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LQCK£'S 6QAl SETTING THEORY: DETERMINmO THE = 
EFFECTIVENESS OF PUBLIC VERSUS P g iyATE FfEDBàCKJti 

INCREASING PERFQRI1ANCE 4N BOTH LABORATORY 
AND FIELD SETTINGS

E. Brendo Devis 
^ , Septem ber 19, 1986

The prim ary ob jec tive  of th e se  s tu d ie s  wos to a t te m p t to  

determ ine the re la t iv e  e f fe c t iv e n e ss  of the type of feedback when 

combined w ith  goal se tt ing . It has been dem onstra ted  In previous 

research  th a t  the  combination of goal s e t t in g  and KR (or feedback) 

re s u l t s  in increased  perform ance over e i th e r  goal s e t t in g  o r  feedback 

alone. However, l i t t l e  re sea rch  has  been conducted on the re la t iv e  ' • 

e f fec t iv en e ss  of type of feedback.

Three s tud ies  w ere  conducted. Study I consis ted  of a p o s t - te s t  

questionnaire  adm in is te red  to  165 Sain t Mary’s  University s tuden ts  in 

tw o feedback conditions: p riva te  feedback only end p r iva te  plus public 

feedback. It w as  hypothesized th a t  the  tw o  groups would d if fe r  in  the 

types  of goals s e t ,  expec ta t ions  of goal achievem ent and percep tions  

of the feedback received, This  w as not dem onstra ted . It did appear 

th a t  the in troduction  of/pubTic feedback negatively  a ffec ted  the 

s u b je c t’s  view of the source of the fe e d b a c k .  '

Study 2 w as a field  study conducted in a r e ta i l  s e t t in g  in Halifax, 

N.S. It w as hypothesized th a t  e i th e r  public feedback alone or the 

combination of public and p r iv a te  feedback would s ign if ican tly

K



Inereose  perî&rrnance on the  dependent m e a su re s  over both boseîine 

and p r iva te  feedbock alone. A rriodifled reversal design wos used, and 

th e re  w ere tw o dependent measures: housekeeping ta sks  and cash  . 

d iscreponcies. Assigned organlzotionei gools and th ree  feedbock 

conditions w ere  used: p r iva te  feedback, alone, public feedback alone, 

and public plus p riva te  feedback. Results  w ere  not conclusive, and 

w ere o t t r ib u te d  prim arily  to 0 Hawthorne e ffec t .

Study 3 w as  a labora tory  study, again u ti liz ing  a modified 

reversa l design, assigned goals and three  feedback conditions. Two , 

dépendent m easures  w ere used: number of s im ple  c le rica l ta sk s  > 

completed, and number com pleted correctly . T w en ty -fou r  s u b je c ts  

w ere  used, 12 per condition assigned e i th e r  an easy or hard goal.

There w ere no d iffe rences  among types of feedback fo r  the  group 

assigned an easy gool. For the group assigned a hard goal, perform ance 

decreased  a f te r  the p resen ta tion  of public plus p riva te  feedback. As 

in Study I, the  in troduction  of public and p r iva te  feedback appears  to 

be aversive to  e f fe c t iv e  performance.

Future re sea rch  needs to address  the is su es  ra ised  in th e se  

s tudies. Feedback type appears  to e f fe c t  performance; however, the 

ex ten t or nature of th is  e f fe c t  has  not been determined.

11
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"V,

Introduction

in 1966, Edwin Locke published h is  f i r s t  re search  on goal s e t t in g  

and by 1968 had proposed the bas is  for a gool-orien ted  model of 

motivation. Plnder (1984) has remaiiced th a t  of the p le thora of 

m otivational theories  fo r  organizations, gool s e t t in g  has ;

dem onstra ted  more s c ie n t if ic  valid ity  then any o ther  approach.

Locke, Show, Soorl and Latham in 1981, published a rev iew  and 

a s se ssm en t  of the  l i te ra tu re  on goal se t t ing ,  from Locke's own 

Initia l work In 1968 up to and Including 1980. ’

Sim ultaneously, a la rge  number of operant conditioning s tu d ie s  

u ti liz ing  goal s e t t in g  a s  an teceden t s tim uli  and feedbock as 

re in forcem ent have been conducted. The tw o d if fe re n t  theo re tica l
f . ' ' ' ' '

;
approaches have been developed along paralle l but very d iffe ren t  

lines. Where Locke's goal s e t t in g  theory deals  w ith  s ta t i s t i c a l ly

s ign if ican t group o r  population re s u l t s ,  behaviour m odification
%

(particu la rly  organizational behaviour m odification) focuses on 

Individual perform ance in c reases  and d e f ic i ts  (Brethower, 1982). 

Both th e o rie s  claim  support and re su lts .  However, both a lso  have



problem s In th eo re tica l is su e s  and methodology. Although both v iew s 

accep t and u ti l ize  goal s e t t in g  and feedback, the degree of em phasis 

Is d iffe ren t.  As well, feedback o r  knowledge of r e s u l t s  is  accepted as  

equalIg e f fec t iv e  reg a rd less  of type or degree administeced. L i t t le  

has been published con tras t ing  the  re la t iv e  e f fec t iv en ess  of types of 

feedback used in behaviour change. The purpose of th is  study is to  

examine goal s e t t in g  theory from  both a cognitive and behavioural 

viewpoint, by co n tra s t in g  types of feedbock provided. An oyerview of 

Locke’s theory is  provided, followed by on a sse s sm e n t  of c u r r e n t . 

re search  and problems. The behavioural viewpoint is a lso  d iscussed  ’ 

and co n tra s ted  w ith  Locke’s theory.

.Definition and A ttr ib u te s  of Goals 

Locke e t  al (1961) described goals as  the “object or aim of an 

action" (p. 126) end s ta te d  th a t  goals  are  ultim ately , the reg u la to rs  of 

all human ac tiv ity .  Yet there  Is  not a d irec t re la tionsh ip  here betw een 

goal and action; ra th e r ,  goals are  described as being m ediated  by 

cognitiye p rocesses . G oal.se tting Is viewed as  an in te rn a l  p rocess



involving the  recognition of tw o m ajor a t t r ib u te s ,  content and 

in tensity .

Content re fe r s  to the c la r i ty  o r  sp ec if ic i ty  w ith  which the goal 

i s  s ta te d  and the d if f icu lty  of th e  goal (or the degree of proficiency, 

speed o r  accuracy needed to obtain it). It has been well documented 

(Locke e t  a i ,  1981; Tubbs, 1986; fiento. S teel and Karren, 1967) th a t  

hard, spec if ic  goals.produce b e t te r  perform ance than medium, easy,

’do your best ',  or no goals.

'  ' '  \

In tensity  re fe rs  to the  cognitive p rocesses  required to achieve ■ 

the goal: s t ra teg y  development, the im portance of the goal (or the 

individual’s com m itm ent to it) , 'end the possible  con fl ic t  of 

.simultaneous goals. However, iri' 1981 Locke e t  al a s se r te d  th a t  these  

theore tica l a s se r t io n s  w ere  ju s t  that; l i t t l e  o r  no support in the form 

of re sea rch  has been a t tem pted . ^

'  . ' ' -,

Motivational Mechanisms

Viewed as  a mechanism fo r  increasing m otivation, goal s e t t in g  

a f f e c t s  the d irection of ac tion , the amount of e f fo r t  expended tow ard
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tho t ac tion , end the p e rs is te n c e  of the action. ^

Direction of ac tion  w as  not c la r if ied  by Locke; he subston tlo ted  

his defin ition  through the  use of exam ples only. However, d irec tion  

appears  lo Imply the spec if ica t ion  of a p a r t ic u la r  goal end the 

cognitive perception of the ta sk s  required to reach It, Directed action 

in fe rs  th a t  the  Individual recognizes the goal and the subsequent 

perform ance required.

Effort Is c losely  t ied  to  d irec tion; e f fo r t  Is expended according 

to  the  perception of the d irec tion  of the  goal. Or as  Locke e t  al 

s ta te d ,  "higher goals produce higher perform ance than low er or no 

goals  because people simply work harder fo r  the fo rm er " (1981, p  

132; I ta l ic s  added). Again, re sea rch  has shown a p os itive  linear 

re la tionsh ip  betw een the amount of e ffo r t  required and Increased  ■ 

perform ance, assuming goal com m itm ent anti the absence of 

dysfunctional conditions such as high anxiety levels.

»

. P e rs is te n c e  is  bas ica lly  d irec ted  e f fo r t  over t im e  and a s  such 

has not been approached In the  research . To be su b s tan t ia ted ,  research  

would be required to  m easure  pers is tence  In the  m ain tenance of



e ffo r t  tow ard û gool, ro th e r  thon the m easurem ent of the end re s u l t  

of the gool reached or obtained.

 ̂ Locke e t  ol also Included s tra teg y  development a s  on Indirect 

mechanism consis ting  en tire ly  of cognitive problem solving. Although 

Locke e t  ol s ta te d  th a t  Individuals m ust develop the req u is i te  

s t r a te g ie s  to obtain goals (fo r  w ithou t such s t r a te g ie s ,  especia lly  In 

complex ta sk s ,  the m otivational e f fe c ts  of gools would not produce

Increased performance), the  re sea rch  c i te d  does not seem  to

'  ■ ' ■ '>  '  , '  '  '

, d if fe re n t ia te  be tw een  s tra teg y  development and e ffp r t .  For example,

Terborg (% 7 6 )  showed th a t  s u b je c ts 'w i th  specif ic  goals  w ro te  notes=

In the  m argins of t e x t s  to  f a c i l i t a t e  learning, while s u b je c t s  w ith  no

goals did not engage in such behaviour. Indeed, th is  does seem to  be

s tra teg y  development' to  Increase perform ance a t  o' learning ta sk ,  but

I t  also appears  to f i t  Locke's theory of d irec tion  end effort;  the f i r s t

su b je c ts  w ere  obviously worklnig harder. Terborg used the te rm

direction ' to  descr ibe  the m easure Locke chose to  call 's t r a te g y  use'.

Obviously, s t ra teg y  development has been d i f f ic u l t  t o  m easure and

assess .



Mediators fo r  Motivation 

The motlVQttonal e lem en ts  of goal s e t t in g ,  o r  the e f fec t iv en e ss  

w ith  which one! w orks tow ard  a goal, can be  a f fec ted  (as s ta te d  by 

io c k e .e t  ol In 1981) by money, par t ic ip a tio n  In the goal s e t t in g  

process, and knowledge of r e s u l t s  (kR> o r  feedback.

■ '  L
Locke e t  al (1961) o ffered  m onetary incentive as  a contributing  

e f fe c t  to enhance m otivation  and thus  Increase performance. R esu lts  

have been Inconsis ten t w itb  th is  s ta tem en t .  Locke’s in i t ia l  tene t  w as 

th a t  money a f fe c te d  the leve ls  e l  which goals w ere  s e t  or In tentions 

■ es tab lished , This w as not supported by the  research . Next, he proposed 

th a t  money would in i t ia te  m ore spontaneous goal s e t t ln g  than  would 

occur w ithou t incentives. Th is ,  too, hod con trad ic to ry  re su l ts .  Finally, 

he proposed th a t  money a f fec ted  the individual’s  degree of goal 

com m itm ent. Although i t  has not been shown th a t  goal com m itm ent’ 

can be m easured as a c o n s tru c t ,  Locke p e r s is t s  in the be l ie f  th a t  i t  

will be proven th a t  Incentives have a powerful m otivational e ffec t .

It w as in i t ia l ly  believed th a t  pa r tic ipa tion  In the goal s e t t in g  

process  by individuals, r a th e r  than simply being assigned goals, would



resu lt  In higher m ôtivotlon and g re a te r  goa l-d irec ted  performance. 

This has had only mixed re s u l t s  in both field  and labora tory  se tt ings .  

Locke e l  al drew several conclusions from these  r e s u l t s  ( 1981):

-  th a t  par t ic ipa tive  goal s e t t in g  could lead to  se t t in g  h igher goals.

-  tha t pa rtic ipa tion  could lead to g re a te r  goal accep tance and /o r  

. commitment.

-  tha t the p o te n t i a l t e n e f i t s  of p a r t ic ip a tiv e  goal s e t t in g  (such os  a 

sense of belonging, of having Involvement in the^process) could 

outweigh any perform ance benefits .

Locke e t  al (1981) concluded th a t  ‘supportiveness ' o ffered  by 

those involved in the decision making process  (su ch iis  m anagers and 

supervisors) could be m ore crucial than par t ic ipa tion  i t s e l f  In 

achieving goal acceptance. He a lso  re fe r red  to  the  pow er of the 

■ supervisor, and the rew ard s  and punishm ents  en ta iled  by goal 

a t ta inm en t/n o n o tta ln m en t as  possibly  im portan t but not yet

' '  i
' s ign if ican tly  investigated . Although not s ta te d  exp lic it ly  by Locke, 

these fa c to rs  could be in te rp re te d  as  poten tia l behavioural 

re in fo rcers  for performance. That is , e lem en ts  such as  the
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support!veness  of a superv isor, receiving a promotion fo r  con s is ten t  

goal a t ta in m en t ,  or being f ired  fo r  non-goal a t ta in m en t could all 

se rve  to  pos itive ly  o r  negatively re in fo rce  the behaviour of 

pd rtic ipa tloh  in goal se tt ing .  ̂ '

Finally, Locke e t  al. ( 198 J ) p resented  KR as having a m ediating 

e f fe c t  on perform ance tow ard  a goal; th a t  is ,  th a t  goal s e t t in g  alone 

is not su ff ic ien t  to improve perform ance, but given KR and goals, 

performance will be both a f fe c te d  and improved. Having s e t  a gool, 

receiving inform ation about one’s p rog ress  tow ard  i t  would allow the 

individual to in c re a se /d e c re a se  perform ance as needed. It should be’ 

noted a t  th is  point th a t  Locke e t  a) did not include any behavioural 

s tud ies  as  such in the l i te r a tu re  review ; when they w ere  p resen ted  in 

relevant l i te ra tu re ,  they w ere noted a s  "goals and KR s tu d ie s ’ (Locke 

e t ai, 1981, p. 134). o r  as  ’performance s tandards  w ith  feedback’ 

(Locke, 1977, p, 547 )  even though the procedures used in such s tu d ie s  

had adhered to  behavioural princip les  end enoMses. By 1981, th e re  

w as  co n s is te n t  re sea rch  i l lu s tra t in g  the e f f ic acy  of such behavioural 

procedures in re search  on gool s e t t in g .  For example, in 1968 P S.



Hündol studied  the  e f f e c t s  of KR on Increasing perform ance among 

facto ry  workers. He used a control group and a comparison be tw een  

baseline  m easure  and one experim ental in tervention.

Komaki, Berwick and S c o tt  {1978) a t tem p ted  to  Improve w orker 

sa fe ty  in a manufacturing p lan t using goal s e t t in g  through visual 

p resen ta t io n s  and feedback. Van Houten, Hill and Parsons (1975) used 

goal g e t t ing  (tim ing), feedback, public posting and p ra ise  to  Improve

students' story writing performance, Locks hod included none of these

/  ■

studies.

Other Variables

Although It w as  shown th a t  demographic fa c to rs  (such as age, 

sex, employment s ta tu s ,  geographic area)  do not a f fe c t  goal se t t in g ,  

personality  variables» although extensively  s tud ied , show only . 

Inconsisten t re su l ts .  Locke e t  al (1901) offered  several reasons  for 

th is  lack of conclusive support;

I. The s tu d ie s  review ed w ere not designed to  a s s e s s  the in fluences  on
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gooî s e t t in g  of individual d ifferences . Further, by using only assigned 

goals, s u b je c t s  w ere  lim ited  In th e i r  response  capab il i t ie s ,  which. In 

turn , l im its  performance,

2. Those variab les  Included in the s tu d ie s  to  determ ine individual 

d if fe ren ces  w ere not based on c l e a r  th eo re tica l ra tionale . Any 

d iffe rences  de tec ted , then, w ere  d iff icu lt  If not Impossible to 

In te rp r e t»

3, The m easures  used to a s s e s s  persona li ty  variab les  w ere not 

con s is ten t  ac ross  experim ents, and often locked re l iab i l i ty  and 

va lid ity .,

4  There could have been a  confounding of individual d if fe ren ces  

w ith in  some studies,

5, No t e s t s  of s ign if icance  w ere  used betw een the co rre la tion  

c o e f f ic ie n ts  to e s tab l ish  m oderating e f fec ts ,  That Is, when an 

individual d iffe rence  w as  shown to co rre la te  to  perform ance for 

s u b je c ts  who scored high on th a t  variable, a  lack of co rre la tion  was 

not dem onstra ted  fo r  s u b je c t s  who scored low on th a t  variable.
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600 ) Commitment. Acceotonce and Choice
. . . .

Also effec ting  the  m otiva tion  of on Individuel toword e gool ere  - • 

goo) com m itm ent, occeptonce end choice, Gool com m itm ent Implies 

the t one will t ry  fo r  o gool (w hether  osslgned or portlc ipo tlve ly  se t) ,  

while gool occeptonce 1 ti(^1 js th a t  one w ill ogree to  work toword on 

assigned gool.

Choice eppeors to  be rep resen ted  by p a r t ie lpotion In the goal 

se t t in g  process. These concepts  hod olso not been supported by 

research. Locke believed th a t  possib le  reasons could Include the  

questionable valid ity  of goal acceptance m easures, the l im ited  range 

of scores  on such m easures  (w here nearly all su b je c ts  show com plete  

or subs tan tia l  goal com m itm ent), and an inability  of naive su b jec ts  to  

e ffec tive ly  d isc r im in a te  betw een small Increm ents  of th e i r  own 

commitment.

i t  l ^ a l s o  possib le  th a t  the  inconclusiveness of the  r e s u l t s  and 

the problems noted by Locke e t  al (1901') i l lu s t r a te  a m a jo r  problem 

w ith  goal s e t t in g  theory  pe r  se: much of the theory Is based on 

intangible, su b jec t iv e  and d if f icu l t  to  quantify cons truc ts .
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vs well, Locke e t  ol o ffered , w ith  l i t t l e  expansion or 

explonotlon, personal values, previous experience, and individually 

expected outcom es o s  all o ffering  p o ten tia l  mediating o r  d irec t 

a f fe c ts  on the gool s e t t in g  process,.

Summary
f ' ‘

In review ing Locke’s own reseorclt^of 1966 and subsequent 

research . Lock# e t  ol (1981) iden tif ied , and offered  confirm ation  of, 

these  m a jo r  a rea s  of goal s e t t in g  theory (see  a lso  Figure I);

1. Gool d iff icu lty  and c la r i ty  d irec tly  influence performance.

2. Direction and e f fo r t  a f fe c t  the level of performance.

3. P a r tic ipa tion  in goal se t t in g  does not d irec tly  a f fe c t  performance,

4. Demographic variab les  do not a f fe c t  goal se tt ing .

All of th e se  have been p resen ted  and confirmed by Locke e t  al and 

more recen t m e ta -an a ly se s  (Tubbs, 1986; Mento, S tee l and Karren, 

l% 7 ) .

Areas s t i l l  to  be c la r if ied  a n d /o r  s u b s tan t ia ted  include;

1, The role of s t ra te g y  development, gool im portance and goal
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Previous Experience 
Ptrsona) Values. 
Expected Outcomes

Personality

Variables

?  OTTectS Difficulty 
Clarity

“ “  affects SpecificltM
? of fee Is

? of fee Is.
iffects

Task PerformanceIndividual.

e ffec ts

Money

Participation,
7 affects

Motivation 
( Direction, 

Effort, 
ParslBtence)

Feedback

affec ts

FIGURE I ;  A diagram representing proven and suggested 
variables of influence of Locke’s goal setting 
theory.



M

com m itm ent In goal se tt ing ,

2. How p e rs is te n c e  may change over tim e In goal se tting.

3. The spec if ic  ro le  of m onetary incentives a s  motivational too ls  In 

goal se tt ing ,

4. The o th e r  b en e f i ts  (besides Improving performance d irec tly )  tha t 

may be obtained by p a r t ic ip a tiv e  goal setting!

5. Whether personali ty  fa c to rs  m edia te  a t  all In goal se tting.

6. The sp ec if ic  and d irec t  role of feedback (KR) In Increasing 

m otivation  In goal se tt ing .

Current Research 

P ar t ic ip a t iv e  verpus osslgned goal s e t t in g  

s in ce  1980, considerable re sea rch  has been d irec ted  tow ord 

-resolving many of th ^ se  Issues  and solid ify ing the re search  

previously p resen ted  as  supportive of Locke’s  theory. Goal d if f icu lty  

and feedback are  generally included as co n s tan ts  In much of the 

research,

Latham, S tee le  and Snarl (1982) had su b je c ts  a r i th m e t ica l ly
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overage scores  on f ic tional perform ance c r i t e r ia  In on a t te m p t to  ■ 

determine: (a) i f  Individuels w ith  hard ass igned  goals would hove 

higher performonce thon those  w ith  low er goals s e t  In a par tic ipa to ry  

manner; and (bXlf, when goal d iff icu lty  is held constan t,  

p e r tlc lpa tlye ly  se t  goals would lead to higher perform ance than would 

• assigned goals. Neither hypothesis  w as  supported. Final r e s u l t s  

showed th a t  pa r tic ipa tion  in goal s e t t in g  w as im portant only to the ' 

e x ten t  th a t  It leads  to s e t t in g  higher goals than o therw ise .  

P a r tic ipa tion  does appear to have im pact in  a reas  o the r  than 

perform ance levels , a s  suggested  by Locke.

Schnake, Bushardt and S pottsw ood (1984) found In th e i r  research  

on Internal work m otivation and In trinsic  wô rt< s a t i s f a c t io n  among 

u t i l i ty  employees, using a  s e l f - r e p o r t  questionnaire , th a t  goal

d iff icu lty  and c la r i ty  did not have a positive  e f f e c t  on m otivation or

\
job sa tis fac tio n ,  Goal c la r i ty  and p a r t ic ip a tio n  increased  m otivation 

for su b je c ts  performing s im ple  ta sk s ,  w hile  hard goals and 

par tic ipa tion  led to  inc reased  job s a t i s f a c t io n  fo r  the same 

employees. As w ell,  su b je c ts  who reported  challenging, hard goals

0
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w ere  not m ore highly s a t i s f ie d  end .motivated when allowed to 

p a r t ic ip a te  in goal se t t in g ;  however, s u b je c t s  performing sim ple 

tasks, w ere  more highly m otivated’and s a t is f ie d  when allow ed to 

pa r t ic ipa te .  This concurs w ith  Locke’s  research , w hile a t tem p ting  to 

expand the paradigm to  confirm  the te n ta t iv e  ex istence  of o th e r  

im portan t e f f e c t s  of par t ic ip a tiv e  goal se tting.

' Campbell ( f ^  Gingrich (1906) conducted a fie ld  study using * 

com puter programmers. These re sea rch e rs  hypothesized tha t

, partic ipa tion  in goal s e t t in g  would have no e f fe c t  on ta sk
»

perform ence.for s im ple tasks . As expected, It w as found th a t  such

partic ipa tion  did not a f fe c t  s im ple task  performance. Bui 1er and Bell
' ' ' . ' ' . ' - ,

' ( 1986) In th e i r  work on team  building and goal s e t t in g  w ith  m iners ,  

a t tem p ted  to show how Locke’s theory could be extended from simple, 

labo ra to ry -con tro lled  ta s k s  to a complex fie ld  environment. However, 

th e i r  r e s u l t s  w ere  not s t a t i s t i c a l ly  s ignificant. This i l lu s t ra te d ,  

perhaps," the, d i f f ic u l ty ’of sep a ra t in g  interdependent ta s k s  in real 

environments,

Erez and Arad (1906) a t tem p ted  to determ ine why par t ic ipa tion
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in goo) se t t in g  moy )eod to  tncreosed perform once In o s im uloted  tosk  

(evoluotlng job oppliconts) in o loboralory ee t t in g .  R esu lts  showed 

th e t  motivotionel and cognitive fa c to rs  (such as social in te rac t ion  

and the  high Infom ietlon provided about the  ta sk  ) s ign if lcah tly  

contributed to  perform ance quality  but th a t . th e  cognitive fa c to rs  did 

not s ign if ican tly  a f fec t  perform ance Quantity.

Latham and Marshall (1982) a t tem p ted  to  de term ine if there  

were any s ign if ican t d if fe rences  among government employees, for 

assigned, part ic ipa tive ly  s e t  and s e l f - s e t  goals. Their  r e s u l t s  showed 

tha t all su b je c ts  accepted the goals, and th a t  there w ere  no 

d iffe rences  in  perceptions of goals, goal a t ta in m en t or productivity, 

They concluded th a t  the s ty le  of goal se t t in g  woe not as  im portant as 

w hether g o a ls  w ere se t  a t all. In 1983, Latham and S tee le  confirmed 

th is  using a toy assem bly  ta sk  in a  labora to ry  se t t in g .  They s ta te d  

th a t  th e i r  r e s u l t s  showed only th a t  spec if ic  goals lead to higher 

performance than do your b e s t '  goals or no goals, and tha t the 

motivational e f f e c t s  of pa r t ic ipa tion  on perform ance appeared to  be 

minimal, ■ ■ '
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However, GoMend (1983) did discover on in te res t in g  e f fe c t  when 

Introducing e venj honJ c reo t iv i ty  tosk to su b je c ts  who w ere  required 

to  l i s t  o s  mony o b je c ts  (described by on objective) os possib le  in one 

minute. Personal gools w ere Influenced by ossigned gools, but obi 11 ty  

w as com plete ly  unrela ted  to the personal gools th a t  s u b je c ts  set. 

They would co n s is ten tly  o v e re s t im a te  the probability  of a t ta in ing  

very d i f f ic u l t  goa ls ,  and p e rs is te d  in th e ir  e f fo r t s  to reoch these  

goals. This i s  in d irec t co n tra s t  to  Locke, who s ta t e d  th a t  goals m ust 

be hard but a t ta inab le .  This may have been on e f f e c t  of the  

experim en te r  an d /o r  s e t t in g  influencing behaviour; fu r th e r  research  

could determ ine if e f f e c t s  w ere  confounded in th i s  cose.

While much of the research  focuses  on individual goals, in many 

organ iza tions  group or team  goals are  the norm. Gowen ( 1965-86), 

used groups of s u b je c t s  to construc t gram m atica lly  co r rec t  th re e  

word sen tences . His research  dem onstra ted  th a t  assigned group goals 

combined w ith  com patib le  personal goals  led to a 31% inc rease  in 

group performance over no goals, th a t  individual gools led to a  19% . 

Increase, while group gools alone led to a 19% increase .  It appears



19

th a t  a m axim ization of perform ance could occur w ith  o combinotion 

of goals.

GaQl Qcceptonce arid com m itm ent «

Although resea rch  has been d irec ted  tow ard  resolving the 

re la tionsh ip  of goal acceptance and com m itm ent to  inc reas ing  

perform ance, the amount of research  conducted is s t i l l  r a th e r  lim ited  

in scope. Earleg (1965), using both laboratory  experim en ts  in devising 

c la ss  schedules and field  experim ents  w ith  animal care  g ivers ,  and 

Earley and Kanfer (1965), again using the  cons truc tion  of c lass  

schedules, dernonstrated  th a t  allo^ 'ing choice in goal se t t in g  and 

providing s tra teg y  developfpem for goal a t ta in m en t re su lted  in goal 

acceptance and sa t i  sf  ac t i on. i n {another study, Erez and 

showed th a t  high goal accep tance  re su lted  in high perform ance levels  

even when goals w ere  extreniely  d iff icu lt .  Erez and Kanfer (1963) 

hypothesized tha t the evaluation of perform ance se rv e s  to  enhance ^  

both goal acceptance and subsequent perform ance, w he ther  th a t  

evaluation is  in ternal (se lf)  or ex ternal.  Although such resea rch  is



2 0

l im ited  in i t s  oppl'icotions ot th is  point, i t  may a lso  be unreplicable. 

Hollenbeck and Klein (1967) suggested  th a t  re sea rch  has a lm ost 

to ta l ly  ignored goal com m itm ent a s  a m oderator variable , and th a t  

when i t  is  included in s tud ie s  r e s u l t s  ore o ften  un in terp re teb le ,  due 

to .poor con tro ls  and /o r  cons truc ts ,  if research  i s  to  reso lve  th is  

issue, then the im m ediate  s te p  may be to cons truc t valid s c a le s  and 

m easures to determ ine goal accep tance and com m itm ent In a 

co n s is te n t  manner,

Outcome expectancy, s t ra te g y  development

Recent research  has a l s o  focused on o th e r  cognitive a sp e c ts  Of 

m otiva tion  and goal se tt ing . Huber and Neale ( 1986), using a 

com petit ive  m arke t sim ulation , examined the  e f f e c t s  of ex ternally  

s e t  goals and re la ted  cognitive variables, such as outcome expectancy 

and perceived se lf-com petency  on goal s e t t in g  and perform ance. 

Perceived se lf-com petency  s trongly  a f fec ted  s e l f - s e t  goals; however.
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the re  wos only o low co rre la tion  between expectancy and 

performance.

This i s  in co n tra s t  to  Garland (1964), who again using on o b jec t  

naming task , found th a t  goal levels and expectancy fo r  s u c c e s s  

e ffec ted  perform ance levels  d irec tly  and independently. Chacko.and 

McElroy ( 1963) using reading ta sk s  w ith  s u b je c t s ,  linked a t t r ib u t io n  

theory .d irec tly  to  goal leve ls  achieved. Individuals who viewed 

performance a s  the d irec t  r e s u l t  of th e ir  a b i l i t ie s  w ere  more likely  

to m ain ta in  high goal a sp ira t io n s  in light of su ccess ,  but to low er 

th e ir  a sp ira t io n s  in face of poor performonce.

Goals end informotion, w e re  discovered to  have a  d irec t influence 

on the planning, o rganization  and the  energy expended on a task. E a r ley , 

e t a1 (1987),.devised a study using a bus iness  s im ula tion  and the 

r e s u l t s  from a survey of w orkers  in a se rv ice  organization. Their 

re s u l t s  showed th a t  a  spec if ic  goal and task  tra in ing  influenced 

performance through improved e f fo r t  end p e rs is te n c e ,  and an 

increased ab ility  to plan and organize movement tow ard  the  goal.

Huber (1985), using a com puterized moze tosk , d iscovered the t
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s u b je c t s  ass igned  ex trem ely  d if f ic u l t  goals adop ted 'd iffe ren t end 

p o ten tia l ly  dysfunctional ta sk  performance s t r a te g ie s ,  in comparison 

to  th o se  s u b je c t s  assigned ea s ie r  goals. This supported Locke’s  in i tia l 

theory; but In con trad ic tion  low er  performance occurred w ith  hard 

goals when th e  task  w as  easy.

Feedback ■ ' '

Locke et al ( 1961) s ta te d  th a t  feedback or KR w as  not su ff ic ie n t  

to inc rease  perform ance; i t  had to be combined w ith  goal s e t t in g  to  be 

effective . In any study, goal s e t t in g  coiild be assumed, to  occur or to 

be assigned, e i th e r  im p lic it ly  o r  explicit ly . Without such an explic it  

or im p lic i t  standard  or level of required perform ance, feedback would 

have l i t t l e  or no value. To t e s t  the  e f fec t  of feedback on goal se t t in g ,  

Ivancevich ( 1902) s tudied how su b je c ts  reac ted  to per;formaneè 

appraisal in te rv iew s  under varying conditions: w here  feedback only 

w as supplied, w here feedback and ass igned  goals w ere given, w here 

assigned goals  only w ere  given, and a control,group, who received 

n e i th e r  goals nor feedback. All th ree  in te rven tions  w ere  judged

'   .

V
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equitable  by sub jec ts .  The feedback end assigned goal conditions w ere 

considered to provide the c le a re s t  and m ost accu ra te  goal s e t t in g ,  but 

the re  w ere  no s ign if ican t d if fe rences  ac ro ss  groups In te rm s  of 

motivational impact. That is^ performance w as  not s ign if ican tly  

g re a te r  for any condition.

' Fretieriksen, Richter, Johnson and Solomon (1 9 0 1 -6 2 )  examined 

w hether  giving feedback to  clin ical th e ra p is ts  would 'reduce th e ir  

charting errors : They found th a t  such sp ec if ic  feedback would not 

generalize to  o th e r  a rea s  w here e r ro rs  occuhred, confirming the 

sp ec if ic i ty  view of feedback.

Janz (1962) m anipulated  sub jec t ive  expectancy of su ccess  by 

providing bogus feedback to  undergraduates in a laboratory, f o r  

s u b je c ts  who believed the  feedback, the  low perform ance feedback 

group outperform ed th e  high perform ance feedback group; however, ■ 

the in te rm ed ia te  fe.edback group outperform ed both o th e r  groups. He 

suggested th a t  these  r e s u l t s  confirm ed the  notion th a t  feedback 

allow s w hatever a d ju s tm e n ts  a s  are  necessa ry  to  bring actual 

perfoi"mance up to  expected levels. However, Jan z  did caution th a t

' y
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such leborotory  s tu d ie s  may not be Indicative of prolonged periods of 

woM( and perform ance In an orgpnlzation.

Although feedback i s  accepted  as a necessa ry  component to  goal 

s e t t in g ,  i t  is  s t i l l  unclear how i t  functions. Many s tu d ie s ,  both 

cognitive.and behavioural have used the  te n n  feedback' w ith  

conflic ting  definitions. There have been several a t te m p ts  to c la r ify  

the construct. Ilgen, F isher and Taylor ( 1979) have presen ted  one of 

the m ost coherent. Their re sea rch  a t tem p ted  to  define feedback as a . 

special form  of communication (or a m essage) from a source to a 

rec ip ien t com prised of Information about the re c ip ie n t’s performance. 

The source is  o ften  d iff icu lt  to  s e p a ra te  from  the feedback 

inform ation, resu lt ing  In confounding, The source may be a person who 

has observed the rec ip ien t 's  behaviour (such a s  a manager or 

superv iso r  ), i t  may be inherent In the task  I ts e l f  (such a s  visual 

r e p re sen ta t io n  of cum ulative number of o b je c ts  produced) o r  it  may 

be provided by the rec ip ien ts  them se lves  (comparison o f  one day's 

production w ith  previous day's production).

The m essage provided by feedback m ust be comprehensible to the
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rec ip ien t .  It Is most e f fec t iv e  when 11 in c re ases  the rec ip ien t 's  

knowledge and reduces uncertainty. Both the  so u rce  and the  m essage  

a f fe c t  the  acceptance of the feedback, th e  perceived accuracy of the 

feedback and the  rec ip ien t 's  d es ire  to respond. Recipients  a re  more 

likely to  accep t feedback if the source is  viewed a s  possess tng  the 

ex p er t ise  to  accura te ly  gauge performonce and as being tru s tw o r th y .  

Acceptance is  a lso  a ffec ted  by w h e th e r  the m essage is  co n s is te n t;  

th a t  is ,  if  the feedback is  cons is ten tly  negative or positive  ( Duncan 

and Bruewelhelde, 1985-86; Prue and Fairbank, 1901; Ilgen, F isher 

and Taylor, 1979).

The more cred ib le  the  source has been viewed in the  pas t,  the 

more likely th a t  fu tu re  feedback from  th a t  source w ill  be perceived 

accurate ly . As w ell,  perception  is  influenced by the  tim ing of the 

m essage (feedback must be paired w ith  an appropria te  response  fo r  i f  

to  be meaningful), the sign of the  m essage  (positive feedback i s  

perceived and reca lled  more accu ra te ly  than negative), and the 

frequency of the feedback.

The rec ip ien t 's  d es ire  to  respond is  a f fe c te d  by severa l fac to rs .

\

A.
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The source m ust hove power; the rec ip ien t m ust believe tho t the 

source con Influence the  contingency betw een the  re c ip ie n t’s 

behovlour end h is /h e r  rece ip t  of volueti outcom es (or gools). The 

niofsisge m us t be spec if ic ,  to ollow the rec ip ien t  to od ju s t behovlour 

occurotely. The natu re  of the  feedbopk m ust be considered; positive 

feedback Is spperio r  to negative, especia lly  when paired w ith  goal 

se tt ing . The rec ip ien t m ust olso believe In h is /h e r  own response - 

copocity: th a t  e f fo r t  w ill r e s u l t  In Improved performance.

Feedback content r e f e r s  to  the  type of feedback inform ation 

provided and moy involve com parisons of;

-  an individual's  performonce w ith  h is /h e r  previous performonce. 

on individual's performance w ith  o s tandard  or'goal of Individual

performonce.

-  on Individual's ,perform ance w ith  group performance.

-  an I ndi Vi dual's perform ance w ith  a s tandard  of group performonce,

-  a group’s  performonce w ith  i t s  previous performance.

-  a group's perform ance w ith  a s tandard  of group , performonce.

-  a group's perform ance w ith  a s tandard  of individual performance.
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(Bolcozor, Hopkins and Suordz, 1985-86)

Along s im ila r  lines, Duncan and Qruwelheide (1986) have defined 

feedback w ith in  th re e  d iffe ren t methodologies. S ys tem s theory s t a t e s  

th a t  feedback allow s fo r  e r ro r  co rrec tions  In th e t  Information about 

p resen t s ta te /funcH on ihg  of a system  I s  used,to  control fu tu re  

s ta te s /fu n c t io n in g  of a system . Within a goal se t t in g  context 

feedback is  viewed as  on incen tive  o r  prom ise of a rew ord h o s j ^ n  

co rrec t or appropria te  performance, while operant conditioifimgpon 

the o the r  hand, defines feedback as e i th e r  a  d isc rim ina tive  s t im u lu s  ■ 

(based on previous feedback re inforcem ent h is to r ie s )  or os a 

re in fo rcer  in i t s e l f .  , .

S.ehavioufol Viewpoint '

A paralle l but very d i f f e r e n t l in e  of le s e a rc h  from Locke’s has 

u ti l ized  goal se t t in g  theory as  well. Whereas Locke conceptualized 

goal s e t t in g  as  a re la t io n 'b e tw een  conscious in ten tion  and ta sk  

performance, behavioural analysis  does not require  th a t  cognitive 

s t a t e s  be involved to explain the r e s u l t s  obtained. Cognitive events
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ore not excluded os m edlo tors  o r  p recu rso rs  of performonce; ro ther ,  

becouse such cognitions ore unobservoble, d if f icu lt  to  m easure end 

covert,  they ore not vievred o eoccep iob le  or.quontifioble doto tho t 

con be volidly end relieb ly  measured. (Fellner end Sulzer-A zeroff, 

1984; K reitner, 1962). , . /

Goals ore viewed os s tim uli tho t precede behaviour. As an

' ■ "  -  ■ ■■

• antecedent s tim ulus , a goal, followed by a re inforced  riesponse, gains

d isc r im ina te  contro l; increasing the probability  th a t  the behaviour

Will be repeated.(Komaki,Collin s  and Penn, 1982), Feedback i s  o ften

used as the re in forcem ent of the response a'nd> as such, moy also

function as  an an tecedent s tim ulus  for fu ture behaviour (see  Figure

2), Locke e t  ol (1981) s ta te d  th a t  feedback cannot be viewed as a

re in forcer,  f i r s t ,  because i t  does not a lw ays r e s u l t  in an increase  in

behaviour, and second, because behaviour o f ten  in c re a se s  im m ediately

a f t e r  the in i t ia t io n  of feedback r a th e r  than gradually, Fellner and

Sulzer-A zaroff (1984) argued tha t feedback may not a lw ays be

viewed as a re in fo rc e r  by sub jec ts .

Reinforcers vary in th e i r  e f fec t iv en e ss  because of the learning
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his to ry  (See also Quogllere and Comozzo; 1985). Secondly, by 

defin ition  alone, a re in fo rce r  i s  responsib le  fo r  Increasing behaviour, 

w hether  gradually or Immediately.- ,

», S » ,  : R , - ----------— ------------------ — S ,

antecedent ta sk  perforrnance required  feedback on
stim u lus  ; goal to  m eet goal performance
s e t t in g

b:. S |  becomes 2£ compared to /cbm blned w ith  S ^ |  becomes

c. 8^ 2  "  ^ 2- ■ -
feedback qn a d ju s ted  task  perform ance ' new feedback
perform ance, required  to m eet goal . on adjus^ted
or comparison to  goal .■ - perform ance

FIGURE 2. A behavioural view  of Locke's theory  of goal.se tt ing  
(Balcazar, Hopkins and Suarez, 1985-86 ; Prue and Fairbank, 19821

Locke e t  al (1981) a lso  argued th a t  fo r  feedback to  bè e f fec t iv e ,  

i t  must be understood by the  recip ient.  Fellner and Sulzer-A zaroff did
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not debote th js . If feedbock Is  not u n d e r s W ^ o r  re la ted  d irec tly  to 

performonce. It w ill not function os o re in fo rc e r  (Ilgen, F isher  ond 

Toylor, 1979; Ounçon ond BruwelheiQe, 19861 ). They simply s ta te d  

t W  procedures end.methodology fo r  measuring Such cognitive 

. p ro cesses  hove not yet been developed.

Other res is tance, to  behoviourol In terventions often  r e fe r s  to  the 

‘behovlour modi f  I cotton ' a sp e c ts  of th e  methodology (Locke, 1977). 

These take the form of concerns th a t  employees are  being controlled 

and monlpuloted, often  against th e ir  wlIT Within on organ!zotlonol 

fram ew ork ,.th is .  Indeed, Is a s trange  c rit ic ism . The re a l i ty  of 

organizations  requ ires  m anagers end superv iso rs  to  get the  m ost and 

the  best, work from employees, to d irec t them tow ard  on 

’organizational goal, Given th i s  basic fa c t .  It moy be e a s ie r  t o . . 

Introduce managers to methods th a t  focus on d irec t observation,

m easurem ent and the  Influence of behaviour performonce, r a th e r  than

. : ■ ■■ ■ ■ ' • 
to have them a t te m p t  to  determ ine ond m anipulate  the co v er t

cognitive  p rocesses  of all Individual employees (Fellner and

Sulzer-A zaroff ,  1984). Organizational behaviour modification has
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been developed spec if ica l ly  to m eet the se  needs. While theory 

provides the  b as is  fo r  determ ining why o r  how Indlvlduols behove os 

they do, methodology provides o means fo r  m easurem ent, 

intervention, ond behaviour change (Luthans ond Martinko, 1982),

Extensive research  using behoviourol methodology has conflmied 

mo'ny o f  Locke's tene ts .  For example, Rowe (1981) used ass igned  gools 

ond public feedback of individual perform ance to Improve perform ance

among telephone operators. Rogers e t a i d 982) used assigned goals, ■ /

■ ' ' ' ■ ' •  , ' ' ■ ■ 
public and p rivate  feedback of Individual r e s u l t s  In Increasing

 ̂ .
performance ot p job sea rch  program, while Newby and Robinson

( 1983) used ass igned  goals end grouped versus  individual feedback to

Improve re ta i l  employee performance. The use of goal se t t in g ,  ' .

prompts, p ra ise  and feedback to  inc rease  re ta i l  s a le s  w as a lso

dem onstra ted  by Ralls and O’Brien (1986), while Wlkoff, Anderson

and Crowell ( 1902) used feedback and praise  Ito Increase  employee

efficiency. Another study , by McCuddy and Griggs (1964),  used

partic ipa tive  goal s e t t in g  and public feedback of Individual re s u l t s  to ^

Improve engineers’ com plet I o n i t e s .
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 ̂ All of the above s tu d ie s  used operant procedures: 

observation to e s tab l ish  baseline  performance. In troduction of 

an teceden t s t im u lu s  (goal se tt ing ) ,  perform ance m easures  and 

in terven tion  (feedback, o ther  re in fo rcers) ,  and reversa l to  determ ine 

e x ten t  of performonce improvement (where suitable). As w e ll ,  all of 

these  s tu d ie s  involved f ie ld  rather, than laboratory  s tud ies.  Locke et 

. al 0 9 8 ) )  s ta te d  th a t  the  e f f e c t s  of goal s e t t in g  w ere so pronounced . 

tho t th e re  wos no d iffe rence  be tw een  field end lab s tu d ie s ;  in fo rm s  

of both Internal and external valid ity ,  re sea rch  has ndtjShPwn this. 

(See, for example, Bui 1er and Bell, 1986). Locke e t  al appeared to 

Infer, in the 1981 rev iew , th a t  if  the f ie ld  experim en ts  s tu d ied  hod 

been designed c o r re c p y ,  the  observed e f fe c t  s ize  would have 

approached th a t  obtained in  laboratory  s tudies. However, rece n t  meto 

ana lysis  (Tubbs, 1986) has confirmed th a t  lab s tu d ie s  show a g re a te r  

e f fe c t  s ize  than f ie ld  s tu d ie s ,  making such global s ta te m e n ts  as  

Locke's inaccurate , Indeed, one of the problems of quasi-experim enta l 

designs  i s  the nonrandom se lec tio n  of su b je c ts  ond the  potentia l 

a f f e c t s  of intervening an d /o r  confounding variab les  beyond the
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control of the experim enter  ( Cook ond Compbell, 1979), Another issue

to  be considered Is the perforrrionce of volunteer s u b je c t s  who mby be
.

more sen s i t iv e  ond eccomodoting t^ . th e  to sk s  p resen ted  thon su b jec ts  

In on octuol employment s e t t in g  (Rosenthal end Rosnow; 1984 ).

. Comparison of cognitive ond behoviourol v iew po in ts  

Two surpris ingly  s im i la r  field  s tud ies  a t tem p ted  to Improve 

employee performonce; one used o goo) se tt in g /c o g n it iv e  • 

In te rp ré ta t io n ,  while the second used on operant 

condlt1 onlng/behov1 our m odification  In te rp re ta t io n  ( Locke, 1980).. 

Although perform once Increased In both s tud ie s ,  Locke expressed  a • 

concern thot both s tu d ie s  fa iled  to dem onstra te  o r  ru le out 

confounding fa c to r s  In th e i r  re su l ts .  Regardless, Locke favoured a 

cognitive In te rp re ta t io n  for the r e s u l t s  obtained in both s tud ies. 

While Locke does not argue w ith  some re s u l t s  obtained by operont 

procedures, he does toke exception to the philosophical ba se s  of . 

operant theory (Locke; 1977),

The argument moves, then, to the comparison of the theo re tica l
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Doses of dote  In terpre ta tion . While theory Is o necessory  component 

f o r  th e  developm ent of useful In terven tlons /opp llca tlons , theory

alone is  not su ff ic ien t.  In many organizations, managers and

. % ■ . 
superv iso rs  haye l i t t l e  o r  no background In personality  theory,

m otiva tional techniques, o r  Theory X and Y. Frequently, they ore not

concerned w ith  such areas: th e ir  m a jo r  concern is  In increasing

quality  and.quantity  of perform ance tow ard  m eeting organizational

goals (Kreitner, 1982).

Although the tw o methods u ti l iz ing  goal s e t t in g  theory 

(cognitive and operant)  are  d iam etr ica lly  opposed (b o th in  theory and 

methodology), the re  appears to  be ot le a s t  a move tow ard  in tegration . 

Behavioural se lf-m anagem ent,  taking into account the  mediating role 

of thoughts and fee lings  w hile  allowing individuals to  c rea te  

s e lf - im posed  and se lf-m anaged  sy s tem s  of control, is  ju s t  such a 

s tep  (Meichenbaum, 1977) As yet, however, the  r e s u l t s  of such 

research  have been mixed. Wexley and Baldwin (1986) a t tem p ted  to  

f a c i l i t a te  the t r a n s fe r  of learning through assigned goals ond 

feedback, pa r t ic ip a tiv e ly  s e t  goals  and feedback, ve rsus
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seVf-meoogement. Assigned end p er tlc ipo tive  goals did not d if fe r
- ■ -

from one ano ther  but did bring about more change In behaviour than 

did se lf-m anagem ent alone. Hayes e t  ol ( 1905) a t tem p ted  to  

determ ine If s e lf - re in fo rc em en t  procedures w ere  as  e f fec t iv e  as 

ex ternal re in forcem ent procedures In goal s e t t in g ,  but found th a t  

se lf - re in fo rcem en t Improved tosk perform ance only when combined 

w ith  external feedback. Martin (1960) found tha t;  of tw en ty -one  

s tu d ie s  d irec tly  comparing types of re inforcem ent, seventeen  failed  

to de term ine any d ifference  betw een the  e f f e c t s  of ex ternal and 

se lf-re in fo rcem en t:  Such cu rren t re sea rch  also  recognizes the 

necess ity  of an expanded th eo re tica l  b a s is  th a t  in te g ra te s  operant
'  “ i

princip les  and mediating cognitive  p rocesses . (Luthans and Martinko, 

1982; Fellner end Sulzer-A zaroff,  1984; McDonald, 1982). With th is  

■ will come the acceptance th a t  the re  i s  the  poss ib il i ty  of uniting both 

cognitive and behavioural v iew poin ts  fo r  both a new theory and ’ 

methodology, ' •

Purpose of s tudy •

The In ten t of th is  study, based on the above research  review ed,
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w as  f i r s t  to  determ ine if the re  w as any d ifference in the 

e f fe c t iv e n e ss  of p r iva te  versus  public feedback when combined w ith  

goal se tt ing . Locke has s ta te d ,  and i t  has  been dem onstra ted , th a t  

feedback (or KR) i s  e f fec t iv e  when combined w ith  goal se t t in g ;  . 

how ever, recen t  s tu d ie s ,  par t icu la r ly  those  u tiliz ing  a  behavioural 

methodology, have not. s tud ied  the  com parative e f fec t iv en e ss  of 

d if fe re n t  types of feedback. B alcazar e l  al (1 9 8 5 -8 6 )  reviewed and 

analyzed 114 s tud ies  tho t used feedback to  e f fe c t  performance 

change. They found th a t  th e  m eans of the p resen ta tion  of feedback ’ 

shoVred no étrong d iffe rences  in co n s is te n t  e f fec t iv e  re su lts .  S tudies 

u ti l iz ing  public feedback showed co n s is te n t  r e s u l t s  in 39% of all 

ea se s ,  p riva te  feedback showed co n s is te n t  r e s u l t s  in 43% of all 

cases ,  and public combined w ith  p rivate  feedback showed cons is ten t  

r e s u l t s  in 44% of all cases .  These s tu d ie s  did not com pare.the 

re la t iv e  e f fec t iv en ess  of the means of p resen ta t io n  of feedback, 

Although public feedback is  the  e a s ie s t  to ad m in is te r ,  

p a r t icu la r ly  when i t  is  based on group r e s u l t s ,  p r iva te  feedback may 

f a c i l i t a t e  subs tan tia l ly  more perform ance by Increasing Information,
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spec if ic i ty  ond goo)-d irec ted  performonce (Prue & Folrtonk, 1981).

However, public feedback moy be more t im e  ond cos t  effective^ 

portlculorly  In orgonlzotlons.  ̂ ,

A second purpose of tb ls  study wos to determ ine i f  there  w ere  

ony d iffe rences  in the percep tions  of su b je c ts  receiving the tw o ^

diffe ren t types of feedbock. D isclosure of negotive individual 

performonce in o.public manner could be oversivé, re su lt in g  in o 

decrease in performonce. 1 f public feedback i s  vieyred os negative, on 

asse ssm en t of the v iab ili ty  of the  tw o types of feedback could re su l t  

in the choice of p riva te  feedback over public feedback, based not on. 

re la t iv e  e f fec t iv en ess .b u t  on re la t iv e  acceptance.

These s tu d ie s  w ere  c a r r ie d  out to  answ er  th e se  questions. One . .

. : . . . . , ■■■;■ . ' ■ ■ 
Study w as  used to  de term ine  su b jec t  percep tions  of d if fe ren t  form s

of feedback issued, and tw o  s tu d ie s  w ere  used to  de term ine  i f  there

was a perform once d ifference  os a re s u l t  of type of feedback

adm inistered. The f i r s t  s tudy  w as  in the form of p o s t - t e s t  .

m easurem ent only, the second as a quasi-experim enta l f ie ld  s tudy

w ith in  an organization, and th e  th ird  as  a labora tory  experiment.
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If, B5 hes been shown by previous research , feedback Increases  

perform ance When i t  is  combined w ith  goal s e t t in g ,  then the  g re a te s t  

inc rease  w as  expected to  occur w ith in  a laboratory  se t t in g ,  w here 

s tr in g e n t control could be maintained, end the s m a n é s t  inc rease  in 

.performance to  occur in a f ie ld  se t t in g ,  w here l i t t l e  control could be. 

exerted. ■
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, Study 1

This study w as  designed to  detemnjfie If s u b je c t s  receiving 

private  feSdback only would d if fe r  from su b je c ts  receiving both 

public and p riva te  ,feedback in te rm s  of type of goal s e t ,  expecta tions  

of goal achievem ent and percep tions  of feedback. Hayes e t  a H  1985) 

conducted tw o  s tud ies  using public or p rivate  goal s e t t in g  fo r  

s tu d en ts  seeking help fo r  a s e lf -co n tro l  problem (studying). S tudents  

w ere  ass igned  to ei th e r  non-consequatlon or se lf-consequa tion  

conditions; feedback w as not used. A dm inistra tion  of a L iker t- type  

sca le  a t  the conclusion of the  study indicated th a t  goal cornmltment 

w as s im i la r  fo r  both groups. There w ere  no d iffe rences  betw een 

public o r  p r iv a te  g o a i s e t t ln g  groups In e i th e r  s e t t in g  goals or level 

of expected perform ance outcome. No spec if ic  re search  w as conducted 

to m easure  the  e f f e c t  of type of feedback on s e t t in g  goals o r  expected  

performance. . -

Ivancevich (1982) conducted a field  study  w ith  team  le ad e rs  and

- t
subordinates In on American company to  determ ine the re la t iv e
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e f fe c t iv e n e ss  of perform ance oppralso) conditions, using both p re-  

and p o s t- in te rv en tio n  questionnaires . He found th a t  su b je c ts  did not 

d i f f e re n t ia te  betw een in terven tions  of feedback only (w ith  presumed 

s e l f - s e t  goals), feedback combined w ith  assigned goals o r  assigned 

goals  only. Nor w as there  a  s ign if ican t m otivational o r  performance 

impact. Based on Locke's theory, Ivancevicti expec tfd  tha t the 

combination of s e l f - s e t  goals and feedback would re s u l t  in higher 

exp ec ta t io n s  of goal achievem ent than any of the  th ree  conditions. 

This did not,happen. '

Earley (1965) adm inis te red  a pos t-perfo rm ance  questionnaire  to

a s s e s s  goal accep tance  end level of personal goals s e t  by s tu d en ts
■ '  '  '  '  '

involved in a study where the ta sk  used w as  devising c lass ,schedu les .  

In form atio tU ro ii t  the  purpose of the  task  and how to  perform  th e  task  

was found to  be a potent enhancer of both goal accep tance  and 

performance. Again, in th is  study feedback w as not supplied or 

assessed .  ' •

Pearce  and P o r te r  (1906) a s se s se d  the a t t i tu d e s  of m anagers 

exposed to  a new sys tem  of p r iva te  perform ance feedback. They found
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tha t.  In general, a t t i tu d e s  tow ard  perform ance appraisa l techniques 

w ere  more positive  a f t e r  p r iva te  feedback w as  implemented.

These s tu d ie s  have sep a ra ted  goal s e t t in g  (public o r  p rivate)  and 

feedback (private). Locke e t ai ( 1961) have emphasized th a t  the 

combination of the tw o  i s  n e c ^ ^ r g  to  f a c i l i t a te  improved 

performance. As w ell ,  the ques tionnaires  and s e l f - r e p o r t  fo rm s  used 

w ere  provided as a follow  up to  experimental in tervention, r a th e r  

than as,a  prim ary source of data.

The cu rren t study a t te m p ts  to  unify both goal s e t t in g  and 

feedback, using s u b je c t s  from  tw o  feedback.condilions, p riva te  

feedback only end public plus p r iva te  feedback. Following Earley 

(1985) a pos t-perfo rm ance  questionnaire  w as adm in is te red  to 

s tuden ts  enrolled  in ce r ta in  un ive rs i ty  courses. The courses  chosen 

were those  tha t w ere  known to provide e i th e r  p r iva te  o r  both p r iva te  

and public feedback about perform ance. P r iva te  feedback w as  defined 

as p ro fesso r’s  com ments and grades noted on the s tu d en t’s w r i t te n  

te s t s ,  ass ignm ents  an d /o r  papers, fo r  the view o f  the  s tu d en t only. , 

Public feedback was provided by the  p ro fesso r  in the form of graphic
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rep re sen ta tio n  (I l lu s tra t in g  Individual score ranges d is tr ib u ted  on a 

normal curve of group scores) ,  an d /o r  public posting of individual 

sco res  of t e s t s  and papers. It was not known w hether  In s tru c to rs  In 

those  courses  s e t  goals fo r  t t ie i r  s tuden ts  a t  the  beginning of the 

course. The questionnaire  a sse sse d  the nature of the goals th a t  were 

s e t  and the s tu d en t’s  perception o f  the goal and feedback. It w as 

4  expected tha t the tw o  feedback conditions would be assoc ia ted  w ith

d if fe re n t  goat expecta tions , tgpes of goals s e t  and perceptions of '

-  feedback. —  .

Locke e t  el (1981) and subsequen t re sea rch  has dem onstra ted  

th a t  a.herd goal Is more e f fec t iv e  In improving performance than 

e i th e r  an easy or do b e s t ’ goal, In many cases  s tu d e n ts  s e t  goals for 

. th em se lves .  Independent of those  s e t  by course in s tru c to rs  o r  

superv isors .  Erez and Kanfer (1983) proposed th a t  externally  assigned 

goals  cannot’be presumed to be equal to a s u b j e c t s  s e l f - s e t  gogl, Jt 

'  \  w as  expected  th a t ,  regard less  of type of feedback, su b je c ts  who s e t  a 

hard goal (Q5) vvould express  more frequent expecta tions  of goal 

achievem ent (Q6 ) than s u b je c ts  who s e t  a general o r  do b e s t ’
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gooKQ4).

Feedback has  spec if ic  conditions which con tr ibu te  to its. 

e f fec t iv en e ss  tow ard  goai achievement. Negative feedback may be 

de trim enta l to perform ance, r a th e r  than benefic ia l ,  reg a rd less  of type, 

of goal s e t  (Prue and Fairbank, 1981 ). Therefore the  su b jec t 's  

perception of the  feedback is  im portant. The questions w ere a lso  

designed to  determ ine if the  feedback w as perceived a s  on accura te  

gauge of Individual perform ance, os  helpful to  the su b jec t  to  increase  

knowledge, and reduce uncer ta in ty ,  and if  the  source  w as perceived os 

positive. Both the m essage reloyj|d and the source of the  feedback 

influence the perceived accuracy ànd acceptance of the feedback 

r e c e i v ^  (flgen, F isher and Taylor, 1979). It w as expected th a t  .. 

su b jec ts  who expressed  pos itive  v iew s of both the feedback and the* 

source would a lso  report  more frequently  th a t  they expected to 

achieve th e i r  goals.
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Method

S u b jec ts  ’ -

The questionnaire  w as adm inis te red  to  205  undergraduate 

S tudents  a t  Sain t Mary's University, during regularly  scheduled c lass  

time. Seven p ro fesso rs  in s truc ting ,n ine  c la s s e s  w ere  approached and 

agreed to provide the  experim enter  w ith  acc ess  to  th e ir  c lasses .  

P a r tic ipa tion  w as  voluntary, and s u b jec ts  who chose not to com plete 

the questions w ere informed th a t  they could re tu rn  th e  questionnaire  

blank when all su b jec ts  had finished. Neither the p ro fesso r  involved 

nor the expérim enter w as  aw are  of individual nonparticipotion. Ten 

blank fo rm s  w ere  re turned  in th is  manner,. ; -

According to descrip tions  by th e  p ro fesso rs  of type of feedback 

p ro v id ed to  th'eir s tu d en ts ,  the responses  w ere  c la ss i f ie d  into tw o 

groups: Group 1 (consisting  of 99  su b jec ts )  received p r iv a te  feedback 

only on th e ir  c la s s  work, ass ignm en ts  and t e s t s ,  w hile  Group 2 ■

(consis ting  of 96 su b jec ts )  received both public and p r iva te  feedback 

on th e i r  c la ss  work.

Of the original 205  s u b je c ts ,  one c la s s  of 30 su b je c ts  w as
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elim inated when i t  w as determ ined tha t,  con tra ry  to  the  course and 

in s tru c to r ’s sp ec if ica t len s ,  public feedback had never been supplied 

to students. This resu lted  in Group 1 (p rivate  feedback) remaining a t ' 

99 s u b je c t s ;  while Group 2 (public and priva te  feedback) w as reduced 

to 66  sub jec ts .  The age range w as from 18 tp 50 years  ( 22,09; ,

Mode = 20.00), w ith  83 m ales , 01 fem ales  and I unspecified.

Group 1 consis ted  of 60  m ales  and 39  fem ales, w ith  an age range 

from 18 to  50 ( 11=21,30; Mode=20.00; I w ith  age unspecified). ,

Group 2 cons is ted  of 23  m ales  and 4Z fem ales  (1 w ith  sex 

unspecified), w ith  an age range from 19 to  48  years  ( U=23;25; 

,Mode=20'.00). ' , ' . '

OugsiiQDDflir-8

The q u es tio n n a ire  included in Appendix 1 w as designed by the 

experim enter  as  a s e l f - r e p o r t  fo rm  and w as  adm in is te red  a f t e r  final 

m id-te rm  exam inations but before the final c la s s e s  fo r  the school 

gear. It sought s tuden ts ' perceptions  on the natu re  of the  feedback 

provided and goals s e t  fo r  th e i r  courses.
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%
DqI q A nalysis

The d a ta  w as analyzed using the SPSSrX package of the  VAX 

com puter  s y s te m  availab le  a t  Saint Mary’s University. General 

desc r ip t iv e  s t a t i s t i c s  w ere  used to determ ine any trends  in 

responses. Following th is ,  chi square analyses vi^ere used to  a s s e s s  

both be tw een  and w ith in  group s ign if ican t responses. As w e ll ,  . 

Pearson co rre la t io n s  w ere  executed to  fu r th e r  explore the  s ign if ican t 

re la t io n sh ip s  betw een responses. , ’

ResuUsL

As expected , the p r iva te  and p riva te  plus public feedback groups 

d iffe red  In th e i r  percep tions of the feedback received, goal 

expec ta t ions  end types of goals  s e t  (see Table V), On the whole, th e  

s u b je c ts  who received  p riva le .p lus  public feedback responded 

positively  to  the questions more frequently  than  those receiving 

p r iv a te  feedback only. There  w ere tw o  exceptions: p r iva te  feedback 

s u b je c ts  repo rted  both th a t  hard goals were s e t  a t  a higher level and.
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tha t expecta tions  of goal achievem ent w ere  higher.

The Kolmogorov-Smlmov nonparam etric tw o sam ple  t e s t  showed 

only one of these  d iffe rences  to  be s ign ifican t: the public and p r iv a te  

feedback group s e t  s ign if ican tly  more goals than the  p r iva te  fedbock 

' group C p < ,028). Chi square analyses  showed tha t th re e  of the

betw een group d iffe rences  noted in T a b le  Î w ere  s ign if ican t.

.  \  ■ . '  ■ • ' .

In c la s s e s  th a t  received both  p rivate  and public,feedback, 23.3ÎI

more su b je c ts  reported  th a t  they hod s e t  a goaV fo r  them selves , than

those  in c la s se s  receiving p r iva te  feedback only (X^ = 7.67, p < .01),

S ub jec ts  rece iv ing  public and p riva te  feedback reported  more

frequently  (14,1*) th a t  feedback w as  helpful to  th e i r  goal a t ta inm en t

than did s u b je c ts  receiving p r iv a te  feedbeck.onl'y (X^ = 6,93, p < ,01). •

■ Finally, 95 ,5*  of those  rece iv ing  both, public and p r iva te  feedback -

viewed the source of the  feedback a s  positive, compered to  7 8 ,8 *  of

those  receiving pr iva te  feedback only (X^ = 7,56, p < ,01), There w ere

no s ign if ican t d if fe ren ces  betw een the groups in te rm s  of the

frequencies  in type of goal s e t ,  expec ta t ions  of meeting the s e l f - s e t

goal, cr perceptions of feedback as  e i th e r  pos itive  or acc u ra te  (see
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Table 1).

Table
tiean P ercen tage  of Yes Responses and Chi Souone .Analyses, fo r 
D ifferen t T ypesiof f e e dback

V

P riv a te

(a = 9 9 ) ,'

Public & p riv a te  

%=6 6 )

X2

Q4; Was 8 goal, s e t? 45.4 66.7 7 .6 7 ""

05: Was hard goal s e t? 92.9® 90,9 .17

Q6 . Will goal be m e t? 79.8^ 75.8^ .14

07: Was feedback p o s itiv e? 55,6 63.6 • .76

06: Was feedback acc u ra te? 57.6 66.7.., 1,02

09: Was feedback helpfu l? 76.6 90,9*^ 6.93""^

010: Was source viewed ■ 76,8 95.5 7 .5 6 ""

as p o s itiv e ?

®= KO* m issing  •

= TO* m issing

^ = 1 ,5* m issing  

= 3.OX m issing
* #

= p < ,0 Î

The tw o feedback groups w ere then su b c la ss if ie d  according to  

w h e th er a general or do b e s t’ goal had been s e t  (Q4) or a  hard goal
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had been .se t (Q5). Chi square analyses w ere perform ed on th e se  tw o 

subgroups. , .

S u b jec ts  In the  p riva te  feedback group who s e t  a hard goal 

rep o rted  m ore frequen tly  th a t th e  feedback w as helpful (X^ = 6.05, p < 

.0 1 ) and th a t th e ir  view  of the  source w as po sitiv e  (X^ = 8.51, p < .0 1 ) 

than su b je c ts  who s e t  a hard goal In th e  public and p riv a te  feedback 

group (see  Table 2). When those  su b je c ts  In th e  public and p riv a te  

feedback group s e t  a general or..do b e s t ' goal, they repo rted  more 

frequen tly  than the  p riv a te  feedback group th a t they .perceived  the 

feedback a s  helpful (X^ r  5.17, p < .05).. ■

Within Group D ifferences

To, understand fu r th e r  th e se  re la tio n sh ip s , w ith in  group 

com parisons w ere  made betw een  s u b je c t 's  resp o n ses  to  each of the 

questions. Again, the  d a te  w as exam ined fo r th o se  s u b je c ts  who 

reported  th a t  a general o r do b esfg o a l had been s e t  (Q4) o r th a t the 

goal s e t  w as hard (Q5). C o rre la tio n s  w ere  then e s tab lish ed  fo r  each 

p a irw ise  com parison of Q4 through Q10 oh th is  su b se t of responden ts.
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Toble 2
Com parison of p o s itiv e  R esponses of P riv a te  versus P d v a le  ead 
Public Feedback Groups w ith  D ifferen t TypftS Of Goals S et

Easy o r Do Best" Goal S et Hard Goal S et
x2

06: Goal w i l t  be m et .01 .24

Q7: Feedback w as po sitiv e .00 .53

Q8 : Feedback w as accu ra te 3.38 ■ 07 •

Q9; Feedback w as helpful 5.17* .6.05**

Q10: Source w as po sitiv e 3:42 8.51**

*  = p < 05  ; = p < .01

. General o r  ‘Do B est' Goal Set 

The tw o  groups varied  only s lig h tly  in th e i r  resp o n ses  when a 

general goal w as se t. In th e  p riv a te  feedback group, when su b je c ts  

rep o rted  having s e t  a goal, ex p ec ta tio n s  of goal a tta in m en t (Q6 ) 

s ig n if ic a n tly  co rre la ted  w ith  a view  of th e  feedback a s  p o s itiv e  (07) 

( r  = .6 8 ), p < .001), a ccu ra te  (Q8 ) (r  = .361, p < .001), helpful (Q9) ( r  = 

.453, p < .001) and a view  of the  source as  p o s itiv e  (Q10) ( r  = .322,

V



51

p ( ,05). See Table 3q. ‘

In the  p riv a te  and public feedback group, when s u b je c ts  reported  

having s e t  a goal and had p o s itiv e  ex p ec ta tio n s  of m eeting th a t goal, 

co rre la tio n s  w ere  s im ila r, except th a t no c o rre la tio n  w ith  a view  of 

the source as p ositive  occurred. See Table 4a.

If w as not dem onstra ted  conclusively  th a t th e  p riv a te  and public 

feedback group showed rnore frequen t p o sitive  resp o n ses  th a t w ere  . ' 

in te rc o rre la te d  than  the p r iv a te  feedback group.

The p riv a te  and public feedback group did show  th a t,  w hen a 

general o r do b es t' goal w as s e t ,  percep tions of feedback os p o s itiv e  

co rre la ted  w ith  a view  of th e  feedback as accu ra te  ( r  = .240, p < .05), 

helpful ( r  = .3,00, p < .05), and a view  of the source os po sitiv e  ( r  =

.310, p < .05) ( ta b le  4a). With s u b je c ts  receiv ing  p riv a te  feedback 

only, feedback perce ived .as  p o s itiv e  co rre la ted  only w ith  percep tions  

of the  feedback as  helpful ( r  = ,491, p < .001) (Table 3a).

Only fo r the  p riv a te  feedback group did feedback perce ived  as 

accu ra te  c o rre la te  both w ith  percep tions  of the  feedback o s  helpful ( r  

= .400, p < ,01) and a view  of the  source as po sitiv e  (r  = .428, p < .01).
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Table 3 . . .
£QîT9lQtlQns Betw een P o sitiv e  Responses fo r Group 1 {Phvote

a. When Goal is  S et

Q5 06  07 08 ,09 0 1 0

Q5 — -  -.1903  -0 5 9 .8  , .2676 0 3 ;  1 -1 5 0 8
Q6 , ------  .6810*** .3810** .4529*** .3224*
Q7 .2135 .4905*** 1753 :
Q8 .4004** .4277**
,Q9 ------ .3939**
Q10

'

b. When Hard Goal is  Set

, ' Q5 0 6  07. 08  - 09 0 1 0

Q4 — - .3 )0 9 * * * 0 1 1 5 -.1303 -.0738 -.0693
06 .3949*** .3482*** ,.4064*** .2519**
07 , ,2719** ,4582*** .1518 ,
00 .4237*** . .4814***
09 . ---- .4459***
0 1 0

one ta ile d  te s t

.01
.001

j
Legend:
Q4 = Goal w as se t 
Q5 = Hard goal w as s e t  
Q6  = E xpectations of m eeting  goal w ere  p o s itiv e  » 
Q7 = Feedback w as perceived  as p o sitive  
Q8  -  Feedback w as perceived as  accu ra te  
Q9 = Feedback w as perceived a s  helpful 
Q10 = Source of feedback w as perceived  a s  p o s itiv e
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Toble 4 ,

Eubllc Feedback) 

a. When Goal is  Set

• 05 Q6 07 08 . .09 010

05 — -  -.1752 .-..0538 ■ -.1 7 5 2 ' -.0 7 5 0 .2849*
06 — .3406** .5633*** .2367* .0225
07 ---- .2400* - 3078*  • 3103*  .
06 - — .4402** .2201
09 .6417***
QIC •

------

b. When Hard Goal i s  S et .

05 • 06 07 08  , ; . 09 010

04 — -.2178*» -.1 6 8 3 .1512 -.0355 -.1 2 6 4
06 ---- .4112*** .3547** .1780 .1057
07 ---- .2537* . 3 4 8 2 ; ^ : .2355*
08 _ _ _ .3 7 5 2 * * ^ . .=•2441*
09 —  ■ % . . ,6944***
0 1 0

o n e -t8l)ed  te s t; 
•  fi< ,05
** D < .01

.0 0 )

Legend:
Q4 = Goal WÔ3 s e t  
Q5 = Hard goal w as se t
06  = E xpectations of m eeting  goal w ere  p ositive
07 = Feedback w as perceived as  p o s itiv e
08  = Feedback w as perceived as accu ra te
09  = Feedback w as perceived os helpful
010  = Source of feedback w as perceived  as  p o s itiv e
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f o r  th e  p riv a te  end public feedback group, feedback perceived as 

accu ra te  co rre la ted  cn ly  w ith  the perception  of the feedback as 

helpful (end not w ith  a view  of the source as positive).

For both groups, feedback perceived as helpful co rre la ted  w ith  a 

view  of the source o s  positive.

Hard Goal S et
i -  ■

For both feedback groups, an In te re s tin g  anom aly occurred  when 

a hard goal w as rep o rted  as se t. S ign ifican t negative co rre la tio n s  

occurred betw een th e  response th a t a goal had been s e t  (Q4) and 

ex p ec ta tio n s  of goal a tta in m en t (Q^) (see  T ables 3b and

When expec ta tions of m eeting  the  hard goal w ere  p o s itiv e , the  

p riv a te  feedback group showed c o n s is te n t s ig n if ic a n t c o rre la tio n s  

w ith ,p ercep tio n s  of th e  feedback as  p o sitiv e  ( r=  .395, p < .001), 

a cc u ra te  ( r  = .348, p < .001), helpful (r  = .406, p < .001) end a view  of 

the source as p o s itiv e  (r  = .252, p < .01). However, th is  didn’t  occur in 

the p riv a te  and public feedback group, in  th is  group, p o s itiv e  

ex p ec ta tio n s  of goal a t ta in m e n t c o rre la te d  only w ith  percep tions of '
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the feedback as p o sitive  ( r  = .411, p < .0 0 )) and accu ra te  ( r  = .355, p < 

.01) No co rre la tio n s  occurred  w ith  percep tions  of the  feedback as  

helpful o r the  sou rce .as  p o sitive  (Tables 3b and 4b).

For both groups, when th e  feedback w as  perceived  as  accu ra te , 

s ig n ifican t c o rre la tio n s  occurred w ith  percep tions of the feedback as  

helpful and a view  o f the source as positive.

A sum m ary of the  dif fe rences in responses betw een the  tw o 

feedback groups, inco rpora ting  T ables 1 through 4, is  provided in 

Table 5. ' ,

Table 5
Summary of the Pi f f e rences .in fiesponses Qbserv-id jii_ËQjlh g r iv a te  
and Public P lus P riv a te  Feedback Groups t

1, General A nalysis (Table 1)

EriMi ' . ' Public + PM vale
-  more goals  se t.

- -  feedback view ed as helpful.

-  source view ed as positive.



(E asy/ Dû B est’ Goal) \

Public + PriVBte

-  feedback viewed as helpful.

(Herd Goal),

P riv a te

-  feedback viewed as helpful.

- view  of source positive,

Public + P riv a te

1)1 C orrela tional A nalyses by Group and Goal S e t (Tables 3 and 4) 

(E asy /’Do B est' Goal)

■ -  s e tt in g  herd  goal co rre la ted  

w ith  po sitiv e  view  of source,

-  ex p ec ta tio n s  of goal achievem ent -  exp ec ta tio n s  of goal

c o rre la ted  w ith  v iew s of feedback achievem ent co rre la ted  w ith

as p o s itiv e , accu ra te , helpfu l, and v iew s of feedback as p o s itiv e ,

p o s itiv e  view  o f source. acc u ra te  and helpful.

- p o s i t iv e  view  of feedback 

co rre la ted  w ith  view  of feedback 

as helpful.

-  po sitiv e  view  of feedbeci^  

co rre la ted  w ith  view  of feed 

back os helpfu l, accu ra te , 

sou rce  as  positive.

\
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]]]. CorrelQtlQnQ] A nalyses (continued) '

{Eosy/"Do Best" Goo) S et)

P riva te  Public t  P d v a lâ

-  feedback viewed os occurote  -  feedback view ed o so c c u ro te

co rre lo ted  With view  of feedback co rre la ted  w ith  v iew  of feed -

os helpfu l, source a s  p o s itiv e .. . bock as h e lp fu l

(HordyGoo) S et)

Private
- exp ec ta tio n s  of goal achievem ent 

^ co rre la ted  w ith  view  of feedback 

as po sitiv e , a ccu ra te , h e lp fu l,, 

source os positive.

Public + P riv a te  ,

-  ex p ec ta tio n s  of goal 

achievem ent co rre la ted  w ith  

view  of feedback os positive , 

accu ra te , helpful,

- feedback viewed a s  p o s itiv e  . 

co rre la ted  w ith  view  of feedback 

as accu ra te , h e lp fu l

‘ feedback view ed a s  po sitiv e  

co rre la ted  w ith  view  of feed

back a s  occuro te , helpful, 

source os positive.
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It w o s expected  th o t  th o se  su b je c ts  receiv ing  both public and 

. ' p riv a te  feedback and who had s e t  a hoTî'goèl would rep o rt

s ig n ifican tly  more frequen tly  th a t they expected to  m eet th e ir  goals. 

Giving both tjypes of feedback 'o r knowledge of r e s u l t i^ o u ld ^ n c fe a s e  

inform ation  about perform ance, allow  n ecessary  a d ju stm en ts  tow ard 

' the goal and u ltim a te ly  im prove exp ec ta tio n s  of goal ach iev em en t.

(Locke, 1981), This w as not shown. It w as a lso  not shown fo r  the  '

. group receiv ing  p riv a te  feedback.

, , The tw o  groups d iffe red  in th e ir  responses, b u fn o t in the.

d irec tion 'expected . Although m ore su b je c ts  In the  public and p riv a te  

feedback group repo rted  th a t they had s e t  a general o r  'do b e s t ' goal 

fo r them se lv es , th e re  w ere no s ig n ifican t d iffe re n ces  in the types of 

goals s e t ,  ex p ec ta tio n s  of goals s e t ,  or percep tions of feedback a s  , 

p o s itiv e  o r accu ra te  (see  Table 1 ) ’The p riv a te  feedback group . 

a c tu a lly  reported  m ore freq u en tly  th a t  they  had s e t  hard goals fo r 

them se lv es  (see Table i). The add ition  of public feedback of 

individual re s u lts  appears to  in je c t a negative or av ersive  elem ent



59

effec tin g  the se tt in g  of herd goofs (Toble ,5),

In both groups, when o herd goal hod been s e t ,  o negative

. ' ■- .  ■ .  \  
co rre lo tlon  occurred betw een p o sitiv e  responses  tho t a goal hod been

se t (04) end ex p ec ta tio n s  of gool ochievem ent (06) (se e  T ables 3b and 
' ' ' ! ' ' - ,

4b). Garland (1904) found th a t s u b je c ts  continued to  w ork tow ard  a

very d iff ic u lt gool even when they su spected  th a t i t  could not be

obtained. A s im ila r  reac tio n  may hove occurred  here; how ever,

w ithou t ex p lic it d esc rip tio n s  of individual percep tions of w hat is

su b jec tiv e ly  accep ted  os a hard goal, th e  r e s u lts  of th is  an a ly sis

should be viewed With caution.

As w ell, the  re la tio n sh ip  betw een expecto tions of goo)

och ievem en tiw hen  a hard gool i s  s e t)  and som e of th e  percep tions of

feedback appears to be a ffe c te d  by the  provision of the  d iffe re n t

types of feedback. The in troduction  of public feedback appears to  .

a ffe c t p o s itiv e  percep tions  of both th e  helpful a sp e c ts  of th e

feedback and th e  source of th e  feedback. Prue and Fairbank (1981)

i .  '

em phasized th a t fo r feedback to  be u tiliz e d  to  i t s  fu lle s t ,  i t  m ust be 

accepted and view ed as acc u ra te  and helpful. Public feedback of
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Individuel re s u lts  may octuoîly  adversely  a f fe c t such percep tions of 

feedback (Table 5).

L im ita tions of th is  study  should be noted, a t th is  point The 

questionnaire  used w as a su b jec tiv e  m easure and open to  Individual 

in te rp re ta tio n . J^esponses to  a q uestionnaire  a t  th is  point in the

academ ic y ear may have been a ffec ted  by a halo e ffec t: su b je c ts  may
' ' ' ■ - ■. ' 
have been b iased  In th e ir  responses  by the rec e ip t of th e ir  m idterm

i ' ‘ - ■ ’
class, r e s u lts . ' . '

As w ell, s e v e ra j /d lh e rfa c to rs  could in fluence th ese  re su lts .

Feedback could be view ed as m ore a c c u ra te  when i t  provides , ■
' ' ' ' ■ ' '* /

Inform ation not only about one’s own p ro g ress  tow ard  a gool but one's 

own goal achievem ent re la tiv e  to  o th e rs  (IIgen, F isher and Taylor, 

1979), However, re search  has shown th a t com petition  is  a possib le  

confound in s itu a tio n s  w here feedback is  p resen ted  publicly (Komaki 

e t  a l, 1970; Latham and Baldes, 1 9 7 5 ).^ ea rc e  and P o r te r  (1986) hove 

argued th a t perform ance feedback tfiat.oné Is ’m eeting  s ta n d a rd s ’ is 

viewed os negative  feedback. In th i s  case  provision  of public feedback

, 7  \ ^
of individual r e s u lts  could be aversive  to  su b je c ts , p a rticu la rly  in a
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highly com petitive  académ ie se ttin g .

The personal and su b jec tiv e  d efin itio n  of a ’hard goal' could vary 

betw een groups. In p riva te  feedback groups, a hard goal could be based  

on personal experience and expectations; In a pub lic  and p riv a te  group, 

a hard goal could be based on e x trin s ic  r a th e r  than in tr in s ic  fa c to rs . 

Goal s e tt in g  could be Influenced by th e  com parison of one's own 

perform ance w ith  th e  perform ance of o thers . Hayes (1985) s ta te d  

th a t goal s e tt in g  w orks because i t  s e ts  a socia l s tandard  r a th e r  than 

a se lf-s ta n d a rd . However, If such re su ltin g  goals w ere  both hard and 

u n a tta in ab le , then feedback would not be view ed a s  helpful to  goal 

a tta in m en t. Erez and Zidon (1984) found th a t feedback accep tance 

negatively  co rre la ted  w ith  ta sk  d iff ic u lty , w hile Huber ( 1985) s ta te d  

th a t s e tt in g  a d if f ic u lt gool may adversely  e f fe c t behaviour if the  

ta sk  is  d iff icu lt.

. The personal a t tr ib u te s  of th e  feedback sources could a lso  be a 

confounding fac to r. Pow er o r perceived influence of th e  source 

Involved in giving feedback has a lso  not been discounted  as  a  possib le  

a f fe c t on s ig n if ican t negative  or p o s itiv e  responses. S tu d en ts  may
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hove f e l t  tho t even though oil questionno ires  w ere confiden tie l, th e ir  

p ro fe sso rs  would hove occess  to  end be influenced by the  s tuden t 

responses-

A lso, th e  populé tio n s  of the, d iffe re n t feedbock groups could very .

«
sim ply  becouse of th e  d iffe rin g  su b je c ts  tought. P ro fe sso rs  who 

provide both public end p riv a te  feedbock could m ark  assignm en ts  

more s tr in g e n tly  and be perceived os m ore demanding than p ro fesso rs  

■ wlio provide p riv a te  feedback only. If o sp ec if ic  course Is required  fo r 

a degree, s tu d en ts  w ill be requ ired  to  enroll end achieve a minimum 

grade (or gool) reg a rd less  of type of feedbock provided.

T 0 expldre fu r th e r  som e of th ese  is su e s , m ore o b jec tiv e  ra th e r  

, than  su b jec tiv e  da ta  w as needed. In Study 2, an a tte m p t w as mode to 

com bine behavioural methodology using o b je c tiv e  perform ance • "

•- m easures anti a questionnaire  recording su b jec tiv e  resp o n ses  to  

in te rv en tio n s . /

' V .
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Study 2

Study 2 w os conducted to  determ ine fu r th e r  th e  e f fe c t of th e

type of feedback p resen ted  on im proving perform ance, when com bined

w ith.goal se ttin g . P revious s tu d ie s  have used behavioural

methodology and have found s ig n if ic a n t r e s u lts  w ith  the  in troduction  

' ■ '  ̂ : 
of feedback an d /o r goal se ttin g , For example^. W ikoff, Anderson and

Crowell ( 1982) conducted a f ie ld  study  to  de term jne  th e  e f f e c ts  of

feedback and feedbock plus p ra ise  in increasing  e ffic ien cy  in a

.furniture m anufacturing  plant. They used a m u ltip le -b ase lin e  design

acro ss  departm en ts. Both feedback conditions used public and p riv a te

feedback of Individual re su lts . No com parison or sep ara tio n  of the  tw o

feedback types w as mode, nor w as th e re  a form al goal s e tt in g

component Introduced, t h e i r  re s u lts  show ed th a t  5 of the  7 feedbock

only cond itions reached s ta t i s t ic a l  s ign ifican ce  and th a t 2 of the  4
* . '

feedbock plus p ra ise  conditions reached sign ificance ,

Luthens, Paul and T ay lor (1966) rep lica ted  on e a r l ie r  f ie ld  study 

using contingent re in fo rcem en t to  im prove perform ance of 

sa le sp e rso n s  in a re ta i l  se ttin g . Although no sp ec if ic  goal s e tt in g  w as

-  i  ^

4 :
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described , su b je c ts  w ere  given assigned  "estab lished  perform ance 

% standards"  (p, 29). A sim ple  rev e rsa l design w as used, w ith  re s u lts  

base#  on individual perform ance. Feedback w as not form aliy  described

as  being provided to  su b je c ts ; however, em ployees w ere inform ed
» '

daily  w h eth er they  w ere e lig ib le  to rece ive  th e  contingent re in fo rcer. 

In o th e r w ords, they w ere  inform ed about th e ir  perform ance.tow ard  

th e  goal requ irem en ts  fo r rein fo rcem en t. T heir re s u lts  showed 

s ig n if ican t In c reases  in function^), and a reduction  in dysfunctional, 

perform ance w ith  the  in troduction  of con tingen t re in fo rcem en t, and a 

re tu rn  to  baseline  lev e ls  w ith  a w ithd raw al of rein fo rcem en t.
.

Komaki, Berw ick and S c o tt (1978) used a behavioural approach to 

im prove s a fe ty  p ra c tic e s  in à  food m anufacturing  plant. An assigned  

goal wos used and group perfo rm ance w as posted  publicly. As well,, 

p ra ise  of appropria te  s a fe ty  perform ance w as im plem ented on a 

random  b asis . Although goal s e tt in g  w as used and both public and 

p riv a te  feedback  and p ra ise  w ere provided, no com parison of the  tw o 

ty p es  of feedbock w as conducted. T h e ir  r e s u lts  showed tho t feedback 

plus gool s e t t in g  su b s ta n tia lly  im proved levels  of sa fe ty



65

perform once. When feedback w as w ithdraw n, perfo rm ance rev e rted  to  

baseline  levels.

In 1982, Komaki, Collins and Penn again s tu d ied  sa fe ty  

perform ance in a m anufacturing  p lan t; how ever, th is  work com pared 

th e  re la tiv e  e ffe c tiv e n e ss  o f goal s e tt in g  (assigned) and goal s e tt in g  

plus feedback (public posting  of group re su lts ) , T h e ir .re su lts  show ed 

th a t goal s e tt in g  p lu s  feedback produced su p erio r re s u lts  com pared to 

goal s e tt in g  alone.

As goal s e tt in g  and feedback have been dem onstra ted  to  of fe e t 

perform ance, a logical next s te p  in re search  i s  to  de term ine the  

re la tiv e  e ffe c tiv e n e ss  of d if fe re n t types of feedback combined w ith  ' 

goal se ttin g . The provision  of any form  of feedback when combined 

w ith  goal s e tt in g  should a f fe c t perform ance lev e ls ; how ever, 

feedback w hich Included a public com ponent, e i th e r  by i t s e l f  or; w ith  . 

p riv a te  feedback, should provide, a g re a te r  im provem ent than p riv a te  

feedback alone. . ' .

Public feedback does not involve la rge  c o s ts  and it  i s  easy  to 

p resen t (Prue and Fairbank, 1981), These tw o fa c to rs  a re  im portan t
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consid era tio n s  In th e  Im plem entation  of new feedback sy stem s,
y  /  , . .

p a rticu la rly  If i t  can be dem onstra ted  th a t  public feedback is  more, or 

a t le a s t as , e ffe c tiv e  as p riv a te  feedback. The second study  sought to  

exploré th e  e ffe c tiv e n e ss  of public and p riv a te  feedback, when a goal 

had been s e t ,  in a f ie ld  se ttin g . Using a behavioural approach, th ree  

perform ance d efic ien c ies  w ere  id en tif ied  and observa tions w ere made

to  determ ine b ase line  m easures. A ssigned goals fo r  im proved
: "

perform ance w e re  used. In terven tions of p riv a te  feedback alone, 

public feedback alone, and public p lus p riv a te  feedback w ere provided 

to  em ployees. P ra ise , when app rop ria te , w as a lso  used.

Follow ing in terven tion ,-a  q uestionnaire  w as used to determ ine 

the  s u b je c ts ' percep tions of th e  feedback provided. It w as expected  ' 

th a t th e re  wouW be som e negative rep ercu ssio n s  from  th e  su b je c ts , 

and th a t the  feedback accuracy  and view  of the  source of the  feedback 

could be a ffe c te d  by th e  type of feedback p resen ta tion .
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S ettin g  * "  •

An In tem otiono l re ta il  chain agreed to  allow  th e ir  local branches 

to p a r tic ip a te  In a study a sse ss in g  th e  re la tiv e  m e rits  of public 

versus p riv a te  feedback. Four s to re s  of the ten  lo ca ted  in the 

H alifax/D artm outh area  p a rtic ip a te d  in  th e  study. Three of the  s to re s  

w ere lo ca ted  in m ajo r shopping m olls, w hile the  fou rth  w as operated  

as a subdepartm ent w ith in  a m a jo r departm ent sto re .

S to re  A had a fu ll- t im e  s ta f f  (excluding th e  m anager) of 2 , w ith  

2 p a r t- t im e  em ployees. S to re  B hod a fu ll- tim e  s ta f f  (excluding the 

manager) p,f 5 fu ll- tim e  em ployees and 2  p a r t - t ^ e  em ployees. S to re  

C, located  w ith in  a deportm en t s to re  and a lso  superv ised  by the  

m anager of S to re  A, hod a fu ll - t im e  s ta f f  of 2 em ployees and 2 

p a r t- t im e  em ployees; how ever, one of the fu ll - t im e  em ployees w as 

te rm inated  during the  study. T his te rm in a tio n  w as not re la te d  to  

perform ance problem s. S to re  D, superv ised  by th e  m anager of S to re  8 , 

had ! fu ll- tim e  em ployee and 2 p a r t- t im e  em ployees. The to ta l
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num ber of em ployees, excluding the  m anagers, w as 18 In itia lly  and 17 

by th e  s ix th  week of the  study.

The leng th  of tim e  em ployees had been employed by th e  company 

. ranged from  a minimum of six  m onths to  f if te e n  years. All em ployees 

had com pleted  b asic  tra in ing  In all a rea s , and w ere  considered .to  be 

aw are  of company goals and procedures. It w as expec ted  th a t th is  

s tan d ard ized  background would control fo r  p ossib le  tra in ing  o r  ' 

experience e f fe c ts  (Luthans, Paul and Taylor, 1985).

Id en tif ic a tio n  of Behavloural D eficiencies

Through m eetin g s  w ith  m anagers and the a rea  superv iso r, th re e , 

perform ance.problem s w ere  analyzed using a behavioural model.

•One m anager superv ised  S to re s  A and C and w as resp o n sib le  fo r 

insuring th a t  a irpaperw orK  fo r bo th  s to re s  w as com pleted  co rrec tly  

befo re  i t  w as forw Prded to  heed o ffice  weekly. One of the c le rica l 

d u tie s  to  be com pleted  by s ta f f  w as th e  com pletion of de ta il on the 

daily  cash  rep o rt envelopes. The required  in form ation  included
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stom ping the envelope w ith  the  p o rticu lo r s to re  jd en tlflco tlo n  stom p, 

circ ling  the nome of the s to re  on the envelope, c irc lin g  the  co rre c t 

week of th e  re ta il  cycle, and noting the dolly w ea th e r conditions (See 

Appendix 2), In itia lly , It w as believed th a t th is  w as a problem  needing 

In terven tion , os the  m onoger had been required  to  spen(| considerab le  

tim e p rio r to  th e  study  insuring  th o t these-envelopes w ere  com pleted  

co rrectly . However, a f te r  baseline  observations. I t w as determ ined  

■that th is  problem  had been re c tif ie d , as overage perform ance of 

^completing cash envelopes c o rre c tly  averaged  93% fo r both’ s to re s  

•over fo u r w eeks. T his c le r ica l ta sk  w as not Iden tified  as a problem  In 

e ith e r  S to re  B o r D. " •

The m anagers expressed  concern a b W  the q u a lity  of 

housekeeping w ith in  th e  s to re . They few  th a t em ployee^ w ere not 

alw ays c o n s is te n t w ith  executing  ^ l y  ta sk s  to  m ain ta in  an orderly  

and n ea t s to re  appearance fo r  custom ers, E ffe c tiv e /In e ffe c tiv e  

perform ance w as opera tionally  defined so th a t behaviour m easures 

could be easily  and unam biguously token. It w as determ ined  th a t the

\
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behovloural d escrip tio n  ’Housekeeping’ would encom poss th e  

following:

' 8. yaccuum ing perform ed fo r e n tire  s to re  In the morning.

b. s to re  s to ck  s tra ig h ten ed  and tid ied  throughout e n tire  s to re  in the 

morning.

c. cash  desk a rea  s tra ig h ten ed  in th e  morning (th a t is ,  all paperw ork 

removed, stock  not piled in view  of custom ers, e tc .)

Cosh Disc rep ancies .

Cash d iscrepancies rep re sen t an ongoing problem  in re ta il  

o u tle ts  of all types,.A lthough overages an d /o r sh o rtag es  may only 

rep resen t a sm all am ount of cosh doily w ith in  individual s to re s , when 

to ta lle d  over all s to re s  w ith in  a m a jo rc h a in  the  to ta l am ounts 

u n o c ^ o # te d  fo r may be su b stan tia l. As w ell, w ith in  th is  chain of 

s to re s , fo r  a ll cash  d iscrepancies  of m ore than $5 .00„m anagers a re  

required  to  recheck daily  sa le s  re c e ip ts  in on a tte rn p t to  d iscover 

w here the  e rro r  has occurred, Weekly, th is  may rep re sen t a 

, su b s ta n tia l am ount of both the m anager's, and th e  accounting 

d ep artm en t’s , tim e. Cosh D iscrepancies ' w ere  id en tified  as  any
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amount over/under zero  on o dolly bosis.

. Employees w ere  not involved in th e  goal se tt in g  decision. The . 

behaviours ta rg e ted  fo r in te rven tion  w ere  considered w ith in  each 

em ployee’s daily  Job perform ance, and p rio r to  th is  study , the 

company had continuously expected  high achievem ent in th e se  areas.

The goal fo r perform ing Housekeeping ta sk s  w as s e t  a t #00%
- '  . ■ '  ■ •

com pletion of all ta sk s  daily; th e  goal for Cash D iscrepancies w as se t 

a t zero  (no cash over o r under daily), T hese w ere  considered to  be 

hard, but not una tta inab le  goals fo r  em ployees.

Employee In stru c tio n s

A fte r  baseline  .data w as co llec ted , em ployees w ere  inform ed th a t 

the company w as going to  a tte m p t to  help em ployees solve 

perform ance pçpblems, It w as em phasized th a t th is  w as a p ilo t 

p ro jec t only, th a t o bservations token would n o i be used by the 

company fo r perform ance ap p ra isa ls  a n d /o r d isc ip lina ry  procedures.

It w as also  em phasized th a t th e  experim en ter w as not a sso c ia te d  

w ith  the se c u rity  company used by m anagem ent to g a th e r covert
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evidence on th e '^ ffic len cy  and,honesty of em ployees.

» ‘ .
Goals w ere  given orally  to  em oloyees a f te r  b ase line  m easures

had been co llec ted , and in  w r itte n  an d /o r graphic form  fo r  each of the

follow ing in tferventions.. > ,

Sim ple behavioural c h e c k lis ts  w ere  devjseB, end a schedule of

observations w as outlined , to  c o lle c t baseline  data. For Housekeeping,
- ' \  "

observations-included both continuous checks (as the th ree   ̂

Housekeeping behaviours could be noted by the m anagers a s -e ith e r 

perform ed or not p e rfu m e d  in  the  m orning) as w ell a s  random tim e  

•sampling of the  noted behaviours (see  Appendix 3). Managers random ly 

checked tw ice  during each day to  see  th a t th e  cash  a rea  w as kept 

c le a r  of c lu t te r ;  a s  w ell, the ex p erim en te r v is jte d  each s to re  a t a 

random tim e  daily  to  observe the sarrre. A to ta l  sco re  of s ix  could be 

obtained  by each s to re  daily if  a ll ta sk s  w ere com pleted. 

In tero b serv er ag reem ent of a t  le a s t  96% w as m ain tained  throughout 

the study. Only s to re s  A and B w ere considered  to have a problem  in 

th is  a rea  and w ere  included in th is  portion  of the study. .

) •

C' '
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For Cû3h D iscrepancies, m anagers w ere  responsib le  fo r recording 

. dolly d isc rep an c ies  in all fou r s to re s  (see Appendix 4X

The follow ing in te rv en tio n s, based on a m odified rev ersa l design

(A8 1 8 2 CB^; Kozdin, 1984), w ere  Im plem ented.

A (B aseline): D iscre te  o bserva tions w ere taken and recorded to  

e s ta b lish  baseline  m easures.

Goal Setting : Once base lin e  da ta  had been co llec ted , i t  w as a s se s se d  

to  in su re  th a t a behavioural problem  ex isted , and th a t  i t  ;Was a 

problem  of ra te  o r frequency of perform ance, ra th e r  than  of the  sk ill • 

o r lack of tra in ing  of em ployees. Using b ase line  d o ta ;m an ag ers  

■ C alculated ta rg e t goals fo r  e f fe c tiv e  perform ance; em ployées w ere - 

ïn form ed ,of th is  goal and asked to  work tow ard  it.

In tervention: P riv a te  Feedback): Following the  e s tab lish m en t of

goals, o b servations  w ere continued on the perform ance m easures. On’a .

schedule of once a week, em ployees w ere given w r itte n  p riva te

feedback on .the group perform ance by the  s to re  m anager in the form  ' /
%

of average .cash discrepancy  fo r th e  p rio r week a n d /o r percen tage  of
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ta sk s  com pleted  doily  (Tor Housekeeping). Through d iscussion  w ith  the 

oreo superv iso r, w r it te n  ra th e r  than verbal feedback in th is  phase 

w as deem ed m ost app rop ria te  to  TocilU ole the  p artic ip a tio n  of . 

m anagers. (See Appendices 5 and 6  fo r sam ple p riva te  feedback 

form s.) This w as combined w ith  verbal p ra ise  and encouragem ent 

(w here appropriate).

It w as determ ined by the m anagers th a t em ployees, would 

respond b es t to  a pairing of p ra ise  w ith  feedback. The cbrnpony had 

dergone ex tensive  change in th e  th re e  years p rio r  to  the  study and 

Lt/was believed th a t som e em ployees would be aversive  to  fu r th e r  

change o r d isruption . Required tim e  fo r p riv a te  feedback in terv en tio n  

w as 2 w eeks.

B2 _( 1 n terven tion : Pubiic Feedback): O bservations continued. At th is

po in t, public feedback w as In s titu te d  in the form  of graphs of group • 

perform ance tow ard  th e  requ ired  gâ'ai. Line graphs il lu s tra t in g  th e  

previous w eek 's perform ance and the  assigned  goal w ere posted  in a 

w eV haccessed  area . Managers explained to  all em ployees w hat th e
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graphs rep resen ted  and provided v e r ta l p ra ise  a n d /o r encouragem ent 

tow ard  the  o rganizational goal, a s  appropria te . A fte r  one day of. public 

feedback, m anagers suggested  th a t bar c h a r ts  be su b s titu te d  fo r  line 

graphs, due to  some d ifficu lty  In th e  In te rp re ta tio n  of graphs by 

.employees. This w as Im m ediately rem edied. R equired tim e  fo r public 

feedback w as 2 w eeks.

C (Retyrn to B aseline): At th i s  poin t, all feedback w as w ith d ra w n ., 

O bservations continued. Employees w ere  not inform ed of th e  purpose 

of the W ithdraw al of feedback. Tim e fo r re tu rn  to  b a se lin e  w as 2  

weeks,

O bservations

continued, At th is  po in t, both p riv a te  and public feedback ( as 

described  above) w ere lm,3lemented, w ith  verbal p ra ise  an d /o r 

'# k o u r8 g e m e n t a s  appropria te . Required tim e  fo r public,and p riv a te  

feedback w as 2 weeks.
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The heed o ffice  of the.eholn  requested  on opportun ity  fo r  @11 ' 

non-m anagem ent s ta f f  m em bers to  express th e ir  v iew s bn th e  study ; 

w ith  the  purpose of providing feedback to  th e  company and i t s  

m anagerial em ployees. A questionnaire  w as adm in iste red  to  all 

em ployees who p a rtic ip a ted  in the  study in an a tte m p t to  determ ine 

th e ir  accep tance of the  feedback procedures and of the  in terven tion  ■ 

85 a w hole (See Appendix 7). A sum m ary of th e se  reponses w as 

provided to  the  company head o ff ic e s  in  a general rep o rt, m ain tain ing  

to ta l co n fid en tia lity  of individual v iew s and opinions.

D ifferences in be tw een - and w ith in -group  perform ance leve ls  

w ere  analyzed using th e  repea ted  m easures program  of th e  SPSS^ 

package re s id e n t on a VAX com puter sy s tem  a t S a in t Mary's 

U niversity . ' '

- F irs t,  Box's M fo r  hom ogeneity of d ispersion  m a tr ic e s  w as 

executed  to  de term ine  if  the  groups w ere homogeneous on both
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dependent m eosures used in th is  study. Box's t e s t  determ ines w h e th e r 

betw een group com parisons con be eccep%ed, based on the  

hom ogeneity of the perform ance m easures. If. th e  groups are  

homogeneous, I t is  accep tab le  to  In te rp re t betw een group d iffe ren ces . 

If h o m o g e n e i ty < p ^ t  be su sta in ed , then only w ith in -group  

com parisons are computed.

Second, p ro file  an a ly sis  to  t e s t  fo r  the p a ra lle lism  of group 

perform ances (w hether one group perform ed uniform ly b e t te r  on both 

m easures) w as also  executed; If the  groups a re  not p a ra lle l, then 

there  Is evidence of a group by variab le  In te rac tio n  (S tevens, 1986),

Third, averaged te s t s  of s ign ifican ce  fo r  re'pe'aTed m easures w ere  

used to  d e term ine  s ig n if ican t w ith in -g roup  e ffe c ts . Planned t - t e s t  

com parisons w ere then executed. S ch effé 's  procedure fo r  m inim izing 

Type ) e rro r  w as not used, a s  a p rio ri com parisons ra th e r  than  post

hoc com parisons w ere  used (S tevens, 1986). ■ ■
.

Fourth, follow ing previous s tu d ie s  u tiliz in g  behavioural 

m ethodology,'graphic o r v isual ana ly ses of r e s u lts  w ere  also  

perform ed. A more e ffe c tiv e  an a ly sis  could be executed using



78

A uto reg ressive  In teg ra tea  Moving A verages A nalysis (ARIMA). This 

an a ly sis  i s  a p p ro p r ia te ,fo r tim e * se r ie s  da ta  and tra n s fo rm s  th e  data  ' ■ 

to  rem ove se ria l dependencies. T - t e s t s  a rA h e n  perform ed on th e  

tran sfo rm ed  da ta  to com pare changes in th e  level of the perform ance 

m easu re s  ac ro ss  conditions (Komaki, Collins & Penn, 1982). H ow ever; 

th is  an a ly tica l sy stem  is  not availab le  a t S a in t Mary's U niversity  a t . ' 

th is  tim e. • ' >

Resylts . ' . •
In th is  study. Box's M show ed the  groups to be heterogeneous on
' ' ' . ' . f ' ' - . ' '

both perform ance m easures useci (Box's M = 412 .01652 , F 145,3960] -  

7 .01724 , p < .000),, making betw een-group  com parisons inapp ro p ria te  • 

and inaccu ra te . Only w ith in -g roup  analyses w ere  executed. . ■. . 

Housekeeping Perform ance 

, As expected, th e  im plem entation  of goal se tt in g  and feedback - 

in te rv en tio n  appeared to a f fe c t  perform ance in S to re s  A and 8 (see 

Table 6). P ro file  an a ly sis  confirm ed th is , w ith  a s ig n if ic a n t F te s t  

i l lu s tra t in g  th a t  th e  groups w ere  not para lle l (F 14,18] = 9 ,08370 , p < 

.000), th a t perform ance w ith in  the s to re s  varted  and th a t  tlre re .w as a
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Toble 6

T est Name Value Hypoth df , . E rror df Exact F

P illa is  ■ ,.87470 4.00 . 18.00 31 .4 1 * * *

H otellings 6.96076 - 4 0 0 16.00 31 ,41***

Wilks .12530 4.00 ■ 18.00 31 .41***

Roys , .87470

R < .000

■ f

#

- I

 ̂ I

.1

group by vorioble in te rac tio n . These changes are  also  ev ident from  

v isu a l.m spec tion  of the  d a ta  (see  Figure 3), ju s tify in g  m ore d e ta iled  

analyses.'

Averaged t e s t s  of s ig n ifican ce  designed fo r repea ted  m easu res ■

designs ( and equivalen t to  u n iv a ria te  t e s t s )  showed th a t th e re  w ere
’ ■ '  "  '  '  '

s ig n if ican t w ith in -g roup  d iffe re n ces  ac ro ss  phases fo r
'

, both the  m ain e f fe c t  and th e  in te ra c tio n  betw een  s to re  and 

perform ance (see  Table 7). T hese t e s t s  allow  fo r  th e  e f f e c ts  of 

learnihg and a  p rac tice  e f fe c t of in te rv en tio n s  w ith in  groups, so th a t
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Table 7

Sums of Souares Involvino Housekeeolno W U hin-S ub lec ts E ffec t

Source of varia tio n SS df MS F

w ith in  c e lls ■ 90.77 84 1.08

■ Housekeeping 89.16 4 22.29 20.63""*^

Group, by Housekeeping 35.81 4 8.95 • 8.28"***

* * %  < -000
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only robust ra th e r  than inc iden ta l in te rv en tio n  e f f e c ts  a re  shown. 

Consequently, paired  t-^test com parisons of a ll phases fo r  both  s to re s  

w ere conducted to  ind ica te  th e  s ig n ifican t changes in perform ance.

For S to re  A, all feedback in te rv en tio n s  showed s ig n ifican tly  

improved perform ance over baseline. As w ell, both public feedback 

alone and public plus p riv a te  feedback in terven tions  showed 

s ig n ifican tly  im proved perform ance over-private feedback only ( t  = 

-2 .75 , p < .019; t  = -3 ,3 8 , p < .006) (Table 8).

However, re tu rn  to  b ase line  did not d ecrease  to  below e ith e r  the  

in terven tion  lev e ls  o r the  base lin e  levels fo r S to re  A. In th is  case , the  

re tu rn  to b ase lin e .w as a c tu a lly  s ig n ifican tly  h igher than  e i th e r  

baseline ( t  = -9 .9 3 , 'p < .000) o r the p riv a te  feedback in terven tion  (t = 

-4 .00 , p < .002). •

Although Table 6 shoWs only one s ig n if ican t change in 

perform ance fo r  S to re  8 , Figure 3 su g g es ts  th a t Housekeeping 

behaviour did change over the  course of the  study. Housekeeping 

increased  from  a baseline  ra te  of 71.2% com pletion ro te  to  86.4% by 

the end of the  study, on in c re a se  of 15.22%. The t - t e s t  com paring the
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T a b le s .
CompansQfis of the R esu lts  of All In terven tions fo r Hotisekeeping

Com parisons

S to re  A 

t  value

S to re  B 

t  value
4P

a

p riv a te  > baseline -3 .25 .008 -.77- ' ns

public > baseline -5 .3 0 .000 -1 .59 ns

re tu rn  to  baseline > baseline -9 ,93 .000 -1 .7 5  ' ns

public + p riva te  > baseline - -8 .25 ,000 -3 .3 2 .008

public > p riva te -2 .75  ■ .019 - .5 4 ns ’

re tu rn  to  baseline > p riv a te -4 .00 .002 -.89 ns

public + p riva te  > p riv a te -3 .38 .006 -1 .79 ns

re tu rn  to  baseline vs public- -1 24 ns -.23 ns

public + .private vs public -.62 ns -1 .08 ns

re tu rn  to  baseline  vs public

+ p riv a te 1.91 ns -.76  • ns

f i r s t  (baseline), and th e  final (p riv a te .p lu s  public feedback) phases 

showed th is  in c rease  w as s ig n if ican t (t = -3 .3 2 , p < .008). No o th e r 

com parisons proved s ig n ifican t; again , re tu rn  to  b ase line  w as  not

t
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s ig n ifican t. Figure 3 and Table 9 show th e se  com parative perform ance 

changes fo r  both s to re s .

Table 9 ^
Mean R esu lts  fo r Both.Housekeeping and Cash D iscrepancies In Each 
In le rv e n tio n a n d  All .SAorea

Cash D iscrepancies ($) Housekeeplng(X)

. S tore .S to re

' . ■■ ■ ' . '
--- - ---- --------—T':"

In te rv e n tio n s’ "■i: B C D A B

' - mBaseline® ■ ^ .3 9 '> “ 00.51
h

+ 1 7 # +02.99 52.58 71.17

P riva te  feedback )»r -0 8 .6 3 - ^ . 7 6 -0 0 .2 4 -0 0 .6 6 73.95 75,69

Public feedboék^ : * 2 5 2 0' , 1 ^ *05.50 -00 . T4 +00.46 93.qq 80.55

Return to  &éseîjne -0 3 .^ 6 t0 2 .9 3 -0 1 .8 2 +00.75 100.00 81 .94
r

P riva te  & p u b lic -00 ,39 “00.07 -00 .05 - 0 2 .1 2 ’ 95.28 86.39

feedback . /  ,

® = B aseline m eosures-fo r C pjh D iscrepancies gathered  over 5 w eeks; 

fo r Housekeeping over 4 weeks.
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CQSh P tscreD onctes .

Expected reductions in Cash D iscrepancies did not occur for  any 

of th e  fou r s to re s . MANOVA fo r rep ea ted -m e esu re s  showed no 

s ig n if ican t d iffe ren ces  w ith in  groups ac ro ss  a li phases. P ro file  

an a ly sis  confirm ed th a t the tw o s to re s  w ere  para lle l (H otellings 

(12,1071 = 1.059, p < .401) and th a t they perform ed s im ila rly  ac ro ss  

the  phases (F 13,401 = ,36, p < .769):

Cash D iscrepancies fo r S to re  A ac tu a lly  d e te rio ra ted  over the 

In te rv en tio n s , re tu rn ing  to  baseline  by the end of th e  study. S to res  B 

and. C showed some im provem ents from b ase line  m easures fo r both 

.; phases of feedback and a drop off in perform ance fo r  re tu rn  to., 

i  b ase line , as expected. The p riv a te  plus public phase concluded w ith  a 

perform encb Increase, S to re  D im proved som ew hat over oil phases 

■ except a t the  conclusion of public plus p riv a te  feedback 'phase (see  

Toble 9),

F igures 4  and 5  d em onstra te  the  v a ria b ility  fo r a ll s to re s . S to res  

A .and B w ere com parable in s ize  and sa le s , and a re  com pared in Figure 

4. S to re  A exhib ited  high v a ria b ility  ac ro ss  a ll phases, w ith  no
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exceptional variance from  the  perform ance goal during re tu rn  to  

baseline. S to re  0 m aintained Cash D iscrepancies on a fa irly  

co n sis ten t basis, ,

45,501

8  m

VEDC OF OFTERVEMTN*

Weekly Cash D iscrepancies recorded  over all in te rv en tio n s  fo r S to res  
A an’d B,

Figure 5 com pares S to re s  C and D, the tw o sm a lle r  s to re s . S tore 

G a lso  showed high v a ria b ility , w hile  S to re  D show ed co n s is te n t 

approxim ation to the perform ance goal (s im ila r  to  the trend  in S tore
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B), Both s to re s  approached th e  perform ortce gool duMhg Poth the 

p riva te  feedback phase and the  public feedback phase. Only s lig h t 

d eterio ro tio n  in perform once occurred o t th e  re tu rn  to  boseline. 

Perform ance im proved again a f te r  th e  im plem en tation  of public plus

p riv a te  feedback.
■ /  '

8

I

pubWc
m

I

VKK OF o n w m rw M i

FlgurrS
Weekly Cash D iscrepancies recorded over a ll in te rv en tio n s  fo r  S to re s  
C and D.



87

S to re s  A and C w e re  managed by th e  sam e person, a s  w ere  S to res  

B and D: F igures 6 end 7 com pare perform ance according to  m a n a g e r . 

P erfo rm ance in S to re s  A and 8 I s  qu ite  e r r a t ic  over a ll phases; 

perfo rm ance In S to re s  C and D Is quite  co n s is ten t. It Is Im portan t to  

n o te  th e  d iffe ren ce  In sca le  used fo r th ese  com parisons. In

re tro s p e c t,  Cash D iscrepancy may not have a m eaningful m easure  of

' -
em ployee perform ance.

- o  S t o r *  A  

S t p r e C

20.00
P * r f o r r o « n o »  O m I

.  ,

- 10.00
-1500
-2000 r t t u m

25.00-

;r iii- | n f>T»»>T|liTT| l
priY»» tKJbiw MM

I "  '  11 "  I ' V 1 1  ■ I '  I' l I ( 1 ;-35.00
0 1 2 3 4 5 6 7 8 9 10 It 12 13 14

VEEK OF MnrnVENTIOII

Figure 6
Comparison of w eekly Cash D iscrepancies fo r  S to re s  A and C
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P*ri)mttmQakV

VEEK OF NTCRVENTMM

Ftgvrg 7
: Comparison of w eekly Cash D iscrepancies fo r S to re s  8 ancf D

Q uestionnaire R psponses

T here w ere 13 q u estio n n a ires  re tu rned , fo r a respose  r a te  of 

58.82*. Individual s to re  response r a te s  varied: fo r  S to re  A, 7 5 *  ( ô'r

3); S to re  B, 2 9 *  (or 3); S to re  C, 6 6 ,6 6 *  (or 3) and S to re  D, 100* (o r

4). Responses to  the questions a re  sum m arized in Table 10

G enerally, re sp o n ses  w ere  more p o s itiv e  than w as expected.
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Employees reported  th a t  they  didn 't ob jec t to , o r th a t they a c tu a lly  . 

approved o f perform ance m easures being taken (Q2), end th a t they - 

view ed th e  p rlvate .feedback  th a t they rece ived  as  accu ra te  (Q3).

Em ployees a lso  f e l t  th a t  th e ir  individual perform ance e ffec ted  th e ir  

s to re 's  o v era ll perform ance (Q4). /

Table 10 '
Symmoru of ..Questionnaire responses by employees.

2. How em ployees f e l t  about m anagers record ing  dally  perform ance.

a. d idn 't mind It. 50%

b, thought It w as a  good Idea, 50%

3. W hether em ployees thought th a t p riv a te  feedback provided accu ra te  

view  of individual and group perform ance.

. a. yes, .90%
,  -1 ,

b. no 10%

4. W hether em ployees thought th a t th e ir  individual p e rfo rm a n c e / 

con tribu ted  to  goal achievem ent.

a, yes. *  . ,100%
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Tabie 10 : Questlonnol re  resp o n ses  (continued)

5- How em ployees view ed public feedback in  th e  form  of graphs.

a. helped to  i l lu s t r a te  perform ance tow ard  goal. 60%

b. didn’t  make a d iffe ren ce  to  individual perform ance. 40%

6. General resp o n ses  to  feedback. ( 13 responses recorded)

a. liked  n "  30.76% -

b. would like to  see  i t  done r e g u la r ly . . 07.69%

c. w ould lik e  to  see  i t  done d iffe ren tly . 15.39%

d. found It encouraging . 15.39% *

e. found i t  d is tra c tin g . 07,69%

f. didn’t  like i t  07,69%

g. thought i t  w as a m eans of individual su rveillance. 15.39%

R eactions to  the  public feedback w ere mixed. Some em ployees 

fe l t  th a t th e  graphs helped them  to  im prove th e ir  perform ance, w h ile  , 

o th e rs  s ta te d  th a t they  didn’t  view  the graphs a s  helpful (Q5)i

Overall, em ployees genera lly  f e l t  th a t th e  im plem en tation  of any 

form  of sy s te m a tic  feedback on a reg u la r schedule would he
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V.

p re fe rab le  to  cu rren t m onogeria) p rac tices . Some em ployees did 

re p o rt th a t they f e l t  th a t they w ere being Individually judged on th e tr  

perfo rm ance, and th a t th e y l e l t  uncom fortable w ith  th e  feedback as 

p resen ted  (Q6).

Discussion

I t  w as expected  th a t  public feedback, e i th e r  alone, or public 

combined w lth .p riv a te  feedback would s ig n ifican tly  in c rease  

perform ance on both Housekeeping and Cash D iscrepancy m easures 

over both baseline and p riv a te  feedback alone.

For Housekeeping, S to re  A did show th e se  expected  re su lts ,

Public .feedback did s ig n if ic a n tly  im prove perform ance over both 

base line  and p riva te  feedback, w lille public com bined w ith  p riv a te  k .  

feedback had the  sam e a ffe c t. Housekeeping perform ance In S to re  B

s ig n if ican tly  Improved over baseline  only w ith  th e  p re se n ta tio n  of
■ /

public and p riv a te  feedback combined. However, re tu rn  to  baseline  did
■

not d ec rease  below  in terv en tio n  levels. Behavioural m ethodology uses 

re tu rn  to  bsaseline as a con tro l condition  to  de term ine  th e  e f f e c t  o f .

y
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*  *  ■ '  , 
the In tèrvenlion; given the  m s u lts  shown In Tobl® 8, I t  Is  d if f ic u lt to

moke c o n c lu s l^ s to te m e n ts  regoriiing the  sp ec ific  couse o f the

sig n ifican t Irfiprovem ente th o t took piece In S to re  A. For cousol

in te rp re ta tio n s  to  be c o rre c t, th e  re tu rn  to  baseline  phase should be

- s ig n ifican tly  lo w er than perform ance during any of th e  In terven tions.

A re tu rn  to  baseline  phase con be s ig n ifican tly  h igher than  baseline)

due to  a learning o r  a  carry  over e f fe c t on perfpm honce, o r to  '

s u b je c ts ' exh ib iting  a ceiling  e f fe c t w here  fu r th e r  im provem ents In

perform ance cannot be gained (Cook and Campbell, 1979). However,

the e f fe c t of feedback cannot be discounted; the tw o week period

availab le  fo r  th e  re tu rn  to  base line  may not have been adequate to

overcom e the  la s tin g  e f f e c ts  of th e  previously  adm in is te red  feedback.

Again, these  re s u lts  should be view ed w ith  caution. The public 

plus p riv a te  feedback phose may only exhib it s ig n if ican t changes 

b e c a u a j^ O h e  order of in te rv en tio n  p resen ta tio n ; th is  s ig n ifican t

re s u lt# K y  be an add itiv e  e f fe c t  of all previous in te rv en tio n s  ra th e r
■ '

th an  a sp ec if ic  e f fe c t of the  feedback type p resen ted  a t th is  s tag e  

(S tevens, 1986).
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M aturation does not appear to  be an is su e  here. All em ployees had 

been perform ing th e  ta sk s  Involved p rio r to  th e  im plem entation  of the 

study. Company guidelines included  th e se  b asic  housekeeping ta sk s  

w ith in  in itia l tra in in g  guidelines. Although S to re  B is  la rg e r than 

S to re  A, th e re  is  a corresponding in crease  in the  ra tio  of s ta f f  

ava ilab le  to  m ain tain  daily  ta sk s  to  account fo r po ten tia l problem s 

w ith  any s iz e  d ifferences .

The m anager of S to re  A expected  a deorem ent in perf orm ance (o r

, a t  le a s t  the m aintenance o f base line  lev e ls) in both behaviour

' . . - '  ' ' ' 
m easures. This expec ta tion  w as due to  ongoing m otivational and

d isc ip linary  problem s w ith  one full tim e  em ployee. This em ployee had

requiredxio ily  d e ta iled  in s tru c tio n , d irec tio n  end d isc ip lin e  to

m ain ta in  perform ance a t  le v e ls  th a t w ere  considered  ap p ro p ria te  only

fo r  th e  n e w e e ^ f  em ployees, le t  alone som eone w ith  over one y ear’s

experience. A lso, th is  em ployee w as under form al d isc ip lin a ry  rev iew

a t th e  tim e  of th e  study, The m anager expected perform ance le v e ls  to

be neg a tiv e ly  a ffec ted , and only to  s ig n ifican tly  imprive w hen th e
♦

em ployee issu ed  an in ten t to  re s ig n  a t  th e  beginning of the  public p lus
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p riva te  phase. This did not occur fo r  Housekeeping ta sk s . Ali feedback
*

in te rv e n t io ^ s ig n if ic a n t ly  im proved perform ance over baseline.

Yet, h o ith e r s to re  showed a  decrem en t in perform ance of 

i jo u s e k e e f^ g ^ a s k s  w ith  a withdraW oi of feedback. In S to re  A 

perform ance d u M % re tu rn  to  baseline  w as s ig n ifican tly  h igher than 

perform ance during th e  p riv a te  feedback phase. T his s ig n if ican t 

im provem ent appears to re f le c t  a Hawthorne e ffec t. It may not be 

valid  to  conclude th a t th e  d iffe re n t types of feedback had a

s ig n if ican t e f fe c t on perform ance (Kornaki, 1962), yet th e  H aw thorne
' ' '

e f fe c t should not be d ism issed . Employees d e fin ite ly  responded to  the

etudy by m odifying a t  le a s t som e of th e i[  behaviours.
r  - ' . . . .

This may a lso  be re f le c te d  in the  responses  of em ployees on the

questionnaire . G enerally em ployees reac ted  p o s itiv e ly  to  th e  study.

Responses ind icated  th a t  th e  em ployees may have responded to  the

fa c t of the  study i t s e l f ,  r a th e r  than the  feedback. They rep o rted  th a t
.

they enjoyed th e ir  involvem ent, would like  to  see  som e s o r t  of 

ongoing in te rv en tio n s  and th a t they  f e l t  th a t i t  w as im portan t fo r the 

company to  ind ica te  an in te re s t  in em ployees.



95

A generoH zed H awthorne e f fe c t  should e f fe c t both Cash end ^  

Housekeeping m eosures. T his w as not the  case. Cash DlsccepanOtes did 

not s ig n ifican tly  Improve w ith  any feedback In terven tions, It may be

'  . ' X  . .

th a t  th e  type  of perfo rm ance requ ired  by Housekeeping m easu re s  w as 

s ig n if ic a n tly  a ffe c te d  by ex p erim en te r in te rv e n tjun, w h ile  the  

perfo rm ances m easured  by Cash D iscrepancies w ere n e ith e r  a ffe c te d  » 

by ex p erim en te r in terven tion  no r under the contro l of the  

d isc rim in a tiv e  s tim u lu s  of goal se ttin g .

As In Study 1, the In troduction  of public feedback appeared to 

e f fe c t  the  percep tio n s  of th e  feedback received, P riv a te  feedback w as 

perceived  as  accu ra te  by §0% of a ll em ployees, but only 60% 

perce ived  public feedback as helpful. This may be a  confound resu ltin g  

from  the  actual questions Included In the  b rie f  questionnaire , A m ore 

com prehensive survey about cu rren t perform ance and feedback  In use 

may H lu s tra te  m ore fu lly  the  percep tions of em ployees tow ard  both 

th e  o rgan ization  and the source of th e ir  feedback.

A lthough Cosh D iscrepancies did not In ^ ro v e  s ig n if ican tly , th e re  

w as a  general im provem ent trend  in  S to re s  G-and D. In p a rtic u la r ,
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S to re  C reduced I ts  Cosh D iscreponcles from  on ovoroge of +$17 03 
• ■ , ' '■ ■ ■ 

during boseline to “$00.05 w ith  theT jresen to tlon  o f public plus

p riv a te  feedback. Although Cash D iscrepancies Increased  fo r S to re  A

duMng public feedback, th is  w as olst) the tim e period when the

m anager w as aw ay from  th e  s to re  on vocation. T h is w ould appear to

confirm  th a t th e  accep tance of th e  source of th e  feedback is

im portan t to  th e  e ffe c tiv e n e ss  of the  feedback in im proving

perform ance (llgen, F ish e r end Taylor, 1979).

O verall, i h t s  not p o ssib le  to  determ ine the  re la tiv e

e ffe c tiv e n e ss  of public v e rsu s  p riv a te  feedback in  th is  study. O ther

confounds could be operating  to  a f fe c t re s u lts  here , a s  i t  has t e e n

dem onstra ted  in o th e r  s tu d ie s  th a t goal s e tt in g  and feedback do

re s u lt  in s ig n ifican t perfo rm ance im provem ents. -

As w ell, the  m ethodology u tiliz ed  here  may not have been

en tire ly  appropria te . T his company i s  cu rren tly  highly unstab le , w ith

a recen t m erger, high em ployee tu rn o v er and m ajo r policy changes V

taking place daily. The Involvem ent of em ployees through an a t t i tu d e
' ' . ’

survey o r  in te rv iew s p r io r  to  in terven tion  may have f a c i l i ta te d  and
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enhanced em ployee pertlc lp e tlo n .

A nother im portan t issu e  to  consider is  the con ten t of the 

feedback provided. Both p riv a te  and public feedback consis ted  of 

group perform ance tow ard  group goals, Newby and Robinson <1983), in 

th e ir  work w ith  re ta il sa le sp e o p le , found that^acburacy, punctua lity  

and-cash handling w ere all enhanced by individual feedback end

\
individual Reinforcem ent. However, th e se  perform ance measu res  w ere

'  .  :  .  ' " X
not as  e ffe c tiv e ly  .improved w ith  the  In troduction  of group feedback.

-  N odier ( 1979), in  h is  rev iew  o f th e  re se a rc h  on ta sk  group 

behaviour, proposed th a t  as group feedback re f le c ts  perform ance of 

th e  group ra th e r  than  th e  individual, i t  may be d iff ic u lt fo r the 

individual to d e te rm in e  to  w hat ex ten t the  feed b a ck .re flec ts  h is /h e r  

, perform ance. Also, th e  Indiv idual’s behaviour may hove lim ited  im pact 

on the group behaviouç

In th is  case , individual feedback w as not possib le ,•as cosh 

re g is te rs  w ere  open to  all s ta f f ,  and housekeeping ta sk s  w ere m erely  

noted as  perfo rm ed /n o t perform ed. Since th e  conclusion of th i^ -e W y ^  

new com puterized  cosh rag iis ters  have been in troduced in to  all s to re s .
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enobHng th e  m onogers to determ liie which em ployees ore functioning

below accep ted  stondords. ' w

Based so le ly  on th e se  lim ited  re s u lts ,  i t  may prove to  be both

cost and tim e e ffe c tiv e  to  develop & more ex ten siv e  and .
. . ■ .

com prehensive system  of in te rv en tio n  w ith in  th is  r e ta i l  chain than
■ ' ' '  '  - X

w as possib le  in th is  study. If i t  is  shown th a t the  in tro d u c tio n  of .
* • - ' ' ' 

prom pt feedback can produce on im provem ent, i t  may be valuable not

-

only fo r increased  pehform ance and reduced tim e sp en t checking cash  

e rro rs , but a lso  in ijnproving em ployee com m itm ent and Involvem ent.
I

Because no p a r tic u la r  feedback in terv en tio n  appeared to  be re la tiv e ly  

more e f fe c tiv e  than another, fu tu re  w ork could deal sp ec ifica lly  w ith  

th e  e a s ie s t  feedback to  im plem ent (public). As w ell, em ployee and 

m anagerial involvem ent in goal se tt in g , feedback sy s te m s  and planned 

changes may f a c i l i ta te  com m unication and th e  im plem en tation  of any 

fu tu re  changes.
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Study 3

The use of p o s t te s t ,  s e lf - re p o r t  doto has inherent problem s, such 

Qs m atu ra tio n , a t t r i t io n  of su b je c ts , the tendency of su b je c ts  to 

perform  a s  ‘good’.su b jec ts ' ( providing responses th a t are  believed to 

be preferable, to the  experim enter) or ^o respond,positively  to all 

questions  (Cook and Cam pbell, 1979; Rosenthal and Rosnow, 1984). As 

w ell, f ie ld  s tu d ie s  exh ib it such problem s as th e  a t t r i t io n  of su b je c ts , 

the in te rac tio n  of unm easured confounds w ith in  the s e t t in g / th e  

nohrpndom izotion of su b je c ts  and lim ited  co n tro ls  (Cook and 

Campbell, 1979). In ligh t of th e se  p o te n tia l problem s, a laboratory  . 

experim ent s im ila r  to  the  fie ld  study w as conducted,to  m inim ize 

p o te n tia lly  confounding variab les.

Erez and Zidon (1984) used a w ith in -su b je c t design to determ ine 

the re la tio n sh ip  betw een  goal d iff ic u lty  and ta sk  perform ance. They 

used a perceptual sp e e d .te s t requiring su b je c ts  to  id en tify  a sp ec ific  

sym bol, th en .c irc le  each in s tan ce  of i t s  occurrence and count the 

num ber of tim e s  I t  occurred in a row  of s im ila r  sym bols. S ub jec ts  

com pleted  seven t r i a ls  of tw o m inutes each; goal d ifficu lty  w as
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Ihcreosed fo r eoch Irto l. O bjective gools w ere  estob llsheti using o 2 

m inute p re te s t trio ) conducted on ano ther s.omple of su b je c ts  from  

the som e populotion. The assigned gools ranged from  very easy  (Trial 

1) to  very d iff ic u lt (T rial 7) Feedback w as provided a t  th e  end of each 

t r ia l ,  a s  th e  su b jec t w as able to  com pare th e ir  assigned  goal to  the  

num ber of row s ac tua lly  com pleted. The hypothesis th a t  goal 

accep tance Is  negatively  re la ted  to  goal d iff ic u lty  w as confirm ed.

Garland ( 1984) a ttem p ted  to  explore the re la tio n sh ip  betw een  '

, '  '  '  ■ >

e ffo rt-p e rfo rm an ce  expectancy  and ta sk  perform ance. Here, o b j e c t s  

w ere required  to nam e a s  many o b je c ts  as possib le  th a t could be 

described by a  given ad jec tiv e . A f  m inute p re te s t  t r ia l  w as given, 

.followed by f if te e n  1 m inute experim ental tr ia ls .  S ub jec ts  w ere also  

, assigned  an easy, m edium or hard goal. S u b jec ts  w ere  asked to  

e s tim a te  th e  p robab ility  th a t they would achieve th e ir  goals; 

how ever, feedback w as not provided. R esu lts  show ed th a t both goal 

lev e ls  and expectancy of goal achievem ent made Independent 

con tribu tions to  the  variance  in perform ance.

M atsui, Kakuyama and Onglatco (1987) conducted resea rch  on the
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e f fe c ts  of goals opjîKeedbock on perform ance in groups, by 

c o n tra s tin g  IndlvW tm .and paired  perf orm ance ro te s . They used a 

.. counting ta sk  s im ila r  to  th a t used by Erez and Zidon (1984). S u b jec ts  

w ere asked to  count th e  num ber of tim es a designated  number 

' occurred in a row  of f if ty  num bers, No c irc lin g  of th e  num ber w as . 

requ ired ,T he  p re te s t  tr ia l  w as conducted one week before the 

experim ent, and w as 2 m inu tes in length. During th e  experim ental 

t r ia l .  S ub jec ts  w orked a t  the  task  fo r  20 m inutes. Both paired and 

individual goals w ere  s e lf - s e t .  S u b jec ts  w e re  inform ed th a t they 

could w in a cash p rize  if th e ir  final sco re  fe ll w ith in  th e  h ig h est s ix  

sco res  in the group. Feedback w as not provided during th e  session . . 

R esu lts  show ed th a t  re g a rd le ss  of type of g o a l s e t ,  goal accep tance  

and perform ance w ere  s ig n if ican tly  h igher fo r p a irs  than  individuals, 

llgen end Moore (1987) researched  the e f fe c t of th e  con ten t of 

. feedback on perform ance. They used a proofreading ta sk  requiring  

, su b je c ts  to  read nine paragraphs (average length w as sev en ty -fiv e  

w ords) fo r  sp e lling  e rro rs . S u b jec ts  w ere m easured  on tw o  assigned  

goals: num ber of m issp e llin g s  id en tified  c o rre c tly  (quality ) and speed

V
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Of perform ance (quantity). Feedback w as com puter genera ted  end 

provided a t the com pletion of each paragraph. T hree feedback 

conditions w ere  used; quality  only^ q uan tity  only, and both quality  and 

quan tity . R esult^-show ed th a t the  n a tu re  of th e  feedback a ffe c te d  

perform ance on both m easures, end th a t th e  com bination of quality  . 

and q uan tity  feedback hod th e  g re a te s t im pact on perform ance.

Using a  c le rica l ta sk  s im ila r  to  those repo rted  above, i t  w as 

h y p o th e s i^ d  a s  in Study 2 th a t public feedback alone or public 

com bined w ith  p riv a te  feedback, when combined w ith  goal s e tt in g , 

would s ig n if ican tly  im prove both quan tity  end quality  m easures of 

sim ple ta sk  perform ance over both b ase line  m easures and ffrlvete 

feedback alone. Two dependent m easu res w ere obtained fo r  eachf 

su b jec t: num ber of ta sk s  com pleted  per phase (quan tity ), and num ber 

of ta sk s  com pleted co rrec tly  (quality). These perform ance d isc rlp to rs  

are s im ila r  to th o se  developed by llgen and Moore (1987) and Erez and 

Zidon (1986).
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IM hod

The t e s t  b a tte ry  p resen ted  In Appendix 9 wos developed fo r 

Study 3. I t .wQS based  on th e  Canadian version  of the D ifferen tial 

A ptitude T e s t  and included C lerical Speed and Accuracy (Bennett, 

Seashore end Wesmen, 1961), the Com prehensive A bility  B attery , Port 

2“P (H akstien  and C a tte ll, 1976), and the num ber counting ta sk  

devised by M atsui, Kakuyama and O nglatco (1978). T his neu tra l task  

w as considered  to  be easy to  learn , yet varied  enough to  prevent 

boredom.

 ̂ For each su b jec t group, a to ta l  of 12 pages of random ly assigned

ta sk s  s im ila r  to  those p resen ted  in Appendix 9 w as used. For each
:

group, th e  order of p re sen ta tio n  of ta sk s  w as randomly changed to 

p reven t o rder e f fe c ts  from  occurring.

P re te s t  . ' .

To e s ta b lish  norms fo r the s tu d en t population used in th e  study , 

the  b a tte ry  w as p re te s ted . The p re te s t  group co n s is ted  of 40  

s u b je c ts ,  undergraduate s tu d e n ts  a t  Saint Mary's U niversity , w ith  an 

age range from  19 to 40 (|1= 24.02, Mode = 19.00). There w ere  10
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m eïes end 30 fem ales. S u b jec ts  w ere te s te d  during d o s s  tim e in tw o 

d iffe re n t classes.. P a rtic ip a tio n  w as voluntary. S u b je c ts  w ere \

inform ed th a t they could choose not to  p a rtic ip a te ; irrstru .ctors w ere 

not p resen t dtiring te s tin g  to  Insure co h fid en tia lity  of
V ‘ '

nonpartic ipation , All m a te ria ls  w ere  re tu rned  com pleted.

The ta sk  co n sis ted  of four pages of rondom ly-^elected ta sk s ; 

su b je c ts  p a rtic ip a ted  fo r tw o  periods of 2 m inu tes each. To prevent 

possib le  o rder e f fe c ts ,  th e  p resen ta tio n  of the ta sk s  w as randomly 

• varied, TJie sco res  on the  tw o  s e ts  of ta sk s  w ere combined, w ith  a 

re su ltin g  mean score fo r num ber com pleted co rrec tly  of 2 0 .10 (Mode = 

19.00, S tandard  D eviation = 3.55). This p re te s t  group da te  w as used to  

e s ta b lish  norm s fo r  the  labo ra to ry  study. .

Based on th e  norm s e s tab lish ed  w ith  th e  p re te s t  baseline d a te , a

hard goal of 2 s tan d ard  dev ia tio n s  (2  Sp = 7.00) over individual

base line  w as assigned  to  su b je c ts  fo r  num ber com pleted correctly , 

Tw elve s u b je c ts  w ere  run using th is  goal. However, p relim inary
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graphic inspection  of th e se  su b je c ts  who had been assigned th is  hard 

. goof revea led  a sharp d ecrease  in perform ance as the feedback 

in te rv en tio n s  w ere  introduc.ed. This, w as in d irec t c o n tra s t to  general 

re se a rc h  on feedback and goal se ttin g . It w as f e l l  th a t th is  assigned  

goal may have been too d iff ic u lt leading to the perform ance 

decrem ent. At th is  s tage  a second group of tw elve su b je c ts , assigned

an easy goal of 1 Sq ( 1 Sq = 3.5) over individual baseline perform ance

w as estab lish ed . P rocedures w ere  Identical fo r bqth groups.

To Insu re  th a t su b je c ts  would experience som e com m itm ent to 

p a rtic ip a tio n , vo lun teers from  in troductory  psychology c la s s e s  w ere 

so lic ite d  using both a lo t te ry  fo r  a  cash p rize  of $20.00 and c re d it . 

tow ard  a final psychology course  m ark as  incen tives. A to ta l o f 24

' ksu b je c ts  w as used, 12 in each group. ^  .

> '
.Group 1 (easy  goal) conslsted^of 5  m ales and ? fem ales , w ith  an

age range of from  19 to 24 (11=21.00). Group 2  (hard goal ) co n s is ted

of 8 m a les  and 4  fem ales, w ith  an age range of from  19 to  26

J -

I '
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(M=20.09).

Design

A modified reversa l design w as  again used (Kazdin, 1984). In th is

case, the design w as AB The in terven tions  phases  are

summarized In l a d l e  11. *

*

InlrMdctien

S u b jec ts  were te s te d  in sm all groups of from 3 to 6, and w ere  

informed th a t  the task  w as  being used to a s s e s s  the fe a s ib i l i ty  of a . 

new employment screening device fo r  entry level c le r ica l positions. 

This deception w as  necessary  given the  na tu re  of the  experiment, and 

the n ecess ity  th a t  s u b je c t s  respond to  feedback In a s  natura l a 

manner as  possible. Care w as  taken  to con tac t all su b je c ts  for 

debriefing a f te r  all da ta  had been co llec ted  ( to  avoid contam ination 

among su b je c ts  during d a ta  collection).

Examples of the th ree  d if fe re n t  types of ta sk s  Involved w ere

.
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Table 11 -
Feedback Interventions and Measures Qbtoified

Intervention

»

Duration Measure' Feedback Intervention

Obtained P resen ted  at

Completion o f  Phase  

>

Introduction , 4 min. none none

Phase 1 2 min. none none

Phase 2 2 min. baseline priva te  + goal

Pheie  3 2 min. r e s u l t s  of p rivate public + goal

+ goal

Phase 4 2 min. r e s u l t s  of public public and

' + goal pr iva te  + goal

Phase 5 2 mih. r e s u l t s  of public 'do b e s t '  goal

and p r iva te  + goal only

Phase 6 2 min. ' r e s u l t s  dp, best ' none

. .  . . .  W»

goal
• w

Note: Time betw een phases  of in tervention  varied from 3 m inu tes  to  8 
m inu tes ,  depending on the  t im e required  to assign goals to  s u b je c ts  
a n d /o r  explain feedback issued. .
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I

Shown on oblockboonj ond explQlned/AII s u b je c ts  w ere  assigned o 

number fo r  th e i r  eyes only, by whîch e ll sco res  w e re  iden tif ied  (both 

privately  ond publicly), to prevent o n ^ g a t i v e  repercuss ions  due to 

the public d isc losure  of possibly low o r  poèKtask re su lts .

S u b jec ts  w ere informed th a t  they would have 2 minutfeMn which 

to work, and w ere  asked to do the  b e s t  tha t they  cou ld /bo th  in speed 

ond accuracy. Sub jec ts  worked for 2 m inutes fo r  each phase. Results  

from Phase 1 w ere,not ca lcu la ted , but were used only to  fam ilia r ize  

su b jec ts  w i th  the  task. R esu lts  from Phase 2 (number o f  individual 

ta sk s  complet^xCpri^ectly) w e re  used to e s ta b l ish  base line  m easu res

for each suCiJect. According to th e se  r e s u l t s  end based on the  norms

\

estab lished  w ith  p re te s t  dota, a  goal of 1 or 2 s tan d a rd  devia tions 

over individual baseline  perform ance w as assigned to  s u b je c t s  fo r

Phass 3 ( 1 Sp = 3.5; 2 Sp = 7.0, a s  determ ined by p r e te s t  group).

Subjec ts  w ere  given th e ir  sco re s  fo r  Phase 2 and the assigned goal

I!
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fo r  number com pleted co rrec t ly  In a w r i t te n  form on the  new sco re  

s h e e ts  fo r  Phase 3 (p r iva te  feedback). Subjec ts  w ere  ab le  to  

de term ine  the  number of problems com pleted visually (quantity) as
I , ' -

they worked, as each individual ta sk  wes-flumbered sequentially . 

Phase 3 .

S ub jec ts  w ere  asked to  t ry  to reach th e i r  individually assigned
'

goals, and worked a t the ta sk  fo r  2 minutes. Scores w ere  then 

calculated.: Individual sco res  w ere  posted on a .graph a t  the f ron t  of 

the room (public feedback) and explained by the experim enter. At th is  

s tage , individual scores, w ere  not noted on Individual score sheets . 

The publicly posted sco res  w ere  iden tif ied  by code number only. 

BbflSÊ-i

S u b jec ts  w ere  again assigned a goal based on th e i r  sco res  in 

Phase 3. Sub jec ts  w ere  asked to try  to reach th e i r  goats, and worked 

a t  the  task  for 2 minutes. Phase 4  s c o re s  w ere  then ca lcu la ted , 

posted on the  graph (public feedback) and included on the top of 

individual sco re  s h e e ts  fo r  Phase 5 (p rivate  feedback). -
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/

Phùse 5

. S ub jec ts  w ere ogtsin assigned a goal, asked to  work tow ard  th is  

goal, and worked to r  2 m inutes , a f te r  which sco res  w e re  calculated. 

No feedback w as  given a t  the end of th is  phase. S u b je c ts  w ere told 

th a t  the re  w as one riiore work s e t  to be completed, and to t ry  to  do 

th e i r  bes t.

£iiasg.6

No feedback p r o v i^ d  Data w as co llec ted  a f te r  s u b je c t s  worked 

fo r  2 minutes. . -

Pfito  Ano.].y§i§

The da ta  w as  analyzed using the  som e procedures de ta iled  in 

Study 2; descr ip tive  s t a t i s t i c s ,  MANOVA fo r repea ted  m easures  and 

paired t - t e s t s  w ere all,executed.

g f i M i i  ■

■" Table 12 r e p o r ts  the  mean percen tage of problems com pleted and 

problems completed co rrec t ly  for both groups. For Group I, the
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percen tage of problems com pleted perj^hose increased from  boseline 

m easu res  of 50.42% by over 20% per intervention. The highest 

inc rease  w as fo r  Phase 5; public ond private  feedback. However, th e  

drop during the reversa l or re tu rn  to baseline  phase w as  a decrease  of 

only 2.09% from the previous phase of intervention.

, In Group 1 the actual number of problem s com pleted co rrec t ly  

followed the same p a t te rn  os the number completed; however, 

ca lcula tion  of the percentage completed co rrec t ly  (out nf mil 

problems) completed showed th a t  these  f igures  dropped from a high 

of 96.25% during baseline to 93.57% a t  the en(fof public end p rivate  

feedback, -

. in Group 2 (hard goal) the change in perform ance in number of , 

problems com pleted w as  not co n s is ten t  w ith  the  addition of feedback. 

Perform ance increased 8.75% over baseline  w ith  p riva te  feedbaék, and 

17.29% over baseline w ith  public feedback. An unexpected drop to 

2.71 % below  baseline  occurred w ith  the im plem entation  of public plus 

pr iva te  feedback, Perform ance increased  again  by 16.66% during the  

re tu rn  to baseline  phase, t h e  number of problems completed correc tly
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Table 12
Mean P e rcen to g es^ f  Perform ance fo r  Both Groups

Group Keasy goal) Group 2 (hard goal)

Phases X SO X SO

P2-Bas,eline

% completed 50.42 4,95 67.50 4.29

K co rrec t 96.25 4-89 , \  97.59 4,64

P 3 -P rlv a te  feedback

X completed 70,83 4,62 76.25 1.78

X co rrec t • 95,03 4.17 94.38 2,98

P4-Public  feedback

SÎ completed 75,42 3,83 84,79 3 .29

% co rrec t 93.72 3,44 94.31 4.83

P5-Publ1c & p riva te  feedback ‘

X completed 78.75 3,17 64;79 4,03

X Correct 93,57 3,43 91.98 4.76

P 6“Rfitum to  baseline

X completed 76,66 4.05. ,8 1 .4 5 4,96

% co rrec t ■ 92.55 5,85 91.54 6.Ô7

' Note: Calculations fo r  X com pleted are  based on a m a x i m #  score  of 
40  per  sub jec t per  phase,

. Calculations fo r  $ co rrec t  are based on the  r a t io  of number 
co rrec t  to  to ta l  number com pleted pe r  su b jec t  per phase.



ogoin showed o si mil or t ren d  os the  number completed. Here os w ell ,

perform ance in number com pleted co rrec t ly  showed o sligh t,
?

continuel decrease  of 5.51X over ell phoses from boseline m easures  

(Table 12) • '

■ These sco res  ore rep resen ted  in  Figures 8  ond 9. Figure 8  show s 

the sharp  d i f f e r j ^ e s  betw een the tw o groups in number completed. 

For Group 2, where su b je c ts  w ere  assigned o goal considered hard but 

a t ta inab le ,  perform ance increased  in i t ia l ly  over boseline. However, a 

noted decrease in perform ance w as  evident by Phase 5  (public + 

p r iva te  feedback), Perform ance increased  again during the final phase 

■Of ’do b es t '  goal w ith  no feedback (see Figure 8).

• When su b je c ts  in Group î  w ere ass igned  on easy goal,, the drop in 

perform ance during the  p r iva te  and public feedback phase did not 

occur. Improvement in perform ance took place over in terven tions, 

w ith  a  s l ig h t  decrease  by re tu rn  to  base line  (see  Figure 8).

For both groups, a s im i la r  trend in number of problem s com pleted 

co rrec t ly  occurred over all phases ( se e  Figure 9),

V
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MANOVA for repeo ted -m easu res  desigrrw es executed to

determ ine  If- the re  w as  a d ifference betw een o r  w ith in  the  tw o  groups

' ’ -  - - ' - 
fo r  both dependent m easures. Box’s M w as  Included in the ana lysis  to

t e s t  for homogeneity of m u lt iv a r ia te  normality. Assumptions of

norm ality  w ere  not v iolated  in th is  case  (Box’s  M = 24.12537, F

(1 5 ,1 9 4 8 )=  1.20607, p = .2 5 9 ) .T e s t s  fo rb e tw e e n -s u b je c t  e f fe c ts  are

sum m arized in Table 13. These showed sp ec if ica l ly  th a t  the  main

e f fe c t  of group was not significant.

Table 13
T e s t s  of S ignificance fo r  Between-Sufajects E ffec ts

Source of varia tion  SB df MS F

w ith in  c e l ls  697.32 22  31.70 •

C onstant . 101442.66 I 101442.60 3200 .47***

Group 99,01 1 99.01 3 12
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Teble 13 (continued)

T e s ts  of Significance for Between-Sufajects E ffec ts

Number complgted co rrec tly  (ouQlltg) 

source  of varjo tlon  SS df MS F

- , Within ce lls  .1084.37 22 , 49.29
# *#

Constant 89872:13  1 69872.13 1823.36

Group ■ 86.70 1 86.70 , 1.76

" c < .000 \

/  ' ' .
However, t e s t s  of s i g n l f i c o n c e ^ f  within-group, d iffe rences

'  '

sum m arized In Table 14 show ,slgn1fleant d ifferences  w ithin  groups 

fo r  both measures. .

As w ell ,  averaged t e s t s  o f^ lg n lf ic an ce  developed espec ia lly  for 

rep ea ted -m easu re s  designs showed th a t  there  w ere s ign if ican t 

w ith in -group  d iffe rences ,  fo r  both groups across  both measures.

(See Table 15). There w as  a lso  a s ign if ican t group by m easure  • 

in te rac tion .
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Table 14
M ulttvoriqie T e s t s  of SipnlflCLSnce for WUhln-Grbup DlTferances 

For Number CompletedKQuQntity)
— ----------------------------—

T es t . Value Hypoth df Error df Exact F

P il la is .82917 4.00 1.9.00 23,06»**

H otellm gs . 4.85388 4.00 19.00 23.06»»*

Wilks .17083 4.00 19.00 23.06»**

Roys :82917 '

For Number Comoleted Correct lu (Quality)
'

. Test Value Hypoth df Error df Exact F

P illa is .7276.1 4.00 . 19.00 - 12.69*»*

Hotellings 2.67118 4.Q0 19.00 12.69*»»

Wilks .27239 4.00 19.00 12.69*»* '

Roys .72761
V

*** ft < .000
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T a b l e t s
Averaaed T e s t s  of S ionificance fo r  Reoeated Measures Usino Uni owe
Sums of Squares Involvina W ith in-Subiect Effect

Source of varia tion  . SS : MS F

w ith in  ce l ls 1102.10 88 12.52 .

. Intervention 1097.12 4 . 274.28 21.90***

Group b y in te rv en tio n 502.78 4 125.70 10.04***

Number com oleted co rrec tly  (quality)

Source of varia tion SS df MS F

w ith in  ce l ls 1252.47 68 14.23

Intervention 760.45 4 190.11 13:36***

Group by in tervention 515.88 4 128.97 ' 9 .06***

.000 '

«V -V

Based on th e se  general s ign if ican t  re s u l t s ;  planned paired t - t e s t  

com parisons w ere  used to  de term ine  s t a t i s t i c a l l y  s ign if ican t 

d iffe rences  betw een in terven tions  (Spinner, 1966). For Group I (easy 

goal) perform ance in all phases  improved s ign if ican tly  over baseline.

/
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fo r  both m easures. However, no p a r t ic u la r  feedback Intervention 

s ign if ican tly  improved.performance over another (Table 16). For both 

m easu res  and both groups, the re tu rn  to baseline  phase w as  actually  

. s ign if ican tly  higher than baseline  (number completed, Group I: t  = 

7,64, p <' ;001 ; Group 2: t  i  3 ,93, p < .01 ; number com pleted correctly .  

Group 1:',t = 5.66, p < ,001; Group 2; t  c  2.06, p < .01).

For Group.2 (hard goal) public feedback increased  both the quality  

and quantity  of perform ance s ign if ican tly  over baseline  (t = 4.21, p < 

,001 end t  = 2,72, p < .05), P r iva te  feedback alone s ign if ican tly  

improved the  quantity  ( t  = 2,97, p c . 0 1) but not the  quality  of 

performance over baseline. Surprisingly, base line  m easures  for

number co r rec t  w ere  s ign if ican tly  higher than performance resu lting

\
from the com bination of public and priva te  feedback ( t  = 2,60, p <

.05). In .th is  case, perform ance during Phase 6  (no feedback, do b e s t ’ , 

goal) w as s ign if ican tly  h igher on both m easu res  than performance 

during the  public plus p r iva te  feedback phase ( t  = 4.96 and 6 .06, p < 

.001), Here as  w ell ,  the  re tu rn  to  baseline  w as  s ign if ican tly  higher
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Table 16
Paired T -T es t  Comoarlsons B e ^ e e n  In terventions fo r  Both Groups

Group 1 (easy goal) Group 2 (hard goal)

Comparisons Completed *  Correct Completed *  Correct

p r iva te  vs baseline 4.96»*^* . 5.10*** • i 2.97** K03
public vs baseline 5:49*** 5.13*** • ■ 4 .21*** 2.72* ,
public & p riva te  vs 10.90*** 8.34*** 1.33 2.80*®

baseline , ^
re tu rn  to  baseline vs 7 .64*** , 5.68^** . / 3 . 9 3 * * 2,86**

baseline ^ 7

public vs private 1.46 1.07 y  3.83** ' 3 .2 5 * * .
p rivate  vs public & 196 1.73. . ,4.08'** 4.05**

priva te
p riva te  vs re tu rn  to 1.51 1.03 . ' : ■ 1.56 . .73

baseline..
public vs public & .86 .75 4.36*** 3.92**

priva te
public vs re tu rn  to .26 .15 .78 .1.11

baseline ■ .

re tu rn  to  baseline vs .95 .83 - 4 .96***, 6.08***
public & p rivate

® 5  In th is  case ,  fo r  Group 2 base line  m easure > r e s u l t s  of public + 
private, • -

t'A'o-talled t e s t
* = Û < .05
** = &< .01

= a< .001
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than base line  m easures  (t = 5.93 end 2,86, p < .01).

Public feedback s ign if ican tly  increased  both the quolit^  end 

quantity  of perform ance over both p rivate  feedback alone and.public 

plus private .feedback  combined (see Table 16).
s ’  ;  '  .  -

Discussion

There w ere  only r^ixed r e s u l t s  fo r  the  hypothesis  th a t  e i th e r  

-, public feedback alone o r  public plus p riva te  feedback would Increase 

performance levels on both m easures  over both baseline  and priva te ,  

feedback alone. For su b je c ts  ass igned  an easy  g o a l / th e re  w ere  no 

, d iffe rences  among feedback p resen ta tions , All interventibrrè 

s ign if ican tly  Increased both the  quantity  and quality  of performance^ 

over baseline. For s u b je c ts  assigned  a hard goal only, public feedback 

■ improved both the quantity  and quality  of perforrnance, w hile public 

plus p r iva te  feedback appeared ty  have a de trim en ta l e f fe c t ,  re su lt in g  

in a  decrease  on performance. Garland ( 1983) found th a t  su b jec ts

cons is ten tly  worked tow ard very d if f icu lt  goals; th is  did not appear

. '  • ' ■ 
to be t h e  ca se  in th is  study.

^  V . . .  '  >

. . . .  \  . . .  . ,
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These r e s u l t s  ore  su rpris ing  and are  not co n s is ten t  w ith  previous 

re search  In thi s area. As in .Study 1, the  in troduction  of the combined 

form of feedback (public plus private) appeared to  adversely a f fec t  

sub jec ts .  This may be an a r t i f a c t  of th e  population used in both 

s tu d ie s ,  end needs to  be considered before inferences about the 

outcomes con be made. Such a ,lim ited  sub jec t  pool, which r e s t r i c t s  

random se lec tion  and sampling and may a f fe c t  m otivation to  perform, 

may not provide a valid b as is  from which to  make predictions. 

Although the  use of w i th in -su b je c t ,  repeated m easures designs should 

control for th is  fac t ,  th is ,m ay  not hove occurre^ (Cook and Campbell, 

1979). This is a l im ita t io n  generally  found w ith  laboratory s tu d ie s ,  

and p re sen ts  a def in ite  r e s t r ic t io n  on ex ternal validity.

Motivation may be a f a c to r  here, a s  well as  possib le  fa tigue from 

ttie task  used. S u b jec ts  in the  herd goal group in Study 3 may have 

t r ied  harder to reach th e i r  goals  in i t ia lly ,  but then  become 

discouraged, lo s t  in te re s t  or became bored w ith  the ta sk  os i t  become 

fam iliar.  Perform ance may hove increased  again a t  the  announcement 

of the end of the experiment. For the  easy goal group, the goals may

A.
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have been progress ively  herd enough to mointajn in te re s t .  It may be 

th a t  th e re  i s  a problem w ith  the type of ta sk  and goal used in th is  

study. This could also  account fo r  the lack of s ign if ican t d if fe rences  

betw een the phases of in tervention  and the re tu rn  JLo base line  

m easures. As detailed  in Study 2, th i s  is  a severe  l im ita t ion  on any 

causal Inferences th a t  could be made here.

Order of p resen ta tion  of the individual ta sk s  could not have been 

a confound. Before each experim ental sess ion , the  problem sh ee ts  

w ere  randomly assigned order of p re sen ta t io n  fo r  both within  and 

between phases. Different su b jec t  groups in Group 2 received a 

d iffe ren t order  of ta sk s ,  yet perform ance for the group a lm ost 

uniformly decreased by.Phase 5.

Research has shown no d ifference  fo r  perform ance increases  

using e i th e r  assigned or par t ic ipa tive  I y s e t  goals. However, i t  has 

shown th a t  su b jec ts ,  p a r ticu la r ly  when performing s im ple  ta sk s ,  are  

more highly m otivated  to  perform  when they ore able to p a r t ic ip a te  in 

goal s e t t in g  (Schnake, Bushardt and Spottswood, 1964). In th is  case, 

an opportunity  to p a r t ic ip a te  in the goal s e t t in g  may have improved •

N
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goo) com mitment end u lt lm e te ly  performonce.

Although Motsui e t  o1 (1987) used one r e p e t i t iv e  numericol ta sk  

f o r o  tw en ty  minute t im e  period end found s ign if icon t re su l t s ,  th e ir  

work wos conducted using a Joponese su b jec t  group. Cultural 

d if fe rences  may sign lf icon tly  a f fe c t  pers is tence , e f fo r t  and"' 

direction.
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General Discussion

In th e se  th ree  s tu d ie s  i t wos expected th a t  public or public p lu s ’ 

p r iva te  feedbeck combined w ith  goal s e t t in g  would have a f o g j t iv e  

Im pact on both goal s e t t in g  and performance. For Study 1-, i t  w a s , 

expected th a t  type of feedback received would a f fe c t  goals s e t  and 

percep tions  of feedback For S tud ies  2 and 3, i t  wos expected th a t  . 

public or public plus p riva te  feedback would re s u l t  in increased  

performonce over both baseline  levels  and pr iva te  feedback alone, and 

th a t  th e se  r e su l t s  would be more pronounced in the  laboratory 

se tt ing . Based on the re s u l t s  obtained, only inconclusive s ta te m e n ts  

con be made about th e  re la t iv e  e ff icacy  of the d iffe ren t  types of 

feedback.

It w as found in Study 1, using a s e l f - re p o r t  questionnaire , tha t 

type of feedback issued  did appear to  a f fe c t  goal s e t t in g  and the 

perception of feedback a s  helpful, However, betw een the tw o  feedback 

conditions the re  w ere  nq d if fe re n ces  in type of goal s e t ,  expec ta t ions  

of goal achievem ent, or perceptions  of the feedback a s  positive  or 

accurate . Within the public and p r iva te  feedback group, the
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p resen ta t ion  of public feedback appeared to  a f fe c t  perceptions of 

feedback adversely.

In Study 2, the field  se t t in g ,  the r e s u l t s  of the provision of 

feedback w ere mixed. For one s to re  assigned  hard goals, public 

feedback alone and public p lus  p r iv a te  feedback resu lted  in an 

increase  of Housekeeping m easu res  over both baseline  levels  and 

private  feedback alone. However, the Cash Discrepancy m easure used 

In fo u r^ to r e s  w as not s ign if ican tly  a f fec ted  bjy feedback. In th is  

study, the m easures  did not all re tu rn  to base r a t e  following ■ 

cessa tion  of intervention. According to accep ted  behavioural 

methodology such r e s u l t s  preclude causal a t t r ib u t io n s  to the 

Interyentlons. This r a is e s  the po ss ib il i ty  th a t  a Hawthorne e f fe c t  w as 

operating In the field  study. .

in the  labora tory  study  conducted in  Study 3, p u b ic  feedback 

combined w ith  assigned  hard goa ls  did r e s u l t  in s ign if ican t in c reases  

of quantity  perform ance over base line  m easures ,  but i t  did n o t .a f fec t  

. quality of performonce. The p résen ta tio n  of individual public plus . 

p rivate  feedback actually  re su lted  in a decrease  of quantity  „

.<
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perform once to  below baseline levels. For the loboratory group 

ass igned  easy goals, perform once increased  over baseline  w ith  the 

. . in troduction  of feedback, but there w ere  no s ign if ican t d if fe rences  

among feedback in terven tions.  Although these  r e su l t s  do pot support 

■ previous research , they should not be discounted.

Locke e t  01 (1901)  have dem onstra ted  th a t  feedback (or KR) 

combined w ith  goal s e t t in g  e ffec t ive ly  improves performance. KR has 

been described and accepted a s  any in form ation  about one's progress  

tow ard  a  goal. However, th e re  appear to be d if fe re n t  e f f e c t s  

a sso c ia ted  w ith  both the  type of feedback issued  and the .con ten t of 

feedback. These issues  have not yet been addressed. .

' In th is  curren t study, feedback of d if fe re n t  types w as presented. 

Three types of feedback w ere utilized: p riva te  only, public only, and 

the combination of public end private. As well, the  con ten t of the 

feedback varied. In Study 1, su b jec ts  in both p r iva te  end public plus 

priva te  conditions w ere  given feedback on individual perform once 

tow ard  s e l f - s e t  goals. In Study 2, employees w ere given individual 

private , public, and public plus p r iva te  feedback on group perform ance
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toword assigned group goals. In Study 3, su b je c ts  w e re  assigned 

Individual goals  and provided w ith  indldvidual p r iva te ,  public a n d > ^  

public plus p rivate  feedback. The re s u l t s  obtained sugges t th a t  i t  may., 

be inappropriate  a t  th is  t im e  to conclusive ly  s t a t e  th a t  one type of 

feedback is  more e f fe c t iv e  than another, and th a t  fu tu re  com parisons 

a re  b e s t  made among s im i la r  conditions ( ra th e r  than the  d iverse  ones 

used here). Further d if fe ren tia t io n  jjnd descrip tion  is required  when •

feedback is issued end studied, and feedback ' a s  a cons truc t must be

.  . ■ ' -  , ■ . 
c la r if ie d  further. ,

Rather than a t t r ib u t in g  perform ance d iffe rences  to  feedback

type, th e  e f fe c t s  noted may be the r e s u l t  of feedback co n ten t . The

provision of individual goals and individual feedback (w h e th e r  public '

o r  private) may have a d iffering  e f fe c t  onmolivatlibn and '

perform ance, than the provision of group goals and feedback,

Presumably, individual feedback would provide the optimum amount of

knowledge about individual perfomnance, allowing fo r  necessary

. %  '
a d ju s tm en ts  to meet th e  perform ance goal. The group feedback 

provided in Study 2 may have been too general o r  nonspecific to  a f f e c t

y '
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individu.al performance,

Newby and Robin.son (1983) found th a t  group feedback w as not os 

e f fec t iv e  in increasing  perfo rm ance  a s  individual feedback in a  field 

se tt ing .  They f e l t  th a t  s u b je c ts  may not have been able to  in te rp re t  

accura te ly  the e f f e c t  of individual performance on achieving group ■ 

goals. They also believed th a t  su b je c ts  in th is  study may not have 

found th a t  the inform ational value of group feedback w as  as  potent as 

individual feedback, * •

in the fie ld  study conducted here, the ambiguous r e s u l t s  observed 

may be due to tw o e ffec ts .  The f j r s t  may have been due to  th is  

d if fe rence  in feedbackjcontent. Employees may no t have been provided, 

w i th  su ff ic ien t  inform ation about individual perform ance to allow  for 

im m ediate  ad ju s tm en ts  in  performance. This may be obvious in the . 

lack of r e s u l t s  in the measur^e of Cash Discrepancies. This m easure • 

w as obtained a s  a d irec t  r e s u l t  of individual perform ance. Without 

explic it  individual feedback in  th is  a rea ,  i t  w as  d iff icu lt  to pinpoint 

, a rea s  of individual dysfunction. Secondly, the  company had assumed 

tha t employees w ere  aw are  of the  company’s goals fo r  e ffec tive

I
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performance. The performance inc reases  seen in th is  study may iiave 

been a d irec t re su lt  of the  c la r i f ic a t io n  and spec if ica t ion  of goals, 

s im i la r  to  the re s u l t s  seen in Management by O bjectives programs.

In the laboratory  study , su b jec ts  w ere provided spec if ic  

feedback on individual perform ance, yet here, as w ell ,  r e s u l t s  w ere  

mixed, in th is  study; su b je c ts  assigned easy goals showed Improved 

performance. Sub jec ts  assigned hard goals showed a decrem ent in 

performance w ith  the provision of public plus p rivate  feedback. Locke 

(1981) and subsequent re sea rch  has shown th a t  hard goals and KR 

resu lt  in higher performonce inc reases  than easy  or do b es t '  goals. 

This w as d irec tly  con trad ic ted  here. This point again ra is e s  d iffe ren t 

“ is su es  than the  e f f e c t s  of,type of feedback presen ta tion : the 

contributing  e f f e c t s  of ass igned  goals end public feedback.

Both the f ie ld  and the  labora tory  study  used only assigned goals. 

This may have had on oversive e f f e c t  in the .labora to ry  study. The 

populations used in  the tw o  s tu d ie s  w ere d if fe ren t  and i t  may be 

d iff icu lt  to  make global com parisons of th e se  re su lts .  Employees 

expect end ore paid to  accep t ass igned  goals, and, presumably, are

»
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exhib iting  goal' com m itm ent and acceptance by th e ir  continued 

employment. Latham and S tee le  (1903) em phasized that;

. " goal s e t t in g ,  supportiveness or Job understanding are  not 

precluded by an  au th o ri ta t iv e  s ty le  of leadership , one th a t  does 

not em phasize par t ic ipa tive  decision making." (p -415).

S tuden ts ,  on the  o the r  hand, ore expected to* a s s e r t  th e ir  own goals, 

am bitions, and individuality. Assumptions about su b je c ts 'g o a l  

com m itm ent and acceptance cannot be made in .th is  s ituation. Locke 

(1981) has proposed th a t  feedback has a  m ediating e f fe c t  on goal 

. com m itm ent, acceptance and choice, but the  d irec t  relations,hip here 

has not been clarified. More research  is  required, pa r t icu la r ly  in fie ld  

se t t in g s ,  to determ ine the re la tionsh ip  of these  c o n s tru c ts  to  

■ performance, ,

Also, in the loboratonj s e t t in g  when s u b je c ts  rece ived  public or 

public plus p riva te  feedback on individual perform ance, a com petit ive  

s i tu a tio n  could have developed (Komaki e t  al, 1978; Latham and 

. Baldes, 1975). Even if the  feedback provided on individual 

• perform ance is  positive , the  su b jec t 's  percep tions  of th e i r  own
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performonce re la t iv e  to  o the rs  could be negotive, re su lt in g  in  a 

decrease  ra th e r  then on Increase  In performonce. T h is  oversive 

elem ent of public feedback could a lso  account fo r  the lack of 

jnc reosed  expec ta t ions  of goal achievem ent In Study 1.. . .

Another considera tion  Is the possib le  environmental confound. 

When s u b jec ts  in the f ie ld  s e t t in g  received feedback on group ' 

perform ance, feedbock could have resu lted  in cooperation tow ard  • 

increasing  perform ance, r a th e r  than competition. S tuden ts  In an 

academic s e t t in g  frequen tly  aré  encouraged (and o ften  ore required) 

to  compete w ith  peers. In an employment se t t in g ,  the reverse  is 

f requently  true .  More im portan t fa c to rs  may be team w ork , group 

membership, and the ab i li ty  to  coopera te  tow ard  company goals. Thts 

i s  an e f f e c t  of the  d if fe re n t  s u b je c t s  used, and r e f le c t s  the 

im portance of including in s tu d ie s  of th is  na tu re  both cognitive 

fac to rs  and ob jec tive  behavioural measures.

Consideration m ust a lso  be given to  the  types of s tu d ie s  used.

• Laboratory s e t t in g s  are, by th e i r  very nature , a r t i f ic ia l  and s im ula ted  

environments. The ta s k s  used in such s tu d ie s  a re  generally  s im ple  and
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\ ore perform ed Independently of environmental, confounds: Jonz (.1982) ;  

' coutloned th a t  laboratory  s tu d ie s  may not be indicative of the re su l t s  

of prolonged periods of work and ta sk  perform ance; while BuVler and 

Bell (1966) encountered d iff icu lty  in in terpre ting  fie ld  study r e s u l t s  

th a t  did not .conf orm to  previous research . Here, they have suggested 

th a t  because much of the  previous research  has been coinducted in 

labora tory  se t t in g s  w ith  sim ple, r"OUtine ta sk s ,  the e f f e c t s  of goal

s e t t in g  may be "muted- (p 324) in s i tu a t io n s  w here ta sk s  are

, \  ' ' . ' 
complex, unstruc tu red  o r  interdependent. As w ell,  they  encountered

d if f ic u l t ie s  controlling for extraneous e f f e c t s  such as individual goal

setting. : . . ' ;

Pritchard  e t ai (1966) a lso  emphasized th a t  re se a rc h  previously 

conducted on goal s e t t in g  and feedback has lim ited  app licab ili ty  to ' 

groups in organizations. They argued th a t  many previous s tu d ie s  have 

focused on the perform ance of s im ple  individual ta sk s ,  r a th e r  then 

complex interdependent group ta s k s  and productivity . While such 

s tu d ie s  may have s ignificance w ith in  a contro lled  s e t t in g  such as  a 

labora tory , i t  is  s t i l l  to be determ ined  th e ir  p rac t ica l  app lica tions  to
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fie ld  se tt ings .  Addltionolly, Pearce and P o r te r  (1986), in th e ir  work 

on perform ance appra isa ls ,  made the  following observations on ■ 

feedback: .

" . .  .performance appraisal tak es  in a complex socia l system , and

the feedback concerning re la t iv e  performonce is  an im portan t

- ' ' . ■ " \
, signal to  employees about how th e ir  organizations value them A

7
. (p. 218).

Hayes e t  al ( f985)\(roposed  th a t  one of the e f f e c t s  of goal s e t t in g  

and public d isc losu re  of both goals and feedback i s  the im provem ent 

of perform ance to conform to  a social s |andard . This "complex, socia l 

system " or the benefi ts  of social s tandards  have not been addressed 

in behavioural research. The r e s u l t s  of Study .1 have dem onstra ted  . 

tha t the e f fe c t s  of feedback cannot be iso la ted  from situa tiona l 

facto rs .  To fully understand and u ti l iz e  feedback, an in teg ra tion  of 

theory and methodology'Is required.

Study 2 has a lso  i l lu s t r a te d  th i s  fact.  Evèn when in terven tions  

did n o t  re su lt  in s ign if ican tly  improved performance, employees 

expressed in te re s t  and Involvement in the study. Analyzed from a
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s t r ic t ly  behovlourol v iew poin t, th e se  re s u lts  moy be nonsignificant. 

However, unexpected r e s u l t s  and reac tio n s  em phasize th a t th e re  is  an 

In te ra c tio n  betw een  em ployees and the in te rven tions introduced; 

■further re sea rch  i s  required, p a rticu la rly  in  f ie ld  s e tt in g s , to  fully 

■understand such phenomena.

Along s im ila r  lines, Madler (1979) proposed th a t feedback 

functions d iffe re n tly  fo r groups end group ta sk s  than fo r individuals 

• and Individual ta sk s . He has s ta te d  th a t re sea rch  on feedback* and 

group functioning needs to  be both enlarged and in teg ra ted  w ith  o th e r 

research . Given th a t goal s e tt in g  theory has been w ell e s tab lish ed  and 

em p irica lly  proven in  labo ra to ry  s e tt in g s ,  a logical p rogression  i s  to  

e s ta b lish  i t s  e ffe c tiv e n e ss  in  fie ld  s e tt in g s .

Only inconclusive re su lts .c a n  be drawn about the  re la tiv e  . 

e ffe c tiv e n e ss  of th e  type of feedback p resen ted  in th e se  s tu d ie s . • 

Future research  should consider th e  fo llow ing i s s u e s ; ,

- th e  p o ten tia l s itu a tio n a l m ed iato rs  of the  e ffe c tiv e n e ss  of goal 

s e t t in g  and feedback, p a rticu la rly  in em ploym ent s e tt in g s  (such as  

com petition  and social s tandards).
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-  the  exact im pact (w hether positive  o r negative) of d iffe re n t types  

of feedback p resen ta tio n  on perform ance.

-  the  e f fe c ts  of group versus Individual feedback.

, -  the  con tribu tion  of goal accep tance, com m itm ent end choice to  

Improving perform ance and goal a tta in m en t.

-  the  con tribu tion  of cognitive fa c to rs  to  goal se ttin g .

Follow l.ngbehavlourol theory , if  behavior Is a function of th e  . ' •

in te rac tio n  betw een-the Individual and environm ent (Erez, 1 9 ?7 )/th en  

the environm ent should be exarnlned as frequen tly  as the  individual. j
V

This would Include both su b jec tiv e  m easures such as Individual ' _ 

p ercep tions, goals and feedback responses, as w ell ag ob jec tive  

m easures such p s 'p e rfo rm an ce  r a te s  o r d e fic its . This approach would 

, em phasize end expend on the in teg ra tio n  of both cogn itive  and ' .

behavioural methodology end theory. .
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APPENDIX 1 QUESTIONNAIRE

SA IN T MARY S  UNIVERSITY

P lea se  an sw er the fo llow ing q uestions  as  honestly  and i s  accu ra te ly  
a s  you can, by c irc ling  the  l e t t e r  of th e  re sp o n se  th a t b e s t  app lies  to  
you. C irc le  only o m  response per question. ALL RESPONSES WILL BE 
>:£PT STRICTLy CONFIDENTIAL ! T here is  no way th a t you can be 
id e n tif ied  from  your responses, so p lease  do not ou t your name o r 
s tu d en t num ber on th is  form. Thank you fo r y o u r tim e.

I .This course  name and number:-:_____________ - _______

2. Age:-------   ; 3. Sex:._Male_________ Fem ale.

4. When you began th is  co u rse /d id  you have an idea of how w e ll you 
w anted to  do; or a goal fo r  your final m ark?

a. no, I ju s t  w anted to do my best.
b. yes, I hod a sp ec ific  final grade in mind. '

5. Do you consider, th a t fo r .th is  course , th is  final goal w ill be:
a. a hard goal to  reach.
b. n o t too  d iff ic u lt to  reach
c. easy  to  reach.

6 . Do you expect to  m ee t th is  goal by th e  end of th is  cou rse?
a. yes. ' ,
b. no

7. Did the  feedback on your exam s an d /o r papers given to  you by your 
p ro fe sso r show your grades to be:

a. lo w er then  you expected.
b. ju s t  about w hat you expected. , .
c. h igher than  you expected.

* k-.
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APPENDIX 1 (continued)

9 . Did you find th a t  the feedback given to  you ( such as  com m ents, 
grades, average c la ss  sco re s )  helped you to  roûch the grade you 
w anted?

a, yes.
b, no. ' .

9 .p id  you think th a t th e  feedback provided to  you was;
a. accu ra te ; i t  re f le c te d  my perform ance.
b, Inaccurate; i t  d idn 't seem  to be co n sis ten t.

10. How would you r a te  your p ro fe sso r?
a, exce llen t; m a te ria l w as w ell explained, te s t s  w ere 
re p re se n ta tiv e  of su b je c ts  covered in c lass .

' b. good to  very good.,
c, not very good.
d. poor; te s t s  w ere  too d if f ic u lt,  course w as poorly taught,
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APPENDIX 2 ; Sample checklist for Cosh Envelope Completion.
4

f f lR  WEEK STARTING FRIDAY. AP RIL 2 9

BEHAVIOUR: COMPLETING CASH ENVELOPES CORRECTLY

MANAGER:- _I____________
■ t  . . .

\
When checking envelopes o t the  end of the  vreek, p lease  note how 
many tim e s  p e r  week em ployees perform ed the  behaviour (fo r  ex., " 5 
m eans 5 envelopes w ere  stam ped, 1 w as not)

STORE-. .. —  ;____ STORE_____!________

envelope stam ped

name c irc led

week c irc led

w ea th e r noted f

S.



152

APPENDIX 3 ; Somp1« C hecklist fo r  Housekeeping Perform once, 

WEEK SIARTJMS fB J M ï, AP-RILJ29 

BEHAVIOUR: GENERAL HOUSEKEEPING

Î1ANAGER:____________ :____________ -  . .

STORE:-—  ______________________________:___________

Moke 0 check next to each item  only If i t  has  been com pleted; leove 
blank ony item s  fo r  th o t dey th o t hove not been com pleted, e i th e r  in 
the morning o r ot the lim e of your spo t check.

TRi. SAT. MON. TUES, WED. THURS.

veccuuming done o.m.

s to re  tid ied  in o.m.

cosh desk s tro ig h ten ed  o.m.

. - ' ' ' ' 

cosh desk s tra ig h ten ed  .

a t tim e of random check

cosh desk s tra ig h ten ed  

a t tim e of random check



APPENDIX 4  : Sample Checklist for Cash Discrepancies.

.BEHAVIOUR; CASH DISCREPANCIES 

MANAGER_____________ ____________ ____

153

P lease  fill in the am ount of overage (+_____) o r shortage (-_ ______ ) fo r

each day.

STORE STORE.

FRI.

SAT,

MON,

TUES.

WED.

THURS, \



154 : >

( APPENDIX 5 : Sample P riv a te  Feedback L e tte r  for  S to re s  A and 8 .
TO ALL EMPLOYEES

C opy s e n t  to :----- Jem D lQ yee’s_PQm& Included her^) '

We at. (s to re  name In serted  here) are  In te re s ted  In try ing  to Improve 
overall e ffic iency  In our s to re s . As p a rt of th is  move, we oris trying 
new m ethods th a t may seem  unusual to you. Although th is  cu rren t 
study  does not requ ire  any ex tra  work o r  Involvement on your port 
(o th e t than  your usual doily ta sk s ) , w e w ould like  to  thank you in  
advance fo r your help and partic ipa tion .

Below, we hove provided fo r  you som e inform ation on your, s to re ’s  
cu rren t p rog ress tow ard  th e  company goals in troduced to  you by your 
m anager. We would like to  em phasize a t th is  tim e th a t none of th is  
in form ation  w ill be used fo r perform ance app ra isa ls ; ra th e r , i t  Will 
be used to  try  to  pinpoint a rea s  w here additional tra in in g  may be 
needed, o r w here the  cu rren t m ethods of working may need revision.

Perform ance: GENERAL HOUSEKEEPING \

P_erfj?mance..GQ.a): 100 % .of AH T asks Com pleted Daily

Average Perform ance In Your S to re :_______ ____________ ______

Perform ance: - CASH DISCREPANCIES '

Perform^caGoai: No Errors Made Dallyi _0.,00 Over,/  Under)

I:
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APPENDIX 6  : Sample Private Feedback Letter for Stores C and D. ^

TO ALL EMPLOYEES

.C o p y  s e n t  to :— .^(em ployee's name: Included here)

We a t  (s to re  name in se rted  here) are in te re s te d  in V ying to  im prove 
overall effic ien cy  in our s to re s . As p a rt of th is  mo)%, we are try ing  
new m ethods th a t m ay seem  unusual to  you.. Although th is  cu rren t 
study  does not requ ire  eny e x tra  work or involvem ent on your p a rt 
(o th e r than your usual d a ily  ta sk s ) , w e would like  to  thank you in 

. advance fo r your help and p artic ip a tio n , • *
/  Below, we have provided fo r  you som e in fo rm ation  on your 

s to re 's  cu rren t p rogress to w ard  th e  company goals in troduced to  you 
by your manager. We should lik e .to  em phasize a t th is  tim e th a t  none of 
th is  in form atlon  wi 11 be used fo r  perfo rm ence ap p ra isa ls ; ra th e r , 11 
w ill be used to  try  to  p inpo in tt^ reas w here add itional tra in in g  may be 
needed, o r where the cu rren t m ethods of w orking may need revision.

Perform ance: CASH DISCREPANCIES

Perform ance Goal: No E rro rs  Mode Daily ( 0.00 Over I  Under)
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APPENDIX 7: Sample o f  l e t te r  and questionnaire  sen j^to  all
nonm anagerlal em ployees a t com pletion of fie ld  study.

ALL EMPLOYEES

I woujd like to  take  th is  opportunity  to  thank a ll em ployees fo r  th e ir  
patierice and p artic ip a tio n  during the p as t severa l m onths. I am . 
cu rren tly  com pleting a  M aster's th e s is  a t  S ain t Mary's U niversity  on 
feedback and goal s e tt in g , and, as p a rt of my agreem ent w ith  . 
(company name in se r te d  here), w ill be providing your heed o ffice  w ith  
a w ritte n  rep o rt of my study.'

I would like to  em phasize a t th is  point th a t  no individual , 
ernplogee has been o r w ill be id e n tif ie d, m entioned or described  
e i th e r  to  head o ff ic e  o r  in_mv thesis! S tr ic te s t  co n fid e n tia lity  has ' 
been and w ill continue to  be m aintained, both of em ployees and the  
company. All perfo rm ances described  w ill be group perform ances only.'

Your head o ffic e  Is  In te re s te d  In hearing w hat you have to  say 
about th is  study  and th e  company in general, and has asked me to 
provide you w ith  d p riv a te  and confiden tia l m eehs of exp ressing  your 
view s. For th is  purpose, I have included a  sh o rt questionnaire.

P lease  take  a few  m inu tes to  com plete it ,  and sim ply drop i t  in 
the m ail to m e . It would provide valuable feedbock, both to  me and th e  
company. There is  no wag th a t  I can id en tify  you from  the re tu rned  
form , end your head o ffice  w ill not have access  to th e se  
questionnaires,. ' ,

Thank you again. »

Brenda Davis
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APPENDIX 7  (contd.)

STUDY QUESTIONNAIRE
^ '  ' • ;  '  "  ■ .

T. Your s to re  is :(S to re  A)  - (S to re C)_

(S to re  B) ^ ( S t o r e  D)i

2. How did you fee l.abou t your m anager recording doily housekeeping, 

ta^ks  and cash d isc rep an c ies?

■ a. I didn 't mind i t  c. I thought i t  w as a bod idea,

b, (,thought.it w as ^/gdM T3eo. d. It mode m e fe^ l uncom fortable,

/  "  ' ■"  ̂ '

3. Did you think th a t the individual sh e e ts  given to  you, w ith  yodr

s to re 's  perform ance and gool noted, gave you an idea of how you w ére

d m ?  . ' ' ,  ,

. b. no.

4. Did you think th a t your perform ance could help 'your s to re  to  m eet 

those  g o a ls?

a. yes. .

b. no.
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APPENDIX 7 (continued)

5. What did you think of the graphs th a t yrere posted in your s to re ?

a. They helped me to  understand  how we w ere doing.

' b. They didn 't make much d ifferen ce  to  my perform ance, 

c; I found them 'confusing.

6 . In general, how did you fee! about the  feedback th a t w as given to  

you? (Check off as many of th e se  os you w ish.) ■

a. M iked It. ' • ■ . ■ > , •

b. I would like to  see  i t  done regularly . ^

c . I would like to  see  i t  done d iffe ren tly .

'd. I found i t  encouraging,

e. I found i t  d is trac tin g .,

M l didn 't like it. . " .

g. I thought i t  w as a w ay of checking up on me.

P lease  use the rem aining space  fo r  any com m ents you may have, bo th  

p ositive  and negative , about e i th e r  th e  study or your s to re .
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APPENDIX 8 : Somple of Cover Letter for Loborolory Pretest.

SAINT MARY S UNIVERSITY  

PSYCHOLOGY DEPARTMENT

The fo llow ing  in form ation  is  required  to  d escrib e  th e  group .used in 

th e  p re te s tin g  procedure There is  no woy th a t you con o r w ill be 

id e n tif ied  from  the responses you give; o il in form ation  w ill be held in 

s t r i c t  confidence and be used only Tor th e s is  re su lts .

■ P lea se  an sw er os' accu ra te ly  as you can.

1. Age;

2„ Sex: M ale.   !__  Fem ale.

Comments about the tasks (after completion):
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APPENDIX 9 ; In struc tion  S heet fo r  P re te s t  of Loborotory study. 
SAINT MARY'S UNIVERSITY  
PSYCHOLOGY DEPARTMENT 

The follow ing ta sk s  w ill be used to  e s ta b lish  the  b asis  fo r a new 
te s tin g  procedure. P re te s tin g  i s  n ecessary  to  sc reen  out any p o ten tia l 
problem s w ith  the  fo rm at; th is  is  the  p relim inary  te x t  th a t  you w ill be 
involved w ith . Thank you fo r  your cooperation. '
DO NOT TURN TO THE NEXT PAGE UNTIL INSTRUCTED tO  BEGIN. 
On the  fo llow ing pages, th e re  e re  th ree  d iffe re n t .types of c le r ic a l , 
ta sk s  presented .
1. you w ill see  a l i s t  of num bers th a t looks like th is :
6 4 3 9 7 1 1 6 9 2 0 5 3 2 7 8 2 16 2 2 0 2 4 7 8 17 5 945  V 97253328374522567_____
The f i r s t  num ber th a t occurs to  th e  of th e  s tr in g  of num bers is, th e  
num ber that, you a re  to  count. In th is  case^ you w ill count th e  num ber ■ 
of tim es  th a t  6  occurs in  th e  s tr in g  of num bers, and w rite  your answ er 
in the space to  th e  rig h t of th e  row. There are  th ree  6 ’s in th is  row , so 
the num ber 3 should be w r itte n  in the space.
2. A nother problem  th a t you w ill see  looks like th is .
9 1 3 5 2 7 4 8  .91352748  . S_____ D______
LkUVMPOZ : LKVUMPOZ S _   D _  _
You are  to  look a t  both s e ts  of f ig u res  on each line, if they are the 
some, check in th e  space  fo llow ing S fo r SAME. If they are  d iffo ren t, 
make a check in th e  space  fo llow ing  D fo r DIFFERENT. In th is  case , the. 
f i r s t  s e t  of d ig its  j s  id en tica l, so S should be checked. In th e  second 
set, of d ig its , th e re  is  a d iffe ren ce  in the o rder o f th e  le t te r s ,  so D 
should bè checked. . •
3. The th ird  problem  th a t you w ill see  looks like th is: /

.fk Ik k l  If M ■ . Ik kf fk  If k h
4X 4V VX y.4 . X4 4V V4 VX X4 4X
In th e  f i r s t^ p t .p f  d ig its  on the  le f t ,  kf is  underlined. You a re  to  find 
and ciiiple:kf as  itocG U rs in the  s e t  of d ig its  on th e  righ t. In th is  case , 
l y s . t h e  sjecpnd, s e t  of Vetter?. In th e  seCond s e t  of d ig its  on th e  le f t ,  
% f s  underlined. You a re  to fitid and c irc le  4X as i t  occurs in  th e  s e t  of 
d ig its .b n 4 h e .rig h t. In ^ h is  case , it is  the f i f t h  s e t  of d ig its .lf  you have 
any g u es tio h s , ask  them  now.
DQ MOT TURN TO THE NEXT PAGE UNTIL INSTRUCTED TO DO SO.
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APPENDIX 9 (contd.): Sam ple of T asks Used fo r  P re te s t  and Laboratory 

StW y. . .

1. 1 0 0 9 7 3 2 5 3 3 7 6 5 2 0 1 3 5 8 6 3 4 6 7 3 5 4 6 7 6 8 0 9 5 9 0 9 1 1 7 3 9 2 9 2 7 4 9 4 5 —

2 . 3 7 5 4 2 0 4 8 0 5 6 4 8 9 4 7 4 2 9 6 2 4 8 0 5 2 4 0 3 7 2 0 6 3 6 1 0 4 0 2 0 0 6 2 2 9 1 6 6 5 -^  

■3. 0 8422689531964509 3 0 3 2 3 2 0 .9 0 2 5 6 0 1 5 9 5 3 3 4 7 6 4 3 5 0 8 0 3 3 6 0 5 —

4. 9 9 0 1 9 0 2 5 2 9 0 9 3 7 6 7 0 7 1 5 3 8 3 1 1 3:| 16588676743970443627659—

5. 1 2 8 0 7 9 9 9 7 0 8 0 1 5 7 3 6 147540323Ô 65398951168771217176833—

6 . Y2 VY m  Xy Zy. ' V2 VX VY XY ZY

7.- b9 c 6 69 96 M  b9 69 6 c 96 c 6

8 . ' où ÛÛ U8 uo ao ua uo ao 6a ou

9. 1c lO Ol OC.Êfl '  oc ol 1c lo CO.,

10. X7 V i  V5 K9 V7 ' ' V7 X9 V9 V5 X7

11. 1013295 . 1012395 S.  D _

12. krqpdlsu ' krqpdisu S___  D. ___

13. .79310453  . 79318435  S_._ .  D _

14. KLSQAEPD ’ KLSQAEPD ' S   .- D _ _  ^

.15. pdesqldt pdesqid t S___  b _ i-—  '

16.6 6 0 6 5 7 4 7 1 7 3 4 0 7 2 7 6 8 5 0 3 6 6 9 7 3 6 1 7 0 6 5 8 1 3 3 9 8 8 5 11 1992 9 1 7 0 —  

17.3 1 0 6 0 1 0 8 0 5 4 5 5 7 1 8 2 4 0 6 3 5 3 0 3 4 2 6 1 4 8 6 7 9 9 0 7 4 3 9 2 3 4 0 3 0 9 7 3 2 —  

18,0 52697760202 .051656926066574818730538524718623 ,88579—

19.6 3 5 7 3 3 2 1 3 5 0 5 3 2 5 4 7 0 4 8 9 0 5 5 3 5 7 5 4 8 2 8 4 6 8 2 8 7 0 9 8 3 4 9 1 2 5 6 2 4 —

20 .7  3 7 9 6 .4 5 7 5 3 0 3 5 2 9 6 4 7 7 8 3 5 8 0 8 3 4 2 8 2 6 0 9 3 5 2 0 3 4 4 3 5 2 7 3 8 8 4 3 5 —  

GO ON TO NEXT PAGE
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,1. JQRASflNP

2. RMAPIQUV 

J .  jnlvupdi

4. 5 9 4 1 2 6 7 5

5. jlnvoprdl

JQRASNMP

RMAPIQUV

jn lu v p d i

59412765

jlvnoprdi

S _

S _

s _

0.

D_

D_

D_

D.

6,. 9  8 5 2 0 1 7 7 6 7 1 4 9 0 5 6 8 6 0 7 2 2 1 0 9 4 0 5 5 8 6 0 9 7 0 9 3 4 3 3 5 0 5 0 0 7 3 9 9 8 _

7. 1 18050543139808277325072 5 6 8 2 4 8 2 9 4 0 5 2 4 2 0 1 5 2 7 7 5 6 7 8 5 1

8 . 8  3 4 5 2 9 9 6 3 4 0 6 2 8 8 9 8 0 8 3 1 3 7 4 6 7 0 0 7 8 1 8 4 7 5 4 0 5 1 0 6 8 7 1177 8 1 7 _

9. 8  8 6 8 5 4 0 2 0 0 8 6 5 0 7 5 8 4 0 1 3 6 7 6 6 6 7 9 5 1 9 0 3 6 4 7 6 4 9 3 2 9 6 0 9 1 1 0 6 2 _  

10.9 9 5 9 4 6 7 3 4 8 8 7 5 1 7 6 4 9 6 9 9 1 8 2 6 0 8 9 2 8 9 3 7 8 5 6 1 3 6 8 2 3 4 7 8 3 4 1 1 3 _

*11... wm urn mu wu mw

12. pp . qq M  pg qp

13. nv nx xn vx m

14. nu un m  mn mu

15*. zn zz  nz. nn mn

16. 364 5 1 7 9

17. .KRINQUSR

18. VFGARTUX 

.19. 5 4 6 7 8 7 6 9  

2 0 , d frtn ju t

3 6 4 5 1 7 9 . 

KRINQUSR 

VFGARUTX 

5 4 6 6 7 7 6 9  

d frtn ju )

mw wu mu wm um

qq qp pq \  pg pp

XV vx nx nv xn

mn un nu. mu um

nn zz:  zn mn nz

SjL

s _

s _

• s _

s__

D_

D.

0,

D_

D.


