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How does intrinsic and extrinsic motivation drive 
performance culture in organizations?
Arielle Turner1*

Abstract: The performance culture of an organization is impacted by the motiva-
tion of an organization’s employee. Determining whether or not an employee’s 
motivation is intrinsic or extrinsic is helpful for organizations to see what is more of 
a drive in their performance. The following article reviews literature on the subject 
of employee motivation to determine whether intrinsic or extrinsic motivation is be-
coming the driving force of business. Upon review, it has been shown that there is a 
mixed approach in whether or not employee’s motivation is intrinsic or extrinsic. The 
type of motivation is also based on one’s role within their organization. The implica-
tions of the review are given.
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1. Introduction
All individuals are drawn to some form of motivation, whether intrinsic, extrinsic, or a combination 
of both. This is seen both in an individual’s personal and professional realms. Due to this, organiza-
tions are seeking answers as to whether or not programs that cater to extrinsic motivation are 
necessary for their employees to continue to be productive and effective. These programs come at a 
sometimes substantial cost and it is imperative to determine whether or not there is an actual need 
for extrinsic motivation in the workplace.

2. Purpose
The purpose of this article is to determine whether intrinsic or extrinsic motivation is the driving force 
of an employee’s performance within an organization. This allows for organizations to develop 
proper protocols for dealing with performance issues within their organizations as they will have 
additional guidelines to determine which route to proceed in. This will also provide organizations 
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with knowledge necessary in determining whether or not the motivation protocols that they are 
currently doing regarding employee performance is in fact proven to be successful in research.

3. Significance of intended study
With the growing number of organizations being established, there is an increase in the interest of 
determining the best methods to motivate employees. Organizations understand that their employ-
ees are the guide to being successful and need to do what is necessary in order to ensure that they 
are motivated, long-term, and productive employees. By researching how motivation, whether in-
trinsic or extrinsic effects performance culture, organizations will be provided with information nec-
essary to better motivate their employees.

4. Statement of problem
The lack of direction in determining whether or not intrinsic or extrinsic motivation in some organiza-
tions is what drives employees’ performance is a major concern. Failure to fully understand, this can 
result in unmotivated employees. This can lead to the failure of an organization. It needs to be de-
termined whether or not there is a significant difference between the two types of motivation, and 
if so, in what way.

5. Theoretical model
The job characteristics model, developed by Hackman and Oldham in 1976, is used in order to plan 
and carry out changes that are within a design of work. It helps to specify the interaction between 
an individual’s differences and the characteristics of one’s job (Casey, Hilton, & Robbins, 2012; 
Hackman & Oldham, 1976). This interaction can affect one’s satisfaction, motivation, and productiv-
ity within the work environment (Casey et al., 2012). Figure 1 provides a visual model for the Job 
Characteristics Model.

Within the model, the five dimensions which are: skill variety, task identity, task significance, au-
tonomy, and feedback are not empirically independent, and there are substantial relationships be-
tween the job dimensions and the outcome measures (Hackman & Oldham, 1976). Skill variety is 
defined as how well the job design allows the employee to utilize different skills (Fornaciari & Dean, 
2005). Task identity is defined as how well the job design allows the employee to complete their task 
from beginning to the end (Fornaciari & Dean, 2005). Task significance is defined as how much of an 
effect the job task has on the employee (Fornaciari & Dean, 2005). Autonomy is described as the 
leeway that is given to the employee to complete their job tasks (Fornaciari & Dean, 2005). Lastly, 
feedback is described as the ability of the employee to receive direct and significant feedback 
(Fornaciari & Dean, 2005).

Figure 1. Job characteristics 
model.

Source: Hackman and Oldham 
(1975).
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The Job Characteristics model proposes that meaningfulness of work, responsibility, and knowl-
edge of outcomes is related to high motivation (Hackman & Oldham, 1976). Within meaningfulness 
of work, the work must be seen as meaningful in the realm of skill variety, task identify, and task 
significance (Hackman & Oldham, 1976). Responsibility is seen when the individual has autonomy in 
carrying out their work (Hackman & Oldham, 1976). Knowledge of outcomes is based on the feed-
back received from their work performance (Hackman & Oldham, 1976).

6. Literature review
A review of literature was conducted to determine how intrinsic and extrinsic motivation drives per-
formance culture within organizations. A search of articles, both peer-reviewed and full text, was 
made from the JSTOR database via the University of North Texas’ online library system. Date and 
database parameters were defined to obtain current specific data, with the time period of January 
2005 to December.

To narrow the search, the subject term selected was article, the content type selected was journal 
article, the journal filter selected was management and organizational behavior discipline, and the 
language selected was English. The search was compiled using the terms: “intrinsic,” and “extrinsic,” 
and “motivation,” and “performance,” and “culture.” From this search, 85 results were found and 
from these 85 results, 59 of the results were relevant to the subject of the literature review. Additional 
sources were found once reviewing the 59 results. A mixture of quantitative, qualitative, and mixed 
method research compile the results of the literature review, with a majority of results being 
qualitative.

While it is shown that performance and image consequences has a significant impact on perfor-
mance culture, motivation also has a major impact (Yuan & Woodman, 2010). Kanfer (1990), defines 
motivation as “psychological forces that determine the direction of a person’s level of effort and a 
person’s level of persistence in the face of obstacles.” This motivational impact ties in with the con-
sequences an employee faces in the workplace related to performance, and motivation, whether 
intrinsic or extrinsic (Jandaghi, Fard, Saadatmand, Sharahi, & Rajabi, 2011; Perry, Hondeghem, & 
Wise, 2010; Yuan & Woodman, 2010). These intrinsic and extrinsic motivations provide a stimulus 
that can include autonomy, feelings of accomplishment, job security, benefits, and vacation time 
(Casey et al., 2012).

Literature also states that those within lower level positions of an organization are more prone to 
extrinsic motivation factors, than higher level positions (Bård, 2006). Lower level positions tend to 
have lower wages than higher level positions, which explains the need for extrinsic motivational fac-
tors that have some form of a monetary component. This can lead to an increase in one’s base wage, 
and thus a happier and more productive employee. This is not to say that higher level positions 
within an organizational do not want extrinsic motivations. Literature finds that the higher level 
positions have a more balanced view of utilizing intrinsic and extrinsic motivational factors (Bård, 
2006). Overall, while the literature mostly stressed the benefits of extrinsic motivation and its effect 
on lower level employees, there is still room for intrinsic motivation. While intrinsic motivation is not 
in the forefront of the literature, it still has a very important place in the organizational, especially 
with higher level employees. Intrinsic motivation has more of an effect than extrinsic rewards on 
work performance, while extrinsic motivation has is more weighted depending on the type of work 
environment (Bård, 2006; Basu & Palazzo, 2008; Berg, Grant, & Johnson, 2010; Hall & Heras, 2010; 
Lyons, Duxbury, & Higgins, 2006). Parapublic sector employees have been found to gravitate more 
toward extrinsic motivational factors and want to physically see the value of their work contribution 
to society (Lyons et al., 2006). Private sector employees are gravitating toward intrinsic motivation, 
unless they are within the lower ranks of the company (Wright, 2007). The lower ranking employees 
are still searching for external motivation factors to determine their rate of work and gravitate to-
ward companies that utilize this policy (Thomas, Sorensen, & Eby, 2006).
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When looking at the results overall, it has been shown that “employees want to perform their jobs 
well, to increase their capacity and opportunity to add value, and be part of an effective and humane 
organization,” with motivational factors, whether intrinsic or extrinsic, still have a role (Robertson, 
Wang, & Trivisvavet, 2007). It is still unsure as to what specific level both intrinsic or extrinsic moti-
vational factors have within the performance culture of an organization, but it has been shown that 
there is in fact a motivational component. While research has shown that different types of employ-
ees and the different rankings of an employee do tend to prefer different types of intrinsic or extrin-
sic motivational factors, organizations are not necessarily utilizing these results to apply to their 
employees in order to increase their performance culture.

7. Recommendations for practice
The information within the literature review leads to the understanding that employers are needing 
to explore the extrinsic motivational options that are currently available within the company. This in-
formation will help to determine if there needs to be a revision. When looking at the current status of 
their employees, employers can now be more aware of what intrinsic and extrinsic motivations do to 
their company’s success and apply them as necessary within appropriate levels of their organization.

8. Conclusion
Extrinsic motivation is commonly used to entice employees. Organizations can control the use of 
extrinsic motivation by deciding the best method of instilling them. Employers needs to make sure 
that it is known to employees what factors needs to be met in order to obtain these extrinsic motiva-
tions. This will help in aiding the proper utilization of an employees’ skill within the workplace.
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