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findings demonstrate distinct underlying mechanisms and boundary conditions of intrinsic 
and extrinsic rewards in shaping individual employee creativity.
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Scholars and practitioners alike agree that creativity is necessary for an 
organization’s survival, whether that creativity introduces groundbreaking 
innovation or minor changes to the work setting (Anderson, Potočnik, & Zhou, 
2014; Baer, 2012; Gong, Kim, Lee, & Zhu, 2013). For this reason, much research 
effort has been devoted to investigating the personal and contextual predictors 
of creativity (Byron & Khazanchi, 2012). Although previous researchers have 
identified various ways in which managers can promote creative performance 
among employees, the role of many workplace characteristics in relation to 
creativity is either still unknown or the reported findings have been ambivalent. 
In this study, we set out to identify the mechanism and boundary conditions 
through which both intrinsic and extrinsic types of rewards influence creativity.

Despite the benefits of creativity to the organization, it is difficult to encourage 
creativity because employees feel uncomfortable about performing creatively in 
the workplace (Janssen, 2004). Given that creativity often occurs by challenging 
the status quo and disrupting work procedures endorsed by others, workers 
who constantly suggest creative ideas may give the impression of being 
dissatisfied with their current job or the company and, thus, induce tension 
among members. This possibility prevents employees from actively expressing 
new or innovative ideas (Choi, 2007). In contrast, explicit organizational support 
in the form of creating an innovative climate and supervisor expectation for 
creative performance tends to increase employee creativity (Baer, 2012; Chen, 
Farh, Campbell-Bush, Wu, & Wu, 2013; Zhang, Kwan, Zhang, & Wu, 2014). In 
this respect, explicit organizational rewards for creative performance can be a 
plausible way to enhance workplace creativity.

Nevertheless, prior researchers have not provided a consistent view regarding 
the role of rewards in inducing individual creativity. Some scholars have 
suggested that rewards reduce intrinsic motivation and, consequently, undermine 
creativity (Putwain, Kearsley, & Symes, 2012). However, others maintain that 
rewards not only do not have any detrimental effects on intrinsic motivation but 
actually enhance creativity (Chen, Williamson, & Zhou, 2012; Malik, Butt, & 
Choi, 2015). Thus, scholars have started to examine the role of moderators that 
may explain the rewards–creativity relationship (Malik et al., 2015). In their 
meta-analysis, Byron and Khazanchi (2012) indicated that the rewards–creativity 
relationship becomes positive when the reward is contingent on creativity, is 
accompanied by positive performance feedback, and is given in a context that 
provides choice or autonomy that is related to the task.

In this study, we focused on intrinsic and extrinsic rewards and the ways they 
influence employee creativity. First, we focused specifically on intrinsic and 
extrinsic rewards targeted at creativity instead of on rewards in general. One 
reason for the inconsistency of previous research results on the effect of rewards 
may be the different interpretations or sense-making procedures that the concept 
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of rewards initiates. Byron and Khazanchi (2012) found that rewards contingent 
on general performance could decrease creative performance. Thus, we attended 
to the role of rewards contingent on creativity in predicting employees’ creative 
performance in order to avoid the ambiguity caused by rewards described in 
general terms. Second, we proposed that the effect of rewards for creativity on 
creative performance might not be the same across all employees. Instead, the 
significance of rewards as a predictor of creativity might depend on the meaning 
that target employees attach to them. Thus, the value importance of intrinsic and/
or extrinsic rewards as perceived by an individual might determine whether or 
not such rewards actually stimulate his/her creative performance (cf. functional 
significance; Mickel & Barron, 2008). Third, we submitted that rewards 
for creativity would promote creative performance by eliciting individuals’ 
willingness or strong intention to perform creatively. This process approach 
offers a sophisticated psychological account of the route through which rewards 
for creativity might operate.

Literature Review

Rewards and Creativity in the Workplace
Contemporary organizations often use reward practices to encourage creative 

activities among employees (Chen et al., 2013; Malik et al., 2015). Fairbank and 
Williams (2001) found that most managers utilize extrinsic rewards for their 
employees to draw attention toward creativity. Nevertheless, the nature and 
direction of the effect of rewards on employee creativity are not yet clear, and 
empirical studies in organizational settings are particularly lacking. 

Figure 1. Theoretical framework.
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Therefore, we examined the effects of intrinsic and extrinsic rewards for 
creativity on employee creative performance and suggested that employees’ 
commitment to creativity might be a potential mediating psychological state 
in the relationship between rewards and creativity. In addition, to identify the 
boundary condition of the activation of different types of rewards for creativity, 
we proposed the relative importance of specific rewards as a potential moderator 
in the relationship between reward and creativity. Our overall conceptual model 
is depicted in Figure 1.

Contradictory Findings on the Effect of Rewards on Creativity
Despite the use of rewards as a tool for promoting employee creativity being 

a typical strategy in the workplace, there are contradictory viewpoints regarding 
the effect of rewards on creativity. According to self-determination theory 
(de Stobbeleir, Ashford, & Buyens, 2011; Deci, Koestner, & Ryan, 2001), an 
individual’s perceived self-determination plays a crucial role in enhancing his 
or her intrinsic task interest, which is closely related to creativity. In contrast, if 
individuals perceive that the environment presents a barrier to their self-deter-
mination or autonomy, their intrinsic task interest tends to decrease or vanish, 
resulting in low creativity (Deci et al., 2001). For this reason, scholars warn of 
the detriment of extrinsic rewards because the employee could perceive these as 
a controlling mechanism and, thus, might feel that he or she is being deprived of 
his/her personal freedom (Latham, 2007; Putwain et al., 2012).

In contrast, other scholars have argued that receiving rewards could boost 
employees’ perceived self-determination because, for example, receiving per-
formance-related remuneration indicates the value of their performance and 
personal achievement and, thus, enhances the employees’ feeling of competence 
(Malik et al., 2015). The sense of increased competence gained from repeatedly 
receiving rewards can even promote individuals’ belief that they can control 
the work environment rather than being controlled by it (Chen et al., 2012; 
Eisenberger & Aselage, 2009). Further, individuals may believe that extrinsic 
rewards are offered because they are a way for the employer to control the 
situation and determine the employee’s level of performance.

Empirical findings are also mixed, with some researchers having found a 
positive relationship between rewards and creativity (Friedman, 2009), but 
others reporting that this relationship was negative (Deci et al., 2001). In their 
meta-analysis, Byron and Khazanchi (2012) found that boundary conditions, 
such as the nature of rewards and the task context, can determine the implications 
of rewards for creativity. In their recent field study, Malik et al. (2015) also 
demonstrated that extrinsic rewards could enhance creative performance when 
employees had a disposition that included personal qualities such as an internal 
locus of control and creative self-efficacy.
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Creativity-Contingent Intrinsic and Extrinsic Rewards
One plausible reason for the conflicting findings regarding the role of rewards 

as they relate to creativity may be the diffused definition of the term rewards, 
meaning that this invites differing interpretations by individuals. Because 
organizations demand that their members achieve several different goals (such 
as efficiency, error-free operation, and problem solving), organizational rewards 
may result in varying interpretations and stimulate different types of work effort 
(Eisenberger & Aselage, 2009; Malik et al., 2015). Similarly, in pointing out the 
ambiguity of the role of time pressure with respect to employee creativity, Baer 
and Oldham (2006) advocated the need for attending to “a specific form of time 
pressure that should be particularly relevant to creativity” (p. 963). In our research 
context, we reasoned that it would be helpful to avoid the lack of specificity of 
rewards by focusing on rewards contingent on creative performance. Chen et al. 
(2012) found that the impact of rewards tends to increase when task performers 
are clearly informed of the behaviors that will bring about subsequent rewards. 
Therefore, rewards targeted at creativity would show different outcomes 
compared with rewards lacking such specificity (Byron & Khazanchi, 2012).

In this study, we have based our research on the premise that it is necessary 
to focus on rewards for creativity in order to reduce the ambiguity caused by 
rewards described in general terms. In examining the effect of rewards on 
inducing creativity, we attended to both the intrinsic and extrinsic aspects of 
rewards that reflect two critical dimensions of motivational processes (Deci et al., 
2001). In the setting of the workplace, intrinsic rewards come directly from the 
job itself and, typically, represent feelings of enjoyment, achievement, challenge, 
and personal and professional growth (Aletraris, 2010; Eisenberger & Aselage, 
2009). In contrast, extrinsic rewards are external to the job, such as salary, fringe 
benefits, promotions, and vacation or time off as ways of remuneration (Malik 
et al., 2015).

Despite the continuing debate regarding the effect of rewards on creativity, there 
has been a consensus among scholars that intrinsic rewards and accompanying 
intrinsic task motivation are beneficial for creative performance. Intrinsic 
rewards are “satisfying in their own right and they provide direct satisfaction 
of basic psychological needs” (Vansteenkiste, Lens, & Deci, 2006, p. 22). 
Thus, intrinsic rewards tend to have a lasting impact on the individual’s task 
motivation, resulting in persistent task efforts (Aletraris, 2010). When employees 
receive intrinsic rewards, they are motivated to work harder and produce quality 
performance because intrinsic rewards promote in-depth task processing and 
persistence (Vansteenkiste et al., 2006).
Hypothesis 1: Receiving intrinsic rewards for creativity will be positively related 
to employees’ creative performance.
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Although the role of extrinsic rewards in inducing creativity is not clear, 
meta-analytic findings (Byron & Khazanchi, 2012) indicate that rewards 
contingent on creative performance may increase creativity. Extrinsic rewards 
for creativity (e.g., promotions) function as distinct information that stimulates 
cognitive and affective changes in employees and directs their attention toward 
creativity (Malik et al., 2015). Employees will exhibit creative performance more 
frequently when their organization signals that creativity is needed and supported 
by providing incentives for creativity (Chen et al., 2012). In addition, extrinsic 
rewards for creativity set the role expectation for employees, according to which 
they are more likely to perform creatively in order to display role-consistent 
behavior.
Hypothesis 2: Receiving extrinsic rewards for creativity will be positively related 
to employees’ creative performance.

Mediating Role of Commitment to Creativity in the Relationship Between 
Rewards and Creativity

Given that intrinsic and extrinsic rewards for creativity represent the motivating 
potential of the task and contextual variables, it is important to identify the 
psychological mechanisms through which they influence employee creative 
performance. Scholars have maintained that contextual factors shape behavior 
through the psychological meanings people attach to them (Baer, 2012; Chen 
et al., 2013; Gong et al., 2013; Zhang et al., 2014). In this study, our focus was 
on employees’ psychological commitment to creativity as a mediator of the 
relationship between rewards and creativity.

Organizational researchers have identified attitude toward various targets, such 
as the job, coworkers, and the organization, as key predictors of both in-role 
and extrarole employee behaviors, and job performance (Gong et al., 2013). 
Commitment to a target represents a person’s positive attitude and willingness 
to exert considerable effort toward achieving the target (Choi & Price, 2005). 
Thus, commitment to various targets, such as the team, organization, and 
innovation, may comprise a core psychological mechanism that determines 
the further behavioral reactions of an employee toward the given target (Sung 
& Choi, 2014). As commitment to task predicts the degree of task effort and 
level of performance, commitment to creativity may have direct implications 
for employees’ creative behavior and performance. Commitment to creativity 
is likely to be influenced by the expectancy of reward for creative performance 
that drives positive evaluation concerning creativity (Lim & Choi, 2009). We, 
therefore, hypothesized that intrinsic and extrinsic rewards for creativity would 
enhance creative performance to the extent that the expectation of reward induces 
commitment to creativity among employees. In other words, unless intrinsic and 
extrinsic rewards initiate this intervening psychological state, which promotes 
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creativity, the prospect of reward may not lead to creative performance.
Hypothesis 3: Commitment to creativity will mediate the relationship between 
intrinsic and extrinsic rewards for creativity and employees’ creative performance.

Moderating Role of Reward Importance in the Relationship Between 
Rewards and Creativity

Earlier, we suggested that inconsistent findings regarding the rewards–
creativity link might be attributable to lack of specificity in terms of the target 
behavior to be rewarded. Extending this line of thinking to clarify the connection 
between rewards and creativity, we further suggested that individuals’ value 
difference related to rewards might accentuate or nullify the effect of the prospect 
of receiving intrinsic and extrinsic rewards on creative performance. The 
rewards–performance relationship becomes stronger as the rewards become more 
highly valued by the performers (Malik et al., 2015). In strategic human resource 
management literature, it has been shown that human resource practices increase 
employee commitment and competence only when employees perceive that 
human resource programs are valuable for them (see e.g., Sung & Choi, 2014). 
Similarly, offering intrinsic and extrinsic rewards for creativity may increase 
employees’ creative efforts only when employees value such rewards.

People have different values and pursue different goals. Salary and other 
extrinsic forms of rewards are, indeed, valuable given that they represent not 
only social status but also personal accomplishment (Mickel & Barron, 2008). 
Nevertheless, Aletraris (2010) reported that the correlation between income and 
employee satisfaction was small. Some people are driven by intrinsic rewards, 
such as sense of achievement, enjoyment, and challenge, whereas others focus on 
extrinsic rewards, such as financial incentives (Malik et al., 2015). Considering 
that people attach different values and emotional meanings to rewards (Mickel & 
Barron, 2008), it is reasonable to expect that employees may react differently to 
intrinsic and extrinsic rewards for creativity. As suggested in expectancy theory, 
the more attractive a certain kind of reward is to an employee, the more motivated 
the employee will be (Fairbank & Williams, 2001). Thus, we have submitted here 
that intrinsic rewards for creativity would stimulate creative efforts more strongly 
when the person valued intrinsic rewards than when they did not appreciate such 
rewards. Likewise, individuals who regarded extrinsic rewards as important in 
their career or life would be more sensitive and responsive to extrinsic rewards 
for creativity than they would to intrinsic rewards. We, therefore, proposed that 
the relative importance of different types of rewards could amplify or attenuate 
the effect of corresponding rewards on employee creative performance.
Hypothesis 4: The importance of an intrinsic reward to the employee will 
positively moderate the relationship between intrinsic rewards for creativity and 
that employee’s creative performance.
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Hypothesis 5: The importance of an extrinsic reward to the employee will 
positively moderate the relationship between extrinsic rewards for creativity and 
that employee’s creative performance.

Method

Sample and Procedure
Participants were recruited from various industries in South Korea. We 

distributed our surveys to 270 employees and their peers. The focal respondents 
and their peers completed different surveys and returned them directly to 
the researcher by mail. After insincere responses and partial data with only 
self- or peer-survey responses were eliminated, the final sample consisted of 
241 matching pairs of employees and their peers (final response rate = 89%). 
This final analysis sample represented 41 organizations, consisting of 21 
manufacturing firms (51%), nine research and development organizations (22%), 
seven financial institutions (17%), and four business consultancy firms (10%). 
The number of participants from each company ranged between one and 20, with 
an average of 5.9. Of these, 27% were women, the mean age was 33.3 years (SD 
= 6.64), and the mean company tenure was 6.2 years (SD = 5.88). The majority 
held a bachelor’s degree (53.8%) or other graduate degree (38.7%), and a small 
number of participants were high school (1.7%) or two-year college graduates 
(5.8%). The participants were responsible for various types of knowledge-
intensive work, such as process design, inventory control, product development, 
laboratory experiments, financial analysis, and business consulting.

Measures
We employed multi-item scales with acceptable internal consistency to assess 

the study variables. Each item was rated on a 6-point Likert scale (ranging from 
1 = strongly disagree to 6 = strongly agree).

Intrinsic rewards for creativity. On the basis of the measure developed by 
Baer, Oldham, and Cummings (2003), we constructed a seven-item scale ( = 
.91) to assess intrinsic rewards for creativity as perceived by the participants. 
Sample items include “Suggesting new solutions offers a personally rewarding 
experience for me,” “When I perform creatively, I feel an increased sense of self-
confidence,” “Creative performance is beneficial for my personal growth,” and “I 
feel self-achievement when I suggest innovative ideas.”

Extrinsic rewards for creativity. Similar to Malik et al. (2015), we assessed 
extrinsic rewards for creativity using eight items ( = .86) that included “My 
company provides financial incentives for employees’ creative performance,” 
“My supervisor recognizes me when I perform creatively,” and “Creative 
performance is related to promotion decisions.”



REWARDS AND CREATIVE PERFORMANCE 1169

Importance of intrinsic reward. To assess the importance of an intrinsic 
reward, we used the following three items ( = .90): “Intrinsic rewards, such 
as enjoyment, autonomy, and self-achievement, that I can get from my creative 
performance (1) are quite meaningful for me, (2) are worthwhile for me to try 
hard to perform creatively, and (3) are so important that they influence me to 
change my task behaviors.”

Importance of extrinsic reward. We measured this construct using the 
following three items ( = .93), which were developed by Malik et al. (2015): 
“Extrinsic rewards, such as financial incentives, promotions, and respect, that I 
can get from my creative performance (1) are quite meaningful for me, (2) are 
worthwhile for me to try hard to perform creatively, (3) are so important that they 
influence me to change my task behaviors.”

Commitment to creativity. Drawing on Choi and Price’s (2005) measure 
of commitment to innovation, we used seven items ( = .88) to measure the 
participants’ commitment to creativity. Sample items are as follows: “I am 
willing to perform creatively for my team and company,” “Creativity is an 
essential element of my task,” and “I think it is a waste of time and energy to 
suggest creative ideas in my company” (reverse coded).

Creative performance. Participants’ creative performance was rated by their 
peers. To this end, we adopted five items ( = .94) from the creativity measure 
used by de Stobbeleir et al. (2011), comprising “[This person] comes up with 
new and practical ideas to improve performance,” “…exhibits creativity on the 
job when given the opportunity to do so,” “…comes up with creative solutions to 
problems,” “…suggests new ways of performing work tasks,” and “…often has a 
fresh approach to problems.” Responses were made on a 6-point Likert scale (1 
= not at all to 6 = a great deal).

Control variables. To control for the effects of meaningful individual 
differences, we included level of education (1 = high school, 2 = 2-year college, 
3 = 4-year college, and 4 = graduate degree) and organizational tenure in 
our analysis, both of which have previously been reported to have significant 
implications for creative performance (Hirst, van Dick, & van Knippenberg, 
2009).

Results

Before testing the hypotheses, we conducted a confirmatory factor analysis 
(CFA) to verify the empirical distinctiveness of the measures. This CFA included 
the five latent factors indicated by 28 items that were reported by the respondents. 
The hypothesized measurement model exhibited a good fit with the observed data, 
based on chi square, degrees of freedom, comparative fit index (CFI) and root 
mean square error of approximation (RMSEA) values, which were as follows: 2 
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(df = 242) = 536.59, p = .0008; CFI = .93, RMSEA = .070. This five-factor model 
exhibited a significantly better fit than the alternative four-factor or three-factor 
models (2 difference test, all p = .0007). In the hypothesized five-factor model, 
all scale items significantly loaded on their corresponding latent factors (all p = 
.0005), supporting the convergent validity of the present measures (Price, Choi, 
& Vinokur, 2002). In Table 1, the means, standard deviations, and interscale 
correlations among the constructs examined are presented.

Table 1. Means, Standard Deviations, and Correlations Among Study Variables

Variable M SD 1 2 3 4 5 6 7 8

1.  Education 3.29 0.65 —    
2.  Organizational tenure 6.19 5.88 −.02 —   
3.  Intrinsic rewards for 
 creativity 5.01 0.75 .17** .13* (.91)    
4.  Extrinsic rewards for 
 creativity 3.27 0.95 .06 −.06 .18** (.86)    
5.  Importance of intrinsic 
 rewards 4.35 1.01 .17** .16* .58** .32** (.90)   
6.  Importance of extrinsic 
 rewards 4.27 0.97 .14* .13* .46** .34** .73** (.93)  
7.  Commitment to creativity 4.39 0.84 .30** .03 .60** .37** .63** .50** (.88) 
8.  Employee creative 
 performance 4.20 0.95 .09 .03 .21** .09 .18** .22** .28** (.94)

Note. N = 241. Reliability coefficients are shown in parentheses on the diagonal.
* p < .05, ** p < .01. 

Main Effects of Intrinsic and Extrinsic Rewards for Creativity
In Hypotheses 1 and 2, we proposed the direct effects of intrinsic and extrinsic 

rewards for creativity on employee creative performance. After controlling for 
level of education and organizational tenure, the results showed that intrinsic 
rewards for creativity were positively related to employee creative performance, 
whereas extrinsic rewards did not have any significant effect.

Mediating Effect of Commitment to Creativity in the Relationship Between 
Rewards and Creativity

In Hypothesis 3, we predicted that commitment to creativity would mediate the 
relationship between rewards and creative performance. To test this mediation 
hypothesis, we employed the procedure recommended by Mathieu and Taylor 
(2006). The first step involves examining the direct effects of the predictor (in 
this case, rewards for creativity) on the outcome (creative performance). This 
condition was satisfied for intrinsic, but not extrinsic, rewards for creativity (see 
Model 4, Table 2). In the second step, we examined the relationship between the 
predictor (rewards) and the mediator (commitment to creativity). Both intrinsic 
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and extrinsic rewards for creativity were significantly related to commitment 
to creativity (see Model 1, Table 2). In the third step, the significant effect of 
the mediator (commitment to creativity) on the outcome (creative performance) 
is required (see Model 3, Table 2). In the fourth step, we tested to establish 
whether or not the effects of the predictors on the outcome would disappear 
with the introduction of the mediator. The results confirmed that the effects of 
both intrinsic and extrinsic rewards were insignificant, whereas commitment to 
creativity remained a significant predictor of creative performance (see Model 
5, Table 2).

The four-step analysis results indicate that the significant direct effect of 
intrinsic rewards for creativity on creative performance was fully mediated 
by commitment to creativity. In the case of extrinsic rewards for creativity, 
although rewards of this type did not have a significant direct effect on creative 
performance, extrinsic rewards were significantly related to commitment to 
creativity, which, in turn, had a meaningful effect on creative performance. This 
relational pattern demonstrates that commitment to creativity operates as an 
intervening (instead of mediating) variable in the relationship between extrinsic 
rewards and creative performance (Mathieu & Taylor, 2006). Sobel test results 
revealed that both intrinsic and extrinsic rewards had significant indirect effects 
on creative performance via commitment to creativity (z = 3.50, p = .0004 and z 
= 2.97, p = .001, respectively).

Moderating Effects of Reward Importance in the Relationship Between 
Rewards and Creativity

In Hypotheses 4 and 5, we predicted that reward importance would moderate 
the rewards–creativity relationship. To test the hypothesized moderating effects, 
we entered the interaction terms after controlling for main effects. We centered 
all variables used in the interaction terms to reduce multicollinearity (Aiken & 
West, 1991). The hypothesized interaction was significant for the importance of 
extrinsic rewards but not for the importance of intrinsic rewards (see Model 6, 
Table 2). Figure 2 depicts the pattern of interaction obtained from two subgroups 
characterized by high and low importance of extrinsic rewards (operationalized 
as one SD above and below the mean). As expected, the effect of extrinsic 
rewards for creativity on creative performance was significant and positive when 
the employee’s perception of the importance of the extrinsic reward was high ( 
= .56, p = .0003), but not when it was low ( = −.17, ns.). This pattern supports 
Hypothesis 5.

We further conducted a complementary analysis to examine the possibility 
of mediated moderation, in which commitment to creativity would mediate 
the moderating effect of reward importance variables. Following the procedure 
recommended by Muller, Judd, and Yzerbyt (2005), we tested the effect of the 
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Figure 3. Interaction effect of the importance of extrinsic rewards for commitment to creativity.

hypothesized moderation on the mediator. As shown in Model 2 of Table 2, the 
interaction between extrinsic rewards for creativity and employee’s perception of 
the importance of extrinsic rewards was a significant predictor of commitment 
to creativity (see Figure 3), demonstrating that extrinsic rewards significantly 
predicted commitment to creativity only when the extrinsic reward was perceived 
as being very important ( = .71, p = .0001), and not when it was perceived as 
being not important ( = .27, ns). 
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Although the first three conditions of mediation (Mathieu & Taylor, 2006) 
were fulfilled for the present moderated mediation, the last condition was not 
satisfied (see Model 7, Table 2). Specifically, when the mediator (commitment to 
creativity) was introduced into the equation, the moderating effect of importance 
of extrinsic rewards remained significant with an almost identical effect size. 

Post Hoc Analysis
Although we did not form any hypothesis in relation to the copresence of 

intrinsic and extrinsic rewards, it is plausible to assume that the copresence 
of intrinsic and extrinsic rewards for creativity might be the best condition for 
stimulating employees’ creative performance (e.g., “I enjoy this creative job 
and, even better, I earn a good income by performing it!”). We tested for this 
potential interaction between intrinsic and extrinsic rewards and found it to be 
significant ( = .13, p = .06). As depicted in Figure 4, the combination of the 
potential for greatly valued intrinsic and extrinsic rewards for creativity provided 
the condition for the best employee creative performance. The subgroup analysis 
indicated that extrinsic rewards were a positive predictor of creative performance 
when the person perceived that he or she would receive highly valued intrinsic 
rewards from the task ( = .25, p = .08). In contrast, when the person would not 
receive intrinsic rewards that he or she perceived as being of high value, extrinsic 
rewards did not have any significant effect on creative performance ( = −.12, 
ns). 
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Figure 4. Post hoc analysis of the interaction between intrinsic and extrinsic rewards.
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Discussion

In the present study, we have expanded the scope of existing literature by 
examining the effects of intrinsic and extrinsic rewards on creative performance. 
In this field investigation, we identified commitment to creativity as a mediator 
and reward importance as a moderator to further elaborate on the nature of the 
relationship between rewards and creativity. Through empirical analysis, we also 
revealed some of the boundary conditions that enrich understanding of the ways 
in which intrinsic and extrinsic rewards affect creative performance.

Theoretical Implications
The results demonstrated that both intrinsic and extrinsic rewards contingent 

on creativity did, indeed, enhance the creative performance of our participants. 
Consistent with the prevailing theoretical arguments and previous empirical 
findings that intrinsic rewards and accompanying intrinsic task motivation 
are critical for creativity (Anderson et al., 2014; Chen et al., 2013), our 
results showed that there was a significant direct effect of intrinsic rewards 
on employees’ creative performance. Our mediation analysis further revealed 
that their commitment to creativity completely mediated the direct effect of 
intrinsic rewards on their creative performance. Thus, intrinsic rewards appear 
to increase employees’ creative performance by enhancing their commitment to 
creativity (Baer, 2012; Zhang et al., 2014). In addition, intrinsic rewards were a 
significantly positive predictor of employee creative performance, as indicated 
by our finding of a nonsignificant interaction, regardless of the employee’s 
perception of the value of the intrinsic reward. The patterns shown in these 
results demonstrate that intrinsic rewards constitute a relatively robust predictor 
of creative performance, exerting a significant direct effect on employees with 
differing perceptions of the value of the reward.

In contrast, our findings regarding extrinsic rewards clearly show that 
the function of extrinsic rewards may be contingent on personal charac-
teristics (e.g., perceived value of extrinsic rewards, learning orientation) and/
or other organizational contextual factors (e.g., innovative climate, perception 
of supervisory support), even in organizations where extrinsic factors can be 
the dominant reason for creative performance (Malik et al., 2015; Putwain et 
al., 2012). Specifically, unlike intrinsic rewards, extrinsic rewards did not have 
a significant direct effect on creative performance. Instead, our results showed 
that extrinsic rewards had a significant indirect effect on creative performance 
via commitment to creativity, suggesting that the intermediate psychological 
condition is critical for extrinsic rewards to influence creativity. Moreover, unlike 
the relatively general effect of intrinsic rewards for employees who had different 
perceptions of the value of the reward, according to our results, extrinsic rewards 
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were meaningful only for those who placed importance on this type of reward. 
Therefore, we found that extrinsic rewards were not related to commitment to 
creativity and creative performance when employees did not value this type of 
reward.

We found it interesting that our post hoc analysis revealed a significant 
interaction for both intrinsic and extrinsic rewards in predicting creative 
performance. This interaction suggested that extrinsic rewards may enhance the 
employee’s creative performance in a situation where the employee perceives 
that there are sufficient intrinsic rewards from the task itself. This pattern offers 
an alternative theoretical perspective linking the intrinsic and extrinsic aspects 
of a task. With regard to creative performance, employees may need to perceive 
that the task itself has certain intrinsically fulfilling components before they can 
be influenced by conditions that are extrinsically rewarding. In other words, as 
illustrated in Figure 4, offering employees extrinsic rewards for creativity when 
the task itself is lacking in intrinsically rewarding properties may not lead to the 
desired outcome of creative performance. This picture is somewhat different 
from the classic theory of motivation upon which the two-factor theory is based. 
In this classic theory, it is suggested that the motivating aspects of a job may 
influence task performance only when the basic necessities (hygiene factors) 
are fulfilled (cf. the two-factor theory; Herzberg, 1987). At this juncture, we 
speculate that the role of intrinsic and extrinsic rewards and their functioning 
in developing human motivation and inducing work behavior could differ from 
their role for general task performance and creative performance. This possibility, 
which we find intriguing, should be further explored in future studies.

Study Limitations and Conclusion
In interpreting our findings the following limitations should be taken into 

account. First, the data we collected represent a wide array of industries and 
functions that expands the generalizability of the findings but, at the same 
time, industry-specific dynamics were ignored. It is plausible that preferred 
types of creative efforts could be different in teams involved in research and 
development, as compared to financial analysis teams. Second, we collected 
data on intrinsic and extrinsic rewards for creativity and their importance from 
the same source, which could potentially have caused common method bias. In 
particular, considering the quite strong antipathy regarding materialistic values 
that exists in South Korean society, the value importance measures could have 
been affected by social desirability bias. Nevertheless, we found comparable 
means and standard deviations for the importance of intrinsic and extrinsic 
rewards, thus attenuating the concern for such bias. In any case, it will be 
necessary to conduct further studies to validate the present findings empirically 
using additional design considerations, such as multiple sources and time-lagged 
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data collection, with samples sourced from other cultures or industries. Finally, 
because our focus was on rewards and individual differences relevant to the 
rewards, we excluded numerous other contextual and individual predictors that 
might prove to be crucial in explicating the rewards–creativity link. For instance, 
employees’ justice perceptions (e.g., performance appraisal satisfaction, leader 
trust) and their trait motivation (learning vs. performance orientation) can shift 
the meaning and function of creativity-contingent intrinsic and extrinsic rewards. 

Despite these shortcomings, we have made a meaningful contribution to the 
literature by revealing that the underlying dynamics initiated by intrinsic and 
extrinsic rewards in inducing creative performance are not the same. In contrast 
to the relatively consistent and stable effects of intrinsic rewards on creative 
performance, we found that the effect of extrinsic rewards was contingent on the 
activation of an intermediate psychological state (i.e., commitment to creativity) 
and individual values regarding rewards (i.e., the importance of extrinsic 
rewards). Our analysis further suggests the possibility that either the presence of 
intrinsic rewards or the intrinsically motivating potential of the task itself may 
serve as a precondition for the functioning of extrinsic rewards for creativity. 
To facilitate the capacity of organizations to accrue the intended benefits of 
employee creativity, it is necessary to expand understanding of the processes 
through which various types of rewards influence creative performance, as well 
as the boundary conditions that shape these processes.
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