow, 

1987:30). The third step of the five-step hierarchy is belongingness and love needs. The 

belongingness and love needs arise when the psychological needs and the safety needs are 

satisfied. The belongingness and love need make individuals strive for affection and 
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tenderness. The strive for such solidarity is dominating, which means that it becomes more 

important than anything if not fulfilled. The fourth step is the esteem need and is also founded 

from social contexts. The need is divided into two parts, where the first part origins from the 

inner wish for strength, achievement, capability, competence, self-esteem, independence and 

freedom. The second origins from the outer wish for prestige, praise, appreciation from 

others, status, fame, affirmation, as well as feeling important and valuable (Maslow, 1999). 

The basics Alderfer's ERG-Theory derive from Maslow's hierarchy of needs and the theory 

suggests that humans have three different needs; existence, relatedness and growth needs 

(Hein, 2012). The relatedness need corresponds with Maslow's belongingness need and the 

part of safety needs that concerns with interpersonal relationships. The relatedness need 

become satisfied when interactions and relationships are meaningful. In contrary to Maslow 

however, these relationships do not have to be tender or sensitive, but can also be hostile 

interpersonal relationships. It must be more than a zero-sum game, where if a person gets this 

need satisfied, the corresponding person will get the need satisfied as well by nature 

(Alderfer, 1972). 

McClelland’s theory of need consists of three dominating needs; achievement, power and 

affiliation. Affiliation is the social need which primary concerns with the wish of being liked 

and accepted by others. Those people, strive for social belongingness and prefer social 

interaction with colleagues, friends and family. For them, it is essential to create and maintain 

positive, warm and close social relationship with others. Further, these people prefer 

teamwork and priorities group cohesion and belongingness (McClelland, 1967). 

2.3.2. Group cohesion 

Group cohesion is the members’ commitment and attraction to a group (Levi, 2013). It is an 

essential motivational factor that increases when the team members appreciate and value their 

belongingness to the group. Groups recognized with  high group cohesion take pride in the 

group's performances (Wech et al., 1998). Moreover, Hogg (1992) claims that the feeling of 

group cohesion is also personally important for the individuals as it enables them to identify 

themselves with the group, which also makes them feel connected to each other. 

There are several advantages with group cohesion. Firstly, Levi (2013) claims that it 

facilitates the process of solving conflicts and problems, which also in turn reduces stress. 

Secondly, Hackman (1992) argues that it significantly increases the job satisfaction among the 
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members. In general, it also increases the performances, which is significantly applicable in 

smaller groups. Hence, the group cohesion increases when the group is performing well and 

vice versa, the group performs better when the group cohesion increases (Mullen & Copper, 

1994). 

However, there are risks associated with high group cohesion. Group members who value it 

too high can avoid sharing their thoughts and avoid necessary conflicts because they do not 

want to imperil the cohesiveness (Forsyth, 2010). Janis (1972) means that this harm the 

decision-making process. It can also result in fear and resistance for vital changes (Nemeth & 

Staw, 1989). 

2.3.3. Social loafing 

Valuing the group cohesiveness in too large extent can also cause phenomena associated to 

social loafing (Beersma et al., 2003). Social loafing refers to when workers' individual 

performances decrease when working in groups (Levi, 2013). Latane et al. (1979) explain that 

social loafing is the largest issue with team motivation, as the individual work effort decreases 

in comparison with working alone. Sweeney (1973) presents the “free riders” phenomenon, 

which occurs when individuals perceive their own contributions as relatively unimportant in a 

group. Thereby, they are less motivated to work hard themselves and instead, they rely on the 

benefits they gain from the group’s overall performances. The “sucker effect” is another risk 

related to social loafing, which refers to when individuals avoid well performances due to the 

belief that someone else will take advantage of it. In the worst case, this can in turn lead to 

that all the members’ work efforts reduce significantly (Johnson & Johnson, 1997). 

Karau & Williams (1997) present other causes of social floating. First, when it is not 

necessary to coordinate the team, the motivation reduces because the members do not see the 

point with teamwork. It can also occur when individuals believe that their lack of performance 

will be hidden and invisible in the team’s overall performances. Furthermore, the authors also 

claim that team members usually show the tendency to overestimate their own performances 

in teams, which leads to that they tend to believe that they contribute with more than they do. 
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2.4. Masculinity versus Femininity 

Both the GLOBE Study and Hofstede's cultural dimension theory are two highly valued 

cultural studies that have contributed significantly to the development of cultural 

understandings (Shi & Wang, 2011). Due to the extended debates between Hofstede's method 

and the GLOBE Study, both will be included in this study without any own valuation or 

preference. The concepts that will be referred to is Hofstede's (2001) masculinity versus 

femininity dimension. This will in turn however, be supported by the GLOBE study's 

corresponding dimensions to masculinity versus femininity; performance orientation, gender 

egalitarianism, humane orientation and assertiveness. 

Masculinity versus femininity is Hofstede's fourth dimension (Hofstede, 2001). The 

dimension is also referred to tough versus tender cultures. The main issue regarding this 

dimension is what motivates people. Hofstede ranks the dimension with a scoring system 0-

100, where all the national cultures are relative to each other. A high score in this dimension 

indicates that the society is masculine. In these societies, success is defined by winning or 

being the best in a field. Furthermore, masculine societies emphasize the value of competition 

and achievement, which starts in school and are appearing throughout the career. A low score 

on the other hand, indicates that a society is feminine. Success here is defined by the quality 

of life. These societies, are recognized by warmth and caring of others. Standing out from the 

crowd and the individual's achievement are less important, while the social relationships are 

essential (Hofstede et al., 2010). 

The GLOBE study examines both values and practices in each dimension and uses a 1-6 score 

system, where the societies also are relative to each other. The practices measure how it is, 

while the values measure how it should be (House et al., 2004). Performance Orientation 

refers to "the degree to which an organization or society encourages and rewards group 

members for performance improvement and excellence " (House et al., 2004:13). A high 

degree performance orientation value competitiveness, development and materialism. Direct 

communication is preferable and what one does is more important than who one is. A low 

degree society of this dimension value relationship, harmony, prefer subtle communication 

and who one is more important than what one does. The gender egalitarianism dimension deal 

with what the collective degree of minimizing the gender inequality. Human orientation is 

defined as "the degree to which individuals in an organization or society encourages and 

rewards individuals for being fair, altruistic, friendly, generous, caring, and kind to others" 



   

 

17 
 

(House et al., 2004:13). The interest of others is essential and people are motivated by 

affiliation and social belonging needs in societies with high human orientation. Meanwhile, in 

low humane orientation societies, the self-interest is more important and material possessions 

and power are significantly motivating. Lastly, the assertiveness dimension deals with how 

assertive, aggressive and confrontational individuals are in their relationship with others. A 

high degree values competition, personal success and progress, while a low degree puts value 

in cooperation and warm relationships (House et al., 2004). 

2.4.1. Swedish versus the United States in cultural dimensions 

The United States scored 62/100 on masculinity versus femininity dimension (Hofstede et al., 

2001). Hofstede claims that the high degree of masculinity in the U.S reflects the typical 

American behaviors. He means, that Americans show their masculinity individually through 

combining it with their significantly high degree of individualism. The Americans have a 

“the-winner-takes-it-all” mindset, which motivates them to strive to be the best. The culture 

promotes to openly talk about and show individual successes in careers. At work, the systems 

tend to be designed in a way that officially shows the results of employees’ performances, 

often constituting by a ranking system. Americans typically follow the masculine mindset, 

"live to work”. This is motivated by monetary reward and increased status as a measurement 

of the achievements (Hofstede et al., 2010).   

 

Sweden scored 5/100 in the masculinity versus femininity dimension, which is the lowest 

score among all the examined nationalities in Hofstede's study and is therefore, regarded as 

the most feminine society (Hofstede et al., 2010). For Swedish workers, the balance of life 

and work is critical, while everyone should be included. The contrary to the Americans’ “live 

to work” approach, Swedish people work to increase their quality of life and they have a so-

called “work to live” mindset. Flexible work hours and holidays are valued highly and have 

significant incentivized impacts. Table 1 below shows the score of the United States and 

Sweden from the GLOBE study’s corresponding masculinity versus femininity dimension. 
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 The United States Sweden 

Dimensions Practice Score Value Score Practice Score Value Score 

Assertiveness 4.55 4.32 3.38 3.61 

Gender Egalitarianism 3.34 5.06 3.84 5.15 

Performance orientation 4.49 6.17 3.72 5.8 

Humane Orientation 4.17 5.53 4.1 5.65 

Table 1: United States versus Sweden in the GLOBE study, Retrieved from Chapter: 12, 14, 

15, 18 (House et al., 2004)  

The United States has noticeable higher value score and practice score in assertiveness than 

Sweden. This indicates that Americans value competition, success and progress, while 

Swedes value cooperation and warm relationships. Sweden received both higher value and 

practice score in the gender egalitarianism dimension than the United States, which indicates 

that Sweden is both more concerned and practice more gender equality. The United States 

received higher value- and practice score in performance orientation than Sweden. This also 

shows that Americans value competitiveness and materialism, while it indicates that Swedes 

value the societal and family relationships. The United States received a higher practice score 

than Sweden in the human orientation dimension, but less value score. This indicates that 

Sweden, as a feminine society values the interest of others higher, while Americans value the 

self-interest higher. These scores support Hofstede et al.’s (2010) reports that the United 

States is recognized as a masculine society and Sweden as a feminine society. In total, both 

studies show clear distinctions between Sweden and the United States, regarding masculinity 

respectively femininity (Hofstede, 2001; House et al., 2004).  

2.5. Theoretical Synthesis 

To gain a comprehensive understanding concerning how the different theories and concepts 

relate to each other, a theoretical synthesis has been developed. The synthesis enables this 

study to develop assumptions based on the theories and concepts before the collection of the 

empirical data. The starting point in the theoretical synthesis starts from the center of the 

illustration, which is commission based salary. Next, two different paths have been 

developed, referred to as path one and path two. Number one constitutes the main concept 
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cooperation and the relative theories and concepts; social motives, group cohesion and social 

loafing. Path number two constitutes the main concept, internal competition and the relative 

theories concerning monetary motives. 

Path number one derives from Levi’s (2013) and Forsyth’s (2010) emphasis concerning the 

importance of cooperation in today’s businesses. Baumeister & Leary (1995) and Forsyth 

(2010) discussed the human need to belong, while Maslow (1999), Alderfer (1972) and 

McClelland (1967) stressed the correlation between motivation and social interrelationships. 

The level of cooperation therefore, increases due to the social motives. Social motives also 

extend the members’ commitments and attractions to the group, which foster group cohesion 

(Levi, 2013). In turn, as members identify themselves to the group and take pride in its 

success (Hogg, 1992 & Wech et al., 1998), a strong group cohesion increases the team 

motivation and thereby the level of cooperation (Mullen & Copper, 1994). However, as 

presented by Forsyth (2010), Levi (2013) and Karau & Williams (1997), cohesiveness can 

result in social loafing, representing the dashed lines between the concepts. There are 

therefore, risks that Mullen & Copper’s (1994) view that cooperation is fundamental for the 

work performance are interfered by the social loafing phenomena, which represent the dashed 

crossing line. 

As Crow (1995) mentioned, commission based salary systems result in internal competition 

and that serves as the basis for path number two. Underlying contributing reasons for 

increased internal competition can be explained by monetary motives (Adam, 1968; Pinder, 

2008). Following, researchers have different views rather internal competition improves 

performances or not (Birkinshaw, 2001; Chang & Chen, 2012; Strickler, 2006; Kohn, 1990), 

and this is therefore illustrated by dashed lines. 

Hofstede et al.’s (2001) method and GLOBE study indicate that is Sweden feminine and 

relationship oriented society, where people are important. Social motives are therefore 

identified as strong. Thereby, the first that derives from theoretical framework has been 

developed. 

Assumption 1: Sweden will have stronger relevance to path 1, in comparison with the U.S. 

On the contrary, The United States is regarded as a masculine society where monetary 

rewards are considerably motivating (Hofstede, 2001; House et al., 2004) As success in career 

is significantly essential in masculine societies, along with the American culture that promotes 
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Internal 

Competition 

competition, the internal competition is identified to be more appearing in the U.S. Thereby, 

the second assumption that derives from the theoretical framework has been developed. 

Assumption 2: The U.S. will have stronger relevance to path 2, in comparison with Sweden. 

 

 

 

 

 

 

 

 

 

 

  

Figure 2: Theoretical Synthesis 
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3. Methodology 

The following chapter explains the methods that have been used to conduct this research. 

Firstly, the research approach that this study follows and the research method it uses are 

presented. The research strategy and the case selection will explain how and from where the 

empirical data derive from, followed by the operationalization which shows the 

conceptualization process. Next, the data analysis describes how the data have been treated 

and analyzed throughout the research process. Thereafter, this chapter presents how the 

study has considered quality measurement in form of validity, reliability and ethical 

consideration. The methodology chapter ends with a summarization and a methodological 

reflection. 

3.1. Research approach  

A research can be approached in three different ways depending on the relevance of the 

hypotheses; deductive approach, inductive approach and abductive approach (Yin, 2011). 

Svennevig (2001) suggests that deductive approaches are most common in different pragmatic 

approaches within linguistics. Deductive approaches are set out to test already existing 

theories, prior assumptions or hypotheses that are structured by the researcher. Hypotheses or 

assumptions deduct from theories and usually function as a starting point for the study. Next, 

relevant research strategies are designed to test these assumptions, theories or hypotheses 

(Yin, 2011). Generally, this is followed by an examination of the outcome of the research, 

confirming or rejecting the theories. Not confirmed theories are then modified due to the 

outcome of the investigation (Merriam, 2009). Applying a deductive approach in research are 

appropriate in time-constrained circumstances, when the researcher wish to avoid risk and 

when there are abundances of literature sources (Svennevig, 2001). 

Inductive approaches are mostly found in ethnomethodological conversation analyzes 

(Svenning, 2003). An inductive approach does not have to formulate hypotheses and starts 

with the observation instead. Consequently, inductive studies allow theories to derive from 

the collected data. The starting point begins with detailed observations or tests (Yin, 2014). 

The researcher aims to identify relationship or patterns out of the observation to come up with 

a conclusion or generate and evoke new theories. Thus, applying an inductive approach does 

not exclude the researchers’ options to use existing theories in its research, but the major 
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focus is to learn from experience (Davidson and Patel, 2011). Inductive approach is preferred 

when there is a scarcity of literature sources, few time constraints of the study and when risk 

is accepted (Svennevig, 2001). Abduction is a third alternative of approaching a research that 

has been designed to address the weaknesses with the more traditional approaches in form of 

deductive and inductive approach, by adding a pragmatist perspective (Svenning, 2003). 

Alvesson and Sköldberg (2009) explain it as a mixture between an inductive and deductive 

approach. Adopting an abductive approach means working back and forth in the empirical 

and theoretical process development. This provides flexibility in the work process and allows 

the empirical observation and the theoretical framework to be refined during the working 

process (Davidson and Patel, 2011; Svennevig, 2001). 

This study is undertaking a deductive approach since it adopts and tests existing theories 

through real world observations. Further, the study is conducted under a short time constraint, 

which makes it more appropriate than using inductive or abductive approaches. The 

abundance of existing theories that are of interest to this study in accordance to the research 

question have been identified, which make a deductive approach superior. The theoretical 

framework in this study mainly concerns with motivation, commission based salary systems, 

internal competition, cooperation and cultural studies. Observation will take place during 

interviews with employees in the United States and Sweden, which will be tested towards the 

used theories. This will allow rejection, confirmation or modification of the theories.  

3.2. Research method  

Research methods are traditionally divided into quantitative and qualitative research. 

(Merriam, 2009). However, it should be mentioned that it is becoming more common to 

combine qualitative and quantitative research methods. The most distinctive differences 

between the two methods are the treatment of data collection and data analysis (Yin, 2014). 

Trost (2012) thereby, asserts that the choice of research method should be based on which 

method that will enable the researcher to answer the research question and fulfill the purpose 

of the study. Quantitative researches focus on how much or how many. The data collection for 

these studies derives from numerical data that are to be further analyzed by mathematical 

methods (Aliaga & Gunderson, 2006). The data collection methods used in quantitative 

studies are surveys, observations or secondary data. Quantitative methods allow 

generalization of the results of the data collected from a chosen sample or the population that 

is studied (Alvesson & Sköldberg, 2009). 
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The methodological choices of this study however, are based on the capability to answer the 

research question: How do commission based salary systems affect cooperation and internal 

competition in masculine and in feminine societies? ‘How’ and ‘why’ questions require a 

method that allows an in-depth understanding (Yin, 2011), which makes qualitative approach 

superior. Moreover, Merriam (2009) states that qualitative studies allow comprehensive and 

richly descriptive findings, which also strengthen the arguments for using a qualitative 

research method for this study. Moreover, it provides hidden features that allow the researcher 

to observe. It enhances this study’s opportunity to gain a holistic experience by observing how 

participants act and interpret a certain situation themselves. Using a qualitative research 

method is a prerequisite for in depth-studies since participants can explain their own real-life 

experience (Yin, 2014). This also allows a comprehensive cultural understanding which is 

essential to fulfilling the purpose of this study. In line with this, the study is designed as what 

Yin (2011) refers to as an exploratory research. Based on the consideration that the subject 

has not been studied thoroughly, an explanatory research will serve as basis for the strategy 

and the design of this study.  

3.3. Research strategy 

The research strategy deals with the way a research is conducted. This should reflect the 

research question (Yin, 2011) and should be based on the context, in which the study is about 

to be implemented within (Marschan-Piekkari & Welch, 2004). Yin (2014) states that the 

most common strategies are; case studies, experiments, archival analyzes, histories and 

surveys. In qualitative studies, case studies are prevalent and used in most researches 

(Merriam, 2009). Case studies can be based on single cases or multiple cases. Single case 

studies are used when researcher intends to study a single case, such as a group or a person. 

Multiple case studies consist of more than one case and allow the researcher to gain 

understandings concerning the differences and similarities between the cases (Yin, 2014), and 

is therefore, the research strategy that this study need to undertake. 

In comparison to single case studies, a multiple case study is a more reliable strategy 

(Merriam, 2009; Yin 2014). Gathering empirical data from several sources allows theoretical 

evolution and a broader exploration of the research question. Further, the theory creation 

becomes more convincing when grounded from wider extent of empirical sources (Baxter & 

Jack, 2008). This allows this research, which consists consisting of six cases, to provide a 

comprehensive understanding of the subject. In that sense, multiple case studies are also both 
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more compelling and credible (Herriott & Firestone, 1983). A single case study would not 

allow a trustworthy or comprehensive answer to the research question for two main reasons. 

First, it is a cross-cultural study, which requires primary data gathering from both Sweden and 

the United States. Secondly, a single case study could be a unique case in its form, which 

restricts generalization possibilities. Moreover, the result would not be valid or reliable, which 

makes it necessary to adopt several cases for this study. 

3.4. Case selection 

Before collecting the empirical data, the samplings must first be selected (Merriam, 2009). 

Samplings are usually divided into probability samplings and non-probability samplings 

(Merriam & Tisdell, 2016). Probability sampling is when the population of the study is 

randomly selected and is frequently used in quantitative research methods. In qualitative 

studies however, non-probability is by and large utilized (Denscombe, 2016). In turn, there 

are different types of non-probability samplings such as quota-, convenience-, purposive-, 

self-selection- and snowball samplings (Yin, 2013). 

The most commonly used sampling is purposive sampling refers to when the researcher 

chooses the population or cases that will participate in the research (Saunder et al., 2012). In 

multiple case studies, cases must be thoroughly and carefully selected (Merriam, 1998), and is 

therefore used in this study. This also allows the researcher to adopt criteria for the cases 

(Ghauri & Grønhaug, 2010). To fulfill the purpose and to answer the research question, 

purposive sampling is thereby most appropriate for this study. It allows the study to ensure 

that the empirical findings derive from information-rich cases through adopting necessary 

criteria for the selection. 

Secondly, Merriam (1998) suggest that sampling selections also should be conducted within 

the cases. Several necessary criteria that have been adopted both regarding the selection of 

company cases and regarding the interview participants within the cases for this study. Based 

on Merriam’s (1998) suggestion, the criteria should reflect the purpose of this study. Further, 

adopting following criteria allows the study to present a credible result that is generalizable 

and reliable. Without the criteria, there would be a risk that the results are unique for each 

company (Yin, 2013). Table 2 presents the criteria adopted in this study, following by two 

paragraphs explaining each criterion and the underlying reasons for adopting them. 
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Table 2: Sampling criteria. 

 

The first criterion is a fundamental for this study since it intends to conduct its research in 

commission based context. The company must adopt a completely commission based salary 

system with no combination with fixed salary. Nevertheless, this does not include companies 

that are using bonus systems in the addition to the commission salary, with the prerequisite 

that the commission constitutes the main part of the salary. The second criterion is applied to 

avoid the risk of diversified answers depending on the industry. Data collection gathered 

exclusively from real estate agencies allows the research to investigate the effects commission 

in similar contexts. The third criterion is used to reduce that the responses would differ due to 

small size. The last criterion for the case companies is that the companies must have existed 

for more than five years due to the risk that employees in younger firms could have different 

perspectives concerning the subjects.  

 

The criteria five and six concern with the interviewee participants from the selected case 

companies that fulfill the first five criteria. The interviewees must have at least one year of 

experience of working with commission to ensure that they have sufficient awareness and 

knowledge of how the commission affects them. Lastly, the interviewees must work with 

residential real estate agents to ensure data collection from similar work designs. 

3.5. Data collection 

There are two types of data collection; primary data and secondary data. Primary data is first-

hand data collected by the researcher and is therefore regarded as original sources. It is direct 

information that derives from people or a situation (Bell & Waters, 2014). Secondary data is 

existing data that already has been collected and processed by someone else. Data collection 

The company must: The interviewee must: 

1. Have a compensation system that is 

individually commission based 

5. Have more than 1 years of experience 

working with commission 

2. Operate as a real estate agency 6. Be a residential real estate agent 

3. Consist of at least ten employees  

4. Have existed for more than five years 
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is the selection of data and the techniques that are used to gather information for a research. 

The technique the author applies should reflect the purpose, the research question, the 

theoretical orientation and the sample used in the study (Yin, 2001). For primary data 

collection, Silverman (2013) proposes document analysis, observations and interviews when 

conducting qualitative studies. Interviews are the most widely adopted collection techniques 

and all forms qualitative researches should to some extent, collect data through interviews 

(Merriam, 1998). This study relies heavily on interviews as collection technique and will 

constitute the entire empirical data collection. Secondary data will not be addressed in this 

chapter, since it does not constitute any part of the empirical data collection. 

3.5.1. Interviews 

Interviews is summarized and explained by Lincoln & Guba (1985) and Dexter (1970), as a 

conversation with a purpose. It is a two-way interaction between the interviewer and the 

respondent, which allows the researcher to observe behaviors and emotions (Yin, 2013). It is 

the superior approach to acquiring detailed data according to Ghauri & Grønhaug (2010), 

since interviews allow holistic understandings and since it can provide rich information. More 

so, misunderstandings can be avoided by clarifying questions and by using follow-up 

questions (Yin, 2014).  

 

Merriam (2009) categorizes interviews into three types depending on its structural design; 

structured, semi-structured and unstructured interviews. Structured interviews, also called 

standardize interviews, use predetermined questions that are asked in the same sequential 

order to each participant. Semi-structured interviews are less concerned with the order and 

focus on covering certain topics during the interviews. Unstructured interviews are informal 

and take a more conversational form without predetermined questions.  

 

The interviews that constitute the primary data for this study are designed as semi-structured. 

Bernard (1988) significantly favors this level of structure in studies when there only is one 

chance for each interview. Conducting eighteen interviews in two different continents within 

a considerably short time constraint, advocates for semi-structured approaches. Moreover, 

semi-structured interviews allow the interviewee to speak more freely (Denscombe, 2010). 

This also enables the interviewee to adapt to the specific interview situation (Merriam, 1998), 

which also increases the flexibility (Yin, 2014). This will enable information gathering that 

can provide a keen understanding of the subjects addressed in this research. More so, 
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according to Merriam (2009), it will also provide opportunities to discover emergent issues 

and develop new ideas. This makes semi-structured interviews appropriate for this study, as it 

will facilitate cultural understanding and knowledge of the real estate industry in the U.S. and 

in Sweden. By letting the interviewees speak rather freely, there will be possibilities to 

observe how the interviewees react to certain questions. However, as the interviews are not 

fully-structured, there are risks that the interviewees contribute with irrelevant answers (Yin, 

2013). Thus, an interview guide (see appendix 1) has been developed with open-ended 

questions to not lose track during the interviews and to ensure relevant and valuable data 

collection. 

 

3.6. Operationalization 

Before starting the empirical data collection, literature concepts constituting the theoretical 

framework need to be transformed into interview questions. This transformation process of 

concepts is referred to operationalization. As this study follows a deductive approach, it is 

naturally essential to start by forming a comprehensive theoretical review (Jacob & Furgerson 

2012). Pauly (1991) underlines the importance of operationalization, arguing that no empirical 

data collection is feasible without an operationalization. Before conducting the interviews, the 

brokers were first asked to describe the company’s structure, to get an overview of the 

company. Table 2 shows the operationalization of this study by displaying which interview 

questions that derive from which concept. This is followed by a rationalization of the 

questions and the reason for why they are essential for answering the research question. 
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Table 2, Operationalization 

Concept Conceptual 

Definition 

Operational 

Definition 

Measures Interview 

questions 

Commission 

Based Salary 

A compensation 

plan that is based 

on the individual’s 

performances 

(Madhani, 2009). 

A measure that 

reflects the 

perceptions of 

working with 

commission among 

the individuals. 

Social motives (Maslow, 

1999; Alderfer, 1972; 

McClelland, 1967) 

Monetary motives (Adams, 

1963; Pinder 2008) 

1, 2, 4, 6, 7, 8, 

21, 22 

Social 

Motives 

Motivational 

sources that derive 

from social 

contexts (Hein, 

2010) 

A measure that 

evaluates the 

significance of 

social motives  

Group cohesion (Levi, 

2013; Forsyth, 2004; Wech 

et al., 1998) 

Affiliation 

(McClelland, 1967) 

2, 3, 5, 6, 9, 

10, 13, 14, 15, 

22, 24, 25 

Monetary 

motives 

Motivational 

sources that derive 

from money 

(Cooke, 1999) 

Hein, 2012). 

A measure that 

examines the 

relation between 

money and 

motivation 

Internal competition 

(Jahanian et al., 2012) 

 

2, 5, 6, 17, 18, 

19, 21, 22, 24, 

25 

Cooperation Conditions or 

situations in which 

individuals 

willingly and 

agreeably work or 

act together 

(Beyerlein & 

Harris, 2004) 

A measure that 

reflects the level of 

cooperation and its 

impacts on the 

individuals 

Group Cohesion 

(Levi, 2013; Forsyth, 2004; 

Wech et al., 1998) 

Social behavior (Levi, 

2013) 

2, 3, 4, 5, 8, 9, 

10, 11, 12, 13, 

14, 15 

Internal 

competition 

Competition 

between individuals 

within the same 

organization 

(Strickler, 2006; 

Crow, 1995) 

A measure reflects 

that perceived 

internal 

competition and its 

impacts. 

Monetary Motives 

(Adams, 1963) 

Social Motives 

(Maslow, 1999; 

Alderfer, 1972; 

McClelland, 1967) 

4, 5, 16, 17, 

18, 19, 20, 23 
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3.7. Data analysis 

The collected data need to be further analyzed to create an understanding of its content in 

relation to the topic.  Data analysis refers to the process of explaining, understanding and 

interpreting the collected data (Yin, 2014). The process of analyzing the data occurs 

simultaneously with the data collection since the researcher analyzes during the process of 

interpreting documents, observing and interviewing. However, the data analysis continuous 

also after the data collection process and usually becomes more intense afterward (Merriam, 

2009).  

 

Analyzing the secondary data in form of theoretical literature is essential to create an 

understanding of the topic (Yin, 2011). Concerning the primary data analysis, Ghauri & 

Grønhaug, (2010) suggest that the data collected from interviews involve finding patterns of 

the responses that then must be cautiously analyzed. After analyzing and organizing the 

primary- and secondary data, similarities in form of patterns and controversies can be 

discovered in the relation between the theories and the empirical material (Yin, 2011).  

 

This study analyzes the data which is a prerequisite to fulfill the purpose of providing a 

comprehensive understanding of the topic. In line with the suggestion above, observation took 

place during the interviews. Due to a large amount of data, a data reduction process was 

needed. Thereafter, the process of finding patterns, differences and similarities started. To 

ensure high qualitative data, this study has followed Holme and Solvang’s (1997) suggestion 

concerning data evaluation. They present the phases; observation, data origin, interpretation 

and utility as four critical components that should be thoroughly inspected. The starting point 

with the data collection was to observe what data sources that would be needed in this study. 

Theories that were of interest served as a starting point for this study. To ensure up-to-date, 

valid and reliable data, the origins of the sources were thoroughly evaluated before applied to 

the study. The interpretation phase is significantly critical for this study and there is need for 

additional theories to fulfill the purpose. Nevertheless, before applying the sources to the 

study, whichever utility they would have were considered in relevance to the research 

question. 

 

 

 



   

 

30 
 

3.8. Quality measurements 

It is essential for every research to obtain a certain level of quality. It ensures the readers that 

the research is valid and reliable, which is necessary to make the study trustworthy (Ghauri & 

Grønhaug, 2010). The concepts validity and reliability are therefore, used to describe how the 

study has been conducted to ensure quality. A high level of validity and reliability is a 

prerequisite for providing a generalizable result (Yin, 2011). There are variations of quality 

measurement concepts in qualitative studies, as validity and reliability origins from 

quantitative studies. Lately however, the concepts have been adopted increasingly in 

qualitative studies, but with slight variations in their meanings. In qualitative studies, the 

concepts are continuously considered during the whole research process. Moreover, the 

concepts concern with both the data collection and the data analysis, by explaining that the 

data have been treated in a systematic (Merriam 2009). 

 

Merriam (2009) extends this by arguing that to acquire trustworthiness and credibility among 

the readers, the research should describe how the study has considered ethical matters. In the 

producing process in qualitative researches, ethical considerations are of significantly high 

importance. This study will explain how the research has been conducted to ensure quality by 

referring to the quality measurement validity and reliability. Based on Merriam’s (2009) 

statement, it will also explain the ethical matters that have been considered to produce a high-

quality research. 

3.8.1. Validity 

Every study should strive for a high level of validity (Malterud, 1998). The concept is usually 

divided into internal and external validity. Internal validity, also referred to as communicative 

validity (Yin, 2014), concerns with the credibility of the study. How credible a research 

depends on the extent the findings reflect the reality (Merriam, 2009). Malterud (1998) states 

that it consists of a description of the author’s own knowledge and bias, the data collection, 

the case selection and the data analysis process. The external validity deals with the 

transferability, which means that it concerns the generalizability of the results. It is thereby, a 

matter of how the results of the study can be applied to other situations. The ability to 

generalize qualitative researches can and have been discussed by several researchers (Yin, 

2013). Merriam (2009) however, refers to a strategy called multi-sites design, that enhances 

the generalizability through studying several and diversified cases. As suggested by Malterud 

(1998), Yin (2014) and Merriam (2009), this study has continuously considered the data 
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treatment to ensure high validity. Therefore, a multi-sites design has been adopted by 

applying three diversified cases from each country.  

 

Denscombe (2016) discusses the risks of misinterpretations and unintentional subjective 

judgments during interviews. The way the interviews were structured however, allowed 

follow-up question which enhances the accuracy of the interpretation. Before conducting the 

interviews, the researcher also made sure that the interviewees were aware of the theme of the 

interview to ensure that rich data collection could be acquired from each interview. More so, 

when the interviewer identified possible misunderstandings of the questions, the interviewer 

attempted to clarify the questions through additional explanation or reformulation. This 

ensured enrich data collection and reduced misunderstandings of the question from the 

interviewees’ side. However, there are also risks that the interviewer misinterprets the 

answers as well. To deal with that, clarification was asked for when possible 

misunderstandings could occur and notes were taken during the interview processes. 

Furthermore, each interview was recorded and thereafter transcribed to ensure that the 

answers were correctly interpreted. After reviewing the interviews, the researcher was also 

able to reconnect to the interviewees for clarification and additional information. Lastly, it 

should be mentioned that the primary data derives from eighteen different sources that are 

assessed to enhance the validity of this study since a multiple number of sources increases the 

possibilities to generalize the results and it reduces the risks of misinterpretations.  

 

3.8.2. Reliability 

Reliability measures how dependable a study is. It concerns with to what extent the findings 

can be replicated (Merriam, 2009). The replicability is the most important indicator to 

determine the reliability and refers to rather the results would be the similar if the study is 

conducted repeatedly (Robson, 2002). The reason for wide usage of the concept is to 

minimize errors that derive from factors such as biases, misconceptions and inaccuracies in 

researches (Yin, 2014; Yin, 2011). Measuring the reliability is more difficult in qualitative 

studies than in quantitative studies. Interviews can be interpreted differently and as 

mentioned, there are risks with misunderstandings (Golafshani, 2003). The researchers 

interviewing and observing skills are thereby significantly essential for the reliability of a 

study. Furthermore, the researcher’s adherence of the data collection concerning both the 

primary and the secondary data is of high importance. As with the validity, the recordings of 

the interviews also enhance the reliability and enables careful interpretations (Patel & 
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Davidsson, 2011). More so, the researcher is familiar with interviewing, which is valuable as 

it increases accuracy during the interpretation process. 

 

The study has continuously been supervised by an experienced researcher during the writing 

process, which also enhances the reliability. It should also be highlighted that the researcher 

himself possesses pre-knowledge and has experiences of the industry in both Sweden and in 

the United States. He has been active in the real estate industry in Sweden for a decade. In the 

United States, he recently participated in a real estate course at a University and has been able 

to acquire essential knowledge of the industry there as well. The data collection was gathered 

with precaution to reduce the chance of biases. Furthermore, to reduce biases, the interviewer 

has focused on undertaken a neutral standing point. 

 

3.8.3. Ethical considerations 

Although reliability and validity are the most appearing quality measurements in studies, 

Merriam (2009) emphasizes the importance of ethical considerations as well. These 

considerations should be addressed both during the data collection and when the data is 

analysed. Further, when conducting interviews, the ethical considerations become critical 

(Merriam, 2009; Ghauri & Grønhaug 2010). 

 

Ghauri & Grønhaug (2010) highlight that the considerations are depending on the sensitivity 

of the topics. The topics this study covers are interpreted as being sensitive and therefore all 

the participants of this study remain anonymous. This is one of the main concerns a researcher 

should deal with when conducting a study (Denscombe, 2016). Denscombe (2016) further 

pinpoints that the participants should be aware of what type of topics that will be covered in 

the interviews. By considering this, the brokers were first informed what topics that would be 

covered. Next, the broker informed the real estate agents that were about to participate in the 

interview. Furthermore, to ensure that they were fully aware, the researcher explained the 

topic for each participant and asked for approval before starting the interviews. Moreover, 

before initiating the interviews, each participant was asked for approval concerning recording 

the interviews. To ensure high ethical standard, the case companies also remain anonymous.  
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3.9. Summary research design 

 
General Methodology Thesis Methodology 

Research Approach Deductive Approach 

Research Method Qualitative Research 

Research Strategy Multiple Case Study 

Case Selection Purposive Sampling 

Data Collection Semi-Structured Interviews 

Data Analysis Data Reduction, Pattern Matching, Data Evaluation  

Quality Measurements Validity, Reliability, Ethical Consideration 

 

Table 2: Methodology summary 

 

3.10. Methodological reflection 

This study is exclusively focused on the real estate industry. The choice of the industry is 

based on that it is a typical industry that is recognized with the commission salary. The logic 

of the chosen industry is also based on the researcher’s own experience within the industry 

and on the access of empirical data collection. However, the applicability on companies that 

undertakes commission based salary systems in other industries is not definite as mentioned in 

the delimitation. 

 

The geographical span of the data that were collected should also be considered. The choice 

of case companies was in addition to the criteria presented above, based on the empirical 

access for the researcher. The research focused on areas where the market condition would be 

as homogenous as possible to limit the impacts that different market environments could have 

on the data. All the empirical data were also collected from agencies operating in rather small 

cities and therefore it is unknown how the responses would differ in larger cities. Lastly, it 

should be considered that the cases studied in the United Sates are larger in terms of 

employees than the cases in Sweden. In turn, this can have an impact on the respondents’ 

perceptions and answers.  
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4. Empirical Findings 

This section presents the empirical data that constitutes this study. The data derives from 

three case companies in the United States and three case companies in Sweden. In turn, three 

interviewees have participated from each case. The section presents a brief background of the 

three cases in the United States. The cases will be presented sequentially in order by 

following concepts; commission based salary, cooperation and internal competition. The 

Swedish cases are thereafter presented in the same structural outline. 

4.1. Cases in the United States 

The three cases selected for representing the United States are all companies operating as real 

estate agencies in Louisiana. The companies are located in Baton Rouge and in Livingston 

Parish. Baton Rouge is the capital of the state Louisiana and the second biggest city in the 

state. Livingston Parish is a county adjacent to Baton Rouge. Three interviewees participated 

from each of the three case companies. All the participants have more than one year of 

working experience as a residential real estate agent. The interviews took place 2016-04-21, 

2016-04-23 and 2016-04-25. The American case companies will be referred to as US1, US2 

and US3. 

4.1.1. Commission based salary and motives 

At US1, there are benefits associated with company’s overall performances. Its high 

reputation along with the comprehensive range of extra solutions the company offers to the 

customer is beneficial when trying to expand the customer base. The more you sell, the more 

important you become for the company. Moreover, experienced agents are important in the 

way that they can offer help to newer agents. Appreciation mainly comes from the inside of 

the company when colleagues are grateful for receiving help and when they are treating each 

other well in general. Furthermore, the support and recognition provided by the broker make 

the respondents feel valuable. Working with commission is significantly motivational at US1. 

Higher commission is the main factor that would increase work effort for the organization. 

Recognition by managers and the family culture also motivate to some extent but are 

essentially perceived as a bonus at work. Commission makes the respondents perform better, 

since the harder they work, the more they get paid. The work configuration would be 

completely different if the compensation plan was based on fixed salary. There would be less 

focus on the own objects since there would be significantly less motivation to sell, while there 
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would be more concern about everyone else’s performances. Money is perceived as very 

important at US1. The chance to receive high monetary rewards and the fact that their salaries 

are the directly dependent on how hard they work make commission preferable. However, 

working with commission also means insecurity and unstable income, which can be stressful. 

Thus, in comparison with other real estate agencies, it is more financially secure to work at 

US1 since the company covers the fixed cost, such as advertising. There are no direct work 

assignments the real estate agents do that is not commission based. However, there are 

optional weekly meetings and council meetings, in which two of the respondents participates 

in. The fundamental motive for participating in these meetings is to learn and to become 

better. Moreover, it provides opportunities to affect and shape the company in a way that 

favors the individual. The financial compensation and the working conditions are perceived as 

fair, but an increased commission percentage is significantly desired and would increase the 

work effort additionally. However, offering consisting higher commission from other 

companies would be highly attractive. Although, it is important to get the same support from 

the offering company, which would enable them to sell just as much. The family culture 

makes every work day better, but at the end of the day, money is what matters and that is the 

best part for working with commission at US1. 

 

Individuals within US2 benefit from the company’s performances as it increases the name 

recognitions. The better their colleagues performs, the more exposure and recognition the 

brand gets in the market. All respondents feel like they are an important part of the company 

and they feel appreciated through recognition and support from the manager and other 

colleagues. Commission creates significantly strong incentives at US2 and it pushes the 

respondents to perform every day. It is also motivating to be in control of your own salary, but 

the direct correlation between hard work and payment is considered as the strongest 

motivational factor. The downside with commission is the insecurity concerning how big the 

paycheck is going to be each month. Moreover, hard work does not always necessarily lead to 

higher commission since deals can fall apart. The self-motivation and own goal setting are 

significantly important drivers at US2. There are not a lot of concerns about the organizational 

goals, but the individual goals have a substantially strong motivational effect. There are 

however, not much the organization can do that would make them work harder for the 

company. Nevertheless, the individuals would be able to work harder if they were given 

higher commission. Moreover, teaching from experienced agents, along with recognition and 

communication with colleagues and managers would also enable the respondents to perform 
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even better. Fixed salary would be beneficial from a planning perspective. It is uncertain how 

it would affect the overall work effort, but the own goal settings would be significantly lower. 

Except for call duties, there are no specific work assignments the agents perform that they do 

not get commission of. Nevertheless, the company is community involved, which one of the 

participants values highly. The support system, the broker, the atmosphere and cohesiveness 

would be reasons for not going to another company. However, offerings consisting of higher 

commission and similar support system would be highly interesting and would without doubts 

be considered. 

At US3, the real estate agents benefit from the company's overall performances through 

improved reputation and recognition. However, despite great a reputation, the performances 

are mainly based on the individuals themselves, and the correlation between the individual 

performances and the company's success is rather vague. They all feel like an important part 

of the company and feel appreciated by being able to help others. Commission increases work 

effort significantly since money is considerably motivating. In addition to higher commission, 

incentives and contests consisting of monetary reward would increase the work effort as well. 

One of the interviewees suggests a reward system based on monthly, quarterly and yearly 

sales. Increased the work effort on behalf of the organization itself however, would require a 

system where the individual is rewarded based on the success of the organization. Working 

with commission provides a lot of opportunities. Moreover, it provides freedom since there is 

no fixed schedule, which is highly appreciated. The downside is that it makes it harder to plan 

financially. However, an interviewee pinpointed that hard work can enable preparation for 

slowdowns. Fixed salary would in general, lead to decreased work effort, but could possibly 

result in increased team effort. The direct correlation between hard work and making money 

is a strong incitement as it motivates to perform better and to set higher goals personal goals. 

There are no specific work assignments at US3 that the real estate agents conduct which is not 

commission related. However, the company occasionally conduct fundraisers and one of the 

respondents participates in council meetings. The main reason for participating in these 

council meetings is to shape the organization in a way that it favors the individual and the 

enjoyment of interacting with the colleagues. All the interviewees feel that they are fair 

compensated, but higher commission offers from other companies would be preponderant. 

Nevertheless, it would take a distinctive higher amount, due to the positive perceptions of the 

effective support system. 
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4.1.2. Cooperation  

US1 is perceived as a good workplace and an employer to be proud to work for. The group 

cohesion is perceived as good which facilitates the work days. The individuals perceive that 

the culture within the company is positive and the respondents pointed out that they believe 

that the group cohesion is significantly much stronger at US1 than in other real estate 

agencies. More so, the company offers internal education, which is viewed as uniquely in the 

industry. Although this makes the respondents appreciate their workplace, it does not have a 

noticeable impact on their own work effort. The internal culture encourages colleagues to help 

each other, which also creates a good conscience among the individuals. The colleagues 

mainly help each other when someone has called in sick or when an experienced agent helps a 

less experienced agent. At US1, it is not necessary to work from the office and there are a lot 

of agents that only know a few of their colleagues. The help that is given is thereby, usually 

between two persons that know each other and usually between the same persons. Except 

when help is asked for, there are not a lot of interactions that take place between the agents. 

The explanation for the low degree of interaction is that working as a real estate agent is by 

nature a very individual job. The company has a supportive administration and the manager 

works hard to function as a resource for real estate agents. The support is important and 

facilitate the real estate agents work. However, the support becomes less important the more 

experienced the real estate agent become and therefore, the interaction also significantly 

decreases. The decisions from the managerial levels should integrate the real estate agents 

more. This would enable them to shape the direction in a way that it favors the individual. 

Besides that, additional cooperation is not desired, since it would not increase the individual 

performances. 

The respondents have shattered opinions concerning the group cohesion within US2. In 

general, it is perceived as positive, but not as significantly strong. It is important for the 

individuals that all colleagues get along for their satisfaction in the workplace. One 

interviewee pinpointed that it is essential to have group cohesion in order to be productive. 

The organizational culture encourages helping others and there is a family feeling within the 

company. Events and sell meetings are occasions when the whole company works as a group. 

They also work in small teams, in which they interact within daily. However, interactions 

with colleagues outside the own internal teams are rare and many work with their team behind 

closed doors. Moreover, there are many within the company who does not know each other 

and the interaction between the teams only occurs if necessary. The administrative staff and 
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the manager are useful resources providing support for the agents, which is very important for 

the productivity. There are shattered views concerning the level of cooperation. The majority 

is satisfied with the level of cooperation within the company today. However, one respondent 

stressed that additional teaching from experienced agents, increased recognition and 

communication with colleagues and managers would improve the work performances. 

At US3, the respondents perceive the group cohesion as positive. They mean that the brokers 

create a stable environment and that the culture is important for making the workplace more 

pleasant. Furthermore, the support system is essential and it is not a problem to ask for help. It 

is usually when working with the fundraisers and during the agent councils that the company 

works as a group. Otherwise, there are basically only individual concerns at work except 

when help is necessary. Therefore, the interaction that takes place essentially occurs when an 

agent need help. The administrative staff and the broker are highlighted as important 

supportive resources among the interviewees and help is available when needed. This allows 

the interviewees to be more efficient and it creates a more comfortable working environment. 

However, interactions taking place between real estate agents are rare. The more experienced 

you are, the more individual you become since you are in less need of help. All the 

interviewees also agree that there is no need for further cooperation since the nature of the 

industry does not require a lot cooperation. At US3, you do not get involved unless needed to. 

The individuals’ own performances are most important and additional cooperation would not 

increase the work performances. 

4.1.3. Internal competition 

All the respondents at US1 point out that there is evident internal competition within the firm.  

The external competition is intense, but that does not shift focus from the internal 

competition. However, it is not perceived as harmful for the company and the colleagues 

work well together, even though they are competing against each other. Internal competition 

is always evident and people that work in similar fields are just competitive by nature. There 

is a competitiveness within everyone, but it does not indicate that they go behind each other’s 

backs and one should still be happy for other’s success. The only time it affects their work is 

when one must step away to not run over a colleague, which they would not do for agents 

within other companies. At US1, it is evident how much the colleagues produce in terms of 

sales volume and one can therefore, pinpoint how much others earn. At the end of the year, 

they publish a ranking system, in which they make a big deal off, including celebration. This 

ranking list can provide referrals when it is published, but among competitive persons, the 
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main concern is to beat others. The ranking list therefore, evokes significant motivation for 

several reasons and it concerning the ranking list the internal competition becomes as most 

intense. People with a drive and with a competitive mindset always strive for higher ranking 

and put a lot of value in the ranking system. It can also motivate people that are not far up on 

the list to have something to strive for. Those who are high up on the ranking list gain respect 

and that create incitement as well to receive a higher ranking. One of the respondents pointed 

out that the real estate agents at the top help others a lot and that she is motivated to receive 

higher ranking for that reason. There are no desires for additional internal competition at US1 

and the colleagues view each other as both colleagues and competitors. 

The respondents from US2 compare the company with other firms when it comes to internal 

competition and claim that are less negative competitions within US2. The organization 

recognizes the best performances within company yearly. However, there is internal 

competition within the firm, which the interviewees perceived differently. The 

competitiveness depends on the personality and it becomes as most evident when the market 

is moving fast and when it is growing. It is essential to have a balance between competition 

and pushing yourself. Healthy competition along with high performances by colleagues can 

motivate individuals to perform better. A respondent means that she has estimates concerning 

how much money others within the company makes, which makes her want to perform better. 

Although, she does not compare herself too much with top producers to avoid putting too 

much pressure on herself. Additional healthy competition within the firm based upon rewards 

for performances would increase motivation. Negative competition, such as jealousy is 

harmful, but it is not non-existent within the company. There are also those who avoid the 

internal competition completely and only minding their own business. They use a ”shut door” 

approach and mean that they are rather competitive within themselves. These individuals have 

no interest in how much their colleagues make as they claim that it is irrelevant for their own 

businesses. There are perceptions within the company that they all are friends, but also just as 

much competitors. Healthy competition is good for the overall company since it is 

motivational for competitive individuals. However, a respondent exclusively stressed the 

negative aspects concerning competition, but that it would not matter if it would increase 

since it does not affect herself. There are therefore, shattered views whether additional 

competition would be desirable. Further, a respondent points out that the commission 

percentage is different for different agents, but that she does not want to know about it. For  
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her, knowing how much it differs would only lead to frustration. That internal competition 

exists within US2 is evident. All respondents view their colleagues as competitors, which is 

not however, necessarily a negative thing. As mentioned, the more the company gets more 

exposure in the market the better for everyone. Furthermore, it does not necessarily affect the 

cooperation in a negative way since you need to act ethically within the company in any case. 

At US3, the respondents perceive that the internal competition is evident within the company. 

There are however, shattered views concerning how intense it is. Internal competition is a 

smaller issue, but can also be perceived as significantly serious. It affects individuals work 

depending on how you handle it. There is a ranking system that shows the real estate agents’ 

performances each month. The ranking list evokes competition, in which the agents openly try 

to score higher ranking than the others. An interviewee who perceives the organizational 

environment as very competitive, pinpoints that it is very hard to see when it arises. Two of 

the respondents at US3 look at how much their colleagues make, which pushes them to sell 

more and they are motivated to receive higher rankings. The third respondent however, is not 

aware or interested in others' performances. The interviewees believe that in general, internal 

competition pushes people to work harder if you are competitive in nature. Having people 

both behind, ahead of you and on an equal level can make some work harder. Nevertheless, 

there are occasions when the internal competition becomes significantly damaging both for 

the company and the individual. This occurs when there are colleagues that steal each other’s 

clients with the motive to earning more money. The market is perceived as intensive and 

therefore, internal competition is inevitable and can easily get out of control. The interviewees 

believe that there is enough internal competition and do not wish for additional within the 

company. Although, one of them mentioned that he believes that it would not harm the 

company in any case due to the high group cohesion. They view their colleagues as 

competitors, but in different levels of seriousness. 
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4.2. Cases in Sweden 
 

The three cases selected to represent Sweden are all residential real estate agencies that 

operates in the Southeast region of Sweden. One of the companies operates in Kalmar, one in 

Växjö and one in Karlskrona. Three interviewees participated from each of the three case 

companies. The participants have all more than one year of experience working as residential 

real estate agents. The interviews took place 2017-05-10, 2017-05-11 and 2017-05-12. The 

Swedish case companies are referred to as SW1, SW2 and SW3. 

4.2.1. Commission based salary and motives 

SW1’s brand recognition is significantly important for the individual real estate agent. The 

success of the company is positive for the agents in the sense that the individuals themselves 

becomes more recognized. Working in a company that has growth goals makes the agents 

push each other to become better. At SW1, all the interviewees consider themselves as an 

important part of the company since all have their roles and they all bring in money to the 

company. The feeling of appreciation primary derives from trust and responsiveness from the 

management, as well as the family feeling within the company. The gratefulness and positive 

feedback from the customers are sometimes even more important source of appreciation. 

Getting more clients increase the work effort for the organization, but the main motivational 

factor to work harder for the organization would be the opportunity to get owner shares. There 

are shattered views concerning working with commission at SW1. It can be stressful as 

money is stressful by nature, but commission is also a critical incitement that leads to hard 

work. However, one of the interviewees claimed that the money itself is not motivating for 

him and he emphasized that it is problematic to only be motivated by money. For him, the 

possibility to earn a lot of money is not the main reason he works as a real estate agent. The 

advantages are that it is good for the people who wants to work hard and that it simply weed 

out the people that are not cut out for the industry. However, working with commission often 

brings out a lot of negative personalities in people. It can induce competition within the 

company, which is significantly problematic as there already are enough of that outside the 

company. A prerequisite for making it work is that the colleagues must be somewhat 

homogenous and on the same level. The commission itself results in general, in that the 

workers are ready to put in a lot of extra hours, which would not be the case if working with 

fixed salary. However, there are perceptions that the main focus is on the customers and that 

money comes in second hand. Offering including higher would not be considered. The main 
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reasons are that they enjoy the people they are working with and that the company has growth 

goals. 

 

There were many positive effects correlated with the SW2’s success. It provides a better 

atmosphere in the company and there are bonuses related to the company’s success that 

include social activities with the whole company. Furthermore, organizational development 

results in a wish for personal development as well. Other advantages externally are that 

increased brand reputation favors the individuals. The respondents are proud of the 

company’s reputation and they feel like a part of company, which also makes them feel 

important. There were also several factors that make them feel appreciated, such as sharing 

knowledge and helping others. The feeling of appreciation also derived from praise, credit and 

positive feedback both from colleagues, managers and the customers. The company even has 

a section in their weekly Thursday meetings called “tribute”, where they bring up 

accomplishments and give positive feedback to the workers. The agents are passionate about 

the company, in which they already work hard for and they do not believe that any different 

wage image would impact that noticeably. The overall attitude towards working with 

commission at SW2 is positive. It depends on what type of person you are, but the advantages 

are considerably superior to the disadvantages. Commission provides opportunities to shape 

the own life in the way that would not be possible with fixed salary. The concerted view here 

concerning commission is that if you work hard, you know that you will get well paid. 

Although it can fluctuate, it is not a problem if you can handle your personal economy. Also, 

when the market is stagnant, there is time for recovering and preparing for the upturns. 

However, it is critical that the commission does not incuse one too much. Nevertheless, the 

commission makes them work longer days and is an incentive to perform at work. It does not 

necessarily have to do with the money itself, but with a competitive personality comes the 

strive to always perform. Moreover, the commission does not necessarily impact the work 

effort substantially if you are a hard-working person by nature. Fixed salary would not 

increase team effort and it would rather have a negative impact. It would decrease the work 

effort in general, which in turn would harm the company. There are several work assignments 

that are not directly commission based. Most of these activities are however, indirect 

generating sales in the long-run such as appraisals, meetings and participating in external 

events. The organization could theoretically facilitate the agents work by letting the 

administrative staff take on more of their work assignments. However, it is not desirable as it 

would limit the idea of being with the customer during the whole purchase and sale process. 
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There is essentially no scenario in which the respondents would consider leaving the company 

if offered higher commissions from other companies. The loyalty to the company is too strong 

and the amount that it would require is not realistic to be offered. The value of the cooperation 

and the good atmosphere are more important than earning a lot of money. 

 

The agents at SW3 benefit from the company’s success as it automatically leads to more sales 

when more clients reach out to the company. Moreover, the individual agent becomes 

recognized with the brand, which can be used in the personal marketing. The individual is 

important at SW3 and the feeling of importance increases when the individual produces good 

results since the financial well-being of the company is a direct consequence of their 

performances. Nevertheless, the individual contribution to a good work atmosphere is just as 

essential for the company. It is important to feel appreciated at work and internally, the 

feeling of appreciation derives the responsiveness, attention and freedom provided by the 

broker, along with the positive feedback from the broker and colleagues. Externally, it is the 

positive feedback from the customers that creates feelings of appreciation. At SW3, there are 

noticeable positive attitudes towards commission as a compensation system. It provides 

possibilities to earn a lot of money and it comes with the high level of freedom. The income 

fluctuations can be handled through preparations and the perception is that you essentially 

only have yourself to blame if you do not earn enough. The most negative aspects of working 

with commission is that it is difficult to take vacations and drop the work during the leisure. 

Commission salary makes employees work harder by nature, which in turn, benefits the 

company. However, despite that money motivates, there are shattered views whether higher 

commission would make everyone work additionally on behalf of the organization. One 

interviewee rather means that it is his dutifulness towards the customer that motivates and 

once he has taken on an assignment, he fulfills it with the best of his capabilities. Commission 

also leads to that the agents get motivated to work late evenings and during weekends. In turn, 

this also favors the customer since they work harder to make them satisfied, which is 

significantly important in the long run. To do right by the customers is often more motivating 

than the money itself at SW3 since you have a duty towards them. It is difficult to imagine 

how fixed salary would impact the teamwork. Fixed salary could increase the concern for the 

colleagues, since the own sales become less important. On the other hand, the company is 

already team oriented and additional teamwork could be complicated. Thereto, it can have a 

negative impact because it would reduce the overall work motivation. There are several work 

tasks the agents perform that are not directly commission based. Many of these are customer 
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based oriented, such as free appraisals and other so-called extra work for the customer. This is 

however, also motivating since it creates a high level of customer satisfaction, which in turn, 

creates good reputation, new referrals, returning and loyal customers. However, there are also 

obligations and duties to give back to the company itself. To help improve the company’s 

reputation and to contribute to everyone’s well-being is important and there are a lot of focus 

on helping others. Practical examples of this are treating other’s customers well, answering 

office calls and helping others with appraisals or other work assignments. The perceptions are 

that you are supposed to give back to the company for what you get from the company. 

Overall, the compensation is good and fair, but higher commission percentages would 

increase the sales volume additionally.  Higher commission offerings from other firms would 

most likely not be considered. Considering leaving the workplace would probably require a 

significantly higher percentage commission, which is not existing with the industry today. 

The strongest reason for staying at SW3 mainly because of the positive atmosphere at the 

workplace and the strong friendships that exist among the colleagues. Another important 

reason is the brand and the customer base that comes with it. 

 

4.2.2. Cooperation 

The group cohesiveness in SW1 is perceived as positive, which is also considered as very 

important. Everyone’s roles are well-defined and the group is stated by one of the 

interviewees as homogenous, which creates a family culture feeling within the company. An 

interviewee was significantly less motivated to work during times when the cohesiveness was 

perceived as bad. Cooperation between colleagues occurs continuously at SW1 to some extent 

by nature, mostly between the real estate agent and their respectively administrator. Although 

working as a real estate agent is by large, based on the individual, where each of them has a 

high reliance on their own cases. SW1 has side activities such as events, lectures, kickoffs and 

other external activities, in which they cooperate and work as a group. The company has two 

weekly meetings as reconciliations of everyone’s activities. Large and overall strategy 

decisions induce cooperation within the company. Interaction with colleagues occurs daily, 

mostly between those who work with the similar property type and the company has divided 

the workspace accordingly. Common activities outside the company under light-hearted 

circumstances is essential to increase and maintain the cohesiveness. SW1 puts high value 

into this and bonuses are often rewards that allow them to travel together. Nevertheless, the 

cohesiveness gets challenged the more the company grows. There is much emphasis on what 

assignments that come with their different roles. In desperate needs, one can always get the 
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help is needed, but it is not a long-term solution as each is responsible for their own work. 

The broker affects the agents’ performances by putting a lot of faith in them. More so, he 

supports the employees and his strive to grow the company has motivational effects. The 

colleagues, do not impact each other’s performance substantially since it is an individual 

based work by nature. The administrative staff however, facilitate the daily routines of the 

real estate agents. To increase the performances additionally, more education is desired as 

there are new ongoing activities on the market constantly. Further, SW1 need to improve 

giving each other feedback, but in exception of that, all are satisfied with the current level of 

cooperation within the company. 

 

The group cohesion in SW2 is significantly strong and it is highly valued among the 

respondents. The atmosphere in the workplace has a strong correlation with your own well-

being in the long-run. Here, the people are heterogeneous in terms of a wide variety of ages, 

which is viewed as a positive variable that contributes to the overall atmosphere at the 

company. The company works actively to maintain the good atmosphere, which is highly 

appreciated by everyone in the group. The individuals have their own goals that are in line 

with the company’s overall goals. Helping others is a norm at the company and practical 

examples of this are helping others with house showings, advising, appraisals or in general 

stepping in when help is needed. There are meetings each week, in which the workers present 

their own cases and which also allow them to ask for help if needed. Moreover, the brand 

values are important for the individuals and it gives them something to live up to. There are 

team divisions within the company, where each team has its own coordinator that helps with 

the administration. The cases are however, individually based and the team formation mainly 

focuses on the enabling the coordinator to facilitate the real estate agents’ work processes. 

There are more interactions taking place when there are new agents, as the longer you work, 

the more self-running you become. However, it is essential to keep up the interaction to 

maintain the good atmosphere. Despite that working as a real estate agent is to a large extent 

individually based, it is vital to have the backup and support from colleagues and the brokers. 

Furthermore, it is important to make time for your colleagues when they need help. There is 

no need for additional cooperation at SW2, since it would make the working process more 

complicated and the level of cooperation present at the company today is regarded as optimal. 

 

SW3 has a good work atmosphere and high group cohesiveness. This is vital to make them 

like their workplace and they underline that without it, they would work with something else. 
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They cooperate by helping each other with appraisals, certain house showings and other 

issues. Nevertheless, cooperation is continuously present as they always exchange ideas and 

there are no hesitations when someone asks for help. The main cooperation however, occurs 

between the real estate agents and their respective coordinator. Interaction occurs constantly 

and on daily basis. They all communicate with each other every day, both regarding work, 

such as sales and work assignment, but also regarding their social lives. More so, they 

conduct a lot of common activities including the whole office outside of work and they point 

out that it feels like a family. Feedback and support from the broker, along with the extensive 

support given by the coordinators are critical for the agents’ performances. Being a part of a 

bigger brand also provides them with the tools that they need. The freedom and support that is 

given allow you to perform at your best and is highly appreciated. There are both personal 

budget goals and organizational budget goals that have significant impacts on motivation. The 

organizational goals are perceived as most essential and they strive to be the best company in 

the market. Everyone is competitive to some extent and wants to sell the most, but it does not 

mean that they would do everything to sell. This means that they help each other indirectly, as 

the better it goes for the company, the more it is for each one to do. Everyone gains when 

colleagues are performing well since the recommendation and reputation increases. Despite 

that there is a lot of help provided by the coordinators, it could help them increase their 

performance with additional sales support. However, there is no need for further cooperation 

at SW3. The level of cooperation within the company is perceived as being on an optimal 

level and additional cooperation would rather make it more the process more complicated and 

it would in turn, decrease the effectiveness. 

 

4.2.3. Internal competition 

SW1 has adopted structural approaches to reduce the internal competition. Despite these 

approaches, there is internal competition within the company. Nevertheless, the perceptions 

are shattered concerning how serious the internal competition is. One respondent claims that it 

does not lead to any harmful conflicts. What is referred to the issue with internal competition 

has been brought up, which has resulted in an improved dialog at the company. Internal 

competition is generally discussed in a negative sense since it encourages egoistic and short-

term thinking. Previously, there have been disputes concerning each other’s object and that is 

when internal competition becomes evident. Now however, there are less internal competition 

and it mainly appears when there are noticeable differences in the employees’ payments, as it 

can provoke complaints and jealousy. Cooperation is viewed as the better approach both to 
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everyone’s own good and the development of the organization. Working in a company that 

has a high level of internal competition would be possible, thus, there are not any of 

respondents who wish to work for such company. The advantages with it are considered as 

rather few, although it can push people to step up and strive to perform better. However, there 

are few positive aspects with it and one respondent argues that he finds it difficult to identify 

himself with people that are only concerned about money, which there are too many of 

already. This in turn, becomes evident in competitive situations. All are aware of how much 

their colleagues make and state that motivates them in the way that they want to beat the 

others. There are those with the primary focus on earning more money. Others are less 

concerned about the money but claim that frustration arises when someone else is doing 

better. However, it is emphasized that this is a consequence of being competitive by nature 

rather than money related. One interviewee means that it does not matter to her as long as 

they all work with the same conditions. A positive aspect concerning comparing oneself with 

others who earn more is that it can provide ideas to replicate behavior and learn to improve 

the own performances. There are no wishes for additional internal competition at SW1 since it 

essentially damages the company in the long-run. In general, the colleagues are not regarded 

as competitors, but there are situations in which it becomes inevitable to some extent. 

 

At SW2, internal competition is considerably less present. In accordance, the company does 

also undertake a major approach that limits the internal competition. Nevertheless, the 

underlying reason for the approach does not derive from issues associated with internal 

competition, although it reduces competition of same clients. A respondent pinpointed that it 

would be strange if there were no presents of internal competition at all since everyone is 

competitive by nature. The general perception is that internal competition does not result in 

any negative consequences at SW2. A small extent of internal competition motivates one to 

step up, but it is never as severely to the extent that it would affect the atmosphere. There are 

available tools that allow the employees to see how much their colleagues make. However, it 

does not have a significant impact on the agents and it does not provoke internal competition 

at SW2. A respondent meant that he tries to help those not earning as much as he values 

equity in payments, but that it does not affect his own work at all. Being aware of the other’s 

payment can however, function as a guideline and as a receipt in how well oneself is 

performing. At SW2, there are no wishes for more internal competition, since the joint 

perception is that everyone is a part of the same team. The colleagues are united and focus 

their competitiveness toward external competitors from other firms. Therefore, there is no 
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significant advantage with internal competition, because the external competition requires 

them to step up in any case. The colleagues are therefore, exclusively perceived as colleagues 

and not as competitors. 

 

At SW3, internal competition is perceived as occasionally present, but not as severely. This is 

a result of market fluctuations, where it becomes as most evident during slowdowns. During 

the slowdowns, there are less to do and therefore, everyone wants the same cases. However, 

this is not only money motivated as it also creates frustration and ineffectiveness when there 

is less to do. It also becomes evident when there are significantly attractive objects available 

that everyone wants. That can have negative impacts on the atmosphere, but this is only 

temporary as it always equalizes in the long-run. Thus, this type of frustration can also 

convert to motivation to strive for new customers. Nevertheless, internal competition can also 

arise concerning the distribution of objects. It should be underlined that at SW3, there is a 

noticeable more positive attitude concerning internal competition. It is an incitement to work 

harder as it pushes them to continuously perform. Furthermore, it provides opportunities to 

learn and develop, which is how the internal competition should be handled. In case someone 

else makes noticeably more money, that person could function as a guideline in how to 

improve oneself. Thus, it all depends on how you handled it and if it is handled poorly, it 

results in jealousy and complaints. It is stressed however, that all the negative aspects 

concerning the internal competition can be avoided if handled properly. All are aware of how 

much their colleagues make and it has different impacts on the individuals, thus, no negative 

ones. It is motivating among competitive persons that want to be on the top. However, the 

money itself is irrelevant in these aspects and it is about the competitive instinct and 

essentially more viewed as amusement. As long the payments are considered as fair, the 

others’ earnings do not impact noticeably. The relative positive views the respondents within 

SW1 have concerning internal competition, does not indicate that additional is desired and 

they do not see their colleagues as competitors. The colleagues are delighted when others are 

doing well, even though it can be motivating to compare oneself with others. They perceive 

the distribution of objects as fair and they also feel delightful when the company itself is 

successful. Differences in commission percentage would be regarded as considerably unfair 

and would be questioned, although there are certainties that that is not the case. Despite that 

they have personal goals, they are all committed and engaged into the company’s goals and 

therefore, they perceive their colleagues only as colleagues and not competitors. 
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5. Analysis 

This section analyzes the empirical findings within the theoretical framework of this study. 

The theoretical concepts concerning commission based salary, motivational sources, internal 

competition and cooperation are sequentially analyzed from a masculine, respectively from a 

feminine perspective. The analysis focuses on identifying patterns, similarities and differences 

between the U.S. cases and Swedish cases, which are highlighted throughout the section. 

 

5.1. Commission in masculine versus feminine societies 

Crow (1995), Kohn (1990) and Slater & Olsen (2002) heavily criticized commission based 

salary as compensation plan. First, as this study assumed, their arguments need to be viewed 

from a cultural perspective. Slater & Olsen (2002) discussed that the personal goals become 

more important when working with commission, which also seemed to be the case in the 

United States. None of the nine respondents in the U.S. mentioned the organizational goals, 

while the personal goals and the competitiveness within themselves were emphasized. 

Individuals in US1, US2 and US3 benefit from their companies’ successes in terms of brand 

recognition, but not to a significant extent. The personal branding is considerably more 

essential. Furthermore, there are not much that would make them work harder for the 

organization itself, except higher commission or other monetary rewards. These incentives are 

however, based on individual goals rather than organizational. This is underlined by the fact 

that the clear majority would also consider leaving if offered higher commission. It is also in 

line with Cooke’s (1999) theory, that commission leads to less loyalty and increase employee 

turnover. Moreover, individuals participate in council meetings to be able to impact the 

company in the way that it supports the individual sales. There were no insights involving 

common goals or shared vision. Consequently, it indicates that the personal goals are 

significantly much more important than the organization which points to that Slater & Olsen 

(2002) arguments are valid within the real estate industry in the United States. 

 

In Sweden however, the majority would not consider leaving if offered higher percentage 

commission from another company. Further, the respondents provided several factors other 

than monetary motives that would make them work harder for the company, which indicates 

that they are concerned about the organizational goals. At SW1, the possibilities for owner 

shares are dominating motives to harder work for the organization, whereas the loyalty and 



   

 

50 
 

living up to the brand values are important in SW2 and SW3. This contradicts Cooke’s (1999) 

theory’s applicability in Sweden, where the relationships the individuals have with the 

company evidently are significantly stronger than in the U.S. This interpretation is based on 

the respondents’ discussions and implications that it is important to give back to the company. 

Moreover, the customer satisfaction is significantly important in Sweden and the drive to 

satisfy the customers is also in line with the mission statements of the companies. Slater & 

Olsen’s (2002) theory is thereby questioned since commission does not necessarily make the 

personal goals superior to the organizational goals in all cultural aspects. The findings from 

the Swedish cases, representing feminine societies rather implies that the organizational for 

are of higher value among individuals. 

 

The findings from both societies confirm Cooke’s (1999) statement that commission creates 

insecurity. This is perceived as the main disadvantage with commission along with irregular 

income. The feeling of insecurity is nevertheless, more evident in the United States. The 

masculinity versus femininity dimension offers a possible explanation as Hofstede et al. 

(2010) explain that the money and material reward are valued higher in masculine societies. 

Another possible explanation can be viewed from a practical perspective, such as increased 

chances of losing the job, which would be more likely in the United States than in Sweden. 

By referring to the GLOBE study, this can also be related to United States’ higher score in the 

assertiveness, where it could be regarded as a setback in the personal success. SW3 on the 

other hand, discussed the negative impact commission has on leisure and vacation. This 

corresponds to Hofstede’s (2001) argument that Sweden as a feminine society that values 

flexible work hours and holidays. Moreover, this reflects the SW1, SW2, SW3 values of the 

flexibility of work schedule that comes with commission. 

 

This study takes distance from Crow (1995) and Kohn (1990) arguments that personal reward 

systems should be avoided. Despite shattering opinions and perceptions that were pervasive 

concerning commission, the clear majority has an overall positive attitude towards it. It should 

be stressed that essentially all the respondents pointed to that commission makes them work 

harder to a more or lesser extent. Simply by the nature of the industry, it is difficult to not 

view it as the most appropriate compensation system for real estate agents. The findings rather 

indicate that Cooke (1999) is in the right line of thoughts as he points out commission based 

salary system as the superior compensation plan if it matches the personalities. This is based 

on that the respondents stressed that commission salary matches themselves, but that it 
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depends on one’s personality. Furthermore, Cooke’s (1999) argument along with Strickler’s 

(2006) view that the possibility to affect your own salary is strongly motivated is difficult to 

question by referring to the findings. Respondents within both societies essentially stressed 

that the freedom and increased possibilities to form your own life make commission salary 

considerably desirable. 

 

5.2. Motivation in masculine versus feminine societies 

What is strongly confirmed by both societies is that money does matter. Herzberg et al.’s 

(2007) argument that money can be motivational as in a symbolic context can be confirmed as 

respondents within both societies discussed that they felt appreciated when receiving a high 

paycheck. However, Herzberg et al.’s (2007) view of money as a hygiene factor has 

evidently, not been considered in commission based context, based on that the findings of this 

study clearly reject that. To underline this rejection, the findings will be looked from 

Stajkovic et al.’s (2001) ranking of incitements from both societies. The findings deriving 

from the U.S. cases shows that Americans that work with commission are significantly more 

motivated by money than anything else, which also corresponds with Cooke’s (1999), 

Strickler’s (2006) and Churchill et al.’s (1981) beliefs. There were respondents both within 

US1, US2 and US3 that spoke highly of the culture within their companies. Yet, a clear 

majority would leave or consider leaving if offered higher commission from another 

company, despite that everyone felt well compensated. Further, higher commission is as 

mentioned, perceived as the main factor that both would make them work harder and to 

perform better. This strongly indicates that money is evidently the strongest motivational 

factor among the Americans, which also reflects with Hofstede’s (2001) and House et al.’s 

(2004) views that money is significantly important in masculine societies. The second and the 

third most effective incitement according to Stajkovic et al.’s (2001) study are social 

recognition and performance feedback, which also can be related to the findings from US1, 

US2 and US3. This argument is based on that the majority put a lot of consideration into 

ranking lists and the publicity that they received if they get high ranking. They also feel 

appreciated by helping less experienced agents and recognition from the broker, which 

indicates that they are motivated by social recognition and performance feedback. However, it 

was observed that in comparison with the money related incentives, the motivation deriving 

from social recognition and performance feedback considerably is less. 
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In Sweden, money clearly motivates as well, but whether if it is the strongest motivational 

factors as Strickler (2006) and Stajkovic et al. (2001) claim, should be discussed. As Hofstede 

et al. (2010) and House et al. (2004) presented, individuals in feminine societies are less 

concerned about money, which overall corresponds with the findings. There are considerably 

fewer people who would consider leaving their companies if offered higher commission in 

Sweden than in the U.S. with the internal group cohesion as the main reason. As mentioned, 

other factors than higher commissions motivate them to work harder for the organization, 

such as owner shares opportunities. SW3, SW2 and SW1 were all significantly more customer 

oriented than the Americans and motivated by making them satisfied. Moreover, they were 

committed to the companies’ goals and emphasized their obligations and their loyalties to 

their respectively company. Herzberg et al.’s (2007) categorization of money as a hygiene 

factor is therefore, rejected in feminine societies and masculine societies since money is 

motivating among basically all the respondents. However, the findings indicate that the 

Swedes are in significantly motivated by the social motives as well. Strickler’s (2006) 

argument that it is the strongest motivator can therefore, not be interpreted as valid in 

feminine societies. Furthermore, by looking at Stajkovic et al.’s (2001) ranking list of 

incitements from a feminine perspective, the order should rather be modified and place social 

motives as the strongest motivational sources. 

 

5.3. Internal competition in masculine versus feminine societies 

 
The Swedish cases have undertaken structural approaches, such as fair delegation of objects 

and focus areas, which reduces the internal competition. Kohn’s (1990) view that internal 

competition harms the overall human experience can be contributing reasons for these 

approaches. It can also be due to Crow’s (1995) arguments that it increases internal conflicts 

and stress. From the cultural perspective, this would make sense as a feminine society values 

warmth in the relationships before money (Hofstede, 2001). In the cases in the United States 

however, no similar approach was identified despite having significantly more internal 

competition present within their companies. This in turn, evidently reflects Hofstede’s (2010) 

interpretation that the American culture encourages competition. Moreover, this explanation 

would also reflect the score distinction between Sweden and the United States in the 

assertiveness and the performance orientation dimensions. 
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Internal competition is however, present in the real estate industry, both in the United States 

and in Sweden. It is nevertheless, as expected based Hofstede’s (2001) cultural dimension 

theory and the GLOBE study (House et al., 2004), significantly more evident in the U.S than 

in Sweden. SW1 and SW3 experience internal competition occasionally, while it is basically 

absent in SW2. In US1, US2 and US3 however, the internal competition is evident. The 

majority view their colleagues as competitors in the United States, which reflects Hofstede et 

al.’s (2010) view of American as having a competitive mentality. In Sweden, there were 

significantly fewer who viewed their colleagues as competitors and to a noticeable less extent. 

Moreover, there were noticeably fewer respondents in Sweden that had experienced that the 

internal competition turned into something harmful. 

 

Amegashie & Runkel’s (2007) statement that internal competition leads to intentionally 

sabotage occasionally reflects situation within the U.S. cases when someone steals a 

colleague’s client. Thus, the intentions were not interpreted to directly sabotage as these 

actions rather seemed motivated by earning as much money as possible. This reflects the 

United States high practice score in assertiveness and performance orientation from the 

GLOBE study (House et al., 2004), as the Americans are prepared to cross more social lines 

to succeed and to earn money. Furthermore, it implies that the American cases correlate to 

Kohn’s (1990) interpretation that internal competition makes people do what necessary to sell 

more. Nevertheless, whether Forsyth’s (2010) viewpoint that internal competition can result 

in unethical behavior can be discussed, based on that competition is encouraged within the 

U.S. culture according to Hofstede, (2001) and House et al. (2004). Further, the findings do 

not show any certain indication that internal competition harms the customer.  The internal 

competition can also be related to Crow’s (1995) discussion that someone must lose for 

someone to gain within the American cases. It is not completely absent in any of the 

American cases that individuals within the same even steal each other’s customers. There are 

therefore situations, in which someone must lose for someone to gain. 

 

Crow’s (1995) theory was vaguely identified in Sweden. On rare occasions when the market 

stagnated, agents compete to some extent for the same objects. However, this rather tends to 

lead to temporary moments of irritation or grumble in Sweden, while it among the Americans 

sometimes created complaints and more hostile feelings. Therefore, Strickler’s (2006) and 

Kohn’s (1990) views that commission damages social relationships in the long-run, are 

significantly more valid in the United States, while these theories are entirely rejected in 
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Sweden. It also reflects the feminine characteristics of a society, since it indicates that Swedes 

value the social relationship to a high degree. 

 

Another consequence of internal competition Strickler (2006) presented concerning avoidance 

of sharing information differs distinctly between the societies. In the United States, several 

observations confirm Strickler’s (2006) theory, as they avoid sharing information concerning 

their current clients and potential clients. The only occasions in which they talk about their 

objects are basically when they need help. Several respondents literally worked behind closed 

doors and emphasized that they would not let anyone know what was going on in their cases. 

This strongly implies that there is evidently internal competition present since the underlying 

reason is to not risk that anyone would stealing their clients. This corresponds with Hofstede’s 

(1989) and House et al.’s (2004) perceptions of the Americans’ competitive mentality with 

their strong desire for winning and being the best. 

 

The Swedish cases in contrary, all have meetings once or twice per week with all employees, 

in which each and everyone’s cases are brought up. Moreover, there are daily interactions 

taking place each day where the selling objects are openly discussed. This contradicts the 

validity of Strickler’s (2006) theory in feminine societies. It can also serve as a possible 

explanation for the generally positive attitude towards internal competition in Sweden, based 

on that SW2 and SW3 have not experienced as high level of internal competition as the cases 

from the United States. 

 

Kohn’s (1990) argument that internal competition results in worse performances are 

considered as an improvident conclusion. As Cooke (1999) presented and as proven by the 

empirical findings, there are more to it since it affects individuals in different ways. The 

Americans discussed in terms of healthy and unhealthy competition, in which they referred to 

healthy competition as motivating, whereas unhealthy competition is mainly referred to 

stealing of other colleagues’ clients. There were both positive and negative attitudes 

concerning internal competition in Sweden. Respondents from SW3 and SW2 discussed the 

opportunities to learn that comes with internal competition, which corresponds with Jahanian 

et al.’s (2012) interpretation that it provides learning opportunities. Respondents within SW3 

argued that internal competition should be viewed as an opportunity to develop oneself and to 

learn from those that are performing better. This is also discussed at SW1 as they believe that 

replicating other individuals that are high performing is effective for the personal 
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development. Moreover, Jahanian et al. (2012) discussed the positive energy that comes it, 

which individuals from both societies agree on. Thus, as discussed above, it highly depends 

on the individual’s competitive mindset and the atmosphere within the company. However, 

Kohn’s (1990) perception that internal competition leads worse performances is evidently 

misleading. 

 

Chang & Chen (2012) and Birkinshaw (2001) claim that internal competition tends to lead to 

higher personal goals is evident in both societies. Respondents within all six cases are aware 

of how much their colleagues earn, but the effects it has varies. The competitive individuals 

stressed that they constantly strive for higher ranking or beating their coworkers. Even though 

there were shattered views upon this, Chang & Chen’s (2012) and Jahanian et al.’s (2012) 

interpretations that internal competition leads to higher performance should not be rejected. 

From a cultural perspective, this should according to House et al.’s (2004) and Hofstede et 

al.’s (2010) cultural studies, be significantly more appearing in the United States than in 

Sweden due to the masculinity and feminine dimension. Thus, it was more appearing, it is not 

significantly more obvious in the United States than Sweden. One possible explanation is that 

there are in general, a lot of competitive personalities that are drawn to this industry or drawn 

to working with commission based salary systems. The emphasis on the ranking systems 

further reflects Adam’s (1968) equity theory. Individuals compare their sales volume or 

commission to others to determine whether they are satisfied with their own paychecks and 

they become motivated to reduce the gap between those that earn more. An evident proof 

example of this is provided by a respondent from SW2, who wanted to know the others 

paycheck to use it as a guideline whether she should be satisfied or not with her own 

performances. By referring to Huseman et al.’s (1987) categorization of workers, the 

Americans can be categorized as “entitled”, based on that the majority strived for higher net 

result than others and how much the others earn evidently impact their level of satisfaction 

with their own net results. “Entitleds” were also identified among individuals in Sweden, as 

representatives from both societies discussed their “competitiveness by nature”. However, the 

Swedes can also be regarded as “equity sensitives”, since many respondents argued for the 

importance of equality in payments. 
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5.4. Cooperation in masculine versus feminine societies 

The support systems and administrative staff are highly valued among respondents from all 

cases. The interaction between the agents and the administrative staff constituted for most of 

the interaction, followed by the interaction with the brokers in both societies. Social behaviors 

that were presented by Levi (2013) as fundamental components of cooperation were identified 

in both societies but in considerably different degrees. Moreover, the level of group cohesion 

and the motivation for team effort distinguish the two societies. US1 and US2 talked highly 

about their culture, but the interactions that take place is significantly lower than in Sweden 

and the companies work as a group very rarely. The individuals in US1 and US2 can 

participate in optional, weekly council meetings. Other than that, there are considerably few 

work assignments they perform that they do not get commission of and there are less work-

related interactions taking place. At US3, there are small team divisions and the team 

members interact on daily basis. However, with exception of the interactions between the 

team members, there were considerably low degrees of interactions with the rest of the 

company. At US3, there were many working behind closed doors, which evidently indicates 

low group cohesion. Moreover, the majority does not know half of their colleagues within the 

U.S. cases. The three components presented by Levi (2013) that are necessary for teamwork 

were therefore identified as considerably vague in the United States. 

 

In Sweden however, social behavior, group cohesion and motivation for teamwork are 

significantly more evident. SW1, SW2 and SW3 all conduct regular meetings, they interact on 

daily basis, everyone knows all their colleagues and they all conduct social activities 

including the whole offices outside of work. This also reflects Hofstede’s (2001) 

interpretation of a feminine society regarding the importance of social relationships. In a 

broad perspective, this points to that the Swedish cases correlate more to what Baumeister & 

Leary (1995) and Forsyth (2010) refer to as the need to belong. Furthermore, this study takes 

a critical standpoint towards Herzberg et al.’s (2007) validity concerning placing interpersonal 

relations as a hygiene factor and not as a motivational factor. The findings from SW1, SW2 

and SW3 indicate that the better the relationships were, the more motivated they become. This 

is based on the respondents’ statements that they want to work harder when there is a good 

atmosphere and when they are having fun with colleagues and brokers. This points to that 

interpersonal relationships can function as a motivational source, rather than only a necessary 

source for work satisfaction. 
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The Swedish cases correlate in a larger extent than the U.S. cases to Alderfer’s (1972) 

relatedness need and Maslow's (1987) the belongingness need, due to the relatively high level 

of social behavior and the stressed importance of relations with the colleagues. Maslow’s next 

step however, the esteem need should also be considered as it is divided into inner and outer 

wish and people working with commission in general, seemed to be driven by both. The inner 

wish for strength, achievements, self-esteem, independence and the outer wish for fame, 

status, prestige and praise are interpreted as more dominant among individuals in the U.S. 

cases. In Sweden however, the inner wish for capability, competence and the outer wish for 

appreciation of others, affirmation, feeling important and valuable are interpreted as 

dominating. The findings evidently indicate that the inner wish for freedom is dominating in 

both societies, which also are a possible contributing reason why the respondents want to 

work with commission. 

 

By looking at McClelland’s (1967) theory, the Swedish cases show more affiliation 

orientation than the U.S. cases. Also, this provides a possible explanation for the higher level 

of cooperation, as McClelland (1967) means that individuals with high affiliation need prefer 

working in groups. Within the U.S. cases however, it can be interpreted that the need for 

achievement and power is in general more dominant, as it was observed that they were more 

concerned about selling more than their colleagues. By the large, this would also reflect 

Hofstede et al.’s (2010) explanation concerning of strive for success in careers in the 

masculine societies, while the quality of life and warm social relationships are the main 

concerns in feminine societies. 

 

Respondents in all cases claimed that the group cohesiveness is solid within their companies. 

However, distinctive differences were identified concerning the levels of cohesiveness and of 

the importance of it between the societies. Wech et al.’s (1998) views that high cohesive 

groups take pride in the group successes, was identified in SW1, SW2 and SW3. This 

observation is based on respondents’ feelings of being part of the company, that they the 

emphasized their loyalty and that they spoke highly of their brands. Moreover, the Swedish 

cases also correspond with Hogg’s (1992) statement concerning the importance of group 

cohesion for the individual. Although US1 offered similar thoughts concerning the company 

brand, the U.S. cases are considerably more concerned about their individual successes and 

their own rankings. Further, this implies that the U.S. cases are considerably less concerned 
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about the group cohesion. More so, despite that the majority spoke highly of the cohesiveness, 

it was more regarded as a “bonus” at the workplace. This is based on that the low level of 

interaction as discussed, also points to low cohesiveness. Furthermore, as mentioned, those 

working behind closed doors and stating that they are not concerned about the other’s work 

evidently points to a low level of group cohesiveness. Meanwhile in Sweden, it is vital for 

their choice of workplace and a necessity for their performances to have strong group 

cohesion. 

 

By referring to Beersma et al., (2003) and Levi (2013), the Swedish cases should be more 

exposed to risks associated with social loafing, due to the higher level of cooperation. 

However, the findings indicate that commission limits those risks. Basically all the 

respondents from the six cases pointed to that they were satisfied with the level of cooperation 

there is within their companies today. Nevertheless, the risks with the “free rider” phenomena 

presented by Sweeney (1973) and the “sucker effect” presented by Johnson & Johnson 

(1997), were not displayed in this study. This is based on that the major reason for not 

wanting more cooperation is that it would be more complicated and on that the nature of the 

industry is to a significantly large extent individually based. A possible explanation for this is 

that the individual reward system in terms of commission eliminate these risks since you 

become directly responsible for own sales. If you do not sale and perform, you do not make 

any money. Therefore, being a “free rider” or relying on the “sucker effect” are not any valid 

options when being rewarded for your own individual performances. Therefore, commission 

based salary effectively limit the risk with social loafing.  

 

This also brings up the discussion whether Crow’s (1995) view, that individual rankings 

systems affects teamwork negatively, necessarily outweighs the advantages. This is also based 

on the finding that no one desired more cooperation. Firstly, the cooperation between real 

estate agents and administrative staff seemed unaffected the commission system. Secondly, 

due to the general perception that additional cooperation would increase the complexity, 

excessive cooperation is not desirable. Moreover, for many within both societies, the 

individual ranking system evidently functions as an incitement to work harder, which also 

Chang & Chen (2012) and Jahanian et al. (2012) emphasized. 
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6. Conclusion 

Through an analysis of the empirical gathering, this study has identified several major 

findings that are summarized in this chapter. Based on these findings, an elaborated answer 

to the research question will be presented. To address the purpose of this study, managerial 

implications and recommendations are thereafter provided. The conclusion section ends with 

discussing critical limitations of this study that are relevant to future studies. 
 

6.1. Answering the research question  

As specified in the introduction, the increased usage of commission based salary systems 

among businesses evokes interests of the subject. Previous research indicates that commission 

challenges the romantic view of cooperation, while it promotes internal competition. 

However, in accordance to Hofstede’s masculinity versus feminine dimension as a basis, there 

are different dominating motivational sources in different societies that need to be considered. 

With the primary objective to enhance the understanding of the effects commission salary has 

on cooperation and internal competition, this had to be studied from a cultural perspective. 

This is accomplished by addressing the overarching research question: How do commission 

based salary systems affect cooperation and internal competition in masculine and in 

feminine societies? Representing a masculine society, three cases were studied from the 

United States, followed by three cases from Sweden, representing a feminine society. By 

analyzing cases that operate as the real estate agencies that undertake commission based 

salary system as compensation plan, this thesis could fulfill its purpose. 

Commission salary clearly limits the level of desirable cooperation. However, that limitation 

is set at a significantly higher level in feminine societies than in masculine societies. In 

feminine societies, the social motives are still dominating. The findings show that in Sweden, 

they work considerably more as a group, despite working with an individually based work 

design. Colleagues interact on daily basis and the social behaviors are evident, including 

social activities both on and off work. The group cohesion and motivation for teamwork are 

significantly more evident, which corresponds to the values in feminine societies. Working in 

a good atmosphere and the interpersonal relationships are critical, both for the work 

satisfaction and for the motivation.  
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Commission salary results in a substantially more reduced level of cooperation in masculine 

societies. The findings show that in the United States, the major focus is on the individual and 

the cooperation is present almost exclusively when it is required or when it serves the 

individual. The interactions that take place are considerably less and since the main concern is 

the own performances, there is essentially no need to involve anyone else. Having a good 

work atmosphere and functioning group cohesion is a bonus at the workplace, but has no 

motivational effect. The money is what is important and with money as the dominant 

motivator, the concerns about the social aspects become less significant. 

 

The findings also show that commission increases the internal competition within both 

societies. Thus, in line with Hofstede (2001) cultural dimension theory, it is considerably 

more evident in masculine societies than in feminine societies. The findings show that in 

Sweden, the internal competition is both less present and less intense. Here, companies 

undertake approaches to reduce it if it becomes too evident. However, there are noticeable 

rare occasions where the internal competition turns into something worse than temporarily 

complaints. The importance of maintaining good relationships is dominating in Sweden and 

colleagues are always viewed colleagues above anything else. 

 

Commission has a significantly larger impact on the internal competition in the United States 

in comparison to Sweden. Here, commission turns colleagues into competitors. Internal 

competition also becomes increasingly evident due to stronger monetary motives. Americans 

are therefore prepared to go further at the expense of the social relations to earn money and to 

be successful. The organizational culture encourages internal competition and to publish 

rankings officially based on individual performances is reappearing. This evidently increases 

the internal competition and to receive higher ranking is significantly important. For those 

who embrace it, the focus is on beating other and winning. However, for those that does not 

want to participate in it, simply must work behind shut doors. 

 

The theoretical framework allowed two assumptions to emerge from the theoretical synthesis. 

Based on the reasonings above, the assumptions can be evaluated.  

Assumption 1: Sweden will have stronger relevance to path 1, in comparison with the U.S.  

- Confirmed.  

Assumption 2: The U.S. will have stronger relevance to path 2, in comparison with Sweden  

– Confirmed.  
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Figure 3: Revised Theoretical Synthesis 

 

To provide a comprehensive answer to the research question, the theoretical synthesis is 

illustrated in a revised version in accordance to the findings. The blue lines represent the 

modifications. As discussed, commission limits the level of cooperation in both masculine 

and feminine societies. Cooperation is only desired to a certain degree since it is only 

favorable to the extent that it serves the individual performances. Further, this eliminates the 

risk with social loafing. This is based on the logic that being rewarded and responsible 

exclusively for your individual performances eliminates the possibilities to rely on or hide 

behind the group’s or the company’s successes. 

 

Moreover, commission salary also makes individuals within both feminine and masculine 

societies work significantly much harder since their earnings are directly correlated with their 

performances. Despite that social motives are dominating among most of the Swedish 

individuals, the monetary motives are evident as well. The cooperation is therefore, also a 

result of the monetary motives. the main reason for cooperating in the U.S is 

that it increases their individual performances. Thus, with this reasoning, the monetary 

motives can also result in increased cooperation in both societies despite its correlation with 

internal competition. 
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Internal competition evidently leads to higher performances and the findings from both 

societies indicate that it has significant motivational impact for people with competitive 

mindset. It pushes competitive persons to work harder and is an effective incitement if it 

matches the personalities. In addition, it provides learning opportunities and increases the 

personal goal settings. However, the findings show that in masculine societies, commission 

creates a distance between the workers and the company. When the individual goals 

distinguish from the organization goals in too large extent, the organizational goals become 

negligible. The internal competition can become too intense and competitive individuals who 

constantly strive to win over their colleagues or are too obsessed with earning money, are 

more likely to steal their colleagues’ clients. It can lead to a “strongest survive” scenario, 

which in turn, reduces performances and can create hostile feelings. Nevertheless, the distance 

that internal competition creates between the individual goals and the organization’s goals are 

considerably less evident in feminine societies. In Sweden, the individuals take pride in the 

group’s successes and are a part of the company in which they also are loyal to. Moreover, 

commission here does not result in a shift of focus from the main concern, the customers. 

 

The reasons for why commission salary has different effects in different societies can be 

evaluated by how it impacts the individuals. In masculine societies, commission salary 

primarily provokes inner motivation such as strengths, achievements, independence and self-

esteem, as it is the individual performances that matter. It also provokes outer motivation such 

as prestige, fame, status, since there are a lot of concerns about ranking systems and being 

recognized as successful. Commission within a feminine society however, primary provokes 

inner motivation such as capability and competence, as it is important to learn and fulfill 

obligations to the company and to the customers. It provokes outer motivation such as 

appreciation of others, affirmation, the feeling of being important and valuable, since it is 

essential to be a part of the company and makes the customer satisfied. 

The effects commission based salary system has on cooperation and internal competition has 

been presented above, along with the identified underlying reasons. To conclude, both paths 

illustrated in the synthesis results in general, in increased performances. Commission based 

salary system is a compensation system that evidently enhances work effort in the way that it 

either makes you want to work harder or force you to work harder. By referring to Hofstede 

(2001), whether you “work-to-live” or “live-to-work”, commission based salary systems are 
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here to stay. 

 

6.2. Managerial implications and recommendations 

To address the purpose of this study, recommendations and managerial implication are 

elaborated based on the major findings. In general, this study opposes Crow (1995) and Kohn 

(1990) opinions that commission based salary systems as compensation plan should be 

avoided. However, there are issues with it that should be addressed. 

 

First, the main issue with commission salary is that it leads to insecurity concerning to 

irregular income, which is stressful for the individuals. These issues are expressly evident in 

masculine societies and should be addressed on a managerial level. The recommendation is 

that when the market is stagnating, there should be options for temporarily fixed salary to 

secure the income. When the market recovers and commission salary is once again 

implemented, a certain the commission percentage is reduced until it has covered the fixed 

salary. The interpretation is that this would reduce the income fluctuations without losing the 

motivational effects of commission salary. A major issue in feminine societies is the negative 

effects commission has on leisure and vacation should also be addressed. A possible solution 

for that is to integrate colleagues to assist with the clients and implement a shared commission 

system for those occasions. This would have also a positive impact on cooperation and 

increase flexibility. 

 

In masculine societies, when the internal competition becomes too intense, it is recommended 

to be dealt with on a managerial level as well. The major recommendation is to implement 

policies that address what is allowed and not allowed to do concerning competition over 

clients. This would help the company limit the internal competition to a desirable extent. 

Furthermore, a recommendation that was provided by a respondent should also be highlighted 

and considered. As monetary motives are evidently strong, there should be a monetarily 

rewards that also are based on the company’s performances. This would reduce the distance 

between personal goals and organizational goals, while it would also dampen the risk of 

stealing colleagues’ clients. These suggested approaches would limit the negative aspects 

concerning internal competition and are expressively called for in masculine societies, but are 

considered as applicable in feminine societies as well. Nevertheless, internal competition is 
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motivating and both societies and should be encouraged to a certain extent. With the being 

said, as findings continuously display, it motivates those with a competitive mindset.  

 

The findings also evidently correspond with Cooke (1999) that commission salary is superior 

for people with the right personality. This makes the recruitment process increasingly 

significant in the sense that the individuals’ competitiveness and perception of internal 

competition should be evaluated. The final recommendation for both societies is therefore, to 

first assess the level of internal competition, but also the level of cooperation that is present in 

the company. Based on that, the manager should evaluate the individual’s attitude towards 

cooperation and competition, to assess how it correspondents to the company’s environment. 

  

6.3. Limitations and future research 

 
The limitations of this study that are relevant for future studies will be discussed. By 

addressing the methodological reflection, it was noted that certain aspects were industry based 

and this limitation should be considered for future research. Based on that, a suggestion is to 

examine different industries that use commission based salary systems. This could provide an 

extended understanding of its effects and complement this limitation. Furthermore, as also 

was discussed in the reflection, the geographical span this study covers are limited both within 

Sweden and the United States. Thereby, examining other regions with various market 

conditions could provide further in-depth knowledge of the subject.  

 

Due to the span of the study, there are other cultural aspects that were not examined can have 

been underlying reasons for the outcome of the study. To complement this, cultural dimension 

other than the feminine versus masculine dimension deriving from House et al. (2004) and 

Hofstede et al. (2010) should be studied in a commission based salary context. This could 

provide even further understanding of how individuals within different cultures are affected 

by such compensation system.  

 

This study also had a short time constraint and mainly focused on the individuals’ perceptions 

concerning commission salary, cooperation and internal competition. However, a longitudinal 

study that mixes qualitative and quantitative research methods could provide a more precise 

measurement of the effects of commission based salary. In addition, the study could adopt 

measurements that calculate the companies’ successfulness or the individual performances in 
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numbers. By doing this, it would be possible to compare the outcome of cooperation versus 

internal competition and how much cooperation and internal competition that is appropriate in 

different cultures.  
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förlag. 

Sweeney, J. (1973). An experimental investigation of the free rider problem, Social Science 

Research. 2, 227-292. 

Tjosvold, D., Johnson, D.W., Johnson, R.T. & Sun, H. (2006). Competitive motives and 

strategies: Understanding constructive competition, Group Dynamics: Theory, Research and 

Practice, 10, 87-99. 

http://www.ippr.org/files/images/media/files/publication/2012/01/third-wave-globalisation_Jan2012_8551.pdf?noredirect=1
http://www.ippr.org/files/images/media/files/publication/2012/01/third-wave-globalisation_Jan2012_8551.pdf?noredirect=1
http://home.bi.no/a0210593/Abduction%20as%20a%20methodological%20.pdf


   

 

72 
 

Trost, J. (2012). Enkätboken. (4th ed). Lund: Studentlitteratur. 

Van der Vegt, G., Emans, B. & Van de Vliert, E. (1998). Motivating effects of task and 

outcome independence in work team. Group and Organization Management, 23, 124-144. 

Vroom, V. H. (1995). Work and motivation. San Francisco: Jossey-Bass Publisher. 

Wech, B. A., Mossholder, K. W., Steel, R. P. & Bennett, N. (1998). Does Work Group 

Cohesiveness Affect Individuals' Performance and Organizational Commitment? Small Group 

Research, 29, 472-494. 

Williams, K. D. & Karau, S. J. (1991). Social loafing and social compensation: The effects of 

expectations of co-worker performance. Journal of Personality and Social Psychology, 61, 

570–581. 

Yin, R.K. (2011). Qualitative research from start to finish. New York: Guilford Press.   

Yin, R.K. (2013). Case study research: Design and methods. (4th ed). Thousand Oaks, CA: 

Sage Publications. 

Yin, R. K. (2014). Case study research: Design and methods. (5th ed). London: Sage 

Publications. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



   

 

73 
 

8. Appendices 

Appendix 1 

Interview guide 

General questions  

1. How long have you worked for the company? 

2. How do you, individually benefit from the company's overall performances? 

3. Do you feel that you are an important part of the company and what makes you feel 

appreciated? 

4. To what extent do you contribute to the organization and in what sense? 

5. What would make you want to work harder for the organization? 

 Commission based salary 

6. How do you feel about working with commission? – What is the best/worst things working 

with commission? 

7. How do you believe the commission affect your work effort and work performances?   

8. How do you think your team-effort would differ if your compensation plan was straight 

salary? 

9. Do you perform any work assignment that you do not get any commission of?   

 Cooperation  

10. How do you perceive the group cohesion within the company and how important is it for 

you? 

11. Regarding what issues do you cooperate or work as a group in your company? 

12. How much do you interact with your colleagues and managers? 

13.  What type of support do you get from your colleagues and manager how important is it?  

14. How do your colleagues and manager impact your performances and how can they 

improve them further? 

15. Do you wish there were more cooperation in the company?  

 Competition  

16. How do you perceive the internal competition within the company and how does that 

affects you and your work? 

17. What are the advantages and disadvantages with internal competition? 

18. Are you aware of how much your colleagues make? 

19. Do you wish that there was more internal competition in your firm?  
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20. Do you see your colleagues as competitors? 

Concluding question 

21. For the job you put in, how do you perceive your reward? 

22. If you would get higher commission in another company, would consider go to that 

company?   

23. If your colleagues got higher commission for the same or less work effort, how would you 

that make you feel?  

24. What would make your sell more and perform better?  

25. What makes you like your job and what is the best respectively worst thing?  
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