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Abstract 

Pay transparency has gained increasing attention as organisations reconsider how pay information 

is communicated within contemporary employment relationships (Schnaufer et al., 2022; Brown, 

2022). At the same time, organisational commitment remains a challenge in sectors characterised 

by high workforce mobility and insecure employment, such as fashion retail (Kalleberg, 2009). 

While these issues have often been examined separately, less is known about how they intersect 

for Generation Z employees in retail settings, particularly in New Zealand (Baker et al., 2019). 

This study explores how Generation Z employees in the New Zealand fashion retail industry 

experience pay transparency and how these experiences relate to their understanding of 

organisational commitment. Using an interpretivist phenomenological orientation, semi-structured 

interviews were conducted with seven Generation Z retail employees in Auckland. Data were 

analysed through inductive thematic analysis, informed by Organisational Commitment Theory 

(Meyer & Allen, 1991), Equity Theory (Adams, 1963), Expectancy Theory (Vroom, 1964) and 

Organisational justice theory (Greenberg, 1987). 

The findings suggest that pay transparency is experienced less as a direct driver of commitment 

and more as a reference point through which employees evaluate organisational justice, 

particularly fairness in outcomes, processes, and managerial communication (Castilla, 2015; 

Bamberger & Belogolovsky, 2017). Commitment was commonly described as provisional and 

shaped by both fairness perceptions and economic constraints (Kalleberg, 2009). The study offers 

context-specific insight into the conditional role of pay transparency in shaping organisational 

commitment among Generation Z retail workers.  
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Chapter One: Introduction 

1.1 Introduction 

This chapter introduces the study and establishes the context for examining pay transparency 

and organisational commitment within the New Zealand fashion retail industry. As organisations 

increasingly reconsider how pay information is communicated to employees, questions have 

emerged about how such practices are understood and evaluated by workers in different 

employment contexts (Schnaufer et al., 2021; Stofberg et al., 2022). However, there is limited 

understanding of how employees make sense of pay transparency in their daily work and how 

these interpretations influence their overall evaluations of their organisation. At the same time, 

organisational commitment remains an ongoing concern for employers, particularly in sectors 

characterised by high workforce mobility and short-term employment arrangements (Van 

Rossenberg et al., 2018). This is particularly relevant in fashion retail, as high turnover rates and 

predominantly young workforces influence how pay information is shared, interpreted, and 

contested. In these settings, perceptions of pay transparency can significantly influence trust, 

attachment, and decision-making regarding whether to stay with an employer. 

This study integrates these issues by examining Generation Z employees in fashion retail, a 

group whose early work experiences may influence their longer-term expectations of work and 

organisations. As Generation Z employees start their careers, they are actively forming judgements 

about what constitutes fair and legitimate organisational practices, making their perspectives 

particularly valuable for this study (Cennamo & Gardner, 2008; Parry & Urwin, 2011). By 

examining pay transparency from the perspective of employees themselves, the study seeks to 

understand how pay-related practices are interpreted and how they relate to employees’ sense of 

attachment to their organisation, responding to calls for more employee-centred and context-
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sensitive research on pay transparency and commitment. Thus, the study considers organisational 

justice as a lens through which employees interpret pay transparency and its effects on their 

relationship with the organisation.   

 

1.2 Fashion Retail Employment Context in New Zealand 

Fashion retail involves the sale of clothing and related products directly to consumers through 

physical stores, online platforms, or integrated multi-channel systems (Easey, 2009; McCormick 

et al., 2014). While the sector shares core operational features with the wider retail industry, such 

as supply chain coordination, store operations, and customer service, it is distinguished by rapid 

shifts in consumer preferences, short product life cycles, and the need for continuous brand 

engagement across multiple channels (Barnes & Lea‐Greenwood, 2010; Wen et al., 2018). These 

industry characteristics create a fast-paced and highly adaptive operating environment, shaping 

how work is set up, how pay is shared, and how Generation Z employees feel about fairness in 

fashion retail. 

Within New Zealand, the fashion retail industry operates primarily through small and medium-

sized enterprises, alongside a limited number of international retail chains. Retail is a major 

contributor to the national economy, accounting for approximately 6% of GDP and comprising 

around 42,000 businesses, many of which are small or sole traders (Ringa Hora, 2023). Fashion 

retailers operating within this context include a mix of international and domestic brands such as 

H&M, Cotton On, Glassons, and Hallenstein Brothers. However, employment practices within the 

sector are often less formalised, particularly among smaller firms, with limited regulatory 

requirements around pay disclosure in recruitment (Trusaic, 2025).  
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Job advertisements in fashion retail frequently emphasise non-wage benefits such as flexible 

hours, staff discounts, and development opportunities, while providing little clarity around salary 

ranges (Seek, 2025; Indeed, 2025; Cotton On, 2025). For Generation Z workers, many of whom 

have limited labour market experience, this lack of transparency can contribute to unclear or 

inflated expectations when pay is framed through vague language such as “fair wages”. In the 

absence of explicit pay bands, remuneration outcomes often depend on individual negotiation 

confidence and experience, which can advantage some employees while disadvantaging others 

performing comparable work (Babcock et al., 2017). These conditions affect how employees 

understand pay transparency and their perceptions of fairness and trust in the organisation. 

At the same time, fashion retail is associated with demanding working conditions, including 

high levels of customer interaction, sales pressure, and emotional labour, which have been linked 

to elevated stress and turnover (Wong et al., 2008; Ha-Brookshire & Hawley, 2014). Evidence 

from New Zealand further indicates that many small fashion retail businesses lack formal HR 

systems, contributing to issues such as inconsistent scheduling, unclear promotion pathways, and 

limited transparency around pay and overtime (WorkSafe, 2023, 2024). WorkSafe’s national 

survey also highlights persistent challenges related to low role clarity, limited supervisor support, 

and exposure to workplace stressors, including bullying and threats, particularly in front-line sales 

roles (WorkSafe, 2024). These conditions highlight ongoing problems with leadership, employee 

recognition, and fairness within the sector. This employment context highlights the importance of 

examining how pay transparency is experienced and evaluated by Generation Z employees, and 

how these evaluations relate to organisational commitment in fashion retail. The following section 

outlines the research aim and questions that guide the study. 
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1.3 Research Aim and Questions 

The aim of this study is to explore how pay transparency is experienced and evaluated by 

Generation Z employees, and how these evaluations relate to organisational commitment in the 

New Zealand fashion retail industry. 

To achieve this aim, the study is guided by the following research questions: 

1. How do Generation Z employees in the New Zealand fashion retail industry experience 

pay transparency, and how do these experiences influence their organisational 

commitment? 

2. In what ways do Generation Z employees in fashion retail interpret pay transparency in 

relation to fairness and organisational justice? 

Together, these research questions establish an employee-centred and interpretive framework 

for the study. The first research question examines Generation Z employees’ experiences of pay 

transparency and how these experiences relate to organisational commitment. The second research 

question focuses on the interpretive processes through which pay transparency is evaluated, 

drawing attention to perceptions of fairness and organisational justice fashion retail employment. 

 

1.4 Thesis Structure 

This thesis is organised into six chapters that progress from conceptual framing to empirical 

analysis and interpretation. The opening chapter introduces the research topic, briefly outlines the 
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rationale for focusing on pay transparency and organisational commitment within fashion retail 

employment, and presents the research aim and guiding questions that frame the investigation. 

The literature review examines existing research on pay transparency, organisational 

commitment, and generational perspectives on employment. This chapter engages with key 

theoretical and empirical work in these areas and identifies gaps in current knowledge that inform 

the focus and direction of the study. The methodology chapter outlines the research approach 

adopted in this thesis, including the philosophical positioning, research design, data collection 

methods, participant selection, and analytical strategy used to explore Generation Z employees’ 

experiences within the fashion retail context. 

The findings chapter reports the key themes that emerged from the interview data, focusing on 

participants’ perspectives and experiences. Building on this, the discussion chapter moves beyond 

description to interpret these findings in relation to existing literature and relevant theoretical 

frameworks, while remaining attentive to the specific conditions of fashion retail employment. 

In the final chapter, the conclusion chapter, the study brings together its key insights, articulates 

its empirical and contextual contribution to existing knowledge, and proposes directions for future 

research. 

 

1.5 Chapter Summary 

This chapter has introduced the focus and purpose of the study and outlined the rationale for 

examining pay transparency and organisational commitment among Generation Z employees in 

the New Zealand fashion retail industry. The research aims and guiding questions have been 

presented, establishing an employee-centred approach to understanding how pay transparency is 

experienced and interpreted within this context. The structure of the thesis has also been outlined, 
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providing a clear overview of how the study is organised. The following chapter critically 

synthesises relevant literature on pay transparency, organisational commitment, and generational 

perspectives on employment, in order to position the study and clarify the research gap it addresses.   
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Chapter Two: Literature Review 

2.1 Introduction  

This literature review examines the theoretical foundations and empirical findings relevant to 

the relationship between pay transparency and organisational commitment, with a focus on 

Generation Z employees in New Zealand’s fashion retail industry. The purpose of this chapter is 

to synthesise existing literature on the different factors that are influencing employee attitudes and 

behaviours, with a particular focus on how pay transparency has been examined in relation to 

organisational commitment among younger workers. 

The review is organised into several key sections. It begins with an overview of the theoretical 

frameworks guiding this study, led by Meyer and Allen’s (1991) Organisational Commitment 

Theory. Additional motivational and fairness-based theories are used to complement this 

framework. Together, these models provide the conceptual foundation for understanding how 

employees may interpret and respond to transparent or unclear compensation systems.   

Following this, the review examines literature on Generation Z in the workplace and the factors 

shaping commitment in early-career employment. It then synthesises research on pay transparency 

with definitions, mechanisms, and outcomes before turning to New Zealand-specific pay 

transparency developments relevant to retail employment.  

Lastly, the chapter synthesises the literature to identify gaps that justify the study and inform 

the research questions. 
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2.2 Theoretical Framework  

2.2.1 Organisational Commitment Theory 

Meyer and Allen’s (1991) organisational commitment theory, commonly referred to as the 

three-component model, conceptualises commitment as a psychological state comprising 

affective, continuance, and normative commitment. These components represent different, though 

potentially overlapping, reasons why employees choose to remain with or leave an organisation. 

Affective commitment reflects an employee’s emotional attachment to, identification with, and 

involvement in the organisation. It develops through positive work experiences and a sense of 

belonging, leading employees to remain because they want to. This form of commitment is often 

regarded as the most desirable, as it is associated with stronger engagement and lower turnover 

intentions, particularly in high-turnover sectors such as retail (Meyer & Allen, 1991; Jaros, 2007).  

Continuance commitment is based on an employee’s awareness of the costs associated with 

leaving an organisation, such as loss of income, benefits, or difficulty securing alternative 

employment (Jaros, 2007). Employees with strong continuance commitment remain because they 

need to, rather than because of emotional attachment. While this form of commitment may 

contribute to short-term retention, it is generally less effective in sustaining motivation and 

engagement, particularly among younger employees (Culpepper, 2011).  

Normative commitment refers to an employee’s sense of moral or ethical obligation to remain 

with an organisation. This obligation may arise from cultural norms, social expectations, or 

feelings of indebtedness when organisations provide support such as training or development 

opportunities (Khalip, 2016; Al-Madi et al., 2017). Employees with high normative commitment 

remain because they feel they ought to, rather than because they want to or perceive high costs of 

leaving. 
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These three components are not mutually exclusive, and employees may experience one 

dominant form of commitment or a combination of all three, with each arising from different 

motivations (Khalip, 2016). In this study, organisational commitment theory provides a useful lens 

for examining how organisational practices such as pay transparency may shape different forms 

of attachment among Generation Z employees. This cohort is frequently characterised as valuing 

openness, fairness, and ethical organisational behaviour, suggesting that transparent practices may 

support affective commitment by fostering trust and a sense of being valued (Al-Jabari & 

Ghazzawi, 2019).  

However, organisational commitment theory also has limitations when applied to contemporary 

retail and early-career employment contexts. The model assumes relatively stable employment 

relationships in which commitment has time to develop, an assumption that is often incompatible 

with short tenure, casualised, or precarious work arrangements common in fashion retail (Cohen, 

2007; Kalleberg, 2009). For Generation Z employees whose employment may be transitional or 

instrumental, affective and normative commitment may remain weak, while continuance 

commitment may be shaped more by labour market constraints than organisational practices. 

These limitations suggest that organisational commitment theory should be applied cautiously and 

complemented by additional perspectives when examining commitment in high-mobility retail 

environments (Cohen, 2007). 

2.2.2 Equity Theory 

Equity theory, developed by Adams (1963), offers a psychological framework for 

understanding employee motivation by focusing on individuals’ perceptions of fairness in the 

workplace. It suggests that employees are more motivated when they perceive rewards as 
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proportional to their contributions and experience psychological discomfort when they perceive a 

sense of unfairness. 

At the core of the theory is the concept of inputs and outputs. Inputs refer to what employees 

contribute to their jobs (e.g., time, effort, and loyalty), while outputs include what they receive in 

return as an inducement (e.g., pay, recognition, and benefits). Employees assess fairness by 

comparing their input-output ratio with that of a referent, which may be a colleague, a group, or 

organisational norms (Cook & Parcel, 1977). When these ratios are perceived as balanced, positive 

outcomes such as job satisfaction, motivation, commitment, and loyalty are more likely to emerge. 

Conversely, perceived inequity can lead employees to reduce effort, seek increased compensation, 

or reassess their relationship with the organisation (Al-zawahreh & Al-Madi, 2012). 

Equity theory is particularly relevant to this study because pay transparency shapes the 

comparative information employees rely on when evaluating fairness. Transparency can make pay 

differences more visible, intensifying input-output comparisons and influencing how 

compensation decisions are interpreted. Wright (2015) illustrates this process through scenarios in 

which employees compare their effort-to-reward ratios with those of others in similar roles. When 

organisations clearly communicate how pay decisions are made and ensure consistency across 

roles, perceptions of equity are more likely to be maintained. These perceptions are especially 

important for Generation Z employees, who are often characterised as highly sensitive to fairness 

and equity issues in the workplace (Schroth, 2019). For this cohort, pay transparency may help 

reduce uncertainty surrounding pay systems and support fairer comparisons.  

However, equity theory also has important limitations when applied to contemporary retail 

employment and pay transparency contexts. The theory assumes that employees can accurately 

assess both their own inputs and outputs and those of relevant comparison others, an assumption 
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that may not hold in workplaces where pay information is incomplete, informal, or unevenly 

disclosed (Adams, 1963; Cook & Parcel, 1977). Under such conditions, transparency may increase 

perceptions of inequity rather than resolve them. 

Equity theory also places limited emphasis on broader structural constraints such as labour 

market insecurity, job precarity, and restricted career pathways, which are common in retail 

employment (Kalleberg, 2009). For Generation Z employees in roles characterised by short tenure 

and limited bargaining power, perceived inequity may be recognised but tolerated due to economic 

necessity. When applied to pay transparency, this creates a tension: transparency may strengthen 

fairness perceptions when inequities are acknowledged and addressed, but it may also undermine 

trust and organisational commitment when disparities are revealed without corrective mechanisms 

in place (Wright, 2015; Schroth, 2019). 

2.2.3 Vroom’s Expectancy Theory 

Vroom’s (1964) expectancy theory explains motivation as a cognitive process in which 

individuals assess the likelihood that their effort will lead to valued and desired outcomes. Building 

on this view, Sobaih et al. (2024) describe expectancy theory as a framework in which employees 

evaluate the relationship between effort, performance, and rewards when deciding how much 

effort to invest at work. Often referred to as VIE theory, it comprises three core components: 

expectancy, instrumentality, and valence (Kumar, 2018). Expectancy reflects the belief that effort 

will improve performance, instrumentality captures the belief that performance will lead to 

rewards, and valence refers to the value employees attach to those rewards (Lokman et al., 2022). 

Motivation is therefore perceived to be the strongest when all three components are present. 

Because of its emphasis on the alignment between effort and valued outcomes, expectancy theory 

has been widely applied across industries, including the retail sector (Fang, 2023). 



14 

 

In fashion retail, where employee performance directly affects customer satisfaction, sales 

outcomes, and operational efficiency, expectancy theory offers a useful lens for understanding 

motivation (Kurdi et al., 2020; Maulidiyah & Parahyanti, 2024). However, several limitations arise 

when applying the theory to retail contexts. Expectancy theory assumes that employees engage in 

rational decision-making and have a reasonable degree of control over how effort translates into 

performance (Vroom, 1964). In many retail roles, this assumption is weakened by low job 

autonomy, routine task structures, and inconsistent performance feedback, which make it difficult 

for employees to perceive a stable link between effort and performance (Hackman & Oldham, 

1976; Wong et al., 2008). Furthermore, the theory presumes that rewards are clearly defined and 

within organisational control. In practice, extrinsic rewards in retail, such as bonuses, 

commissions, or promotions, are often ambiguously specified or constrained by organisational and 

economic pressures (Kalleberg, 2009).  

These limitations are further intensified by casualised and precarious employment arrangements 

common in retail, including variable hours, short-term contracts, and limited progression 

opportunities, which reduce employees’ perceived influence over reward outcomes (Kalleberg, 

2009; Croucher et al., 2024). Under such conditions, motivation is less likely to follow the linear 

and predictable process proposed by expectancy theory. 

Within this context, pay transparency may partially mitigate these constraints by clarifying how 

pay structures operate, how rewards are determined, and how performance is recognised. By 

improving the visibility and predictability of reward systems, transparency can strengthen 

employees’ understanding of motivational linkages, even in constrained retail environments 

(Colella et al., 2007; Bamberger & Belogolovsky, 2017). For Generation Z employees, who tend 
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to value clarity and fairness, such transparency may support motivation and engagement despite 

structural limitations.  

2.2.4 Organisational Justice Theory  

Organisational justice theory, originally conceptualised by Greenberg (1987), examines how 

employees form perceptions of fairness within organisational settings and how these perceptions 

influence workplace attitudes and behaviours. The theory offers a useful framework for 

understanding how organisational practices, including pay transparency, are evaluated through 

fairness judgements. 

Within the theory, justice is commonly conceptualised as comprising three interrelated 

dimensions: distributive, procedural, and interactional justice (Colquitt et al., 2001). Distributive 

justice refers to perceptions of fairness in the allocation of outcomes such as pay and rewards. 

Procedural justice concerns the perceived fairness of the processes used to determine outcomes, 

including consistency, transparency, and opportunities for employee voice. Interactional justice 

focuses on the quality of interpersonal treatment and communication employees receive during 

decision implementation, particularly whether explanations are respectful, honest, and timely 

(Greenberg, 1987). Practices related to pay transparency can impact all three aspects by 

influencing what employees understand about pay, how legitimate they find the criteria for setting 

pay, and how respectfully and clearly pay decision are conveyed. In this sense, pay transparency 

functions as a multi-dimensional fairness signal rather than a single organisational practice. 

Research indicates that justice perceptions are closely associated with trust in management, job 

satisfaction, and organisational commitment (Adamovic, 2023; Lee, 2023). 

The limitations of organisational justice theory should be acknowledged. The framework 

assumes that employees have access to adequate information to form fairness judgements; 
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however, this assumption may not hold in retail settings where pay information is often incomplete 

or inconsistently communicated (Greenberg, 1987; Colquitt et al., 2001). In addition, perceptions 

of justice may be influenced by structural constraints, such as job insecurity or limited alternative 

employment opportunities, which can shape how fairness is evaluated in practice (Kalleberg, 

2009).  

Given the focus of this study on how Generation Z employees interpret pay transparency in 

relation to fairness and organisational justice, the theory of organisational justice serves as a 

suitable interpretive framework that aligns well with equity and expectancy theories. 

 

2.3 Organisational Commitment 

Organisational commitment (OC) refers to the psychological bond that employees form with 

their organisation, reflected in the extent to which they identify and align their goals with the 

organisation’s vision, values, and purpose (Ghosh & Swamy, 2014). It influences not only 

employees’ intentions to remain with an organisation, but also their motivation and performance 

at work. Thus, organisational commitment is widely recognised as a critical construct in 

employment research due to its role in shaping employee attitudes, behaviours, and long-term 

workforce stability. 

In the context of the fashion retail industry, organisational commitment is particularly important 

given the sector’s high employee turnover and workforce instability. Therefore, understanding 

how pay transparency influences the organisational commitment among Generation Z employees 

is essential for examining retention, motivation, and sustainable employment relationships in this 

industry. 
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A substantial body of research has shown that organisational commitment is associated with 

job satisfaction, performance, and organisational citizenship behaviours, and negatively associated 

with turnover intention, absenteeism, and workplace burnout (Bashir & Gani, 2020; Salleh et al., 

2016). Employees who are committed to their organisation are more likely to exhibit their 

discretionary effort on even their basic job duties, search for continuous improvement, and engage 

in collaborative behaviours that will enhance overall organisational resilience and competitiveness 

(Yew, 2011). These outcomes are particularly relevant for industries such as fashion retail, where 

high staff turnover and inconsistent workforce engagement present ongoing challenges. 

Furthermore, organisational commitment is not formed in isolation but is influenced by various 

internal and external organisational factors. Key contributors include perceptions of fairness, 

opportunities for career progression, supportive leadership, open communication, and equitable 

reward systems (Al-Jabari & Ghazzawi, 2019; Al-Madi et al., 2017). These factors influence 

employees’ overall experience of the employment relationship and signal the degree to which their 

needs and contributions are acknowledged and valued. 

However, despite its widespread use, organisational commitment theories also been critiqued 

for being grounded largely in Western and individualistic employment models that often assume 

stable, long-term organisational relationships (Meyer & Allen, 1997; Wasti, 2003). That 

assumption can limit the applicability of traditional organisational commitment frameworks in 

contemporary work, such as casual or part-time work, gig work and short-term contracts work, 

which are characterised by flexibility and insecurity, especially in high turnover industry like 

fashion retail (Kalleberg, 2009). In addition, research suggests that organisational commitment 

may even be expressed differently across generations. In this context, younger employees like 

Generation Z may prioritise flexibility, extrinsic rewards and career mobility over long-term 
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organisational attachment (Cennamo & Gardner, 2008; Twenge et al., 2010). These limitations 

highlight the need to interpret organisational commitment cautiously when examining Generation 

Z employees in the fashion retail industry.  

2.3.1 Organisational Commitment in New Zealand Workplaces 

In New Zealand, organisational commitment has become an increasingly important concern in 

human resource management, particularly amid shifting workforce expectations and post-

pandemic economic conditions. Comparative research by Croucher et al. (2024) suggests that 

organisational commitment levels in New Zealand may be lower than those observed in countries 

such as the United States, underscoring the need for strategies that strengthen employee loyalty 

and engagement within the local context. 

Cultural and institutional features of New Zealand workplaces—most notably an emphasis on 

egalitarianism, work-life balance, and employee well-being—shape how commitment is 

developed and maintained. Employees tend to place strong value on fairness, inclusiveness, and 

ethical leadership, indicating that organisational practices aligned with these principles are more 

likely to foster commitment (Herrera & De Las Heras-Rosas, 2021). Within this context, pay 

transparency has been identified as a potentially relevant mechanism for supporting trust and 

reinforcing organisational cohesion. However, there remains very little evidence on how pay 

transparency is experienced by retail employees in New Zealand, and how it relates to commitment 

in high-turnover, early-career employment contexts. 
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2.4 Generation Z in the Workplace 

Generation Z, generally defined as those born between the mid-to-late 1990s and early 2010s, 

is rapidly becoming a vital part of the global workforce (Schroth, 2019; Vieira et al., 2024). As 

they enter their careers, they bring distinct perspectives, evolving expectations, and particular 

approaches to work. This presents both opportunities and challenges for organisations (Zahra et 

al., 2025), making it increasingly important to understand the factors shaping Generation Z 

employees’ workplace attitudes and behaviours. 

Evidence also suggests that a substantial proportion of Generation Z has already entered the 

labour market. In many job markets in New Zealand, Generation Z is becoming increasingly 

prevalent in entry-level and customer-facing roles, including those in retail, and now represents a 

substantial share of younger workers in the labour market (Stats NZ, 2025). As such, their early 

work experiences are particularly important for understanding how organisational commitment 

develops. Despite this growing participation, Generation Z is often characterised as less committed 

than previous generations (Zahra et al., 2025). However, this characterisation may oversimplify 

their employment behaviour. Rather than reflecting disengagement, higher job mobility has been 

linked to strong aspirations for meaningful work and continuous skill development, which can lead 

Generation Z employees to move more frequently between roles when these expectations are 

unmet (Benítez-Márquez et al., 2022). From a human resources perspective, this shifts the 

challenge from attraction alone to the question of how organisations can sustain engagement and 

retention. 

For Generation Z, organisational commitment appears to be shaped less by traditional 

employment factors such as job stability or pay levels alone, and more by the perceived alignment 

between individual values and organisational practices. Prior studies indicate that this cohort 
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places particular emphasis on ethical conduct, fairness, and transparency in organisational 

decision-making, including how pay and opportunities are allocated (Al-Jabari & Ghazzawi, 2019; 

Benítez-Márquez et al., 2022). Opportunities for personal and professional development, 

emotional connection, and a clear sense of purpose have also been identified as important drivers 

of engagement (Benítez-Márquez et al., 2022; Surugiu et al., 2025). Collectively, these 

expectations shape how Generation Z evaluates organisational credibility and fairness, especially 

in sectors characterised by limited job security. 

These dynamics are particularly salient in the retail sector, where employment is often 

casualised and turnover rates are high. In this context, organisational practices that demonstrate 

fairness and ethical intent can play a significant role in shaping employees’ willingness to remain 

with an employer. Pay transparency represents one such practice. Transparent compensation 

structures provide clarity around salary arrangements, incentives, and pay-related decisions, which 

can reduce uncertainty and support trust (Yadav & Rai, 2017; Scheller & Harrison, 2018). Existing 

research suggests that Generation Z places considerable value on openness in compensation when 

assessing potential employers (Symplicity, 2023). Although this evidence is drawn from a U.S. 

student sample and is not directly generalisable to the New Zealand retail workforce, it offers an 

illustrative indication of how pay disclosure may function as an evaluative signal for younger 

labour market entrants. In this sense, transparency operates not simply as an optional 

organisational practice, but as an increasingly expected feature of contemporary employment 

relationships. By adopting transparent pay structures, organisations may therefore signal fairness 

and ethical values in ways that support attraction, motivation, and longer-term commitment 

(Trotter et al., 2017; Brown et al., 2022). Despite the growth of international research on 



21 

 

Generation Z, empirical studies examining these issues within New Zealand’s retail workforce 

remain limited, highlighting the need for context-specific investigation. 

Although Generation Z is frequently discussed as a distinct group in the workplace literature 

(e.g., Schroth, 2019; Vieira et al., 2024; Zahra et al., 2025), scholars have highlighted the risk of 

over-attributing employee attitudes and behaviours to generational identity rather than to structural 

conditions (Lyons & Kuron, 2013; Costanza et al., 2020). Research suggests that work experiences 

are strongly shaped by contextual factors such as industry characteristics, labour market 

conditions, and the growth of insecure and short-term employment, which affect workers across 

age groups (Kalleberg, 2009; Parry & Urwin, 2011; Lyons & Kuron, 2013). In sectors such as 

retail, where casualised employment and limited job security are common, these structural 

conditions may play a more influential role in shaping workplace behaviour than generational 

membership alone (Cennamo & Gardner, 2008). Additionally, the literature cautions against that 

treating Generation Z as a uniform group, noting substantial variation within the cohort related to 

socio-economic background, education, employment status, and career stage (Ng et al., 2010; 

Costanza et al., 2020). Recognising these limitations helps ensure that analyses of Generation Z in 

the workplace remain balanced and grounded in organisational and labour market context. 

Accordingly, this study treats Generation Z as an analytically relevant cohort while situating 

their experiences of pay transparency and organisational commitment within the broader structural 

conditions of fashion retail employment, including industry norms, labour market constraints, and 

employment arrangements. 
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2.5 Pay Transparency  

Pay transparency can be understood as the extent to which organisations openly communicate 

pay-related information, including information about individuals’ own salaries as well as the pay 

of others within the organisation. This communication may take the form of formal organisational 

policies that voluntarily disclose pay structures, ranges, or decision criteria, and may also enable 

employees to freely share pay information with others both inside and outside the workplace 

(Ramachandran, 2012; Trotter et al., 2017; Lam et al., 2022; Brown et al., 2022; Avdul et al., 

2023). 

According to Brown et al. (2022), the amount and type of pay information made available by 

organisations, both to and among employees, can have significant effects on employee attitudes, 

behaviours, and overall organisational performance. Employers benefit from transparency by 

building trust, reducing turnover, and boosting staff productivity. These outcomes contribute to 

greater job satisfaction and career development opportunities for employees, fostering a more 

positive and supportive work environment. Ultimately, such an approach enhances employees’ 

organisational commitment. While the degree of transparency may vary across organisations, the 

overarching goal remains the same: to promote openness and trust in pay practices.  

According to Scheller and Harrison (2018), employees often lack clear information about pay, 

not only regarding what their co-workers earn but also what they might earn in the future or at 

another firm. This lack of information often arises from rules or social norms that limit sharing 

pay details, legal restrictions, strategic employer secrecy, or individual preferences for privacy. In 

response, pay transparency policies are one of the few ways to address these information gaps. 

When salary ranges, bonus criteria, and advancement paths are openly shared, employees report 

higher trust in management, better motivation, and greater willingness to collaborate. In a U.S. 
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based study by Scheller and Harrison (2018), findings indicated that pay transparency significantly 

influenced employees' pay satisfaction and affective commitment, supporting the perspective they 

claimed.  

Additionally, recent studies on pay transparency, such as Ramachandran (2012) and Obloj and 

Zenger (2022) also show that pay transparency creates social pressure on organisations to address 

both unfair and unequal pay practices. Moreover, it assists employers in fulfilling their legal 

responsibilities, further strengthening the case for adopting transparent pay systems.  

Nevertheless, while pay transparency holds significant potential, it is not a comprehensive 

solution to all workplace challenges. Poorly managed pay transparency practices might result in 

counterproductive peer comparisons and privacy concerns. Cullen and Perez-Truglia (2022), for 

example, found that employees who discover they are paid less than peers may experience lower 

morale, whereas those who learn they are better-paid can feel awkward about it, creating 

unnecessary tension in the workplace. Meta-analyses such as Grasser et al. (2023) likewise find 

that transparency boosts motivation only when it reveals “unfair” underpayment; when employees 

are already fairly or generously paid, the motivational lift is muted or even negative. Despite these 

challenges, the right usage of pay transparency policies within the organisation will help 

eliminating pay discrimination and reduce the gender pay gap (Cullen, 2024). Furthermore, the 

benefits of implementing pay transparency practices can lead to more accurate and optimistic 

beliefs about the employees’ earnings potential, which in turns will increase their motivation, then, 

organisational commitment.  

2.5.1 Pay transparency practices in New Zealand 

There has been growing attention and debate among researchers and policymakers about 

whether pay transparency laws and policies are effective in reducing pay gaps in general (Baker 



24 

 

et al., 2019; Reilly, 2019; Frey, 2021; Gulyas et al., 2023). In New Zealand, the public sector has 

taken the lead for this debate through initiatives, showing sustained transparency and targeted 

action can lead to measurable change. Under the leadership of the Public Service Commission (Te 

Kawa Mataaho), focused pay equity initiatives over the past six years have reduced the public 

sector gender pay gap from 12.2% in 2018 to 6.1% in 2024, alongside with the continued progress 

in narrowing Māori, Pacific, and other ethnic pay gaps (Te Kawa Mataaho, 2024). In more recent 

report, the data showed that on 30 June 2025, the gender pay gap further declined to 5.9%, which 

is the lowest level since measurement began in 2000, reflecting faster wage growth for women 

compared to men within the public service (Te Kawa Mataaho, 2025).  

Recent changes in New Zealand employment law have strengthened protections for employees 

who discuss their pay and have increased public attention to pay transparency practices (New 

Zealand Legislation, 2025). Under this new legislation, employers are prohibited from taking 

adverse actions, such as demotion, dismissal or disciplinary measures, against the employees for 

disclosing their own pay, participating in a discussion about pay or asking other employee about 

their pay. In here, employees are not compelled to disclose their salary but are protected if they 

choose to do so. However, it is still within law to put pay confidentiality clauses in employment 

agreements since discussing other people’s pay without their permission or consent remains a 

serious breach of trust (Ministry of Business, Innovation & Employment, 2025).   

However, despite these advances, pay transparency in New Zealand’s private sector remains 

limited with many employers continuing to discourage employees from discussing salaries 

(Ramachandran, 2012; Trotter et al., 2017). This transparency gap between public and private 

sector has important implications for Generation Z workers, specifically in the industry like 

fashion retail, where the employments are often casualised and with high turnover. For Generation 
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Z employees, this limited transparency can reinforce perceptions of unfairness and reduce trust in 

their employers, which can result in disengagement or early exist from organisations (Dwiyanti et 

al., 2019; Benítez-Márquez et al., 2022).  

Although there is an increasing pressure on private organisations to adopt more transparent pay 

practices (Charlesworth & Macdonald, 2014; Baker et al., 2019), pay transparency alone cannot 

resolve all forms of pay inequality as well. If the inequality in wages expose using transparency 

without a systematic and guaranteed corrective action, it will potentially lead to dissatisfaction, 

conflict, or reduced morale (Castilla, 2015; Baker et al., 2019). In some cases, organisations may 

even respond by compressing wages or constraining promotion prospects, which can bring 

disadvantages for lower-paid or younger workers like Generation Z (Frey, 2021). Although the 

regulation for pay transparency is introduced, these policies are still relatively new. As a result, 

there is still limited research evaluating how well they reduce overall pay inequality (Baker et al., 

2019; Reilly, 2019; Frey, 2021; Gulyas et al., 2023). Thus, while New Zealand has made some 

progress, particularly in the public sector, more work is needed in the private sector to improve 

transparency and address unjustified pay gaps. 

Despite these developments, existing research consistently cautions that pay transparency does 

not produce the same outcomes across organisational contexts and does not guarantee fair or 

positive results when implemented in isolation (Colella et al., 2007; Marasi & Bennett, 2016; 

Burroughs, 2017; Scheller & Harrison, 2018). Studies also indicate that the effects of pay 

transparency are strongly shaped by organisational conditions, including the processes through 

which pay decisions are made, the clarity of communication surrounding pay-setting criteria, and 

the availability of mechanisms to address perceived inequities (Colella et al., 2007; Marasi & 

Bennett, 2016). Where transparency reveals pay differences without accompanying explanation or 
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corrective action, employees may perceive these disparities as unjust, which can increase 

dissatisfaction, reduce morale, or generate interpersonal conflict rather than strengthen trust or 

organisational commitment (Castilla, 2015; Frey, 2021). 

 

2.6 Pay Transparency, Organisational Commitment and Generation Z 

Existing research on pay transparency and organisational commitment has largely developed 

along separate lines, with limited integration of generational perspectives. Studies of pay 

transparency have primarily examined its effects on outcomes such as fairness perceptions, trust, 

and pay satisfaction, often within relatively formalised organisational settings (Ramachandran, 

2012; Scheller & Harrison, 2018; Obloj & Zenger, 2022). In parallel, research on organisational 

commitment has focused on explaining why employees remain with organisations, frequently 

assuming stable employment relationships and longer-term attachment (Meyer & Allen, 1991; Van 

Rossenberg et al., 2018). Less attention has been given to how pay transparency is experienced by 

younger workers whose relationship with work may be more conditional and time bound. 

Generation Z employees are frequently described in the literature as entering the workforce 

with different expectations shaped by economic uncertainty, technological change, and shifting 

employment norms (Cennamo & Gardner, 2008; Parry & Urwin, 2011). Research suggests that 

younger employees place greater emphasis on openness, fairness, and respectful treatment, while 

also approaching employment more pragmatically than previous generations (Twenge et al., 

2010). Within this context, pay transparency may take on particular significance, not only as a 

source of information, but as an indicator of how organisations treat employees and whether 

organisational practices align with stated values. Integrating these elements indicates a likely 

pathway in which pay transparency influences the information employees use to interpret fairness 
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and organisational justice judgements, which could subsequently affect their affective, normative, 

or continuance commitment especially in early-career, high-mobility retail contexts. 

At the same time, research cautions against assuming that pay transparency uniformly 

strengthens organisational commitment. As discussed earlier in this chapter, transparency can 

produce mixed or unintended outcomes when not supported by clear pay-setting processes, 

credible managerial behaviour, or mechanisms to address identified inequities (Castilla, 2015; 

Bamberger & Belogolovsky, 2017). For Generation Z employees, who often occupy lower-paid 

or early-career roles with limited bargaining power, transparency may therefore function less as a 

direct motivator and more as a reference point through which organisational fairness and intent are 

evaluated. 

Taken together, these strands of literature suggest that the relationship between pay 

transparency, and organisational commitment is likely to be shaped by both generational 

expectations and employment context. In sectors such as fashion retail, where work is frequently 

casualised, progression opportunities are constrained, and employment may be framed as 

transitional, commitment may be expressed differently than in more stable organisational settings 

(Kalleberg, 2009). Under these conditions, pay transparency may influence how employees make 

sense of their employment relationship, rather than whether they develop long-term attachment to 

the organisation. 

This study builds on this literature by examining how Generation Z employees in the New 

Zealand fashion retail industry experience pay transparency and how these experiences relate to 

their understanding of organisational commitment. By focusing on employees’ lived experiences, 

the study responds to calls for more context-sensitive and employee-centred research that captures 
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how pay transparency is interpreted in practice, particularly within low-wage and high-turnover 

employment settings.  

 

2.7 Literature Gaps   

Despite the growing interest in pay transparency and Generation Z in the workplace, several 

critical research gaps remain. Existing studies have largely examined pay transparency 

conceptually (Scott et al., 2020; Avdul et al., 2023), through generational comparisons (Fiorentino 

& Tomkowicz, 2021), or in the context of gender equity and pay gaps (Heisler, 2021; Duchini et 

al., 2024). However, there is limited evidence directly examining how pay transparency relates to 

organisational commitment among Generation Z employees, particularly within frontline retail 

roles. 

This gap is especially pronounced in the fashion retail which is characterised by high employee 

turnover, emotionally demanding conditions, and youth-dominated workforce (Wong et al., 2008; 

Ha-Brookshire & Hawley, 2014; WorkSafe, 2023; 2024). While retail research has explored 

organisational commitment in relation to job attitudes and ethical climate (Lee & Ha-Brookshire, 

2017; Park et al., 2021), there is little empirical work to compensation transparency as a factor 

shaping commitment and retention (Arnold et al., 2023; Madhani, 2021). Within the New Zealand 

context, research on pay transparency has predominantly focused on the public sector or the gender 

pay gap (Parker & Donnelly, 2020; Baker et al., 2019; Reilly, 2019).  

In addition to these empirical gaps, there is a theoretical gap in how pay transparency has been 

examined in relation to organisational commitment from a generational and fairness-based 

perspective. While models like Organisational Commitment Theory (Meyer & Allen, 1991), 

Equity Theory (Adams, 1963), Expectancy Theory (Vroom, 1964) and Organisational justice 
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theory (Greenberg, 1987) are well-established, they have not been extensively applied to examine 

how transparency interacts with Generation Z values such as fairness, open communication, and 

ethical alignment (Scheller & Harrison, 2018; Rzemieniak & Wawer, 2021). The current literature 

tends to address these theoretical frameworks separately from generational considerations, missing 

an opportunity to offer a more integrated understanding of how transparency-based policies may 

strengthen affective, normative, and continuance commitment among Generation Z employees, 

particularly in employment contexts characterised by short tenure, constrained choice, and limited 

pay clarity (Al-Jabari & Ghazzawi, 2019; Cohen, 2007; Kalleberg, 2009). 

Addressing these gaps, this study draws on established commitment and fairness-based theories 

while adopting an employee-centred qualitative approach to examine how Generation Z employees 

in New Zealand fashion retail experience and interpret pay transparency in relation to 

organisational commitment. 

 

2.8 Chapter Summary 

This chapter critically reviewed existing literature on pay transparency, organisational 

commitment, and Generation Z, establishing the conceptual and empirical foundation for this 

study. Three complementary theoretical lenses, Organisational Commitment Theory, Equity 

Theory, and Vroom’s Expectancy Theory, are used to explain how transparency relates to fairness 

and commitment. 

The review then highlighted the challenges within the fashion retail industry, such as high 

employee turnover, insecure and casualised employment, irregular working hours, and relatively 

low wage structures. These conditions make sustaining organisational commitment difficult and 

as Generation Z now represents a significant share of that workforce, it has become increasingly 
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important to understand their expectations. The literature suggests that their strong preferences for 

openness, fairness, and ethical organisational practices, make them particularly sensitive to pay 

transparency and related managerial behaviours. 

The review then synthesised definitions and evidence on benefits and unintended consequences 

of transparency. Furthermore, despite growing interest in both pay transparency and Generation Z 

workforce dynamics, the existing literature has not yet captured enough of the intersection between 

pay transparency, Generation Z expectations, and organisational commitment, particularly within 

the context of the fashion retail industry in New Zealand. In response to this gap, the present study 

adopts an employee-centred, qualitative approach to explore how Generation Z employees in 

fashion retail experience and interpret pay transparency in relation to organisational commitment. 

The following chapter outlines the research methodology and design used to address this purpose. 
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Chapter Three: Research Methodology 

3.1 Introduction 

This chapter outlines the methodological framework and research methods adopted in the study. 

First, it introduced the philosophical foundation guiding the research, followed by the rationale for 

employing a qualitative, phenomenological design to explore Generation Z employees’ 

experiences of pay transparency in the fashion retail industry. The chapter then details the research 

design, including participant recruitment, data collection, procedures and the analytical approach. 

Ethical considerations and strategies to ensure trustworthiness and rigour are also discussed.  

All combined, this study adopts an interpretivist phenomenological methodology to address the 

research questions by examining how Generation Z employees perceive and experience pay 

transparency within the fashion retail industry. In doing so, the methodological approach ensured 

that participants’ perspectives are meaningfully captured, while maintaining clear alignment 

between the research aim, the research questions, and the overall study design. 

 

3.2 Philosophical Framework 

Methodology refers to the overall strategic framework that guides a research study by outlining 

the systematic processes and techniques for collecting and analysing data, while also articulating 

the underlying philosophical rationale that informs and justifies the chosen research approach and 

methodological decisions (Kazdin, 2016; Harvey et al., 2023). As such, before a research project 

can be effectively designed, it must be grounded in a clear philosophical position that informs how 

reality and knowledge are understood. Ontology refers to assumptions about the nature of reality, 

epistemology concerns how knowledge is generated and understood, and the research paradigm 
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represents the overall worldview guiding the research process (Moon & Blackman, 2017). These 

assumptions shape how meaning is interpreted from participants’ experiences and how the study 

is conducted, supporting an interpretivist research perspective.  

For this study, relativism offered the most appropriate ontological position, as it recognises that 

experiences and realities differed from person to person and may shift depending on individual 

perspectives and circumstances (Levers, 2013). This stance connects naturally with subjectivism 

as the epistemological position, since adopting a subjectivist epistemology usually involves 

exploring phenomena that are deeply personal, contextual, and variable, such as attitudes, 

perceptions, values, and lived experiences (Pervin & Mokhtar, 2022). 

Therefore, building on these philosophical positions, an interpretivist paradigm was selected, as it 

focuses on understanding social phenomena through the perspectives of those directly involved 

(Alharahsheh & Pius, 2020; Pretorius, 2024). It was particularly relevant in this study, which 

sought to explore how Generation Z employees in the fashion retail industry make sense of pay 

transparency and how their interpretations of it influenced the commitment towards their 

organisations.  

 

3.3 Research Design  

Following the establishment of the philosophical foundation on which this study is built, the 

research approaches and design were outlined as specific tools and procedures on how to collect 

and analyse those data (De Aguiar, 2024). This study adopted a qualitative research approach to 

develop a deeper understanding of how Generation Z employees experience pay transparency 

within the fashion retail sector. By focusing on participants’ subjective interpretations, qualitative 
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research allowed for the exploration of contextual meanings and complexities that cannot be 

adequately captured through quantitative measures (Lim, 2024).  

Following the research approach, an interpretive phenomenological research design was 

selected instead of other qualitative designs, such as case study or grounded theory. In contrast to 

grounded theory, which aims to generate explanatory theory from data (Starks & Trinidad, 2007), 

and case study research, which focuses on an in-depth examination of a bounded organisation or 

context (Turhan, 2019), this study sought to understand how individuals within the fashion retail 

sector make meaning of their lived experiences. Therefore, interpretive phenomenology was the 

most appropriate research design, as it allows researchers to examine how individuals construct 

meaning through their perceptions, emotions, language, and prior understandings of a phenomenon 

(Given, 2008; Frechette et al., 2020). Altogether, this research design enabled an in-depth 

examination of how Generation Z employees make sense of pay transparency and its influence on 

organisational commitment, capturing both cognitive and emotional dimensions of their lived 

experiences (Testa & Karpova, 2021; Williams, 2021).  

 

3.4 Ethical Considerations 

As a student researcher at Auckland University of Technology (AUT), ethics approval was 

obtained prior to the commencement of the research. This step was necessary to ensure that the 

study established to uphold the ethical principles and protected the rights, dignity, and well-being 

of participants who shared their personal experiences within the research processes. As the 

researcher did not have prior experience working in the fashion retail industry, an initial informal 

consultation was conducted with a Generation Z employee currently working in a fashion retail 

store in Auckland, New Zealand. This preliminary discussion helped to refine the research 
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approach and ensure that the interview questions were relevant, clear, and appropriate to the study 

context.  

Given that the study focused on pay transparency practices and organisational commitment, 

participants were required to discuss potentially sensitive topics, including salary perceptions, 

fairness, and workplace culture. Therefore, participation was entirely voluntary, and participants 

were informed of their right to withdraw from the study at any stage without penalty if they 

experienced any psychological discomfort or distress. After the data collection, interview 

transcripts were sent back to participants for a review and an approval prior to the commencement 

of data analysis.  

All data were securely stored and retained for a minimum of six years, after which they were to 

be permanently deleted and destroyed in accordance with AUT ethics requirements. The research 

related processes and procedures were developed in alignment with the guidelines from the 

Auckland University of Technology Ethics Committee (AUTEC), as well as established ethical 

research frameworks (e.g., Klykken, 2021; Laryeafio & Ogbewe, 2023). While the research did 

not focus on specific cultural groups, the researcher also took the time to familiarise the ethical 

guidelines including Te Ara Tika: Guidelines for Māori Research Ethics and the Pacific Health 

Research Guidelines to ensure that the research was conducted in a respectful, inclusive, and 

culturally mindful manner for all participants’ values and backgrounds. The ethics approval for 

this research was granted on 21st of May 2025 with AUTEC reference number 25/117 (See 

Appendix 1). 
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3.5 Participant Recruitment  

The process of recruiting participants for the research first began with the researcher posting 

participant recruitment advertisements across social media platforms, such as Facebook, 

Instagram, and LinkedIn. In the advertisements, all the information related to the research 

interview was provided, along with the contact information of the researcher to get in touch if 

interested (See Appendix 2). During that process, potential participants were also asked to confirm 

whether or not they met the eligibility criteria, which was a Generation Z employee who is 

currently working in the fashion retail industry, either part-time or full-time.  

To get additional participation, snowball sampling was also utilised, leveraging social networks 

to reach more Generation Z employees who meet the eligibility criteria. In accordance with 

Naderifar et al. (2017), snowball sampling in qualitative research refers to a type of non-probability 

sampling method where initial participants who provided data are then requested to provide 

referrals to other potential participant who also fit the study's requirements, creating a chain or 

"snowball" of contacts. 

As an incentive, participants were informed through the recruitment advertisement that they 

would receive a $30 gift voucher as a token of appreciation. Woolworths vouchers were 

specifically chosen since the majority of participants were students based in Auckland CBD, 

ensuring the incentive was practical and relevant to their daily needs. 

3.5.1 Sample Characteristics 

The study involved seven participants who were currently employed in the fashion retail 

industry in Auckland, New Zealand. All participants belonged to Generation Z, ranging from early 

(18-21), mid (22-25), to late (26-28) Generation Z. The sample included four female and three 

male participants. Most participants were students, international, or recent graduates and were 
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employed in part-time roles, with one participant working full-time. In terms of job roles, six 

participants were employed as sales assistants, while one participant held a department manager 

position, allowing the study to capture perspectives from both frontline retail employees and a 

participant with greater responsibility, decision-making influence, and employment stability.  

Participants’ length of employment in their current roles also varied. Two participants had been 

in their roles for approximately five months, indicating relatively recent entry into their 

workplaces. One participant reported around one year of employment, while another had been 

employed for almost one and a half years. Two participants had worked in their current stores for 

around three years, and one participant reported the longest tenure, with five years of employment. 

This range of experience enabled the study to capture perspectives from both newer employees 

and those with more sustained exposure to retail workplace practices. Table 1 summarises the key 

demographic and employment characteristics of the participants, including gender, age range, 

employment status, role, and length of employment. Pseudonyms have been used to protect 

participant confidentiality. 

Overall, the sample reflects variation in roles, tenure, and career stage within the fashion retail 

industry, supporting an in-depth qualitative exploration of how Generation Z employees 

experience and interpret pay transparency at different points in their employment journey. 

 

Table 1: Characteristics of The Participants 

Participant 
Gender Age Range  Employment 

Status 

Current Role Employment 

Duration 

Holly* Female Early Generation Z Part-time Sales Assistant 3 years 

Brian* Male Early Generation Z Part-time Sales Assistant 5 months 
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Dennis* Male Early Generation Z Part-time Sales Assistant 5 months 

Freya* Female Mid Generation Z Part-time Sales Assistant 3 years 

Serena* Female Late Generation Z Full-time Department 

Manager 

5 years 

Paul* Male Late Generation Z Part-time Sales Assistant 1.5 years 

Bloom* Female Late Generation Z Part-time Sales Assistant 1 year 

 

3.6 Data Collection  

At the data collection stage, the process started by contacting potential participants who had 

expressed interest and met the eligibility criteria via email. The email included documents such as 

the Participant Information Sheet (See Appendix 3), Consent Form (See Appendix 4), and 

Indicative Interview Questions (See Appendix 5), which provided details about the study, 

participation requirements, the voluntary nature of participation, ethical considerations, and 

participants’ rights. Potential participants were given at least one week to consider the invitation 

to participate before any follow-up contact, and further clarification could be inquired during this 

period. After the consent form was signed, the date and time for the interview were scheduled.  

For the purpose of collecting in-depth qualitative data consistent with a phenomenological 

research approach, a semi-structured qualitative interview method consisting of open-ended 

questions was employed. This approach allowed participants to describe their lived experiences in 

their own words, enabling the researcher to explore the meanings they assign to these experiences 

in depth (Kallio et al., 2016). The flexibility of semi-structured interviews also encouraged 
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participants to bring out the unexpected insights, which is valuable for revealing deeper 

complexities and emotions related to the research topic (Sessoms-Penny et al., 2022). Participants 

were able to choose either online or offline (in-person) interview, with each session lasting around 

20-50 minutes, allowing sufficient time to discuss the research topic in detail while maintaining 

the participant’s comfort. 

 

3.7 Data Transcription Process  

After all the data were collected, the next step was to transcribe those data from the interviews. 

As the first step, the interview recordings were initially transcribed using automated transcription 

software. Then, all transcripts were reviewed, corrected and refined manually by the researcher 

while listening to the original audio recordings. By using this combined method, the data 

transcripts had both accuracy and credibility for a semi-structured qualitative method, while also 

preventing the high level of time consumption that may occur when manual transcription is 

conducted alone.  

In addition to the verbal transcription, relevant non-verbal cues such as pauses, emphasis, 

laughter, or changes in the participant’s tones were noted where appropriate. This was helpful in 

preserving the intended meaning and emotional context that participants wished to share, thereby 

strengthening the depth and authenticity of the qualitative data. 

Following the transcription, the participants were given the opportunity to read and review their 

interview transcripts, suggest edits, provide additional information, or leave comments before the 

transcripts were used for data analysis, ensuring the transparency and ethical engagement 

throughout the research process. 
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The transcription process was conducted using an AI-based transcription tool trusted by 

Auckland University of Technology (AUT), known as “Kaituhi”. All interview data, including 

audio files and transcripts, were stored securely and accessed only by the researcher to ensure 

confidentiality and data protection. Pseudonyms were also used in place of participants’ real names 

during transcription and analysis. 

 

3.8 Data Analysis  

Once the transcription process was completed, a thematic analysis approach proposed by Braun 

& Clarke (2006) was conducted to identify, analyse, and interpret recurring patterns and themes 

within the data. An inductive thematic analysis was utilised, meaning that themes were generated 

directly from participants’ meanings rather than being imposed by pre-existing theoretical 

framework (Naeem et al., 2023). This approach was considered appropriate given the interpretivist 

phenomenological design of the study. While the research questions guided the overall analytical 

focus on participants’ experiences of pay transparency, organisational commitment, and 

perceptions of fairness, theme development remained grounded in the data. 

There were six phases in thematic analysis framework, and the first phase started with the 

researcher becoming familiar with the data by reading and re-reading the transcripts to gain an 

overall understanding of the content. During the phase, initial notes and reflections were recorded 

to capture early impressions. After that, initial codes were generated by identifying meaningful 

segments of text that were relevant to the research questions and objectives. These codes were 

applied systematically across the entire dataset. In the third phase, these codes were then reviewed 

and grouped into potential themes based on similarities, patterns, and shared meanings. Fourth, 

the identified themes were again reviewed and refined to ensure they accurately reflect the coded 
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data and the overall dataset. Following that was the fifth phase where the themes were clearly 

defined and named to fully capture their core meaning and relevance to the study. Finally, the 

themes were interpreted and reported by using the support of the direct extracts from the 

participants’ responses to enhance the transparency and credibility.  

 

3.9 Trustworthiness of The Study 

According to Tariq (2025), ensuring the trustworthiness of the study is a key consideration 

throughout the research process, as it enables readers to have confidence in the quality and integrity 

of the findings. In this qualitative study, trustworthiness was addressed through the principles of 

credibility, dependability, confirmability, and transferability, which guided decisions made during 

data collection and analysis (Ghafouri & Ofoghi, 2016; Ahmed, 2024). 

First, credibility, defined as the extent to which findings accurately represent participants’ 

meanings and experiences (Adler, 2022), was supported through member checking and the use of 

rich, verbatim quotations. Participants were given the opportunity to review and confirm the 

accuracy of their interview transcripts prior to analysis, reducing the risk of misinterpretation. The 

inclusion of direct quotations in the findings chapter further strengthened credibility by 

demonstrating clear links between participants’ accounts and the derived themes (Korstjens & 

Moser, 2017). 

Second, dependability refers to the consistency and transparency of the research process 

(Ghafouri & Ofoghi, 2016). To support that, a clear and systematic analytical process was 

followed, with all stages of data collection and analysis documented to provide an audit trail of 

methodological decisions (McLeod, 2024). Coding was conducted systematically using NVivo 

software, and themes were reviewed and refined multiple times to ensure coherence across the 
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dataset. This transparency demonstrates that the findings were generated through a structured and 

traceable process that could be followed and understood by the readers. 

In addition, confirmability was addressed through the adoption of a reflexive approach, 

ensuring that findings were grounded in participants’ data rather than the researcher’s personal 

assumptions (Korstjens & Moser, 2017). The researcher remained aware of their positionality and 

potential influences during analysis, particularly given the lack of prior experience in the fashion 

retail industry. Reflective notes and the use of participant quotations supported transparent and 

data-driven interpretation (Ahmed, 2024). 

Finally, transferability is understood as the degree to which research findings may be applicable 

to other contexts (Adler, 2022). In line with Korstjens and Moser (2017), transferability in this 

study was supported through the use of thick description by providing detailed and contextualised 

accounts of participants’ roles, employment status, length of employment, and the New Zealand 

fashion retail environment, enabling readers to assess the relevance of the findings to other retail 

or service-based settings. 

 

3.9 Chapter Summary 

This chapter outlined all the methodological procedures of the methodological framework 

guiding this study by providing a clear justification for the philosophical stance, research design, 

and analytical approach adopted. Grounded in a relativist ontology and subjectivist epistemology, 

the study was placed within an interpretivist paradigm, enabling an in-depth exploration of 

Generation Z employees’ lived experiences of pay transparency and organisational commitment 
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in the fashion retail industry. Then, the qualitative interpretive phenomenological design was 

selected to explore the nuanced meanings participants attribute to these experiences. 

The chapter also detailed the ethical considerations underpinning the research, including 

participant consent, confidentiality, data protection, and adherence to AUTEC guidelines. 

Procedures for participant recruitment, data collection through semi-structured interviews, 

transcription, and thematic analysis were also systematically described. By applying Braun and 

Clarke’s six-phase inductive thematic analysis framework and maintaining reflexivity throughout 

the research process, this methodology ensured a systematic and coherent approach aligning with 

the study’s research objectives. Together, these methodological choices provide a strong 

foundation for the analysis and discussion presented in the subsequent chapters. 
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Chapter Four: Findings  

4.1 Introduction 

This chapter presents the findings of the study exploring Generation Z employees’ experiences 

of pay transparency within the fashion retail industry. The findings are acquired from semi-

structured interviews with seven Generation Z employees working in the fashion retail industry in 

New Zealand, ranging from retail assistants to the department manager. The purpose of this chapter 

is to report the patterns and perspectives that emerged from the data, addressing the research 

questions without interpretation which is reserved for the subsequent discussion chapter. The 

findings are organised thematically and presented in relation to the two research questions:  

 

(1) How do Generation Z employees in the New Zealand fashion retail industry experience pay 

transparency, and how do these experiences influence their organisational commitment?  

(2) In what ways do Generation Z employees in fashion retail interpret pay transparency in relation 

to fairness and organisational justice? 

 

Throughout the chapter, direct quotes are used to highlight important themes and ensure that 

the voices of the participants remain central to the presentation of the findings. 

 

4.2 Overview of Key Themes 

After analysing the data using thematic analysis, the findings are organised into four main 

themes that capture how Generation Z employees experience and interpret pay transparency within 

fashion retail. These themes were: pay fairness, trust in management, expectations shaping 
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commitment, and job scarcity and high living costs. Together, these themes reflect how participants 

discussed pay-related practices, their interactions with management, and the wider employment 

conditions influencing their decisions to remain with or disengage from their organisation. 

Each theme is presented with associated subthemes to illustrate the different ways participants 

articulated their experiences. Participant quotes are used throughout to demonstrate how these 

themes were expressed in their own accounts. As mentioned in the previous chapter, pseudonyms 

have also been used throughout this chapter to protect participant confidentiality. Table 2 provides 

an overview of the main themes and their associated sub-themes, which structure the findings of 

this chapter. 

 

Table 2: Overview of Themes 

Main Themes 
Sub-themes 

Pay Fairness Equal Pay, Equal Work 

Negotiation Power Imbalance 

Trust in Management Socially Sensitive Topic 

Pay Secrecy and Trust 

Communication and Commitment 

Expectations Shaping Commitment Minimum Pay as Baseline, Recognition as 

Motivation 

Expected Transparency 

Career Visibility 

Job Scarcity and High Living Costs Transitional Employment 
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Economic Insecurity 

Financial Survival 

 

4.3 Theme 1: Pay Fairness 

Pay fairness emerged as a central theme across participant accounts. Participants frequently 

discussed fairness in relation to how pay levels were determined, how pay differences were 

explained, and whether effort and responsibility were reflected in pay outcomes. Rather than 

focusing solely on the absolute amount of pay received, participants described fairness as 

something that was evaluated through comparison, transparency, and consistency within the 

workplace. This theme is organised into two subthemes: equal pay, equal work, and negotiation 

power imbalance, which capture how participants described fairness in both day-to-day work and 

during pay discussions.  

4.3.1 Equal Pay, Equal Work 

Generation Z participants commonly evaluated pay fairness by comparing their earnings with 

their colleagues. When employees of similar age, role, and experience received the same level of 

pay, it was generally viewed as a baseline indicator of fairness. However, equal pay alone was not 

always described as sufficient for participants to view pay as fair. As participant Bloom explained: 

 

Most retail jobs pay about the same, but just because everyone pays the 

same doesn’t mean it’s actually fair though. If they could pay more, that would be 

better for the amount of work we do. (Bloom) 
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Holly also explained that, with extra responsibilities absorbed into her role because of the store 

having a relatively small team, she did not think her pay was fair: 

 

I don’t think the pay is fair because we’ve taken on multiple roles and extra tasks, 

along with heavy online orders and customer service, which makes the workload so 

stressful. (Holly) 

 

These statements show that participants discussed pay fairness in relation to both standard pay 

structures and the level of effort and workload required in their roles. When responsibilities 

increased without corresponding pay recognition, participants expressed perceiving pay as unfair. 

4.3.2 Negotiation Power Imbalance 

Whereas equal pay and work concerns relate to fairness within the workplace, participants 

described that pay fairness is shaped much earlier in the employment process, such as during 

recruitment and salary negotiation. A lack of pay transparency at this stage was perceived as 

creating unequal conditions, as employers held greater control over pay information than 

applicants. When job advertisements described pay as “negotiable,” participants felt unsure about 

what level of pay was reasonable to request, reinforcing a sense of imbalance in the negotiation 

process. 

Several participants noted that younger workers, first-time job seekers, women, and 

international students felt more of the disadvantage in these situations due to limited confidence, 

work experience, or knowledge of market rates. Without clear salary guidance, being asked to state 

pay expectations often generated uncertainty, and negotiation was commonly viewed as 
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ineffective, as employers could easily select other applicants willing to accept the base rate. This 

was illustrated by Freya, who explained: 

 

When a job ad says, “open to negotiation” and you’re young, it’s your first job, and 

you don’t know how the system works, how can you negotiate? They’re thrilled to hire 

you, and they’ll give you the lowest rate they can legally. (Freya) 

 

This imbalance was further reinforced when pay information was withheld until the final stage of 

recruitment, after applicants had already invested time and effort in the process. As Brian noted: 

 

Not advertising pay is a problem, because you only find out your salary at the final 

stage, just before you sign a contract. So, even starting the application process without 

knowing pay feels like a problem. (Brian) 

 

Overall, participants linked the use of “negotiable” pay and the absence of advertised salary 

ranges to feelings of uncertainty during the recruitment process. This uncertainty was most often 

discussed in relation to Generation Z employees at early career stages, as well as those unfamiliar 

with the New Zealand labour market, who described having less confidence and information when 

navigating pay discussions.  

 

4.4 Theme 2: Trust in Management  

Trust in management was also identified as one of the crucial factors shaping Generation Z 

employees’ workplace experiences in fashion retail. Participants did not describe trust as 
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something that existed automatically within managerial relationships, but as something formed 

through everyday interactions, particularly how managers communicated about pay, responded to 

concerns, and handled sensitive conversations with employees. 

4.4.1 Socially Sensitive Topic 

This sub-theme reflects how participants perceived pay as a socially sensitive topic, shaped by 

cultural norms that frame salary discussions as intrusive, rude, or inappropriate. Open 

conversations about pay were often avoided, and in the absence of such discussions, participants 

described making assumptions rather than relying on direct information. Brian illustrated this by 

stating: 

 

Discussing pay is like a cultural or social thing, it’s considered rude to ask. So, I just 

assume everyone is on the same minimum wage. (Brian) 

 

Beyond social norms, participants also referred to workplace experiences where pay discussion 

was limited or discouraged, even when transparency was viewed as important. Paul explained: 

 

I think transparency is important, but because of past experiences and being told not 

to share pay, I don’t discuss it with colleagues. (Paul) 

 

While Brian and Paul described avoiding pay discussions more broadly, other participants reported 

feeling comfortable discussing pay with peers but not with management. Holly indicated this 

difference as follows: 
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With my coworkers, we’re all quite open about discussing pay, but not so much with 

my manager. Someone once asked the manager, but she said, “we don’t do that here.” 

(Holly) 

 

Taken together, these accounts show that pay conversations were limited and often shaped by 

social norms, workplace experiences, and relational context.  

4.4.2 Pay Secrecy and Trust 

Alongside social norms discouraging pay discussions, participants described organisational pay 

secrecy in relation to trust in management and whether they felt comfortable raising pay-related 

issues with managers. Despite recent legal protections allowing employees to discuss their own 

pay, some participants continued to express hesitation. Freya linked this to concerns about being 

identified as the source of pay discussions: 

 

I still need to protect myself even though they cannot come after me for talking about 

pay…if they find out I am the reason, who do you think they’re going to get angry at? 

(Freya) 

 

Several participants also described transparency as important to trust in management and 

linked openness around pay information to their relationships with managers. As mentioned 

by Paul:  
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If the organisation is not transparent, it will negatively affect how I perceive my work 

and my relationship with managers. But if they are transparent, including about pay, 

that becomes the foundation of trust. (Paul) 

 

Together, these accounts illustrate how participants described pay secrecy alongside feelings of 

hesitation and expectations around managerial behaviour. 

4.4.3 Communication and Commitment 

In addition to pay-related practices, participants described everyday communication with 

managers and how this related to their experiences of trust and commitment at work. Participants 

spoke about communication styles, responsiveness, and clarity around expectations, highlighting 

differences in how communication was experienced in their roles. 

Freya characterised communication with managers as requiring mutual adjustment, 

particularly in relation to generational differences in preferred communication methods: 

 

It’s a two-way relationship, so you have to be flexible and willing to listen… 

Generation Z prefers texting, while older managers may prefer calls, so meeting 

halfway with those communication styles is important. (Freya) 

 

Holly also pointed out the situations where delayed responses from her manager affected how 

work was coordinated within the team:  
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The main manager often doesn’t respond to messages, even when things are urgent… 

this puts pressure on the assistant manager and creates stress for the whole team. 

(Holly) 

 

Building on these experiences, Dennis raised issues related to role clarity, referring to the absence 

of formal communication about responsibilities: 

 

I would like a proper job description in my contract, since there wasn’t one when I 

signed, so I know what my responsibilities are and what they aren’t. (Dennis) 

 

These accounts collectively describe how participants discussed communication practices in 

relation to responsiveness, clarity, and expectations, and how these experiences featured in their 

accounts of trust and commitment in the workplace. 

 

4.5 Theme 3: Expectations Shaping Commitment  

Participants described expectations that shaped how they viewed commitment within fashion 

retail work. These expectations were reflected in accounts of entry-level pay, openness during 

recruitment, and the visibility of progression and future opportunities. 

4.5.1 Minimum Pay as Baseline, Recognition as Motivation  

Minimum wage was positioned as a standard and generally accepted starting point within fashion 

retail. When describing their early retail jobs, several participants indicated that they did not expect 

their pay to increase. This was also reflected in Brian’s account, who stated: 
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I go into most jobs assuming minimum wage… realistically, we’re still retail 

assistants, so I’m okay with that. (Brian) 

 

Acceptance of minimum wage was also linked to individual circumstances that constrained 

negotiation. For Paul, student status shaped how pay was approached at entry: 

 

Since I’m a student, I can’t really negotiate, so I have no choice but to accept minimum 

wage. (Paul) 

 

While participants accepted minimum pay as a starting point, recognition was also raised in their 

accounts of what mattered in their work experiences. Serena stated: 

 

Small gestures, recognition and checking on employee wellbeing, those things matter.  

… that’s what makes you want to come to work the next day. (Serena) 

 

By contrast, some accounts pointed to situations where recognition was limited to verbal 

praise. Dennis described this with an instance in which strong performance was 

acknowledged without any tangible outcome: 

 

Last week, the daily target was down for the whole week and I did a sale, which was a 

record breaking. But they just praised me verbally, there’s no actual benefit for my 

hard work… there was no return for what I did. (Dennis) 
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Altogether, these accounts show that, alongside minimum pay being treated as a baseline, 

participants also referred to other aspects of work, such as recognition, transparency, and everyday 

treatment within the organisation. 

4.5.2 Expected Transparency 

For Generation Z employees, pay transparency was something that should be expected rather 

than treated as an optional organisational practice, particularly during recruitment. Several 

participants stated that decisions about pay disclosure should rest with employees rather than 

organisations.  

Holly described this view by stating: 

 

If I have to think, people should have the choice to be opened or not, about their own 

pay. (Holly) 

 

For some participants, this preference extended to the recruitment stage, where transparency was 

viewed as particularly important. Paul illustrated this by stating: 

 

I would rather have a job that is transparent about its pay structure because I spent 

time and effort getting to the interview, just to found out the salary wasn’t what I 

expected. (Paul) 

 

Dennis similarly stressed the importance of transparency before employment begins, noting that 

clarity around pay could motivate him to apply without further inquiry: 
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If companies clearly state how much we will get, I might even apply without reading 

the job description, simply because of their transparency. (Dennis) 

 

Overall, participants linked pay transparency to how they evaluated employers and navigated 

recruitment decisions, including whether to apply for roles, continue with interviews, or accept job 

offers. Organisational control over pays information was also featured prominently in these 

accounts. 

4.5.3 Career Visibility  

Beyond immediate pay transparency, many participants raised concerns about commitment in 

relation to career visibility, particularly whether transparency extended to progression pathways, 

promotion criteria, and future earning potential. In these accounts, transparency was discussed 

alongside the availability of advancement opportunities.  

Freya introduced this idea with a distinction between what she described as “systematic” and 

“random” transparency: 

 

It would motivate me only if pay transparency is linked to clear career progression. I 

don’t want to know my manager earns more if I can never get her job. Systematic 

transparency matters, not random transparency. (Freya) 

 

In addition to this, some participants described how the absence of visible progression pathways 

also reduced their motivation to remain in fashion retail. Holly stated: 
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There’s no real way to work your way up. There are no pay rises… I’d want to stay 

longer if there were promotions or ways to work up within the company. (Holly) 

 

Together, these accounts describe that participants discussed pay transparency in close relation to 

career visibility. Transparency was only meaningful when it supported an understanding of 

progression and future opportunity. 

 

4.6 Theme 4: Job Scarcity and High Living Costs  

While pay transparency was valued and influenced perceptions of fairness, trust, and 

commitment, participants repeatedly connected decisions about whether to stay within the 

organisation with wider economic conditions. Across previous themes, job scarcity and rising 

living costs were also raised in relation to staying in retail roles, searching for other work, and 

managing income from week to week. Within this context, participants described retail 

employment in terms of short-term arrangements, economic uncertainty, and the practical 

challenge of covering everyday living costs.  

4.6.1 Transitional Employment 

Most participants viewed fashion retail as a temporary form of employment, such as casual or 

part-time work, rather than a long-term career pathway. Freya reflected this view by noting that 

her decision not to stay long-term was shaped by the industry itself: 
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I might not stay long-term, simply because of the industry. I don’t want to be in retail 

or fashion, but I would consider staying longer if it were an industry I was interested 

in. (Freya) 

 

Other participants similarly referred to retail as a temporary role, often in relation to limited career 

visibility. Holly supported this perspective by linking her short-term commitment to both pay and 

career direction: 

 

Working in this role is not long-term. Maybe for the next few years while I’m studying, 

but definitely not after that. The pay is a big reason, and it’s just not the line of work I 

want to stay in. (Holly) 

 

Taken together, these accounts describe how, for Generation Z employees, the fashion retail 

industry functions as a stepping stone to meet short-term income needs rather than as a long-term 

career destination.  

4.6.2 Economic Insecurity 

Decisions to remain in fashion retail were rarely framed as a matter of preference. Instead, 

limited job alternatives and difficulties in securing other employment shaped how pay 

dissatisfaction and decisions about staying or leaving were discussed. Serena reflected on this by 

explaining: 
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I’ve completed a degree and ultimately want a corporate role, but the job market is 

really tight. Even getting a retail job is difficult, so I’m working in retail for now. 

(Serena) 

 

Freya further reinforced this sense of constraint by referring to cost-of-living pressures and the 

appeal of flexibility her current work: 

 

Given cost of living, inflation and the general crap of state in New Zealand’s economy, 

I’m not willing to leave the job because it’s a flexible, good job that everybody wants 

to get. (Freya) 

 

In a context where securing work was difficult, some participants described adjusting their 

expectations during job searches. As Bloom described: 

 

At that time, I was really desperate for a job, so I didn’t even choose a salary. I just 

went ahead with the job. (Bloom) 

 

Dennis further extended these views by contrasting the New Zealand labour market with 

Australia, highlighting how labour market imbalance restricted his capacity to respond to 

pay dissatisfaction: 
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New Zealand job market is really limited at the moment, so you can’t really be 

selective. If it's like Australia where the job demands and supplies are equal, I could 

compare the pay conditions, but for now I’ll just stay. (Dennis) 

 

Overall, these accounts showcase that under economic insecurity and limited job options, 

participants described remaining in retail as tied to job stability and income continuity, even when 

pay conditions were viewed unfavourably.  

4.6.3 Financial Survival 

Financial pressure featured in participants’ accounts in relation to unstable working hours 

and rosters, with income adequacy discussed in terms of whether weekly hours were 

sufficient to meet basic living costs. Dennis linked this directly to hours worked, noting that 

limited shifts made it difficult to meet even the essential expenses: 

 

With the basic retail wage, limited hours make it hard to cover rent and expenses. If I 

can’t get enough hours, I’d have to leave for a better-paying job. (Dennis) 

 

After that Paul explained how unpredictable scheduling affect daily life beyond finances, stating: 

Work schedules change every week, and rosters are sometimes given only one or two 

days in advance, which makes it difficult to plan personal commitments. It's a bit 

inconvenient. (Paul) 

 

Collectively, these accounts describe how financial survival in fashion retail was shaped by income 

sufficiency and the stability of working hours.  
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4.7 Cross-theme Patterns and Contrasts 

Across the findings, several recurring patterns emerged that cut across themes. In particular, 

pay transparency was consistently discussed alongside broader considerations of fairness, trust, 

recognition, and future opportunity, rather than as an isolated issue. As a result, themes relating to 

Pay Fairness, Trust in Management, and Expectations Shaping Commitment frequently 

overlapped, particularly in how participants linked transparency to managerial behaviour and 

organisational practices.  

At the same time, contrasts appeared in how participants navigated these expectations under 

economic constraint. The theme of Job Scarcity and High Living Costs highlighted how limited 

job options and rising expenses also constrained participants’ ability to act on dissatisfaction, even 

when concerns about pay or transparency were present. While many participants shared similar 

concerns, their responses varied depending on their role, stage of life, and personal circumstances.  

 

4.8 Chapter Summary 

This chapter explored how Generation Z employees in the fashion retail industry discussed pay 

transparency within their everyday work experiences and economic context. Across the findings, 

pay transparency was not treated as a standalone organisational practice but was raised alongside 

considerations of fairness, trust, recognition, and future opportunity. 

Although pay transparency was not always presented as an immediate priority, participants 

frequently spoke about it in relation to job scarcity and rising living costs. Employment security 

and income continuity were prioritised, shaping how limited transparency was accepted despite 
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ongoing expectations of respectful and fair treatment. In this way, transparency appeared less as a 

short-term decision factor and more as a background reference through which employers and 

managerial behaviour were assessed. 

The findings also show that organisational commitment in fashion retail was commonly framed 

as conditional and time limited. Retail roles were often discussed as transitional rather than career-

oriented, with commitment shaped by practical circumstances such as study, financial pressure, 

and restricted job alternatives. Economic conditions further limited participants’ capacity to 

respond to dissatisfaction, influencing how decisions about staying or leaving were approached. 

To conclude, this chapter shows a tension between Generation Z employees’ expectations for 

openness and fairness and the limits of the current labour market, which together provide important 

context for understanding how pay transparency relates to organisational commitment in practice. 

Accordingly, the following chapter interprets these findings in relation to the theories and literature 

outlined earlier, focusing on how they are connected under conditions of economic constraint and 

pressure.  
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Chapter Five: Discussion 

5.1 Introduction 

This chapter discusses the findings of the study in relation to existing literature to deepen 

understanding of how pay transparency influences organisational commitment among Generation 

Z employees in the fashion retail sector. Rather than restating the results, the discussion focuses 

on interpreting participants’ experiences within the context of everyday workplace practices and 

the broader economic conditions shaping retail employment. 

In doing so, the chapter remains attentive to the realities of medium-sized fashion retail 

organisations operating within the New Zealand labour market, where limited pay progression, 

high labour turnover, and economic pressure influence both managerial practices and employee 

decision-making. This contextual focus allows the findings to be examined not as isolated 

outcomes, but as situated responses to organisational and labour market conditions. 

 

5.2 Interpretation of Key Findings  

After analysing the findings through the theories and literature presented in earlier chapters, 

this study found that pay transparency influenced organisational commitment less through the 

provision of pay information itself, and more through what it revealed about organisational values 

and managerial conduct. For Generation Z employees, transparency became a baseline reference 

point for judging whether fairness claims were credible, whether effort was respected, and whether 

remaining with the organisation was worthwhile. These judgements align closely with 

organisational justice theory, particularly distributive justice (fairness of pay outcomes), 

procedural justice (fairness of pay setting processes), and interactional justice (the quality of 



62 

 

explanation and respect shown in pay-related communication). These positions pay transparency 

as an interpretive cue shaping employees’ perceptions of fairness, trust, and managerial intent, 

aligning more closely with affective commitment than with continuance commitment. At the same 

time, continued employment was often maintained despite dissatisfaction with pay transparency 

due to economic constraint and limited job alternatives, reflecting elements of continuance 

commitment. Conversely, normative commitment appeared relatively weak, as participants rarely 

expressed a sense of obligation or moral duty to remain with their organisations, particularly within 

the context of retail work being framed as transitional or temporary. This extends prior research 

that has largely conceptualised pay transparency as an informational intervention (Ramachandran, 

2012; Obloj & Zenger, 2022), suggesting that it operates more as a socially and emotionally 

interpreted organisational signal. 

Building on this, the findings indicate that judgements about pay fairness were shaped through 

comparison and context rather than fixed expectations about pay levels. In here, participants often 

assessed fairness by weighing effort, responsibility, and workload against the rewards received, 

particularly within fashion retail roles where emotional labour and informal role expansion were 

common. When additional demands were not matched by tangible recognition, dissatisfaction 

emerged, even when the base pay met minimum or equal standards. This reflects equity-based 

reasoning, in which employees assess fairness by comparing their effort and rewards (Adams, 

1963), aligning with WorkSafe (2024) evidence that workers are often required to assume 

additional responsibilities without equivalent pay or recognition; from an organisational justice 

perspective, such assessments represent distributive justice judgements concerning whether 

outcomes appropriately reflect employees’ contributions. 
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These fairness evaluations were not confined to everyday work experiences but began earlier 

in the employment process through recruitment and negotiation practices. The absence of 

advertised pay ranges and the use of “negotiable” salary language were commonly interpreted as 

shifting uncertainty about the role value, appropriate pay levels, and bargaining boundaries onto 

applicants. For Generation Z employees with limited labour market experience, this ambiguity 

reduced confidence and made it harder to judge whether the roles were fair at all, highlighting 

procedural justice concerns about how pay decisions were structured and communicated. 

Extending the work of Babcock et al. (2017), which demonstrates that pay negotiation can produce 

unequal outcomes among applicants for the same position, this study highlights how negotiation-

stage uncertainty shapes fairness perceptions prior to employment and carries into ongoing 

engagement with both the role and the employer, particularly in New Zealand’s fashion retail 

sector where pay information is rarely disclosed in advance (Baker et al., 2019). 

As participants moved beyond their initial evaluations of pay, managerial behaviour became 

increasingly important in shaping how pay practices were understood. This finding aligns with 

research emphasising the role of managerial communication in building trust (Scheller & Harrison, 

2018), but reveals that transparency was judged through everyday interactions rather than through 

the availability of formal information. Participants paid closer attention to how managers 

communicated, responded to concerns, and handled pay-related discussions, and when managers 

avoided these conversations or provided unclear responses, confidence in managerial intent 

weakened. These reflect interactional justice evaluations, where perceptions of respect, honesty, 

and responsiveness shaped trust in managerial intent.  

Given the socially sensitive nature of pay discussion, employees were also often reluctant to 

initiate these conversations themselves, which further amplified the importance of managerial 
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openness and responsiveness. Unlike policy-focused approaches to transparency, this study 

supports existing critiques, including Castilla (2015), that transparency initiatives have limited 

impact when organisational culture and informal power dynamics remain unchanged.  

Alongside trust, expectations regarding recognition and future opportunities also played a key 

role in shaping how participants evaluated their ongoing commitment. These evaluations 

intersected with justice perceptions, as recognition signalled whether effort was valued in ways 

employees considered fair and legitimate. Rather than pay levels alone, participants explained that 

motivation was influenced by whether their effort was translated into outcomes they perceived as 

meaningful, reflecting the logic underpinning Expectancy Theory (Vroom, 1964). In the context 

of fashion retail, where minimum wage was widely accepted and normalised as a baseline 

condition, recognition became an important way for employees to assess whether their 

contributions were genuinely valued. Participants differentiated between effort that was merely 

acknowledged and effort that led to tangible outcomes, noting that verbal praise or informal 

appreciation was insufficient in the absence of material rewards or improved working conditions. 

Under these conditions, recognition was perceived as symbolic rather than substantive, reducing 

its motivational effect. This reflects a key limitation of expectancy-based motivation in retail 

contexts, where employees often lack control over whether effort can realistically translate into 

valued outcomes (Wong et al., 2008; Kalleberg, 2009). This suggests that recognition functioned 

not only as encouragement, but also as an indicator of whether the organisation was willing to 

reward effort in meaningful ways.  

When immediate recognition failed to translate into concrete outcomes, participants began to 

shift their focus toward longer-term considerations. At this point, pay transparency became more 

salient, particularly in relation to whether sustained effort could realistically lead to progression or 



65 

 

improved earning potential. Rather than seeking rapid advancement, participants were concerned 

with whether any clear pathway existed at all, and whether future possibilities were visible or 

attainable within the organisation. Transparency was therefore experienced positively only when 

it clarified future opportunities rather than merely confirming existing pay structures. While some 

pay transparency literature assumes that simply disclosing pay information strengthens 

commitment (e.g., Yadav & Rai, 2017; Scheller & Harrison, 2018; Brown et al., 2022), these 

findings indicate that transparency alone is insufficient. When pay information reflected static 

roles or unclear progression pathways, participants described difficulty imagining a future within 

the organisation; in this context, pay transparency reinforced feelings of being stuck rather than 

motivated or encouraged.  

Considered together, these dynamics help explain why organisational commitment was 

conditional and time-bound rather than long-term. Participants did not describe commitment as a 

stable or lasting attachment, but as something reassessed in response to changes in perceived 

fairness, recognition, and managerial behaviour. Adding a generational dimension, this study 

shows that Generation Z employees regularly reconsidered their commitment as workplace 

conditions and expectations evolved. As a result, commitment functioned less as a fixed 

psychological state and more as an ongoing evaluative process embedded in everyday work 

experience. This pattern aligns with critiques of traditional organisational commitment models, 

which assume stable, long-term employment relationships, that do not reflect the realities of 

contemporary retail work (Cohen, 2007; Kalleberg, 2009; Twenge et al., 2010). 

Despite these ongoing evaluations, participants’ ability to act on dissatisfaction was largely 

constrained by broader economic conditions. Decisions about whether to remain in their roles were 

shaped by job scarcity, rising living costs, and unstable working hours, aligning with research on 
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continuance-based employment under economic pressure (Jaros, 2007). This study further shows 

that these constraints were especially noticeable in the fashion retail sector, significantly limiting 

employees’ capacity to respond to unfavourable pay or transparency practices. Rather than treating 

pay transparency as an isolated factor, the findings demonstrate that its effects were bounded by 

labour market insecurity. Therefore, fashion retail was framed as a temporary solution and not a 

long-term career path, with pay transparency shaping how participants justified staying in their 

roles without actually determining their decision to stay. 

Overall, the findings suggest that the influence of pay transparency on organisational 

commitment is highly conditional. In particular, this study builds on existing research by 

demonstrating that transparency enhances commitment only when it is reinforced by credible 

managerial practices, meaningful recognition, and clear opportunities for progression. Conversely, 

in the absence of these conditions, transparency served to make organisational realities more 

visible; however, it did not deepen employees’ attachment to the organisation. Taken together, 

these findings emphasise the importance of viewing pay transparency within a wider relational and 

structural context, where justice evaluations mediate how transparency is interpreted, instead of as 

a singular strategy for strengthening commitment among Generation Z employees in the fashion 

retail sector. 

 

5.3 Implications for HR Practice 

Pay transparency in this study did not operate as a standalone retention tool; instead, it shaped 

organisational commitment by signalling how the organisation values effort, responds to concerns, 

and makes future opportunities visible. For HR in fashion retail, the practical implication is that 

‘the credibility of transparency matters more than the act of disclosure itself.’ When employees 
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can see pay information but cannot see fair role boundaries, consistent treatment, or a plausible 

pathway forward, transparency is more likely to intensify dissatisfaction than to support emotional 

attachment, particularly in roles already framed as temporary or transitional. 

First, HR practice needs to treat role design and workload control as part of pay transparency. 

Participants’ fairness judgements were repeatedly tied to “extra tasks” and informal responsibility 

expansion. In retail settings where lean staffing is common, job boundaries often drift in practice. 

When additional responsibilities become normalised without formal acknowledgement, such as 

updated role expectations, loading, step-ups, or structured recognition, transparent pay rates can 

read as confirmation that increased effort is not matched by meaningful return. Practical responses 

that fit store operations include clearer duty allocations per shift, documented expectations for 

acting-up responsibilities, and routine check-ins that restore balance between contribution and 

reward, rather than allowing effort to be absorbed informally. 

Second, recruitment transparency should be treated as a fairness intervention, not just an 

efficiency tactic. Participants interpreted “negotiable” language and delayed disclosure as shifting 

risk onto applicants, particularly those early in their careers or unfamiliar with local pay norms. 

Posting pay bands and stating what informs the starting points, such as experience, availability, or 

responsibilities, helps align expectations and establish a clearer basis for how decisions are made 

from the outset. Importantly, this also reduces the likelihood that employees enter with a sense that 

pay decisions are subjective, an early impression that can linger into later trust evaluations.  

Third, HR can support commitment by improving career visibility, even where hierarchies are 

thin. Participants did not necessarily expect fast promotion; they wanted evidence that sustained 

effort could realistically lead to some form of progression or recognition over time. In retail 

organisations with limited roles and steps, “progression” can be made more credible through 
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transparent criteria for step changes (e.g., senior sales, key-holder duties, training responsibilities), 

clearer pay steps tied to competence, and realistic timelines for movement. The aim is not to 

promise advancement that the structure cannot deliver, but to make the link between effort and 

outcome visible, replacing ambiguity with understandable pathways and honest boundaries. 

Finally, these practices all depend heavily on store-level managerial capability, as this is where 

transparency is interpreted and tested day-to-day by the workers. Where managers avoided pay 

conversations or responded inconsistently, participants read this as a signal about intent and 

respect, weakening emotional attachment even when employees continued working out of 

necessity. HR therefore needs to equip managers with simple guidance on what can be shared, how 

to explain pay decisions clearly, and how to respond to concerns without defensiveness. In this 

context, managerial consistency is not a “soft” issue; it directly shapes whether transparency 

supports trust and engagement or reinforces disengagement under constrained employment 

conditions. 

 

5.4 Limitations of the Study 

The findings offer interpretive insight into how pay transparency is understood in low-wage 

fashion retail; however, they should be read within the boundaries of the study design and research 

context. In methodological terms, the study draws on seven semi-structured interviews with 

Generation Z employees in New Zealand fashion retail. While this qualitative approach supports 

depth and nuance, it necessarily limits the range of perspectives captured across different regions, 

retail formats, and organisational pay systems.  

Beyond the issue of sample size, the analysis is based on employee accounts rather than 

organisational evidence. The study did not include access to internal pay frameworks, HR 
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documentation, or managerial decision-making processes, which means it cannot verify whether 

participants’ interpretations align with formal policy or how pay decisions are justified internally. 

This limitation is particularly salient given the study’s central argument that pay transparency 

operates as a signal: signals derive their influence from interpretation, yet those interpretations 

may diverge from organisational intent. Incorporating HR and managerial perspectives in future 

research would help clarify where such divergences arise and how they shape employee 

commitment. 

Related to this, the transferability of the findings is also shaped by the sectoral and demographic 

focus of the research. Fashion retail is characterised by minimum-wage baselines, variable hours, 

lean staffing models, and limited progression ladders, all of which influence how transparency is 

experienced and evaluated. Other areas of retail, as well as higher-paid or union-represented 

sectors, may operate under different fairness benchmarks and career expectations. In addition, the 

focus on Generation Z captures an early-career perspective in which bargaining confidence, labour 

market knowledge, and time horizons differ from those of older cohorts. These differences are 

likely to shape both how pay disclosure is interpreted and how commitment is understood. 

Lastly, the timing of the research adds a further boundary to interpretation. Data were collected 

during a period of economic constraint in New Zealand, where job scarcity and rising living costs 

reduced participants’ capacity to act on dissatisfaction, even when concerns about pay or fairness 

were present. This context likely intensified continuance-based pressures and shaped how 

participants described remaining in their roles despite weak attachment. Under more favourable 

labour market conditions, employees may respond differently to similar transparency practices, 

particularly where mobility is higher and exit becomes a more viable option. 
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5.5 Chapter Summary 

This discussion in the chapter showed that pay transparency influenced organisational 

commitment mainly through organisational justice evaluations, particularly perceptions of 

fairness, managerial intent, and the possibility of improvement. In participants’ accounts, 

disclosure mattered less as information and more as a test of whether the organisation’s claims 

about respect and equity were credible in everyday practice.  

Commitment therefore appeared fluid rather than settled. Participants repeatedly evaluated 

whether effort was recognised, whether treatment was consistent, and whether any pathway existed 

beyond static pay. Where transparency exposed limited progression or unacknowledged workload 

increases, it intensified perceptions of stagnation instead of building attachment. At the same time, 

labour market pressure constrained choice, meaning continued employment often reflected 

external necessity more than internal loyalty.  

These insights reframe pay transparency as a context-dependent organisational practice, 

operating less as a direct motivational lever and more as an interpretive cue through which 

employees evaluate fairness, decision-making processes, and managerial conduct. In this study, 

transparency supported organisational commitment only when it was reinforced by credible 

management practice, meaningful recognition, and attainable opportunities. The conclusion 

chapter draws these threads together to clarify the study’s contribution to debates on pay 

transparency and organisational commitment, and to identify directions for future research that 

move beyond employee interpretation toward a fuller account of how transparency is designed, 

enacted, and experienced. 
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Chapter Six: Conclusion 

6.1 Introduction 

This chapter brings the thesis to its final stage by consolidating the study’s key insights and 

clarifying what they contribute to understanding pay transparency and organisational commitment 

within contemporary fashion retail employment. Instead of revisiting back to empirical analysis, 

the chapter synthesises the findings to show how pay transparency acquires meaning through 

employee interpretation, managerial practice, and labour market constraint. In doing so, it 

consolidates the study’s contribution to existing debates on pay transparency and organisational 

commitment and identifies directions for future research that emerge from both gaps in the 

literature and the boundaries of the present study.  

 

6.2 Summary of Key Findings  

This study set out to examine how Generation Z employees in New Zealand fashion retail 

experience and interpret pay transparency, and how these interpretations influence organisational 

commitment. The findings show that pay transparency was not understood as a discrete 

organisational practice capable of directly producing commitment. Instead, it operated as part of a 

broader evaluative process through which participants assessed fairness, managerial credibility, 

and the viability of remaining in their roles. 

In relation to employees’ experiences of pay transparency, the findings demonstrate that 

transparency functioned primarily as an interpretive reference point rather than as a motivational 

tool in its own right. Participants used available pay information, or the absence of it, to judge 

whether effort was acknowledged, whether treatment was consistent, and whether organisational 
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claims about fairness aligned with everyday practice, particularly in how pay outcomes were 

determined, explained, and enacted by managers. Transparency therefore shaped how participants 

made sense of their employment relationship, rather than determining commitment outcomes in a 

straightforward or uniform way. 

In addition, the findings demonstrate that organisational commitment among Generation Z 

employees was inherently provisional, characterised by continual reassessment in response to 

changing workplace conditions. Participants did not describe commitment as a stable attachment 

or moral obligation, but as something contingent on ongoing evaluations of recognition, trust, and 

future opportunity. Where pay transparency clarified processes, reduced uncertainty, or aligned 

with credible managerial behaviour, it supported perceptions of fairness and legitimacy. However, 

when transparency revealed static pay structures, limited progression, or unrecognised increases 

in workload, it intensified dissatisfaction by making organisational constraints more visible. 

Importantly, these interpretations were embedded within broader economic conditions. Job 

scarcity, rising living costs, and unstable working hours consistently constrained participants’ 

capacity to act on dissatisfaction. As a result, continued employment in fashion retail was often 

framed as a pragmatic response to external pressure rather than as an expression of strong 

organisational commitment. Taken together, the findings demonstrate that pay transparency 

influenced how participants rationalised staying, rather than whether they stayed at all. 

 

6.3 Contributions to Identified Gaps in the Literature 

This study makes three key contributions to the literature on pay transparency and 

organisational commitment by responding to gaps identified in the existing body of research. 
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Firstly, the findings advance understanding of pay transparency by repositioning it as an 

interpretive organisational practice instead of a purely technical or informational intervention. 

While much existing research treats pay transparency as a policy lever capable of improving 

fairness perceptions, trust, or organisational commitment when implemented appropriately 

(Ramachandran, 2012; Yadav & Rai, 2017; Scheller & Harrison, 2018; Brown et al., 2022; Obloj 

& Zenger, 2022), the findings of this study demonstrate that transparency derives its meaning from 

how it is experienced in everyday organisational practice. In particular, transparency mattered less 

as the provision of pay information and more as what it revealed about managerial intent, 

recognition, and the credibility of fairness claims. thereby positioning transparency as a socially 

interpreted signal embedded within workplace relationships and justice evaluations shaped by 

short tenure, constrained labour market choice, and opaque pay practices in retail employment. 

Secondly, the study contributes empirical insight into pay transparency within low-wage 

fashion retail employment, a context that remains underrepresented in existing research. Much of 

the pay transparency literature has focused on professional, managerial, or public-sector settings, 

where pay systems are relatively formalised and career pathways are more structured 

(Ramachandran, 2012; Obloj & Zenger, 2022). By centring the experiences of Generation Z 

employees in fashion retail, this study shows how transparency is interpreted under conditions of 

minimum-wage pay, limited bargaining power, and constrained progression opportunities. In this 

context, transparency often served to expose structural limitations rather than to signal 

organisational investment or long-term reciprocity, extending understanding of how pay 

transparency operates in precarious and transitional employment settings.  

After that, the study contributes to organisational commitment research by reinforcing and 

extending existing critiques of models that assume stable, long-term attachment or strong 
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normative obligation. Traditional conceptualisations of organisational commitment have tended to 

emphasise enduring psychological attachment and moral obligation (Meyer & Allen, 1991), 

assumptions that have been increasingly questioned in research on contemporary and insecure 

employment (Cennamo & Gardner, 2008; Kalleberg, 2009; Twenge et al., 2010). The findings of 

this study align with and build on these critiques by showing that commitment among Generation 

Z employees in fashion retail was fluid, conditional, and continually reassessed in response to 

justice-based evaluations of fairness and recognition, alongside external economic constraint. 

Rather than functioning as a stable psychological state, commitment emerged as an ongoing 

evaluative process shaped by labour market insecurity and limited mobility, particularly within 

low-wage retail work.  

 

6.4 Directions for Future Research  

The findings of this study point to several directions for future research. Further studies should 

examine pay transparency across a broader range of employment contexts, particularly in sectors 

characterised by low pay, high turnover, or insecure working conditions. Comparative research 

within the public sector, where pay transparency frameworks are more formalised, would enable 

examination of how institutionalised transparency shape employee interpretation and commitment 

differently. 

Future studies should also consider generational comparisons to assess whether the conditional 

and evaluative forms of commitment identified here are specific to Generation Z or reflect broader 

shifts in employment relationships under sustained economic pressure. Longitudinal research 

designs would also be valuable in tracing how interpretations of pay transparency and 

organisational commitment evolve over time as career stages and labour market conditions change. 
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As the last suggestion, incorporating organisational-level data, including HR policies, pay 

structures, and managerial decision-making processes, would enable closer examination of the 

alignment or disconnect between organisational intent and employee interpretation. Such work 

would deepen understanding of how pay transparency is designed, enacted, and experienced in 

practice, and would help bridge the gap between policy aspirations and lived workplace realities. 

 

6.5 Concluding Reflection 

By foregrounding employee interpretation and structural constraint, this thesis demonstrates 

that pay transparency does not operate as a universal solution for strengthening organisational 

commitment. Instead, it functions as a situated organisational practice whose meaning and impact 

are shaped by managerial conduct, economic conditions, and career stage. In this context, 

transparency is evaluated through employees’ assessments of pay outcomes, decision processes, 

and managerial communication, rather than through formal policy intent alone. 

In highlighting the conditional and interpretive nature of both transparency and commitment, 

the study offers a more critical and context-sensitive account of pay transparency within 

contemporary fashion retail employment. In doing so, the study contributes to ongoing debates on 

fairness, commitment, and work in low-wage sectors by emphasising the need to examine 

organisational practices through employees’ lived experiences, rather than assuming that policies 

produce intended outcomes simply by virtue of their design or theoretical framing. 
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