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ABSTRACT

The purpose of this study was to find out the rela
tionship between performance feedback and four separate de
pendent variables in an organizational setting. It was an 
attempt to determine the effect of performance feedback upon 
the tellers' performance levels, degree of externality 
(locus of control) , degree of perceived role conflict and 
role ambiguity in two banking institutions. These institu
tions are located in the capital city of a southern state in 
the United States. Fifty-four tellers working at these two 
banking institutions participated in the field experiment, 
which lasted 1 2 0 days.

In order to achieve the purpose of this study, the 
following hypotheses were analyzed:

Hypothesis 1 . There is no significant difference in 
the performance levels of the experimental and control 
groups at pre-test (T-̂ ) and post-test (T2 ) time periods.

Hypothesis 2 . There is no significant difference in 
the scores of externality of the individual members of the 
experimental and control groups at pre-test (T^) and post
test (T2 ) time periods.

Hypothesis 3 . There is no significant difference in 
the degree of perceived role conflict of the experimental 
and control groups at pre-test (T^) and post-test (T^) time

vii



periods.
Hypothesis 4 . There is no significant difference in 

the degree of perceived role ambiguity of the experimental 
and control groups at pre-test (T^) and post-test (T2 ) time 
periods.

A pre-test/post-test, quasi-experimental design was 
used in the study and the data obtained were statistically 
analyzed using the analysis of variance.

Secondary literature was utilized in reviewing se
lected research related to the effect of performance feed
back on performance, locus of control, role conflict, and 
role ambiguity. Two questionnaires served as the primary 
sources and were used to establish levels of locus of con
trol, and the degree of perceived role conflict and role 
ambiguity at pre-test (T^) and post-test (T2 ) time periods.
A performance evaluation form was developed by the researcher 
(in consultation with the representatives of the institu
tions) to gather data on the performance levels. This per
formance evaluation form was also used by the branch 
managers of the two institutions to provide performance 
feedback to the participants in the experimental groups.

Results from the test of the hypotheses provided the 
following conclusions:

1. The initial notion that performance feedback has 
a positive effect on the level of performance was not sup
ported.



2. Changes in expectancies can be brought about by 
introducing new experiences and the external orientations of 
people may be altered.

3. The degree of perceived role conflict that re
sults from conflicting expectations and organizational de
mands may be positively influenced by performance feedback.

4. Performance feedback may positively affect the 
degree of perceived role ambiguity as caused by the non
existence or non-clarity of behavioral requirements.

Two major implications derived from the results of 
this study were suggested. First, performance feedback can 
be a very effective change tool if used properly. Second, 
using performance feedback, coupled with a reinforcement 
program, to build self-correcting and adaptive human systems 
can result in substantial benefits for the organization.

Further research was recommended. Since no attempt 
has been made to study these same concepts in the context 
used in this study, the findings at best can be treated as 
tentative. Therefore similar research should be conducted 
in other organizations before any generalization of the 
causality can be made.

ix



I . INTRODUCTION

The last decade has witnessed an exponential growth 
rate of research and writing on behavior in organizations. 
Students and researchers in the field of organizational be
havior have attempted to understand what causes behavior, 
why these particular antecedents cause behavior, and most 
importantly which of these antecedents of behavior they con
trol directly and which are beyond their control. As a re
sult many inroads have been made in understanding the be
havior of humans in organizational settings. Yet the com
plexity of the subject matter and the changing set of cul
tural and/or environmental factors at any given point of 
time demand continuous research.

The research conducted in real settings will not only 
enhance the body of knowledge but will also provide viable 
tools for present as well as future managers. This field 
study was conducted in pursuit of such an objective. The 
participants were tellers of two banks in a southern state.

The focus of the study was the level of performance of 
the participants, their generalized expectancies for internal 
versus external control of reinforcement (locus of control) 
and the degree of role conflict and role ambiguity they per
ceived in performing their jobs. The intention of the study 
was to find out if these four factors can be positively



affected by providing methodical, frequent feedback on per
formance sc that their dysfunctional consequences are elimi
nated or minimized.

A. Purpose of the Study

This research was concerned with the following pur
poses :

To find out the relationships between 1) performance 
feedback (PF) and performance, 2) performance feedback (PF) 
and locus of control, 3) performance feedback (PF) and role 
conflict, and 4) performance feedback (PF) and role ambi- 
gui ty.

More specifically, its purpose was to discover the 
effects of performance feedback on performance, locus of con
trol, role conflict and role ambiguity and to find out if 
increased performance feedback would contribute positively to 
these four variables.

To accomplish this objective, four null hypotheses 
were developed to be tested.

B. Scope and Limitations of the Study

Factors affecting human behavior in work organizations 
are numerous. A comprehensive analysis of all factors in
fluencing behavior of individuals in organizations was beyond 
the scope of this study.

The study employed five factors. These were perfor
mance feedback, level of performance, locus of control, role



conflict and role ambiguity. These factors in themselves are 
also influenced by numerous factors internal and/or external 
to the individual and the organization. Therefore, the pri
mary emphasis of the study was the specific relationship be
tween the independent and dependent variables. The attempt 
was made to discover whether there is a relationship between 
the independent variable (performance feedback) and each of 
the dependent variables (performance, locus of control, role 
conflict and role ambiguity). The initial levels of perfor
mance, internal/external orientations, the degree of role 
conflict and role ambiguity perceived by the participants did 
not have a bearing on the study. The changes in these fac
tors was the focus of the project.

Any study using only a few variables limits itself in 
drawing any conclusions only to the above factors. Although 
this may seem unsatisfactory, any relationships that could be 
established between a limited number of variables can con
tribute to the overall understanding of the complex problem 
of work-related behavior.

Further limitations were imposed on this study due to 
the uniqueness of the industry selected. The banking indus
try is unique from the standpoint that it cannot be classi
fied as completely product- or completely serrice-oriented. 
This is reflected in the type of performance evaluation form 
utilized in the study. The location (capital of a southern 
state) of the study and the type of employees participating 
in the study also limit the generalization of the conclusions.



Since the data for the study was collected only on the 
tellers, a true representation of the total organization 
could not be achieved through the sample. This is important 
because the above factors are known to have different effects
on work-related behavior at different hierarchical levels

1 2 within the organization. Valecha and Pryer and Distefano
suggest that the higher the level of person in the organiza
tional hierarchy, the greater the internal orientation.

3Schuler reports that at the higher level of the organiza
tion, role ambiguity and role conflict were unrelated to per
formance, Furthermore, for employees at the lower level, 
while both role ambiguity and role conflict were negatively 
related to performance, role ambiguity was more negatively 
related.

In spite of the limitations imposed, significant in
sights were gained into the factors employed in this study. 
This in itself is a justification but a more comprehensive 
justification for the study is discussed in the next section.

^G. K. Valecha, "Construct Validation of Internal- 
External Locus of Reinforcement Related to Work-Related 
Variable," Proceedings 80th Annual Convention, American Psy
chological Association, 7 (1972), 455-456.

2M. W. Pryer and M. K. Distefano, Jr., "Perceptions 
of Leadership Behavior, Job Satisfaction, and Internal- 
External Control Across Three Nursing Levels," Nursing 
Research, 20 (1971), 534-537.

3Randall S. Schuler, "Role Perceptions, Satisfaction, 
and Performance: A Partial Reconciliation," Journal of
Applied Psychology, 60 (1975) , 683-687.
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C. Justification for the Study

There is little doubt that work effectiveness is im
portant from both an organizational and societal standpoint. 
While the old theories and techniques of human resource 
management are certainly not entirely wrong, there seems 
need to explore new alternatives and develop new techniques 
which can be used to cope with the human problems in organi
zations today. These new alternatives are an attempt to 
predict, explain and control human behavior in organizations, 
which is affected and complicated by many factors. Feedback, 
if properly used, is one of the most effective tools that in
fluence individual and group behavior.

Feedback as a concept was developed in the 1940's and
1950's, when scientists began looking at the world in terms
of systems models. They were interested in the nature of
systems, the applicability of systems models to both the
physical and social world, and the use of systems concepts
for specific applications. The term "feedback" was intro-

4duced into general usage by Wiener in his formulations of
an approach called cybernetic theory. He defines feedback
as information regarding actual performance or the results 
of the activities of a system. Wiener calls feedback "the 
property of being able to adjust future conduct by past

4N. Wiener, Cybernetics: or Control and Communica
tion in the Animal and the Machine (New York: Wiley, 1948);
N. Wiener, The Human Use of Human~Beings; Cybernetics and 
Society (Boston: Houghton Mifflin, 1950).
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performance."
As the systems-model concept developed in the 1950's 

and 1960's, it became evident that the concept of systems 
(in general) and feedback (in particular) could be applied 
to social systems as well as to physical or mechanical sys
tems. In the social system, however, the process of using 
system-output information to change system functioning is 
somewhat more complex than in mechanical models. Wiener 
suggests:

Feedback is a method of controlling a system by re
inserting into it the results of its past performance.
If those results are merely used as numerical data for 
the criticism of the system and its regulation, we have 
the simple process of the control engineers. If, how
ever, the information which proceeds backward from per
formance is able to change the general method and pattern 
of performance, we have a process which may well be 
called learning.5

Since the social science concept of feedback has be
come synonymous with the term "knowledge of results," this 
view of the learning function of feedback has a major impli
cation. Potential feedback information may exist, but in 
many cases the system may not exercise the option of using 
the data. It is not necessarily an automatic process in a 
social system.

The systems theory concept became widespread in the 
1960's and began to influence the thinking and writing con
cerning formal work organizations. Once again, the feedback

5David A. Nadler, Feedback and Organization Develop
ment: Using Data-Based Methods (Menlo Park, N.J.: Addison- 
Wesley, 1977), pp. 68-69.
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concept went through a process of further definition. The 
important role played by feedback in helping organizations 
to continually correct errors and adapt to changing environ
ment was recognized and discussed by many theorists." Katz 
and Kahn wrote:

. . . The feedback principle has to do with information 
input which is a special kind of energic importation, a 
kind of signal to the system about the functioning of 
the system in relation to its environment. The feed
back of such information enables the system to correct 
for its own malfunctioning or for changes in the en
vironment, and thus maintain a steady state. . . .

It should be noted that feedback enables correction 
rather than automatically bringing it about. This is impor
tant because the potential benefits of feedback may be ig
nored. In the broad view, this inadequate use of feedback 
information is the underlying rationale for this study. 
Unfortunately organizations often ignore feedback or do not 
make an effort to use feedback effectively other than as a 
part of the control system. The findings of this study should 
serve an important function of directing attention to feedback 
processes, thus helping to minimize the dysfunctional work- 
related consequences of behavior of people in organizations.

The importance of feedback, especially performance
feedback, has not gone completely unnoticed. In 1911,

7Taylor recognized the importance of ■ying positive outcomes

^D. Katz and R. L. Kahn, The Social Psychology of 
Organizations (New York: Wiley, 1966), p. 28.

7F. W. Taylor, Principles of Scientific Management 
(New York: Harper, 1911).
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(namely, money) to goals accomplished. Providing employees 
with feedback on performance can, according to Payne and

QHanty, serve the following two functions: a) it can act as
a directive to keep goal-directed behavior on course and 
b) it can act as an incentive to stimulate greater effort 
among workers. In a natural work setting, the superior can 
look at indicators of performance and then praise the posi
tive aspects of the employee's performance. According to 

9Skinner, this extrinsic consequence should strengthen the 
desired behavior. Hundal's^ study showed significant im
provement in performance of a repetitive industrial task be
tween the pre- and post-experimental periods of feedback.
Deci^^ found that praise from significant others enhanced

12effort. In 1968, Locke, Cartledge and Koeppel published a 
complete review of the evidence bearing on the contention

8R. B. Payne and G. T. Hanty, "Effect of Pyschologi- 
cal Feedback upon Work Decrement," Journal of Experimental 
Psychology, 50 (1955), 343-351.

9B. F. Skinner, Contingencies of Reinforcement, A 
Theoretical Analysis (New York: Appleton-Century-Crofts,
1969) .

■^P. S. Hundal, "Knowledge of Performance as an Incen
tive in Repetitive Industrial Work," Journal of Applied Psy
chology, 53 (1969), 224-226.

^ E .  L. Deci, "The Effects of Externally Mediated Re
wards on Intrinsic Motivation," Journal of Applied Person
ality and Social Psychology, 18 (1971), 105-116; E. L. Deci, 
"The Effects of Contingent and Noncontingent Rewards and 
Controls on Intrinsic Motivation."

12E. A. Locke, N. Cartledge, and J. Koeppel, "Motiva
tional Effects of Knowledge of Results: A Goal-Setting Phe
nomenon," Pyschological Bulletin, 70 (1968), 474-485.



that feedback serves as an incentive, or motivator, for 
future behavior.

The above discussion and brief review of literature 
clearly demonstrate the importance and usefulness of the 
performance feedback (PF) concept. Yet there is need for 
more analysis on the effects of this concept on some of the 
psychological factors that also affect work-related behavior. 
Unfortunately no attempt has been made to understand the ef
fects of PF on psychological concepts of locus of control, 
and perceived role conflict and role ambiguity in organiza
tional settings. To gain an insight into the complex topic 
of organizational behavior, all the concepts related to it 
should be examined. Establishing viable tools and under
standing their relationships to the underlying factors that 
affect organizational behavior will not only enrich the body 
of knowledge but also will provide the most needed tools to 
understand and control the behavior of the individuals to 
benefit the organization and society as a whole.

One of the psychological concepts (locus of control)
that affect work-related behavior is embodied in the social

13learning theory. According to Phares, social learning 
theory is one theory by which an attempt can be made to under
stand human social behavior and the sometimes bewildering 
array of conditions that affect it. The emphasis of the

13E. J. Phares, Locus of Control in Personality (Mor
ristown, N.J.: General Learning Press, 1976).
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theory is on learned social behavior. With this social 
focus, it is contended that unlearned, biological determi
nants are less important. In the realm of social behavior, 
learned attitudes, values, and expectations seem more useful 
than instincts, hormones, and blood pressure. Expectancies 
or a person's anticipation for the outcomes of behaviors 
are learned, and they depend upon the degree of success or 
failure one has enjoyed in the past. It has been hypothe
sized that internal versus external perception of control 
differentially influences shifts in expectancy, or subjec
tive probability of attaining a goal. The most straight-

14forward test of this hypothesis is reported by Phares.
Phares instructed half of his subjects that performance at 
a task is only a matter of luck (external control), while 
subjects in a second experimental condition received in
structions that performance is determined by skill (internal 
control). The data revealed that increments in the expec
tancy of future success offer a success experience, and in
crements in the expectancy of failure following a failure 
experience were more frequent and of greater magnitude in 
the skill than chance condition. That is, the preceding 
outcome was believed more likely to recur given internal 
rather than external perception of control. Changes in ex
pectancies can be brought about by introducing new

14E. J. Phares, "Expectancy Changes in Skill and 
Chance Situations," Journal of Abnormal and Social Psy- 
chology, 54 (1957), 339-342.
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experiences that alter previous patterns of success and 
failure. Increased use of performance feedback can be a very 
viable and effective organizational tool in accomplishing 
this objective.

Social learning theory has demonstrated the impor
tance of locus of control (internal/external orientations

15of individuals) m  influencing a wide variety of behaviors.
16The Internal-External Scale (I-E), developed by Rotter, 

measures a person's perception that events which happen to 
him are contingent upon his behavior. An internal person 
essentially feels in control of things which happen to him; 
an external person believes that the events in his life are 
for the most part beyond his influence. Commonly used terms 
for designating the two ends of this continuum are the be
lief in "skill" and the belief in "chance."

Among the new problems confronting workers and their 
employers are "the blue-collar blues," "the dehumanization 
of work," and "alienation." As can be seen from the litera
ture review, there is enough evidence to suggest that indi
viduals who are external in their orientation tend to be

■^Phares, Locus of Control in Personality.
16Julian B. Rotter, "Generalized Expectancies for In

ternal versus External Control of Reinforcement," Psychologi- 
cal Monographs, 80 (1966), 1.
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17more alienated from the work setting. Some of the other
adverse effects of the construct of externality in the areas

18of satisfaction and performance are also well documented.
19 20Valecha and Pryer and Distefano suggest that the higher

the level of a person in the organizational hierarchy, the
greater the internal orientation. Mitchell, Smyser and 

21Weed point out that if externals are more unhappy than in
ternals, then externals would either leave the organizations
more frequently or become more internal over time. Along

22the same lines, Deci indicates that a shift in locus of
causality from internal to external will cause a decrease in

23intrinsic motivation. On the other hand, Arnold has

17A. G. Neal and M. Seeman, "Organizations and Power
lessness: A Test of the Mediation Hypothesis," American
Sociological Review, 28 (1964), 216-226; M. Seeman, "On the 
Personal Consequences of Alienation in Work," American 
Sociological Review, 32 (1967), 973-977; R. N. Wolfe, "Ef
fects of economic Threat on Anomie and Perceived Locus of 
Control," Journal of Social Psychology, 8 6 (1972), 233-240.

18D. W. Organ and C. N. Greene, "Role Ambiguity, Locus 
of Control, and Work Satisfaction," Journal of Applied Psy
chology , 59 (1974), 101-102; Pryer and Distefano, op. cit.';
M. G. Evans, "Extensions of the Path-Goal Theory of-Motiva
tion," Journal of Applied Psychology, 54 (1974), 172-178.

19Valecha, op. cit.
20Pryer and Distefano, op. cit.
21Terence R. Mitchell, Charles M. Smyser, and Stan E. 

Weed, "Locus of Control: Supervision and Work Satisfaction,"
Academy of Management Journal, 18 (1975) , 623-631.

22E. L. Deci, Intrinsic Motivation (New York: Plenum 
Press, 1975).

23H. J. Arnold, "Effects of Performance Eeedback and 
Extrinsic Reward upon High Intrinsic Motivation," Organiza
tional Behavior and Human Performance, 17 (1976), 275-288.
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reached the conclusion that feedback from the task influences 
perceived feelings of competence on the task and that per
ceived feeling of competence on the task is an important com
ponent of intrinsic motivation to perform the task again in 
the future. If internal locus of control is the cause 
(rather than the effect) of these behaviors, and if the or
ganization can learn how to influence people's locus of con
trol beliefs (for example, by performance feedback or other 
components of the organizational climate), our understanding 
of organizational effectiveness could be enriched consider
ably.

The above discussion and related research point to a 
tentative effect of feedback on the concept of locus of con
trol. This relationship between feedback and the locus of 
control has to be tested before more reliable conclusions 
can be drawn. If performance feedback can influence indi
viduals to become more internally oriented, this will have 
far-reaching implications for future organizations in view of 
the trend toward more complex, changing, open, and participa
tive atmosphere. This study has attempted to test the above 
relationship.

Recent empirical studies of relationships between role 
perceptions and personal outcomes have consistently reported 
that the experience of role conflict or role ambiguity, or 
both, is generally associated with adverse personal outcomes. 
Evidence has been reported of direct relationships between 
degree of role conflict and role ambiguity a focal person



14

experiences on the job and various work-related outcomes, in
cluding job-related tension and anxiety, job dissatisfaction, 
futility, propensity to leave, lack of confidence in the or
ganization, inability to influence decision making, and un-

24favorable attitudes toward role senders. Thus, role per
ceptions appear to be associated with a variety of undesir
able individual outcomes which are generally regarded as dys
functional for the organization. The previous research 
clearly suggests that role perceptions may be critical com
ponents of a model of organizational behavior and support a 
contingency approach to understanding their specific implica
tions for the organizational member's effectives.

25Rogers and Molnar point out that their data showed 
greater interaction of administrators to be associated with 
lower levels of role conflict. They try to explain it in 
terms of the increased rewards associated with greater

24Robert H. Miles, "A Comparison of the Relative Im
pacts of Role Perceptions of Ambiguity and Conflict by Role," 
Academy of Management Journal, 19 (1976), 25-25; idem, "An 
Empirical Test of Causal Inference between Role Perceptions 
of Conflict and Ambiguity and Various Personal Outcomes," 
Journal of Applied Psychology, 60 (1975), 334-339; Organ and 
Greene, op. ext., pp. 101- 102; W. C. Hamner and H. L. Tosi, 
"Relationships Among Various Role Involvement Measures," in 
T. B. Green and D. F. Ray (eds.), Academy of Management Pro
ceedings (Boston, 1973), 394-399; R. J. House and J. R. Rizzo, 
“Role Conflict and Ambiguity as Critical Variables in a Model 
or Organizational Behavior," Organizational Behavior and Human 
Performance, 7 (1972), 467-505.

25D. L. Rogers and J. Molnar, "Organizational Antece
dents of Role Conflict and Ambiguity in Top Level Administra
tors," Administrative Science Quarterly, 21 (1976), 598-610.
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2 6levels of contact. Beehr indicates that there is sugges

tive evidence that people with supportive supervisors might 
not feel some role strains even if their roles are ambiguous. 
Essentially, both are conditions in which information is 
lacking or not communicated. This again suggests a tenta
tive relationship between feedback and role perceptions. 
Before any definite conclusions can be drawn this relation
ship has to be investigated.

As stated earlier, no empirical attempt has been made 
to study and understand the effects of performance feedback 
on psychological concepts of locus of control, role conflict 
and role ambiguity. These concepts are parts of the behavior 
of individuals which have certain dysfunctional effects on 
organizations. Understanding the relationships between feed
back on performance and these psychological factors will be a 
step for solving the organizational behavior puzzle. It will 
also give organizations a practical tool for more efficient 
and effective use of human resources.

D. Hypotheses

Based on the existing evidences in the literature, 
the respondents were classified as internal or external 
oriented individuals, and they were expected to perceive 
certain degrees of role conflict and role ambiguity. Since

2 6T. A. Beehr, "Perceived Situational Moderators of 
the Relationship between Subjective Role Ambiguity and Role 
Strain," Journal of Applied Psychology, 61 (1976), 35-40.
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tentative relationships have been observed between perfor
mance feedback (PF) and locus of control (I-E), PF and role 
conflict, and PF and role ambiguity, it was also expected 
that PF would decrease the degree of external orientation a 
person possesses as well as the degree of perceived role con
flict and role ambiguity. Thus the following hypotheses were 
developed to be tested. The attempt was made to find out the 
possible existence of a relationship between PF and locus of 
control, and role conflict, and role ambiguity, as well as to 
retest the relationship between PF and level of performance.

1. There is no significant difference in the perfor
mance levels of the experimental and the control groups at 
pre-test (T^) and post-test (T2 ) time periods.

2. There is no significant difference in the scores 
of externality of the individual members of the experimental 
and the control groups at pre-test (T-̂ ) and post-test (T2 ) 
time periods.

3. There is no significant difference in the degree 
of perceived role conflict of the experimental and the con
trol groups at pre-test (T^) and post-test (T2 ) time periods.

4. There is no significant difference in the degree 
of perceived role ambiguity of the experimental and the con
trol groups at pre-test (T-̂ ) and post-test (T2 ) time periods.



II. REVIEW OF THE LITERATURE

The research on the independent and the dependent 
variables of this study was briefly discussed in the preced
ing sections. This section contains a more comprehensive 
review of these constructs. The review of the literature is 
conducted in three parts. The studies on performance feed
back are reviewed in conjunction with performance. The 
studies on locus of control, role conflict and role ambi
guity are reviewed in separate sections. This separation 
was necessary because of the lack of studies relating perfor
mance feedback to locus of control, role conflict, and role 
ambiguity.

A. Studies on Performance Feedback 
as Related to Performance

The use of specific, concrete feedback, if properly 
done, can be an effective tool for motivating and developing 
people. Each of us has a human need to learn, to grow, to 
develop our capabilities. This can only come about with ap
propriate feedback and a sense of accomplishment and progress. 
We also have an inherent need to "know where we stand" in 
terms of our competences and how our efforts are viewed by 
others. Providing an individual with feedback on perfor
mance serves two necessary functions: a) it controls

17



18

behavior by continually forcing attention on goal attainment
and any deviations, and b) it can serve as a stimulus to

1 2 motivation. Latham and Yukl point out that performance
feedback or knowledge of results can lead to an increase in 
effort and performance for at least four different reasons; 
a) feedback may induce a person who previously did not have 
specific goals to set a goal to improve performance by a 
certain amount; b) feedback may induce a person to raise his 
goal level after attaining a previous goal; c) feedback that 
informs a person that his current level of effort is insuf
ficient to attain his goal may result in greater effort; and 
d) feedback may inform a person of ways in which to improve 
his methods of performing the task.

The evidence is quite clear that feedback or knowl-
3edge of results can improve performance. Pryer and Bass 

gave feedback to thirteen of twenty-six groups. The groups 
receiving feedback solved their problems more accurately and 
became more highly motivated to solve future problems than 
the thirteen control groups. It is an indication that job

^R. B. Payne and G. T. Hanty, "Effect of Psychologi
cal Feedback upon Work Decrement," Journal of Experimental 
Psychology, 50 (1955), 343-351.

2Gary P. Latham and Gary A. Yukl, "A Review of Research 
on the Application of Goal Setting in Organizations," Academy 
of Management Journal, 18 (1975) , 835.

3M. W. Pryer and B. M. Bass, "Some Effects of Feedback 
on Behavior in Groups," Technical Report 13, Contract N70NR 
35609 (Baton Rouge; Louisiana State University, 1957).



Table 2-1. How Feedback Affects Group and Individual Performance

Feedback
Function

How the 
Mechanism Works

Necessary
Conditions

Disconfirmation Feedback motivates behavior by providing 
information that presents inconsistent 
perceptions.

Data must be perceived as accu
rate. Conditions must be present 
to prevent defensive behavior.

MOTIVATING
FUNCTION

Internal-reward
expectancies

Feedback motivates behavior by setting up 
expectations that behavior will lead to 
feedback, which in itself generates posi
tive feelings in the individual or group. 
In addition, it provides a standard 
against which goals can be set.

Level of behavior to obtain fav
orable feedback must be 
attainable. Task must be chal
lenging so that attainment is 
desirable. Feedback must include 
some comparison data as a stan
dard. Conditions must be present 
to facilitate goal-setting.

Extemal-reward
expectancies

Feedback motivates behavior by setting up 
expectations that behavior will lead to 
feedback which in turn will lead to the 
the attainment of other valued rewards 
from the environment.

Level of behavior to obtain re
wards must be attainable. Instru
mentality of feedback for rewards 
must be high. Rewards must be 
valued ones.

DIRECTING
FUNCTION

Cueing Feedback calls attention to errors which 
can be corrected through know and estab
lished routines of behavior

Feedback must be specific. Cor
rection routines must be clear 
and understood.

Learning Feedback calls attention to errors where 
correction behavior has not yet been 
identified and thus must be discovered.

Feedback should be on process as 
well as outcome variables. Feed
back should include models of ef
fective behavior. Group or indi
vidual must have effective search 
routines.

Source: David A. Nadler, Feedback and Organization Development: Using Data-Based Methods
(Reading, Mass.: Addison-Wesley, 1977), pp. 72-73.
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feedback incorporates a time dimension, having an immediate
effect on performance and also an impact on performances in

4subsequent time periods. In another study by Zajonc, feed
back about both individual performance and performance of
the group as a whole increased the performance of individual

5members. In still another study by Smith and Knight, per
sonal feedback of one member to another was shown to improve

g
the efficiency of all. Hammer and Ringel found that there 
was a high correlation between the absolute amount of feed
back and the quality of decisions in an experimental study. 
Training programs involving extensive use of feedback, such 
as programmed instruction, are generally more effective than

7conventionally taught training programs without feedback.

The effect of performance feedback and its impor
tance in the industrial setting is well documented. Purposes 
of performance appraisal programs, as reported by 2 0 0 firms 
employing appraisals in 1954, indicate that 53% of the 106

4R. B. Zajonc, "The Effects of Feedback and Group Task 
Difficulty on Individual and Group Performance," Technical 
Report 15, Contract NONR 1224 (Ann Arbor: University of
Michigan, 1961).

5E. E. Smith and S. S. Knight, "Effects of Feedback 
on Insight and Problem Solving Efficiency in Training Groups," 
Journal of Applied Psychology, 43 (1959), 209-211.

g
C. H. Hammer and S. Ringel, "The Effect of the Amount 

of Information Provided and Feedback of Results on Decision 
Making Efficiency," Human Factors, 7 (1965), 513-519.

7W. Schramm, The Research on Programmed Instruction:
An Annotated Bibliography (Washington, D.C.: U.S. Dept, of
Health, Education, and Welfare, 1964). ..



21

firms use the program to provide feedback to workers. It is
the highest percentage after other uses as wage/salary de-

8cisions and promotions. Applications of performance ap
praisal, as reported by 166 firms using appraisals in 1964 
show that 61.4% of the 102 firms use it to provide feedback 
to workers. It is again the third highest percentage after 
promotions (73.5%) and wage/salary decisions (68.7%). In 
a study conducted by Carroll and Tosi"^ it was found that 
50% of the 48 managers interviewed suggested ensurement 
of review and feedback in improving the MBO program.
In a study of life insurance agents, Weitz, Antoinetti, and 

11Wallace found that those who received periodic production 
bulletins and personal letters commenting on their perfor
mance improved their performance, whereas the average per
formance of a group of agents receiving no feedback actually

12decreased as compared to a base period. Hundal found

gNational Industrial Conference Board, "Personnel Prac
tices in Factory and Industry," NICB Studies in Personnel 
Policy, No. 145 (1954), 15.

9National Industrial Conference Board, "Personnel Prac
tices in Factory and Industry," NICB Studies in Personnel 
Policy, No. 194 (1964), 12.

■^Stephen J. Carroll, Jr., and Henry L. Tosi, Jr., 
Management by Objectives: Application and Research (New
York: Macmillan, 1973), p. 24 J

^ J .  A. Weitz, J. Antoinetti, and S. R. Wallace, "The 
Effects of Home Office Contact on Sales Performance," Person- 
nel Psychology, 7 (1954), 381-384.

12P. S. Hundal, "Knowledge of Performance as an Incen
tive in Repetitive Industrial Work," Journal of Applied Psy
chology, 53 (1969), 224-226.
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that feedback resulted in increased productivity of indus
trial workers with a repetitive task; productivity also was 
higher than was that of a no-feedback control group.

In a study done by Aplin"^ the importance of feedback 
was strongly reinforced. Responses showed that the feedback 
an individual received had a significant impact on his atti
tudes toward his immediate supervisor. In another study by 

14Kim the effect of different modes of feedback, extrinsic 
feedback, intrinsic feedback, extrinsic and intrinsic feed
back, no feedback, on task performance of work groups was 
investigated in a midwestern company. Results showed that 
there was statistically significant improvement on all three 
measures of task performance after feedback intervention.

Several studies indicate that the effects of feedback 
on performance are influenced by the quality of feedback. 
Feedback frequency and quality should not be confused with 
feedback quantity or amount. To be useful, information 
must be timely. To control variation from some standard of 
performance, feedback is most valuable if it immediately 
follows any deviation. A voluminous amount of feedback can 
be valueless if it is not received in a timely fashion or if

^ J .  Aplin, "The Impact of the Superior’s Attitudes on 
the Management by Objectives Process" (unpublished Ph.D. dis
sertation, University of Iowa, 197 5).

14Jay S. Kim, "Effect of Feedback on Task Performance 
in an Organizational Setting," Proceedings Thirty-Fifth 
Annual Meeting, Academy of Management, August 10-13, 1975, 
pp. 137-139.
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15it is not relevant. In Miller's General Electric study,

the more specific, relevant, and timely the feedbacks, the
16greater the positive effects were on performance. French

also found that feedback was most effective when it was
directly relevant to the task. The results of a study con-

17ducted by Kolb, Winters, and Berlew supported the impor
tance of feedback quality, e.g., timing, relevance, and man
ner of presentation, for goal attainment. Also in an earlier

18study, Trowbridge and Cason found that rapidity of learning 
was related to the preciseness of the feedback.

Some studies have tried to assess the effects of feed
back in MBO programs. In a study of managers in a company

19with an MBO program, Carroll and Tosi found that the amount 
and frequency of perceived feedback were positively corre
lated with self-rated goal attainment, but not with an

15L. Miller, The Use of Knowledge of Results in Im
proving the Performance of Hourly Operators (n.p.: General 
Electric Company, Behavioral Research Service, 1965).

16E. G. French, "Effects of the Interaction of Feed
back and Motivation on Task Performance," American Psycholo
gist, 11 (1956), 395.

17D. A. Kolb, S. Winters, and D. Berlew, "Self- 
Directed Change: Two Studies," Journal of Applied Behavioral
Science, 4 (1968), 453-473.

18M. H. Trowbridge and H. Cason, "An Experimental 
Study of Thorndike1s Learning," Journal of Genetic Psy- 
chology, 7 (1932), 245-260.

19S. J. Carroll and H. L. Tosi, "Relationship of Char
acteristics of the Review Process of Success of the MBO 
Approach," Journal of Business, 44 (1971), 299-305.



20increase m  self-rated effort level. Duttagupta found
that frequency and amount of feedback were associated with
greater self-reported motivation and a better perceived
understanding of job requirements by the research and devel-

21opment managers m  a company with an MBO program. Steers 
found that the amount of perceived feedback in a company 
with an MBO program was positively correlated with goal ef
fort and overall performance ratings for supervisors with
high achievement motivation, but not for supervisors with

22low achievement motivation. The study done by Aplin has
also reinforced the importance of feedback in an MBO program.

23According to Ivancevich, Donnelly, and Lyon, the
important implication of their study is that frequency of
feedback resulted in more need satisfaction improvement.
They also go on to point out that the frequency of superior-
subordinate goal-setting conferences had some impact on the

24consequences derived from MBO. Fay and Beach also give

20D. Duttagupta, An Empirical Evaluation of Manage- 
ment by Objectives, reported m  Latham and Tukl, op. cit., 
p. 837. --------

21R. M. Steers, "Task-Goal Attributes, Achievement, 
and Supervisory Performance,1' Organizational Behavior and 
Human Performance, 13 (1975) , 392-403.

22Aplin, op. cit.
23J. M. Ivancevich, J. H. Donnelly, and H. L. Lyon,

"A Study of the Impact of Management by Objectives on Per
ceived Need Satisfaction," Personnel Psychology, 23 (1970), 
139-151. -------

24Peter P. Fay and David N. Beach, "Management by Ob
jectives Evaluated," Personnel Journal, 53 (1974) , 767-778.
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evidence for the importance of feedback in MBO usage.
25Finally, Dyer and Weyrauch, in a recent study, found 

that the content of the feedback interview in an MBO program 
appears to be less important to motivation than making cer
tain that the interview was conducted in a supportive manner 
rather than a critical manner. Although these results tend 
to support the conclusion that frequent, relevant feedback is 
needed for a successful MBO program, the evidence is limited.

The importance of feedback is also evident in studies 
in operant conditioning and organizational behavior modifica
tion. In a non-industry experiment, the researcher gave a 
group of 106 children a series of addition problems to per
form each day for five days. Evidence provided shows a rela-

2 6tionship between feedback and the productivity improvement.
27Clarke reported that feedback used as a form of reinforce

ment regarding performance led to longer persistence of de
sired performance. Other authors— Rundquist, Campbell, 
Odiorne, Lynton and Pareek, and Bass and Vaughan— have also 
stressed feedback regarding performance while utilizing a

25Lee Dyer and Werner Weyrauch, "MBO and Motivation:
An Empirical Study," Proceedings Thirty-Fifth Annual Meeting, 
Academy of Management, August 10-13, 1975, pp. 134-136.

2 6B. F. Skinner, Contingencies of Reinforcement, A 
Theoretical Analysis (New York: Appleton-Century-Crofts,
1969) .

27D. E. Clarke, "The Effects of Simulated Feedback 
and Motivation on Persistence at a Task," Organizational 
Behavior and Human Performance, 8 (1972), 340-346.
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2 8model compatible with behavior modification techniques.
One of the best examples of the effects of feedback

is demonstrated in the application of organizational behavior
29techniques at Emery Air Freight. Edward Feeney, who was 

then vice president of the company, gave feedback to em
ployees to show them how their actual performance differed 
from their own perceptions and from company standards. This 
emphasis placed on providing feedback to employees about
their performance contributed more than any other single fac-

30tor to the program's success. Luthans and Kreitner, when 
reporting on a case of organization development program of a 
company, point out that the performance analysis uncovered a 
need for an improved performance feedforward/feedback system 
and a supportive environment (feedback) was designed for the 
critical package-machine operator's monitoring behavior.
This feedforward of critical performance data and the feed
back on performance in the form of contingent reinforcing 
consequences resulted in performance improvement. In a more

28E. A. Rundquist, "Designing and Improving Job Train
ing Courses," Personnel Psychology, 25 (1972), 41-52; J. P. 
Campbell, "Personnel Training and Development," Annual Review 
of Psychology (Palo Alto: Annual Reviews, 1971) , pp. 565-6(32;
G. S. Odiorne, Training by Objectives (New York: Macmillan,
1970); R. P. Lynton and V. Pareek, Training for Development 
(Homewood, 111.: Richard D. Irwin, 1967) ; B. M. Bass and
J. A. Vaughan, Training in Industry: The Management of Learn
ing (Belmont, Calif.: Wadsworth, 1966).

29 "Performance Audit, Feedback and Positive Reinforce
ment," Training and Development Journal, 29 (1972), 8-13.

■^Fred Luthans and Robert Kreitner, Organizational 
Behavior Modification (Glenview, 111.: Scott, Foresman and
Company, 1975).
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Table 2-2. Results of Positive Reinforcement and Similar Behavior Modification Programs 
in Organizations in 1976

Number of
, Organization and Employees Type of Specific Frequency of Eeinforcers

Person Surveyed Covered/Total Employees Goals Feedback Used
Employees

Emery Air Freight 1969-76 500/2,800 Entire work a) Increase Immediate to Previously only Cost savings can be
John C. Emery, Jr., force productivity monthly, de praise and recog directly attributed to

President b) Improve pending on nition; others program
Paul F. Hammond, quality of task now being intro

Manager— Systems service duced
Performance

Michigan Bell— 1972-76 2,000/5,500 Employees at a) Decrease a) Lower level, a) Praise and a) Attendance perfor
Operator Services all levels in turnover and weekly and recognition mance has improved
E. D. Grady, operator ser absenteeism daily b) Opportunity to by 50%

General Mgr— vices b) Increase pro b) Higher level , see oneself b) Productivity and
Operator Serv. ductivity monthly and become better efficiency have con

c) Improve quarterly tinued to be above
union-manage- standard where posi
ment relations tive reinforcement

(PR) is used

Michigan Bell— 1974-76 220/5,500 Maintenance Improve: Daily, weekly a) Self-feedback a) Cost efficiency in
Maintenance Services workers, me a) Productivity and quarterly b) Supervisory crease
Donald E. Burwell, chanics, and b) Quality feedback b) Safety improved

Division Superin first- and c) Safety c) Service improved
tendent, Mainte second-level d) Custcmer- d) No change in absen
nance and Services supervisors employee teeism

Dr. W. Clay Hamner, relations e) Satisfaction with
Consultant superior and co

* workers improved
f) Satisfaction with

pay decreased

Connecticut General 1941-76 3,000/13,500 Clerical em a) Decrease Immediate a) Self-feedback a) Chronic absenteeism
Life Insurance Co. ployees and absenteeism b) System feed and lateness have
Donald D. Illig, first-line b) Decrease back been drastically

Director of Per supervisors lateness c) Earned time reduced
sonnel Adminis off b) Some divisions re
tration fuse to use PR be

cause it is "out
dated"



Table 2-2 (continued)
Number of

Organization and ^ Employees Type of
Person Surveyed „ Covered/Total EmployeesProgram „ ,Employees

General Electric* 1973-76 1,000 Employees at
Melvin Sorcher, Ph.D., all levels
formerly director of 
Personnel Research, 
now Director of Man
agement Development,
Richardson-Merrell,
Inc.

Standard Oil of Ohio 1974 28 Supervisors
T. E. Standing, Ph.D.,
Manager of Psycho
logical Services

ACDC Electronics 1974-76 360/350 All levels
Division of Emer
son Electronics 
Edward J. Feeney,

Consultant

Specific
Goals

a) Meet EEO ob
jectives

Increase super
visor competence

a) 96% attendance
b) 90% engineer

ing specifica
tions met

Frequency of 
Feedback

Reinforcers
Used Results

Immediate—  
uses modeling 
and role play
ing as train
ing tools to 
teach inter
personal ex
changes and 
behavior re
quirements

Social reinfor
cers (praise, re
wards, and con
structive feed
back)

a) Cost savings can be 
directly attributed 
to the program

b) Productivity has 
increased

c) Worked extremely 
well in training 
minority groups 
and raising their 
self-esteem

d) Direct labor cost 
decreased

Weekly over 
five-week 
(25-hour) 
training 
period

Feedback a) Improved supervi
sory ability to 
give feedback 
judiciously

b) Discontinued be
cause of lack of 
overall success

Daily and 
• ekly feed
back from 
foreman to 
company 
president

Positive feed
back

a) Profit up 25% over 
forecast

b) $550,000 cost re
duction on $10 mil
lion sales

c) Return of 1,900% on 
investment, includ
ing consultant fees

d) Turnaround time on 
repairs went from 30 
to 10 days

e) Attendance now 98.2% 
(from 93.5%)



Table 2-2 (continued)

Organization and 
Person Surveyed

Length
of

Program

Number of 
Employees 

Covered/Total 
Employees

Type of 
Employees

Specific
Goals

Frequency of 
Feedback

Reinforcers
Used Results

Weyerhaeuser Company 1974-76 
Gary P. Lathan, Ph.D.,
Manager of Human 
Resource Division

500/40,000 Clerical, pro
duction (tree 
planters), and 
middle-level 
management and 
scientists

a)

b)

c)

To teach 
managers to 
minimize 
criticism and 
to maximize 
praise 
To teach 
managers to 
make rewards 
contingent on 
specified per
formance 
To use optimal 
schedule to 
increase pro
ductivity

Immediate- 
daily and 
quarterly

a) Pay
b) Praise and 

recognition

a) Using money, ob
tained a 33% in
crease in produc
tivity with one 
group of workers, 
an 18% increase 
with a second 
group and an 8% 
decrease with a 
third group

b) Currently experi
menting with goal 
setting and praise 
and/or money at 
various levels in 
organization

c) With a lottery- 
type bonus, the 
cultural and re
ligious values of 
workers must be 
taken into 
account

B. F. Goodrich 
Chemical Co.
Donald J. Bamicki, 
Production Manager

1972-76 100/420 Manufacturing 
employees at 
all levels

a) Better meeting 
of schedules

b) Increase pro
ductivity

Weekly Praise and recog
nition; freedom 
to choose one's 
own activity

Production has in
creased over 300%

to
\o



Table 2-2 (continued)

Organization and 
Person Surveyed

Length
of

Program

Number of 
Employees 

Covered/Total 
Employees

Type of 
Employees

Specific
Goals

Frequency of 
Feedback

Reinforcers
Used Results

City of Detroit 
garbage collectors

1973-75 1,122/1,930 Garbage collec
tors

a)

b)

c)

d>

Reduction in 
paid man- 
hour per ton 
Reduction on 
overtime 
90% of routes 
completed by 
standard 
Effectiveness 
(quality)

Daily and quar
terly, based on 
formula nego
tiated by city 
and sanitation 
union

Bonus (profit 
sharing) and 
praise

a) Citizen complaints 
declined signifi
cantly

b) City saved 
$1,654,000 first 
year after bonus 
paid

c) Worker bonus = 
$307,000 first year 
or $350 annually 
per man

d) Union somewhat dis
satisfied with pro
ductivity measure 
and is pushing for 
more bonus to 
employee

e) 1975 results not 
yet available

‘Similar programs are now being implemented at Richardson-Merrell under the direction of Dr. Sorcher and at AT&T under the direction of
Douglas W. Bray, Ph.D., director of management selection and development, along with several smaller organizations. See A. P. Goldstein and
Melvin Sorcher, Changing Supervisor Behavior (Pergamon Press, 1974).

Source: W. Clay Hamner and Dennis W. Organ, Organizational Behavior: An Applied Psychological Approach (Texas: Busi
ness Publications, Inc., 1978), pp. 256-252.

toO
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31recent study, Kim reports that the results of his study in

dicate that the feedback procedure influenced supervisors to 
rate workers in more realistic terms. Contrary to the prior 
practice, workers became aware of each behavioral category 
of service on which they were being rated. He goes on to 
point out that the results imply feedback impact on super
visor behavior as well as worker behavior. The feedback 
given to workers in this study had focused on the observable 
task performance, and not on worker job satisfaction.

Recently, feedback procedures have been used in con
servation and other environmental protection concerns.

32Seligman and Darley found that frequent feedback to fami
lies regarding their electricity consumption reduced con
sumption 10.5% compared to a control group. Other studies
have also demonstrated that feedback has yielded variable

33(10-15%) reductions of electricity use, and written feed
back on energy use, when coupled with social recognition

34strategies, has been found to reduce fuel-oil use.
-

Kim, op. cit.
32C. Seligman and J. M. Darley, "Feedback as a Means 

of Decreasing Residential Energy Consumption," Journal of 
Applied Psychology, 62 (1977), 363-368.

33S. C. Hayes and J. D. Cone, "Reducing Residential 
Electric Use: Payments, Information, and Feedback," Journal
of Applied Behavior Analysis, 10 (1977), 425-435; R. A. 
W m ett, S. Kaiser, and G. Haberkorn, "The Effects of Monetary 
Rebates and Daily Feedback on Electricity Conservation," 
Journal of Environmental Systems, 5 (1977), 327-338.

34W. B. Seaver and A. H. Patterson, "Decreasing Fuel 
Oil Consumption through Feedback and Social Communication," 
Journal of Applied Behavior Analysis, 9 (1976), 147-152.
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There have been other studies on feedback in which the
results obtained are contradictory to the studies cited above.

35In a series of studies at General Electric, Miller found 
that increasing the amount of feedback from foremen to 
workers improved the latter's performance. However, he also 
found that feedback regarding errors resulted in only a tem
porary improvement in performance quality for manufacturing 
employees, unless used in conjunction with incentives or the
threat of negative consequences for failure to improve.

3 6Chapanis failed to find any effect of feedback on the per
formance of students hired to work an hour per day for 24

37days on a repetitive job. Locke and Bryan in two studies 
found that feedback did not improve performance and that 
goal setting itself contributed more to performance than did 
knowledge of results. In another study, they found that 
feedback did improve performance when the subjects used it 
to establish goals. Locke seems to feel that the feedback 
of results does not influence performance unless the feed
back is used as a means of comparing performance with some

3 8previously established goal or standard. The study by Erez

35Miller, op. cit.
3 6A. Chapanis, "Knowledge of Performance as an Incen

tive in Repetitive, Monotonous Tasks," Journal of' Applied 
Psychology, 48 (1964), 263-267.

37E. A. Locke, "Toward a Theory of Task Motivation and 
Incentives," Organizational Behavior and Human Performance, 3 
(1968), 157-1897

38Miriam Erez, "Feedback: A Necessary Condition for
the Goal Setting-Performance Relationship," Journal of Ap- 
plied Psychology, 62 (1977), 624-627.
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complements the findings of Locke, in that Erez argues for
feedback as a necessary condition for the goal setting-

39performance relationship. Becker also concludes that im
proved performance was a result of the joint effect of feed
back and goal setting. More recently, a field experiment 
was conducted to compare the effectiveness of two approaches 
for improving the way managers handle performance appraisal 
interviews with their subordinates. The results showed that 
the feedback plus goal setting condition was superior to the
feedback only condition and the control group on several

40interview effectiveness criteria.

B. Studies on Locus of Control

What happens when an individual develops a pervasive 
belief that no control can be exercised over the outcomes 
that follow behavior? Suppose that person feels that per
sonal achievements, failures, victories, and shortcomings 
all stem from the capricious or unfathomable hand of fate or 
luck. Contrast this person with one who is convinced that 
such outcomes are a direct product of one's own efforts (or

39Lawrence J. Becker, "Joint Effect of Feedback and 
Goal Setting on Performance: A Field Study of Residential
Energy Conservation," Journal of Applied Psychology, 63 
(1978), 428-433.

40Wayne F. Nemeroff and Joseph Cosentino, "Utilizing 
Feedback and Goal Setting to Increase Performance Appraisal 
Interviewer Skills of Managers," Academy of Management Pro
ceedings, 38 (1978), 394.



34

lack of them) or personal attributes. Will there be a dif
ference in the behavior and overall life-styles of two such 
divergent individuals? Much evidence has been accumulating 
that suggests that when a person perceives rewards and pun
ishments as being contingent upon personal actions, behavior 
is quite different than it is when such reinforcements seem 
to occur independently of efforts and characteristics.

The role of reinforcement, reward, or gratification 
is universally recognized by students of human nature as a 
crucial one in the acquisition and performance of skills and 
knowledge. However, an event regarded by some persons as a 
reward or reinforcement may be differently perceived and 
reacted to by others. One of the determinants of this reac
tion is the degree to which the individual perceives that the 
reward follows from, or is contingent upon, his own behavior 
or attributes versus the degree to which he feels the reward 
is controlled by forces outside of himself and may occur in
dependently of his own actions. The effect of a reinforce
ment following some behavior on the part of a human subject, 
in other words, is not a simple stamping-in process but de
pends upon whether or not the person perceives a causal rela
tionship between his own behavior and the reward.

The definition of locus of control that guided much
of the early work on the development of an Internal-
External (I-E) scale and the I-E variable is succinctly ex
pressed by Rotter.
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When a reinforcement is perceived by the subject as 
following some action of his own but not being entirely 
contingent upon his action, then in our culture, it is 
typically perceived as the result of luck, chance, fate, 
as under the powerful others, or as unpredictable because 
of the great complexity of the forces surrounding him.
. . . We have labeled this a belief in external control. 
If the person perceives that the event is contingent upon 
his own behavior or his own relatively permanent charac
teristics , we have termed this a belief in internal 
control.41

The significance of the belief in fate, chance, or 
luck has been discussed by various social scientists over a 
long period of time. Most of their concern, however, has 
been with differences among groups or societies rather than 
individuals. Typical of an early discussion of this kind 
is that of Veblen, who felt that a belief in luck or chance 
represented a barbarian approach to life and was generally 
characteristic of an inefficient society. Although Veblen 
was not concerned with individual differences, his discussion 
implied that a belief in chance or luck as a solution to 
one's problems was characterized by less productivity. He 
states that the belief in luck is related to or similar to 
a general belief in fate. More recently, Merton has dis
cussed the belief in luck more or less as a defense behavior.
He, too, suggests a relationship between passivity and the

42belief in chance or luck.

41Julian B. Rotter, "Generalized Expectancies for In
ternal versus External Control of Reinforcement," Psychologi
cal Monographs, 80 (1966), 1.

42Ibid., p. 3.
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The concept of alienation which has played an impor
tant role in sociological theory for many years does seem 
related at a group level to the variable of internal-external 
control. The alienated individual feels unable to control 
his own destiny. He is a small cog in a big machine and at
the mercy of forces too strong or too vague to control. Marx,

,43Weber, and Durkheim placed great importance on this concept
'44'and more recently Merton has stressed its importance m  

the study of social behavior. Seeman4  ̂has linked the con
cept of alienation as it refers to powerlessness, to internal- 
external control as a psychological variable.

The first investigations of individual differences in 
the I-E variable were made in connection with learning or 
performance tasks in which skill and. chance instructions 
were given. The first of these studies was undertaken by 
Phares. 4 6 He found that increments and decrements following 
success and failure, respectively, were significantly greater 
under skill instructions than under chance instructions.
James as a result'of his research found that the behavior of

43Rotter, op. cit., p. 3.
4 4R. Merton, Social Theory and Social Structure (Glen

coe, 111.: Free Press, 1949), 125-149.
4 5M. Seeman, "On the Meaning of Alienation," American 

Sociological Review, 24 (1959) , 782-791.
4 6E. J. Phares, "Expectancy Changes in Skill and 

Chance Situations," Journal of Abnormal and Social Psychology, 
54 (1957), 339-342.
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externals differed from that of internals in the same way 
that the overall population differed under chance instruc
tions as compared with skill instructions.^

In recent years there has been an increase in public 
concern about new problems confronting workers and their em
ployers. Discussions have centered around terms such as 
"the blue-collar blues," "the dehumanization of work," and 
"alienation." One common element in these discussions has 
been that people feel unable to affect their lives, that they 
have little control over what happens to them in the job 
setting. This has prompted an increasing body of research 
that has tried to investigate the I-E variables and their

A peffects on behavior. Rotter in discussing the early re
search suggests that individuals may have a generalized ex
pectancy about whether environmental outcomes are controlled 
internally and externally. The individual who is labeled 
internal believes he can control his own outcomes or fate; 
the external individual feels that much of what happens to 

him is controlled by external forces.
Recent investigations have attempted to relate this 

I-E characteristic to variables related to the work setting, 
especially to work alienation and job satisfaction.

47 48Rotter, op. ext., p. 19. Ibid.
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49 50Investigations of Neal and Seeman and Seeman suggest

that individuals who are external in their orientation tend
to be more alienated from the work setting. A more recent 

51study by Wolfe reported significant correlations between a 
measure of anomie and the I-E scale for three separate sam
ples, with externals indicating greater alienation and anomie

52than internals. Another study, by Pryer and Distefano,
53correlated the five scales of the Job Description Index

with the I-E scale for three samples of nurses, and these
data also suggested that externals are less satisfied with

54their jobs. A study by Organ and Greene reports a signifi
cant correlation between I-E and job satisfaction for a 
sample of scientists and engineers. The results of all five

49 A. G. Neal and M. Seeman-, "Organizations and Power
lessness: A Test of the Mediation Hypothesis," American
Sociological Review, 28 (1964), 216-226.

50M. Seeman, "On the Personal Consequences of Aliena
tion in Work," American Sociological Review, 32 (1967), 
973-977.

51R. N. Wolfe, "Effects of Economic Threat on Anomie 
and Perceived Locus of Control," Journal of Social Psychology, 
86 (1972), 233-240.

52M. W. Pryer and M. K. Distefano, Jr., "Perceptions 
of Leadership Behavior, Job Satisfaction, and Internal- 
External Control across Three Nursing Levels," Nursing 
Research, 20 (1971), 534-537.

^ P .  C. Smith, L. M. Kendall, and C. L. Hulin, The 
Measurement of Satisfaction in Work and Retirement (Chicago: 
Rand'McNally, 1969).

54D. W. Organ and C. N. Greene, "Role Ambiguity, Locus 
of Control, and Work Satisfaction," Journal of Applied Psy
chology, 59 (1974), 101-102.



39

studies suggest that internals are more satisfied with the
55work setting than are externals. Mitchell, Smyser, and Weed 

also point out that the findings of their research appear to 
suggest that externals may be more dissatisfied with organi
zational life simply because they feel they have little 
control over those organizational outcomes that are important 
to them.

A second set of results has added some refinements to
C gthe above findings. Runyon investigated the relationship 

between a subordinate's I-E score and his satisfaction with 
different types of supervision. Internals were significantly 
more satisfied with participative management style than were 
externals. On the other hand, externals were significantly 
more satisfied with directive supervision than were inter
nals. Also related to managerial styles are the studies by

57 58Goodstadt and Hjelle and Pryer and Distefano. Goodstadt
and Hjelle point out that during the course of the research
externally controlled student subjects used more coercive
power (e.g., threat of deduction of points, or dismissal)

55Terence R. Mitchell, Charles M. Smyser, and Stan E. 
Weed, "Locus of Control: Supervision and Work Satisfaction,"
Academy of Management Journal, 18 (1975) , 623-631.

5 6K. E. Runyon, "Some Interactions between Personality 
Variables and Management Styles," Journal of Applied Psy- 
chology, 57 (1973), 288-294.

■^B. E. Goodstadt, and L. A. Hjelle, "Power to the
Powerless: Locus of Control and the Use of Power," Journal
of Personality and Social Psychology, 27 (1973) , 190-196.

5 8Pryer and Distefano, op. cit.
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and internals were found to use more personally persuasive 
powers (e.g., giving encouragement). Pryer and Distefano 
found that for one level of nurses internals were signifi
cantly more considerate on their supervisory style than 
were externals.

In other research efforts involving work-related 
variables, Szilagyi and S i m s ^  confirmed Lawler's^ postu
late that internals perceived higher performance-to-reward 
expectancies than externals. E v a ns,^ whose study involved 
managers enrolled in an M.B.A. program, found that not only 
did internals report higher motivation than externals, but 
that internals perceived and responded to environmental con
tingencies more consistently than externals.

The relationship between locus of control and the
performance of managers has also been of interest to the re-

6 2searchers. Durand and Shea showed that activity scores of 
internal entrepreneurs were significantly higher than those 

of external entrepreneurs on the business activity index.

59A. D. Szilagyi and H. P. Sims, "Locus of Control and 
Expectancies across Multiple Occupational Levels," Journal of 
Applied Psychology, 60 (1975), 638-640.

6 0Lawler, op. cit.
61M. G. Evans, "Extensions of the Path-Goal Theory of 

Motivation," Journal of Applied Psychology, 54 (1974), 
172-178.

6 2 D. E. Durand and D. Shea, "Entrepreneurial Activity 
as a Function of Achievement Motivation and Reinforcement 
Control," The Journal of Psychology, 8 8 (1974), 57-63.



6 3Brockhaus found that I-E score was the best predictor of
64entrepreneurial intentions. Further, Shapero has reported 

that activity scores of future managers show a strong rela
tionship to the locus of control dimension.

Additional research was conducted among entrepreneurs
C £in stress settings. Anderson, Hellriegel and Slocum demon 

strated that the locus of control variable impacts on per
formance through its interaction with decision or activitv
patterns and found that externality is common to both high

6 6stress and defensive coping behavior. Anderson confirmed 
the previous findings that externals perceive higher stress 
than internals in a particular situation and that externals 
respond with much more less task-oriented coping behavior 
than internals. He interpreted the results as showing a 
dynamic and reciprocal relationship such that locus of con
trol orientation influences performance and that performance 
in turn operates as a feedback mechanism and influences 
future locus of control orientation.

6 3R. H. Brockhaus, "I-E Locus of Control Scores as 
Predictors of Entrepreneurial Intentions," Proceedings of 
the Academy of Management, 35 (1975) , 433-433".

64A. Shapero, "The Displaced, Uncomfortable Entrepre
neur," Psychology Today, November 1975, pp. 83-86.

C. CCarl R. Anderson, Don Hellriegel and John W. Slocum 
Jr., "Managerial Response to Environmentally Induced Stress, 
Academy of Management Journal, 20 (1977), 260-272.

66Carl R. Anderson, "Locus of Control, Coping Beha
viors, and Performance in a Stress Setting: A Longitudinal
Study," Journal of Applied Psychology, 62 (1977), 446-451.
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Taken together, the studies reviewed above support 
6 7Rotter's hypothesis that the individual who has a strong 

belief that he can control his destiny is likely to be more 
alert to and take advantage of those aspects of the work en
vironment which provide useful information for his behavior.

6 8Further, Andrisani and Nestel present evidence that suc
cess in a work environment is likely to enhance an internal 
orientation. This hypothesis suggests that the locus of con
trol construct is likely to be altered depending on outcomes 
from one's decisions.

C. Studies on Role Conflict and Role Ambiguity

In classical organization theory the principle of 
chain of command and the principle of unity of command and 
direction have implications for role conflict in complex 
organizations. According to the chain of command principle, 
organizations set up on the basis of hierarchical relation
ships with a clear and single flow of authority from the top 
to the bottom should be more satisfying to members and should 
result in more effective economic performance and goal 
achievement. The essence of the principle of unity of com
mand is that the structure of an organization should keep a

■ 6 7Rotter, op, cit.
6 8P. J. Andrisani and G. Nestel, "Internal-External 

Control as a Contributor to and Outcome of Work Experience," 
Journal of Applied Psychology, 61 (1976), 156-165.
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member from being caught in the crossfire of incompatible 
orders or incompatible expectations from more than one su
perior. Role theory states that when the behaviors expected 
of an individual are inconsistent— one kind of role conflict—  

he will experience stress, become dissatisfied, and perform 
less effectively than if the expectations imposed on him did 
not conflict. Role conflict can therefore be seen as result
ing from violation of the two classical principles and causing 
decreased individual satisfaction and decreased organisational 
effectiveness.

Both classical organization theory and role theory 
also deal with role ambiguity. According to classical theory, 
every position in formal organizational structure should have 
a specified set of tasks or position responsibilities. If an 
employee does not know what he has the authority to decide, 

what he is expected to accomplish, and how he will be judged, 
he will hesitate to make decisions and will have to rely on 
a trial-and-error approach in meeting the expectations of 
his superior. According to role theory, role ambiguity—  

lack of necessary information available to a given organiza
tional position— should increase the probability that a 
person will be dissatisfied with his role, will experience 
anxiety, will distort reality, and will thus perform less 
effectively.

Individuals in organizations are continually exposed 
to a variety of expectations from their work environment 
that may affect perceptions of their organizational roles.
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69Kahn et al. developed a theory of role dynamics which 
focused on the existence of organizational stress resulting 
from conflicting, incompatible, or unclear expectations 
that are derived from the work environment. The literature 
on role theory suggests two constructs describing role per
ceptions: role conflict and role ambiguity. Role conflict
is a simultaneous occurrence of two or more sets of pres
sures such that compliance with one would make compliance 
with the other more difficult. Role conflict occurs when a 
role incumbent feels that he or she is faced with 
incompatible expectations. Rizzo, House and Lirtzman”̂  

identified four basic interrelated types of role conflict, 
all based on perceptions of inconsistent demands: 1 ) inter
sender conflict when inconsistent demands are made on the 
role incumbent by one or more role senders; 2 ) interrole 
conflict when a person holds two or more positions simul
taneously; 3) intrasender conflict when the availability of 
time, resources, and capabilities of the individual are in-

69 R. L. Kahn, D. M. Wolfe, R. P. Quinn, J. D. Snoek,
and R. A. Rosenthal, Organizational Stress: Studies in Role
Conflict and Ambiguity (New York: Wiley,1964).

^ Ibid.; John R. Rizzo, R. J. House, and S. I. Lirtz-
man, "Role Conflict and Ambiguity in Complex Organizations,"
Administrative Science Quarterly, 15 (1970), 150-163;
T . Lyons, °Role Clarity, Need for Clarity, Satisfaction, Ten
sion, and Withdrawal," Organizational Behavior and Human Per
formance , 6 (1971) , 99-110; C. Greene and D. O r g a n " A n  
Evaluation of Causal Models Linking the Received Role with 
Job Satisfaction," Administrative Science Quarterly, 18 
(1973), 95-103. :
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congruent with the role behavior expected; and 4) person- 
role conflict when the role incumbent's internal standards 
or values and the defined role behavior are incompatible.
Role ambiguity describes a situation in which there is in
adequate role sending, that is, when lack of agreement 
among role senders produces sent expectations that contain 
logical incompatibilities or that take inadequate account of 
the needs and abilities of the focal person. Role ambiguity 
may result if position incumbents lack adequate role
relevant information, as when information is restricted or 
when role expectations are not clearly defined. Essentially,
it is a condition in which information is lacking or not

71communicated. Rizzo, House and Lirtzman argued that role 
ambiguity was related to the predictability of responses to 
one's behavior and the clarity of behavioral requirements 
or expectations.

In recent years a number of studies have explored re
lationships between role conflict and role ambiguity and 
worker attitudes and behavior. Despite differences in ter
minology and measurement, most studies have obtained sig
nificant negative relationships between role conflict and/or

72role ambiguity and job satisfaction. Other research indi
cates, however, that role conflict and role ambiguity are 
not always negatively related to job satisfaction. Tosi

71 72Rizzo et al., op. cit. Ibid.
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73 74and Tosi and Tosi found that role conflict and satisfac
tion were negatively related, but they found no relationship

7 *5between role ambiguity and job satisfaction. Rizzo et al. ,
7 6 77House and Rizzo, and Hamner and Tosi found significant

negative relationships between job satisfaction and role am
biguity but no relationships between job satisfaction and

7 8role conflict. In a recent research, Miles found that 
both the degree of role ambiguity and role conflict was sig
nificantly related to job satisfaction.

79The rationale suggested by Kahn et al. and by Hamner 
80and Tosi to reconcile these inconsistent results between 

role ambiguity and job satisfaction and between role conflict

73H. Tosi and D. Tosi, "Some Correlates of Role Con
flict and Ambiguity among'Public School Teachers," Journal 
of Human Relations, 18 (1970), 1068-1075.

^ H .  Tosi, "Organizational Stress as a Moderator of 
the Relationship between Influence and Role Response,"
Academy of Management Journal, 14 (1971), 7-20.

7 RRizzo et al., op. cit.
7 fiR. J. House and J. R. Rizzo, "Role Conflict and Ambi

guity as Critical Variables in a Model of Organizational Be
havior," Organizational Behavior and Human Performance, 7 
(1972), 467-505.

77 C. Hamner and H. Tosi, "Relationship of Role Conflict
and Role Ambiguity to Job Involvement Measures," Journal of
Applied Psychology, 58 (1974), 497-499.

78Robert H. Miles, "A Comparison of the Relative Im
pacts of Role Perceptions of Ambiguity and Conflict by Role,"
Academy of Management Journal, 19 (1976) , 25-35.

79̂ Kahn et al., op. cit.
onouHamner and Tosi, op. cit.
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and job satisfaction is based on the employee's level in the
organization. This rationale suggests that role conflict is
more stressful at lower levels of an organization, whereas
role ambiguity is more stressful at higher levels. This

8 1rationale has been tested by Schuler. His findings indi
cate that role ambiguity and role conflict have negative re
lationships with job satisfaction at all three levels of the

82organization. Szilagyi, Sims and Keller conclude that 
role ambiguity had a stronger relationship with the satis
faction relationships at higher occupational levels, role
conflict had stronger relationships with the satisfaction

8 3variables. Schuler argues that the employees at the higher
levels of the organization have the ability to cope with or
adapt to role conflict and ambiguity although it is still

84dissatisfying. Another study by Miles and Petty points 
out that job satisfaction and role clarity are highly corre
lated for persons in both supervisory and non-supervisory

81Randall S. Schuler, "Role Perceptions, Satisfaction, 
and Performance: A Partial Reconciliation," Journal of
Applied Psychology, 60 (1975), 683-687.

82Andrew D. Szilagyi, Jr., Henry P. Sims, Jr., and 
Robert T. Keller, "Role Dynamics, Locus of Control, and Em
ployee Attitudes and Behavior," Academy of Management Jour
nal, 19 (1976), 259-276.

83Randall S. Schuler, "Role Perceptions, Satisfaction 
and Performance Moderated by Organization Level and Partici
pation in Decision Making," Academy of Management Journal,
20 (1977), 159-165.

84R. H. Miles and M. M. Petty, "Relationships between 
Role Clarity, Need for Clarity, and Job Tension and Satisfac
tion for Supervisory and Nonsupervisory Roles," Academy of 
Management Journal, 18 (1975) , 877-883.
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roles as well as for those individuals who have a high or a 
low need for clarity.

Significant relationships between role conflict and/or 
role ambiguity and propensity to leave, voluntary turnover,

qcand job performance have also been reported. Rizzo et al. 
and Lyons^^ both found a significant relationship between 
role ambiguity and expressions of the desirability and like
lihood of leaving the job. Lyons®^ has obtained a signifi
cant relationship between role ambiguity and voluntary turn
over, and Johnson and Graen^ have obtained significant 
relationships between both role ambiguity and role conflict 
and voluntary turnover.

Less well documented is the relationship between em
ployee perceptions and performance. The results of research 
indicate that the reported relationships between performance
and role perceptions are also inconsistent. House and 

8 9Rizzo reported negative relationships between role con
flict and role ambiguity and performance. Greene and 

90Organ have also reported significant negative relation-

85 86Rizzo et al., op. cit. Lyons, op. cit.
8 7 Ibid.
88T. Johnson and G. Graen, "Organizational Assimila

tion and Role Rejection," Organizational Behavior and Human 
Performance, 10 (1973), 72-87.

8 9House and Rizzo, op. cit.
90 Greene and Organ, op. cit.
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ships between role ambiguity and role conflict and job per
formance ratings. L o c k e ^  concluded that persons were more 
satisfied and effective under specific performance goal con
ditions than under more ambiguous task instructions to "do 
your best." Schuler^ found that both role ambiguity and 
role conflict were negatively related to performance at lower 
and middle levels of the organization, whereas at the higher
level of the organization, role ambiguity and role conflict

9 3were unrelated to performance. However, Tosi found no
relationships between role conflict and role ambiguity and

94performance. Schuler points out that the higher the em
ployee ability, the lower the relationship between role per

ceptions and satisfaction and performance. According to 
9 5Schuler, the somewhat inconsistent relationships found in 

previous research may have been based upon different organi
zational levels and different levels of participation in de
cision making. The results of the study done by Ford and

91Locke, op. cit.
92Schuler, "Role Perceptions, Satisfaction, and Per

formance: A Partial Reconciliation."
93Tosi, op. cit.
94R. S. Schuler, "The Effects of Role Perceptions on 

Employee Satisfaction and Performance Moderated by Employee 
Ability," Organizational Behavior and Human Performance, 18 
(1977), 98-107^

95Schuler, "Role Perceptions, Satisfaction and Perfor
mance Moderated by Organization Level and Participation in 
Decision Making."
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Jackofsky^ indicated that role ambiguity has a stronger re
lationship with organizational climate than does role con
flict, except for the dimension of felt pressure. It was 
also found that there are no apparent climate effects in the 
ambiguity-satisfaction relationship but there do appear .to be 
climate effects in the role conflict-satisfaction relation
ship. The climate dimensions used in the study were pay, 
friendly team spirit, pressure, rewards, and degree of or
ganization.

Even though there is evidence that role ambiguity and 
role conflict tend to be associated with lower job satisfac
tion, a greater likelihood of voluntarily leaving the organi
zation, and lower performance, there is also some indication
that not all workers respond negatively to role ambiguity

97and role conflict.
Thus, to date, research investigating the relation

ships between role perceptions and employee behavior have 
revealed that: a) unclear and/or conflicting role expecta
tions may be dysfunctional to employee behavior; and b) occu
pational level may be a principal moderating variable in de
termining which role variable has the major impact on em
ployee behavior.

96David L. Ford, Jr., and Ellen F. Jackofsky, "Role 
Perceptions, Organizational Climate, and Satisfaction in 
Newly Created Organizational Subunits," Academy of Management 
Proceedings, 38 (1978), 64-68.

97Kahn et al., op. cit.; T. W. Johnson and J. E. Stin
son, "Role Ambiguity, Role Conflict, and Satisfaction: 
Moderating Effects of Individual Differences," Journal of 
Applied Psychology, 60 (1975), 329-333.
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The intent of this chapter was to acquaint the reader 
with the topics crucial to the purposes of this paper: per
formance feedback, locus of control, role conflict and role 
ambiguity. The research studies on these concepts were re
viewed and their findings were shown to act as a basis for 
this research. The following chapters discuss the method
ology, findings, and the implications of this research.



III. RESEARCH METHODOLOGY

This section contains four parts. The first part 
presents concepts and definitions used in this inquiry. The 
second part deals with the methods of data collection. The 
third part discusses the instruments and the fourth part the 
techniques of data analysis.

A. Definitions of Concepts Used

1. Performance Feedback
Any data-based method used to induce change includes 

three basic components: collection, analysis, and feedback.

While the collection effects are significant because indi
viduals and groups have expectations about the possible con
sequences of data collection, the most potent and direct use 
of data for change is to give the information back in some 
form to the organization's members. This process of giving 
data back for the purpose of bringing about change is called 
feedback.

If any changes are to be induced in the individual's 
behavioral patterns or level of activities, it is necessary 
that the information concerning the results of the indi
vidual's actions be furnished to him. This process of pro
viding information to the individual, related to his organi
zational activity levels, is called performance feedback

52
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(PF). Performance feedback is based on knowledge of results 
concerning the employee’s present performance as it relates 
to the goal set or the employee's previous level of perfor
mance. Feedback can be extrinsic (supervisory) or intrinsic 
(self-generated).

Extrinsic feedback can be operationally defined as 
having work groups receive information from their supervisor 
on a given day as to how many workers in the work groups had 
met the organizational goals for the given period of time.
It can also take the form wherein an employee is given the 
information on the levels of performance he has achieved on 
specific activities, for the given period of time. Intrin
sic feedback can be operationally defined as having indi
viduals in the work groups rate themselves on their own per
formance using the same form as the supervisors.

Several researchers^" found that self-feedback parallels
2the effect of external feedback. Warm et al. and Baron and 

3Ganz found no difference m  level of performance between

■*"J. Aronfreed, Conduct and Conscience (New York: Aca
demic Press, 1966); A. Bendura and B. Perloff, "Relative Ef
ficiency of Self-Monitored and Externally Imposed Reinforce
ment System," Journal of Personality and Social Psychology, 7 
(1967). 111-116.

2J. S. Warm, F. H. Kaufer, S. Kuwada, and J. L. Clark, 
"Motivation in Vigilance; Effects of Self-Evaluation and 
Experimenter-Controlled Feedback," Journal of Experimental 
Psychology, 92 (1972), 123-129.

3R. M. Baron and R. L. Ganz, "Effects of Locus of Con
trol and Type of Feedback on the Task Performance of Lower- 
Class Black Children," Journal of Personality and Social Psy- 
chology, 21 (1972), 124-130.
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intrinsic- and extrinsic-feedback groups.
This study utilizes extrinsic feedback with the use 

of teller performance form designed to highlight the factors 
considered important by the officials of the organizations, 
whose employees are involved in the study (see Appendix A ) .

2. Productivity (Performance Levels 
on Organizational Activities)

This variable is operationally defined as the employees 
meeting the objectives set forth by the company. It is the 
basis of their effectiveness in performing their jobs within 
the organization. Objective measures of performance were 
utilized as determined by the job criterion and goals set 
forth by the company. The form used to establish performance 
levels contains six objective measures and one subjective 
measure. The subjective measure was necessitated by the 
uniqueness of the industry involved, which could neither be 
completely classified as a product or service oriented (see 
Appendix A ) .

3. Locus of Control 
(Internal-External Control)

This is a measure of a person's perceptions of 
whether the surrounding events are a result of his own ac
tions or as being independent of his actions. At the two 
ends of this continuum are the belief in skill and the belief 
in chance. If a person perceives that the event is contin
gent upon his own behavior or his own relatively permanent 
characteristics, this belief is termed internal control.
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Conversely, the individual who views events as being indepen
dent of his own actions but more dependent on fate, luck, 
chance, as under the control of powerful others, or as unpre
dictable because of the great complexity of the forces sur
rounding him is labeled as believing in external control.

4This definition is consistent with previous research (see 
Appendix B ) .

4. Role Conflict
Role conflict is the dimensions of congruency- 

incongruency or compatibility in the requirements of the 
role, where congruency or compatibility is judged relative to 
a set of standards or conditions which impinge upon role per
formance. It is a situation in which an employee is con
fronted with a set of two or more demands such that compliance 
with one demand makes compliance with other demand(s) diffi
cult or impossible. This definition is consistent with pre-

5vious research (see Appendix C).

4Julian B. Rotter, "Generalized Expectancies for In
ternal versus External Control of Reinforcement," Psychologi- 
cal Monographs, 80 (1966), 1.

^R. L. Kahn, D. M. Wolfe, R. P. Quinn, J. D. Snoek, 
and R. A. Rosenthal, Organizational Stress: Studies in Role
Conflict and Ambiguity (New York: Wiley, 196 4); John R.
Rizzo, Rl J".” House, and S. I. Lirtzman, "Role Conflict and 
Ambiguity in Complex Organizations," Administrative Science 
Quarterly, 15 (1970), 150-163.
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5. Role Ambiguity
Role ambiguity is the individual's feelings of uncer

tainty about his organizational role obligations and/or the 
means to fulfill them, or simply unclear expectations that 
are derived from the work environment. It is the situation 
in which the desired roles sent to the employee are vague, 
thereby making it difficult for the employee to fulfill de
sired sent roles. It is the lack of clarity regarding role 
expectations and performance evaluations. This definition 
is consistent with previous research (see Appendix C).

B. Methods of Data Collection

This research study involves a causal analysis. The 
main concern in a causal analysis is with the study of how 
one variable affects, or is "responsible for," changes in 
another variable. The stricter interpretation of "causation," 
found in experimentation, is that some external factor "pro
duces" a change in the dependent variable. In much business 
research, however, the researcher is interested in cases in 
which the cause-effect relationship is less explicit. This 
relationship can only be understood and defined by designing 
experiments within which the effects of an independent 
variable can be specifically measured. Such is the case in 
this study. It specifically deals with associations or rela
tionships between performance feedback (independent variable)

Kahn et al., op. cit.; Rizzo et al., op. cit.
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and performance level, locus of control, role conflict and 
role ambiguity (dependent variables).

There are many so-called experimental designs that a 
researcher may use depending upon study conditions. They 
vary widely in terms of their power to control contamination 
of the relationship between the dependent and independent 
variables. The most widely accepted classification is based 
on this characteristic of control. In these terms there are 
three basic types: (1 ) pre-experiments, (2 ) true experi
ments, and (3) quasi-experiments.

The pre-experiments are carried out only as a last 
resort because they have virtually no control of the many 
sources of contamination. At the other extreme, the true ex
periments provide the most valid information available al
though even these are not perfect. Between these two ex
tremes, however, there are a number of research designs that 
are called quasi-experiments. They are used when some of the 
variables can be controlled but not enough to use the true 
experiment. In the quasi-experiment, equivalent experimen
tal and control groups usually cannot be established through
random assignment. This design is especially useful when any

7type of individual selecting process would be reactive.
This is especially true when a field experiment is conducted 
where specific work groups are already established by the

7D. T. Campbell and J. C. Stanley, Experimental and 
Quasi-Experimental Designs for Research (Chicago: Rand
McNally, 1966); W. Isaac, Handbook in Research and Evalua
tion (San Diego, Calif.: Knapp, 1914) .
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organization and subjects are already assigned to specific 
work groups.

The intact equivalent design, a variety of the non
equivalent control group design, will be employed in this 
study. This quasi-experimental design is chosen because ran
dom assignment of subjects to the experimental group is not 
feasible at the research site. The subjects are tellers who 
work at eighteen branches of two banks. Even though equal 
numbers of branches from each bank are randomly assigned as
experimental and control groups, the membership in the ex
perimental and control groups is naturally assembled.

The design is diagrammed as follows:
0-]_ X O 2 (Experimental groups)
0^ (Control groups)

The "X" (feedback on performance) represents the introduc
tion of an experimental stimulus to a group. It is the stimu
lus whose effects are of major interest. "0 " identifies the 
measurement of dependent variables (performance, locus of 
control, role conflict, and role ambiguity). The X and 0's 
in the diagram are read time-wise from left to right. The 
time duration of this experiment is 1 2 0  days. 0 's which are 
vertical to each other indicate that the measurements take 
place simultaneously. Parallel rows indicate that comparison 
groups were chosen randomly among the branches of each of the 
two banks. There are four control and four experimental 
groups from Bank 1, and five control and five experimental 
groups from Bank 2 for a total of nine control and nine
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experimental groups.
Four types of data, at two different time periods, 

are required to evaluate the hypotheses posed previously:
(a) performance data, (b) level of externality, (c) degree 
of role conflict, and (d) degree of role ambiguity. The 
personnel departments of the two banks involved in the study 
cooperated in the design and collection of performance data 
for the experimental period (Appendix A ) . The performance 
data were secured from weekly computer printouts. Two 
separate questionnaires were used to secure data on level 
of externality, role conflict, and role ambiguity.

Prior to the implementation of the experimental treat
ment, performance data were collected between July 11 and 
July 22, 1977, to establish baseline performance levels 
(pretreatment measures). On July 26 , 1977 (T-̂ ) , again prior 
to the experimental treatment, the Rotter Internal-External

pControl Scale (Appendix B ) , and the Rizzo, House and Lirtz-
9man Questionnaire (Appendix C) were administered to the 

whole sample population, to establish baseline levels (pre
treatment measures) for level of externality, degree of role 
conflict and role ambiguity.

Throughout the experimental period (120 days) the 
performance levels were measured and established on two-week 
intervals. The experimental groups were subjected to per
formance feedback on Tuesdays, following the two-week

8 9Rotter, op. cit. Rizzo et al., op. cit.



60

performance data collection period. The feedback was pro
vided to the tellers, individually, by the branch managers 
and was based on the preceding period's performance data. 
There was a total of eight intervals for which performance 
feedback was provided. Continuous performance data on con
trol groups were also collected, for the same time periods, 
but no feedback was provided. At the end of the experimen
tal treatment period, post-treatment performance levels were 
measured and established. The performance data for the Oc
tober 17-28, 1977, time period was measured and established 
as post-treatment performance levels. On November 3, 1977 
(T2 ), the Rotter Internal-External Control Scale and the 
Rizzo, House and Lirtzman Questionnaire were administered to 
the whole population to see if there are significant changes 
in the levels of the dependent variables as compared to pre
treatment measures. A total sample of over 90 employees 
working at branches of two banks was included in the study.
A coding system, known only to the researcher, was used 
while administering the questionnaires. The object was to 
insure anonymity, confidentiality, and frank answers from 
the respondents.

C. Instruments Used

Three separate instruments were used to measure and 
establish the levels of the four dependent variables at pre
test and post-test time periods. The instrument used to 
establish performance levels is the Teller Performance



Evaluation Form (Appendix A ) . This form was designed to 
highlight the factors considered important by the management 
of the organizations involved in the study. It contains six 
objective items and one subjective item. The information 
for the first f o u r -(1-4) items was obtained from the computer 
printouts on activity levels supplied to the personnel de
partments of the organizations. The last three (5-7) items 
were filled in by the branch managers. Since the industry 
under study is unique, objective as well as subjective 
evaluation of performance was inescapable. Since the infor
mation on this form could be provided by the management,
without the awareness of the subjects in the control groups,
the researcher was able to minimize the contamination of 
these groups. The form was used throughout the experimental 
period for a total of eight times (once every two weeks).
The levels established with the form not only enabled the 
researcher to continuously monitor the designated performance 
factors but also were used by the branch managers of the ex
perimental groups to provide feedback on performance to the
individual subjects. As indicated earlier, each branch as a 
whole was designated as an experimental or a control group. 
Since the branches were physically located at different loca
tions in the city and transfer of personnel among branches 
was virtually nil, the contamination of control groups was 
under control to a great extent.

The instrument used to measure locus of control was
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the Rotter Internal-External Control Scale (I-E) (Appen
dix B). The scale is a 29-item, forced-choice test includ
ing six filler items intended to make the purpose of the test 
somewhat more ambiguous. The score is the total number of 
external choices (the higher the score, the more external 
the belief).

A careful reading of the items will make it clear that 
the items deal exclusively with the subjects' belief about 
the nature of the world. That is, they are concerned with 
the subjects' expectations about how reinforcement is con
trolled. Consequently the test is considered to be a measure 
of a generalized expectancy. Such a generalized expectancy 
may correlate with the value the subject places on internal 
control but none of the items is directly addressed to the 
preference for internal or external control. It should be 
pointed out that the definition of the construct, as used in 
this study, deals only with a person's perception of contin
gency relationships between his own behavior and the events 
which follow that behavior.

Internal consistency, test-retest reliability, social 
desirability, multidimensionality, and all other characteris
tics of the test have been extensively discussed. Over fifty 
percent of the internal-external locus of control investiga
tions have employed the Rotter Scale.^ The literature does

"^Rotter, op. cit., pp. 11-12.
^^Ibid.; E. J. Phares, Locus of Control in Personality 

(Morristown, N.J.: General Learning Press, 19 76).
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indicate that there are individual differences in perception 
about one's control over one's destiny and that the Rotter 
scale is sensitive to these differences.

The instrument used to measure the perceived level of
role conflict and role ambiguity is the Rizzo, House and

12Lirtzman Questionnaire (Appendix C). The questionnaire 
consists of 30 items, 15 of which deal with role ambiguity 
(even numbers) and 15 with role conflict (odd numbers). Four 
kinds of role conflict and two major underlying causes of 
role ambiguity are incorporated into the questionnaire. The 
subjects are requested to respond to each role item, indicat
ing the degree to which the condition existed for him, on a 
seven-point scale ranging from very false to very true.

The four major kinds of conflict are:
1) Conflict between the focal person's internal stan

dards or values and the defined role behavior (items 3, 5,
27, 29). This is a person-role conflict or intrarole con
flict of the focal person as he fills a single position or 
role.

2) Conflict between the time, resources, or capabili
ties of the focal person and defined role behavior (items 1 , 
11, 15, 17, 25). From the point of view of the focal person, 
there is intrarole conflict or person-role conflict, e.g., 
insufficient capability.

3) Conflict between several roles for the same person

12 .Rizzo et al., op. cit.
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which require different or incompatible behaviors, or changes 
in behavior as a function of the situation (items 7 and 19); 
i.e., role overload. The focal person fills more than one 
role.

4) Conflicting expectations and organizational demands 
in the form of incompatible policies (items 9 and 13), con
flicting requests from others (item 2 1 ), and incompatible 
standards of evaluation (item 23).

The two major underlying causes of role ambiguity are:
1) The predictability of the outcome or responses to 

one's behavior (items 8 , 16, 24, 30).
2) The existence or clarity of behavioral requirements, 

often in terms of inputs from the environment, which would 
serve to guide behavior and provide knowledge that the be
havior is appropriate (the remaining even-numbered items).

The factorial independence of the scales of role con
flict and role ambiguity has been demonstrated, and the in
strument is consistent with the previous research in the

13Robert H. Miles, "A Comparison of the Relative Im
pacts of Role Perceptions of Ambiguity and Conflict by Role," 
Academy of Management Journal, 19 (1976), 25-35.



D. Techniques of Data Analysis

In the behavioral sciences data are gathered to re
solve questions regarding substantive issues. The experi
menter who gathers such data must begin with a careful con
sideration of the types of statistical methods he is going to 
apply to the data in order that the measurements he makes are 
in the proper form to permit the intended analysis. Almost 
all conclusions concerning experimental data or survey re
sults are based on statistical tests. If one is to under
stand how these conclusions are reached and is to be able to 
critically evaluate them, then it is essential that the logi
cal steps involved in arriving at these conclusions be under
stood. On the basis of these statistical analyses the ex
perimenter usually decides whether or not his observed out
comes could reasonably be expected on the basis of chance 
variability. If it is decided that the differences, or the 
relationships, could have been due to chance it is concluded, 
essentially, that the experimental manipulations did not re
sult in an effect that could be detected with the procedures 
and-measuring instruments.

In gathering the data to be analyzed, a total of 108 
tellers from 18 branches of two banks were initially involved 
in the experiment. However, due to promotions, transfers and 
turnover, only 72 tellers were present for the full duration 
of the field study and were able to complete the experiment. 
In some branches only three tellers could be utilized for
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the complete duration of the study. Those branches having 
more than three full-duration participants were randomly re
duced to groups of three, at the completion of the study. 
This was necessary to utilize equal numbers of participants, 
from each branch, for the statistical analysis

Table 3-1. Control and Experimental Groups 
and Number of Participants

Experimental

Control

Total

Number of 
Participants

Bank 1 Bank 2 Total Number of 
Participants

4 branches
3 tellers

5 branches 
3 tellers

9 branches 
3 tellers

27 tellers

4 branches
3 tellers

5 branches 
3 tellers

9 branches 
3 tellers

27 tellers

8 branches
3 tellers

10 branches 
3 tellers

• 18 branches 
3 tellers

24 tellers 30 tellers 54 tellers

Analysis of variance was utilized to analyze the data 
in this experiment. In this testing procedure total vari
ance in a set of data is analyzed by breaking it down into 
its component sources which can be attributed to various fac
tors in the research. The statistical significance of each 
of the factors is determined by expressing the variance at
tributed to it as a ratio to the estimated sampling variance 
of the data. This is done by means of the F test which can



be stated as:

F = var:*-ance due to factor X + sampling variance
sampling variance

If the variance due to factor X is small, then the F ratio 
will be small. On the other hand, if the F ratio is large, 
factor X accounts for a large part of the total variance in 
the data.

Table 3-2. ANOVA Table

Source of Variation
Degrees

of Sums-of-Squares F-value 
Freedom

Bank 1

Treatment 1

Bank x Treatment 1

Branch (Bank x Treatment) 14
Error 36
Total 53

The .05 level of significance (a = .05) was selected 
for this study. The most common level of significance, uti
lized in research studies, is .05, although .01 is also 

14widely used.

14C. William Emory, Business Research Methods (Home
wood, 111. : Richard D. Irwin", Inc. , 19*7 6 ) .



IV. RESULTS OF THE STUDY

As discussed earlier, the research attempted by this 
dissertation deals with four dependent variables (perfor
mance, locus of control, role conflict and role ambiguity) and 
attempts to measure the effects of the independent variable 
(performance feedback) on each of these four dependent 
variables. Since raw data was collected with the use of 
separate instruments, the data analysis and interpretation 
will also be conducted separately for each of the dependent 
variables. In the preceding sections, four hypotheses were 
developed, each corresponding to one of the dependent vari
ables. The data on each dependent variable and the results 
by hypotheses will be discussed in the following sections.

A. Effect of Performance Feedback 
on Performance

One of the dependent variables is the level of per
formance. Raw data on seven factors that measure performance 
were collected with the use of the Teller Performance Evalua
tion Form (Appendix A).

In analyzing the variables, the analysis of variance 
technique was utilized. In the following discussion, the 
analysis of variance tables are generated and F values for 
.05 level of significance are indicated. The .01 level of

68



69

significance is also shown where applicable.

Table 4-1. Symbols Used for Statistical 
Analysis of Performance Data

Symbol Factor on Instrument

TR Number of transactions
B Number of times balanced
AO Largest Amount out ($)
NT Net - Over/Short ($)
CM Number of customer complaints
AB Absenteeism (number of hours)
EV Overall supervisory evaluation

Since this study involves a causal analysis, the em
phasis is on the measured change produced on the dependent 
variable by the independent variable. To measure this 

change and to test the hypotheses, a new set of data was 
constructed from the raw data. This set is designed to mea
sure the change at the two time periods (T^ and T 2 ) and in
cludes post-test levels less pre-test levels of each of the 
seven factors that identify the performance.

Table 4-2. Variables that Measure Change

Variable Data
TRD TR TR
BD
AOD AOAO
NTD NT NT
CMD CM, CM
ABD AB AB
EVD EV EV
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This set of generated data includes seven factors 
that measure change. The first factor was tested to deter
mine the change in the number of transactions (TRD). The 
ANOVA results are shown in Table 4-3. For this 
-only "Bank" was significant at the a =0.05 level with the F 
ratio of 5.22. Hence, the variability in TRD cannot be at
tributed to the treatment or other sources of variation.
The means for TRD by Banks show us the direction as well as 
the magnitude of the change. Mean score for Bank 1 is 2 78.83 
and the mean score of Bank 2 is -66.78- The comparison of 
these two means can be interpreted as Bank 1 having an 
average increase of 279 in the number of transactions while 
Bank 2 experienced a decrease of 67.

Table 4-3.. ANOVA Results for Change 
in Number of Transactions (TRD)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 1460914.08 5.22*
Treatment 1 105358.87 . 38
Bank x Treatment 1 768108.00 2.74
Branch (Bank x Treatment) 14 3921862.64 1.33
Error 33 6946203.17
Total 50 12940146.04

*Significant at the a = .05 level.

The second factor was tested to determine the change 
in the number of times balanced (BD). As can be seen from
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Table 4-4, none of the F ratios are significant for this 
factor. Therefore variability in BD cannot be attributed 
to the treatment or any other sources of variation.

Table 4-4. ANOVA Results for Change 
in Number of Times Balanced (BD)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 14. 30 1.81
Treatment 1 0.91 0 . 1 2
Bank x Treatment 1 9.19 1.16
Branch (Bank x Treatment) 14 1 1 0 . 8 6 1.14
Error 33 229.17
Total 50 336.16

The next factor measures changes in largest dollar 
amount out (AOD). Again none of the F ratios are significant 
for this factor and variability in AOD cannot be attributed 
to any of the sources of variation.

Table 4-5. ANOVA Results for Change 
in Largest Amount Out (AOD)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 5289008.48 1 . 0 0
Treatment 1 6526412.66 1. 24
Bank x Treatment 1 6288656.84 1.19
Branch (Bank x Treatment) 14 73850200.48 1.17
Error 33 211521565.97
Total 50 309583956.30
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The fourth factor measured the change in the net - 
over/short dollar amount (NTD). None of the F ratios for 
this factor were significant and the variability in NTD 
cannot be attributed to any of the sources of variation.

Table 4-6. ANOVA Results for Change 
in Net - Over/Short Dollar Amount (NTD)

Degrees 
Source of Variation of

Freedom
Sums-of-Squares F-value

Bank 1 68.54 0 . 0 1
Treatment 1 15470.16 1.31
Bank x Treatment 1 172.37 0 . 0 1
Branch (Bank xTreatment) 14 165704.11 0.98
Error 33 398179.94
Total 50 575778.50 .

The fifth factor was used to measure the change in
the number of customer complaints (CMD). The F ratios for
this factor were not significant.

Table 4-7. ANOVA Results for Change 
in Number of Customer Complaints (CMD)

Degrees 
Source of Variation of

Freedom
Sums-of-Squares F-value

Bank 1 0. 40 0. 48
Treatment 1 1.47 1.75
Bank x Treatment 1 1 . 2 0 1. 43
Branch (Bank x Treatment) 14 11. 74 1 . 82
Error 33 15.17
Total 50 - 28. 82
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The sixth factor was for absenteeism (A3D). None 
of the F ratios were statistically significant.

Table 4-8. ANOVA Results for Change 
in Absenteeism (ABD)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 23.52 1.08
Treatment 1 6.50 0. 30
Bank x Treatment 1 19. 25 0 . 8 8
Branch (Bank x Treatment) 14 305.17 0. 78
Error 33 ' 922.67
Total 50 1285.18

The last of this set of factors was for measur
ing the change in the overall supervisory evaluation (EVD). 
This was the only other factor that had a significant F 
ratio. For this factor, only "Branch (Bank x Treatment)" 
was significant at the a = 0.01 level with the F ratio of 
3.47. Again the variability in the EVD cannot be attributed 
to the treatment (Table 4-9). A comparison of the means of 
EVD by "Branch (Bank x Treatment)" indicates that the only de
creases in supervisory evaluations have taken place in the 
branches that are designated as control groups of each of 
the banks involved. The branches designated as experimental 
groups have consistently shown an increase in both banks.
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Table 4-9. ANOVA Results for Change 
in Overall Supervisory Evaluation (EVD)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 1.14 0 . 6 8
Treatment 1 0 . 0 0 0 . 0 0
Bank x Treatment 1 0.61 0. 36
Branch (Bank x Treatment) 14 23.57 3.47**
Error 33 16.00
Total 50

**Significant at the a = .01 level.

All the raw data and the generated data analyzed and 
interpreted above was to test Hypothesis 1.

Hypothesis 1: There is no significant difference
in the performance levels, of the experimental 
and the control groups at pre-test (Tq) and post
test (T'2 ) time levels.

The results pertaining to this hypothesis using the 
F test to evaluate if the experimental groups' performance 
levels are significantly higher and have significantly less 
variance than the control groups' performance levels, on 
each of the seven designated performance measures, indicate 
that Hypothesis 1 cannot be rejected. As can be seen from 
the preceding analysis, variability in any of the measures 
cannot be attributed to the treatment because none of the F 
ratios were significant.

Significant differences were found between the banks 
for the number of transactions (TRD) between the two time 
periods (Tj_, T2) . This could be a result of the banks'
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marketing policies and could be completely out of the con
trol of the tellers. In this effort to measure change in 
performance levels, significant differences among the 
branches in regard to supervisory evaluations (EVD) were 
also found. The only two decreases in supervisory evalua
tions were in the two control groups, one from each bank.
This could be attributed to many different factors among 
which supervisory style differences, different value sys
tems and expectations of individual supervisors, and in
creased awareness of the intangible value of the teller's 
performance by the supervisor can be cited. Since this was 
a subjective measure, complete validity of the results of 
this factor cannot be accepted as objectively valid.

B. Effect of Performance Feedback 
on Locus of Control

The second dependent variable is the locus of control. 
Again the experiment and the statistical analysis of the 
data were designed to measure the change in this dependent 
variable as produced by the independent variable (perfor
mance feedback). The level of externality is derived from 
the scores obtained as a result of administering the Rotter
I-E Questionnaire (Appendix B ) .

To test the hypothesis set forth, new data, for each 
participant, was generated from raw data. The generated 
data is the post-test (PSEXT) score of externality less pre
test (PREXT) score:
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EXT = PSEXT - PREXT 
This data was generated to measure the magnitude and the 
direction of the change in the scores of externality and to 
establish the factor to which the variability can be at
tributed. The change that is of interest is the change be
tween pre-test and post-test time periods (T^ and T 2 ) for 
both the experimental and control groups. Next, the changes 
in the scores of externality (EXT) were statistically ana
lyzed using ANOVA and the F test. As can be seen from 
Table 4-1.0, only "Treatment" was significant for this mea
sure, at the a = .01 level with the F ratio, of 26.12. Hence 
the variability in EXT can be attributed to the treatment 
but not to other sources of variation. The means for EXT 
by treatment show the direction as well as the magnitude of 
the change. Mean score for control groups is 1.11 and for 
experimental groups is -2.41. The comparison of these two 
means can be interpreted as the control group showing an 
increase of 1 . 1 1  in the externality score while the experi
mental group showed a decrease of 2.41.
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Table 4-10. ANOVA Results of the Change 
in Levels of Externality (EXT)

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 1.56 0.24
Treatment 1 167.13 26.12**
Bank x Treatment 1 0.05 0 . 0 1
Branch (Bank x Treatment) 14 89.58 1.16
Error 36 198.00
Total 53 456.33

**Significant at the a = .01 level.

The raw data and the generated data analyzed and in
terpreted above was to test Hypothesis 2.

Hypothesis 2: There is no significant difference in
the scores of externality of the individual mem
bers of the experimental and the control groups 
at pre-test (T^) and post-test (T~) time 
periods.

The results pertaining to this hypothesis using the 
F test to evaluate if there are differences between the con
trol and the experimental group members' externality scores, 
at pre-test and post-test time periods, indicate that this 
hypothesis can be rejected. There is a difference in the 
scores of externality between the two time periods as well 
as between the experimental and control groups. This varia
bility can be attributed to "Treatment" which is significant 
at the a = 0.000 2 level with the F ratio of 26.12. The ex
ternality score decreased for the experimental groups, 
whereas it increased for the control groups from pre-test
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to post-test period. Since a high score shows a higher 
level of externality, it can be seen that experimental 
groups have become less external as a result of the experi
ment and the treatment. The experimental group scores show 
a decrease of 2.41 whereas the control groups have increased 
by 1.11. Table 4-10 shows that the only significant factor 
is the treatment, therefore the above difference between the 
experimental and the control groups is attributed solely to 
the treatment and not to the variability between the banks 
or among the branches.

C. Effect of Performance Feedback 
on Role Conflict

The raw data on role conflict were collected with the 
use of the Rizzo, House, and Lirtzman Questionnaire (Appen
dix C). The odd-numbered items of this questionnaire are de
signed to measure the degree of perceived role conflict. In 
administering the questionnaire a seven-item Likert scale was 
used, with 1 = very false to 7 = very true.

To determine if there were any differences, in the 
scores of the experimental and the control groups, between 
the two time periods (pre-test and post-test), and to iden
tify the factor that explains the variations, a new set of 
data was generated (Dn) :

^n ĉ^ani3e score) = Sn (post-test score) - Rn (pre-test score) 

n = odd numbers of 1 through 30



When this new set was analyzed using ANOVA and the F test, 
some significant changes were noted. The items that showed 
a change and the significant sources of variation that the 
variability can be attributed to are shown in Table 4-11.

Table 4-11. Significant ANOVA Results of the Change 
(Dn ) in the Items Measuring Role Conflict

Questionnaire 
Item Number

Source of 
Variation

Degrees of 
Freedom

Sum of 
Squares F-value

1 Treatment 1 6 . 0 0 6.44*
7 Treatment 1 25.35 4.98*
9 Treatment 1 28.17 9.86**

17 Treatment 1 14. 52 7.34*
2 1 Treatment 1 25.25 10.78**
**Significant at the a = .01 level. 
*Significant at the a = .05 level.

After identifying the items that have experienced a 
change, a comparison of the means were made to find out the
magnitude and the direction of the change. An increase in
the scores of the statements numbered 1, 7, and 17 reflects a 
decrease, and an increase in the scores of 9 and 21 reflects 
an increase in the degree of perceived role conflict (Appen
dix C). As can be seen from Table 4-12, experimental groups' 
scores have changed in the direction to indicate a greater 
understanding of their work environments and a decrease in
the degree of role conflict they experience in their jobs.
The change in the control groups has been in the opposite di
rection to indicate an increase in the degree of role conflict 
experienced.
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Table 4-12. Comparison of the Means of the Change 
(Dn ) in the Items Measuring Role Conflict

Questionnaire 
Item Number Treatment Means

1 Control
Experimental

-0.26
0.41

7 Control
Experimental

-0.33
1.04

9 Control
Experimental

0.96
-0.48

17 Control
Experimental

-0.41
0.63

2 1 Control
Experimental

0 . 1 1  
-1.26

Even though item-by-item analysis above could be in
terpreted as the treatment having a positive influence on 
the role conflict (decrease in the degree of perceived role 
conflict), a more comprehensive analysis is needed to test 
the hypothesis stated. The reason is that there are four 
kinds of role conflict which are incorporated in the ques
tionnaire, and certain items on the questionnaire can be 
grouped together to measure the variability in each type. To 
accomplish this, new data were generated from the raw data 
and statistically analyzed. These new data are generated by 
adding the scores of the questionnaire items that relate to a 
particular type of conflict, both at pre-test (R ) and post
test (Sn ) time periods. Two totals, one for each time 
period, are generated: pre-test (CR^) and post-test (CS^).
A final set of data is generated from these two totals to 
measure the variability between the two time periods:
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C. (change in totals) = C S . (post-test total) - CR. (pre-test total)

Since there are four types of conflict, i takes on
values from 1-4 (i = 1,2,3,4).'*'

This new additional data (Ct ) were generated to mea
sure the change in each type of role conflict, between the
pre-test and post-test time periods. The generated data were 
analyzed using ANOVA and the F test. The results of this 
analysis will be used as the basis for testing the hypothe- 
set forth. This set of generated data (C^, i = 1,2,3,4) in
cludes the following types of role conflict:

Type 1 (C-̂ ) = person-role conflict or intrarole conflict 
(conflict between the focal person's in
ternal standards or values and the defined 
role behavior)

Type 2 (C^) = insufficient capability (conflict between
the time, resources, or capabilities of the 
focal person and defined role behavior)

Type 3 (C^) = role overload (conflict between several 
roles for the same person which require 
different or incompatible behaviors, or 
changes in behavior as a function of the 
situation)

Type 4 (C4) = incompatible policies, conflicting requests, 
and incompatible standards of evaluation 
(conflicting expectations and organiza
tional demands).

Of the four measures above, only two (C^ and C4) showed 
significant variations. There were no significant varia
tions in the other two measures (C^ and C 2 ) .

As can be seen from Table 4-13, for the role overload

^The four types of conflict are discussed on pages 
63-64 of the dissertation.
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(C^) , only "Bank" was significant at the a = .05 level with 
the F ratio of 5.09. Hence, the variability in cannot be 
attributed to the treatment or other sources of variation.
The performance feedback did not have any effect on this type 
of role conflict and there were no significant differences be
tween the pre-test (CR^) and post-test (CS^) total scores of 
the experimental and the control groups. Whereas, signifi
cant variations were observed between the two banks utilized 
in the study. Since the study was a field experiment, this 
variability could have been caused by an uncontrolled factor 
(i.e., ,general changes in organizational climate).

Table 4-13. ANOVA Results for Change 
in Role Conflict Type 3 (C3 )

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 42.40 5.09*
Treatment 1 6.69 0 . 80
Bank x Treatment 1 6 . 85 0 . 82
Branch (Bank x Treatment) 14 116.60 1.28
Error 36 234.00
Total 53 406.54

*Significant at the a = .05 level.

The means for C 3 by Banks show us the direction and 
the magnitude of the change. Mean score for Bank 1 is -0.08 
and for Bank 2 is 1.70. The comparison of these two means 
shows that there was a decrease of 0 . 0 8 in the total mean 
score of Bank 1 from pre-test to post-test time periods. An



83

increase of 1.70 is exhibited by Bank 2. The decrease in 
the mean score indicates a lessening and the increase in the 
mean score indicates an increase in the perceived degree of 
type 3 role conflict. Therefore, the degree of perceived 
role conflict due to role overload decreased in Bank 1 and 
increased in Bank 2 during the course of the study. The data 
collected with items numbered 7 and 19 in the questionnaire 
(Appendix C) are used to measure the change in role over
load (C3) .

The other measure (C4 ) that showed a significant dif
ference from pre-test to post-test time periods is the type 4 
role conflict that deals with incompatible policies (items 9 

and 13), conflicting requests from others (item 21), and in
compatible standards of evaluation (item 23). For this 
measure "Treatment" and "Branch (Bank x Treatment)" had sig
nificant F values.

Table 4-14. ANOVA Results for Change 
in Role Conflict Type 4 (C4 )

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 46.46 1.50
Treatment 1 208.07 6 . 71*
Bank x Treatment 1 82.23 2.65
Branch (Bank x Treatment) 14 433.83 3.18**
Error 36 350.67
Total 53 1121.26

**Significant at the a = .01 level. 
*Significant at the a = .05 level.
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The "Treatment" was significant at the a = .05 level 
with the F ratio of 6.71. The experimental group showed a 
decrease of -3.26 in the mean scores, whereas the control 
group showed an increase of 0.67. These are the means for 

by "Treatment." Therefore, the difference in the mean 
scores of the experimental and the control groups is at
tributed to the "Treatment." The decrease in the mean 
score indicates a decrease in the degree of perceived role 
conflict of this type, and we can state that the treatment 
was effective in a positive way.

The "Branch (Bank x Treatment)" was significant at the 
a = .01 level with the F ratio of 3.18. This indicates that 
there were significant differences among the branches also.

Since focus of the study was to measure change between 
two time periods (pre-test and post-test), Hypothesis 3 will 
be tested based on the analysis of the data generated to 
measure change. These generated data are C^, C 2 , C^, and

2and they symbolize four different types of role conflict.

Hypothesis 3: There is no significant difference in
the degree of perceived role conflict of the 
experimental and the control groups at pre-test 
(T-j_) and post-test (T2 ) time periods.

The Type 1 role conflict deals with the conflict be
tween the focal person's internal standards or values and 
the defined role behavior. The differences in the degree of 
the perceived role conflict of this type are not statistically

2See page 31 of the dissertation.
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significant. None of the calculated F ratios are within the 
selected level of significance. Therefore Hypothesis 3 can
not be rejected for this type of role conflict.

The Type 2 role conflict deals with the conflict be
tween the time, resources, or capabilities of the focal per
son and defined role behavior. The differences in the change 
(C2 ) in this variable are not statistically significant and 
Hypothesis 3 cannot be rejected for this type of role con
flict either.

The Type 3 role conflict deals with the conflict be
tween several roles for the same person which requires dif
ferent or incompatible behaviors, or changes in behavior as 
a function of the situation. For this variable (C^), only 
"Bank" is significant at the a = .05 level with the F ratio 
of 5.09. Therefore, the variability in the scores between 
the two time periods cannot be attributed to the Treatment. 
Hence, Hypothesis 3 for this type of conflict also cannot be 
rejected.

The Type 4 role conflict deals with the conflicting 
expectations and organizational demands in the form of incom
patible policies, conflicting requests from others, and in
compatible standards of evaluation. This variable (C^) had 
significant variations between the pre-test and the post-test 
scores. One of the sources of variation that has a signifi
cant F ratio is the "Treatment." For this variable, "Treat
ment" is significant at the a = 0.0213 level with the F 
ratio of 6.71. Hence, Hypothesis 3 for this type of role
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conflict is rejected. A comparison of the means shows that 
experimental groups have experienced a decrease of -3.26 and 
control groups have experienced an increase of 0.67 in their 
mean scores. Since the decrease in the mean score indicates 
a decrease in the degree of perceived role conflict of this 
type, we can state that the performance feedback had a posi
tive effect on this variable.

D. Effect of Performance Feedback 
on Role Ambiguity

The raw data on role ambiguity were also collected 
with the Rizzo, House, and Lirtzman Questionnaire (Appen
dix C ) . The even-numbered items of this questionnaire are 
designed to measure the degree of perceived role ambiguity.
A seven-item Likert scale was used to record the responses, 
with 1 = very false to 7 = very true.

A new set of data was generated from the raw data to 
see if any differences (Dn) in the degree of perceived role 
ambiguity existed between the pre-test and post-test periods. 
This new set of data was analyzed to see if the variations 
were significant and to identify the factor that explains 
these variations.

D n (change in score) = Sn (post-test score) - Rn (pre-test score) 

n = even values of 1 through 30.
The analysis of these data, using ANOVA and the F 

test, shows that there were significant variations in ten 
of the items on the questionnaire. The items that
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experienced statistically significant variations and the 
levels of significance are shown in Table 4-15.

Table 4-15. -Significant ANOVA Results of the Change 
(Dn ) in the Role Ambiguity Scores

Questionnaire Source of Degrees of Sum of 
Item Number Variation Freedom Squares

4 Treatment 1 37.50 13.51**
8 Treatment 

Bank x Treatment
1
1

12.52
23.11

5.18* 
9.56**

12 Treatment 1 2.67 6.93*
14 Treatment 1 28. 17 7. 82*
16 Treatment 1 20.17 4.58*
18 Treatment 1 11.57 7.05*
2 0 Bank x Treatment 1 11.61 5.59*
24 Treatment 1 39.18 8.81**
26 Bank 1 9.26 7. 42*
30 Treatment 1 54. 00 29.11**

**Significant at the a = .01 level.
*Significant at the a = .05 level.

A comparison of the means has to be made to determine 
the magnitude and the degree of the change in each of the 
items that showed a significant change. An increase in the 
scores of the statements numbered 4, 12, 16, 18, 24, and 26 
reflects a decrease, whereas an increase in the scores of 8 , 
14, and 30 reflect an increase in the degree of perceived 
role ambiguity (Appendix C ) . As can be seen in Table 4-16, 
the experimental groups' scores have changed in the direction 
which implies a decrease and the changes in the control 
groups are in the opposite direction implying an increase in 
the degree of perceived role ambiguity.
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Table 4-16. Comparison of the Means of the Change 
(Dn ) in the Degree of Perceived Role Ambiguity

Questionnaire 
Item Number Treatment Means

4 Control
Experimental

-0.59 
1. 07

8 Control
Experimental

0. 07 
-0. 89

1 2 Control
Experimental

-0.37 
0. 07

14 Control
Experimental

0 . 22 
- 1 . 22

16 Control
Experimental

-0. 37 
0 . 85

18 Control
Experimental

-0.48
0.44

24 Control
Experimental

-0.70
1 . 0 0

26 Control
Experimental

0 . 0 0
0.41

30 Control
Experimental

0.96 
-1. 04

The analysis showed that the variation in two of the 
items can be attributed to "Bank x Treatment" (Table 4-15). 
In other words, the banks have responded differently to the 
same treatment. These two items are numbers 8 and 20, and 
the figures are shown in Table 4-17.
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Table 4-17. Comparison of the Means 
by "Bank x Treatment" for Items 8 and 20

Questionnaire Item #8 Questionnaire Item #20
'"''^Treatment
B a n k ^ * ^ ^ Control Experimental Control Experimental

1 -3.67 -1.67 0 . 0 0 1 . 0 0

2 4.33 -6.33 -1. 33 -0.33

The above analysis shows that the treatment had a 
positive effect on the degree of perceived role ambiguity. 
Since two major underlying causes of role ambiguity are 
imbedded in the questionnaire, a better understanding can 
be realized if the questionnaire items are grouped together

3to reflect these causes. New data were generated and sta
tistically analyzed to measure variations in these two types 
of role ambiguity. The first set of data provides us with 
total scores for each type at the pre-test (ARj) and post
test (ASj) time periods. To measure change, a second set of 
data is generated from these totals by subtracting pre-test 
totals (ARj) from post-test totals (ASj)•

Aj (change in totals) = ASj (post-test totals) - ARj (pre-test totals) 

Since there are two types of role ambiguity, j takes on
4values 1 and 2 (j = 1 ,2 ).

The two final data (Aj) generated to measure change 
in the degree of perceived role ambiguity were analyzed

3 4See page 64. Ibid.
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using ANOVA and the F test. Hypothesis 4 will be tested 
based on the analyses of these two data:

Type 1 (A^) = The predictability of the outcome or re
sponses to one's behavior.

Type 2 (A2 ) = The existence or clarity of behavioral re
quirements .

Of the two generated data above, only one (A2) showed 
significant variations. The other (A^) did not have any sig
nificant F values.

For the existence or clarity of behavioral require
ments (A2 ) the only significant source of variation was 
"Treatment." Treatment was significant at the a = .05 level 
with the F ratio of 8.23 (Table 4-18). Since there were no 
other significant F values, the variability in A 2 can only be 
attributed to the treatment. The means for A 2 by "Treatment" 
reveal the magnitude and the direction of the change. Mean 
score for the control group is -2.15 and for the experimental 
group is 0.89. The increase in the mean score shows a de
crease in the degree of perceived role ambiguity of this 
type. The raw data for this variable is collected with the 
even-numbered items of the questionnaire, except items num
bered 8 , 16, 24, and 30 (Appendix C ) .
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Table 4-18. ANOVA Results for Change 
in Role Ambiguity Type 2 (A2 )

Source of Variation
Degrees

of
Freedom

Sums-of-Squares F-value

Bank 1 0.09 0 . 0 1
Treatment 1 124.52 8.23*
Bank x Treatment 1 25.51 1.69
Branch (Bank x Treatment) 14 211.80 0.59
Error 36 922.67
Total ■ 53 1284.59

*Significant at the a = .05 level.

Hypothesis 4: There is no significant difference in
the degree of perceived role ambiguity of the ex
perimental and the control groups at pre-test 
(T]_) and post-test (T2 ) time periods.

The Type 1 role ambiguity is caused by the predicta
bility of the outcome or responses to one's behavior. In 
other words, it is the degree of role ambiguity perceived by 
the person when there is a lack of clearcut, understandable 
evaluation procedures. The analysis above shows that the 
change (A^) in the degree of perceived role ambiguity of 
this kind was not statistically significant. There was 
neither an increase nor a decrease in the degree of perceived 
role ambiguity as a result of treatment, feedback on perfor
mance, or any other source of variation from pre-test to 
post-test time period. None of the calculated F ratios are 
within the selected level of significance and Hypothesis 4 
cannot be rejected for this type of role ambiguity.
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The Type 2 role ambiguity is a result of the non
existence or non-clarity of behavioral requirements, often 
in terms of inputs from the environment, which would serve 
to guide behavior and provide knowledge that the behavior is 
appropriate. The important organizational concepts involved 
are authority and responsibility relationships, goals and 
objectives, and'policies and guidelines. The analysis of 
the change (A2 ) in the degree of perceived role ambiguity of 
this kind showed significant variations between the pre-test 
and post-test time periods. This variability was attributed 
to the treatment which had the only significant F value at 
the selected level of significance. "Treatment" was sig
nificant at the a = 0.0124 level with the F ratio of 8.23, 
whereas the F values of other sources of variation were not 
significant. Hence, Hypothesis 4 for this type of role ambi
guity is rejected. A comparison of the means showed that the 
mean score of control groups decreased by -2.15 and experi
mental groups increased by 0.89. The changes in the mean 
scores are inversely related to the change in the degree of 
perceived role ambiguity of this type. In other words, the 
results indicate that the degree of perceived role ambi
guity has increased in the control groups and decreased in 
the experimental groups from pre-test to post-test time 
period.

In the following section, the results of the study 
are summarized, the implications are discussed and recom
mendations for future research are made.



V. SUMMARY AND CONCLUSIONS

As indicated in Chapter I, the primary purpose of 
this study was to find out the relationship between perfor
mance feedback and four separate dependent variables. It 
was an attempt to determine the effect of performance feed
back upon the tellers' performance levels, degree of exter
nality (locus of control), degree of perceived role conflict 
and role ambiguity in two banking institutions. These insti
tutions are located in the capital city of a southern state 
in the United States. Findings from the test of hypotheses 
included in this investigation were reported in Chapter IV.

In this chapter, a summary of the hypotheses and re
sults found by the researcher is made, and conclusions are 
drawn. Implications of the findings of the study and recom
mendations for future research are also offered.

A. Summary of the Results 
from the Test of Hypotheses

On the basis of the data presented in Chapter IV, 
results may be summarized as follows:

1. Testing of Hypothesis 1 showed that the feedback 
on performance did not have any significant effect on the 
level of performance. However, differences between the banks, 
and among the branches, were observed in some of the

93
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performance measures.

2. Testing of Hypothesis 2 showed that the feedback 
on performance did have a significant effect on the level of 
externality. The externality scores of the control group 
increased and those of the experimental group decreased (a 
decrease in external orientation) from pre-test to post-test 
time period.

3. Testing of Hypothesis 3 was done on four different 
types of role conflict. The results indicated that perfor
mance feedback had a significant effect on only one type of 
role conflict (C^). It is the result of conflicting expecta
tions and organizational demands in the form of incompatible 
policies, conflicting requests from others, and incompatible 
standards of evaluation. For this type of role conflict, the 
experimental groups experienced a decrease in the degree of 
perceived role conflict, whereas the control groups showed
an increase. One other type of conflict ( ) ,  role overload, 
also showed some variations between the pre-test and post
test time periods. But this variability could be attributed 
to "Bank" rather than "Treatment."

4. Testing of Hypothesis 4 was conducted for two 
types of role ambiguity. The results indicated that only one 
type (A2 ) was affected by the feedback on performance. The 
role ambiguity is caused by the non-existence or non-clarity 
of behavioral requirements, often in terms of inputs from the
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environment, which would serve to guide behavior and provide 
knowledge that behavior is appropriate. The experimental 
group showed a significant decrease in the degree of per
ceived role ambiguity of this type, whereas the control 
group experienced an increase.

The results reported suggest some tentative conclu
sions and have implications. They are discussed in the next 
section.

B. Conclusions and Implications

Before attempting to present the conclusions and 
implications drawn from the findings of this research, it 
seems appropriate to mention some of the study's limiting 
factors. First, this study was a field experiment and there
fore shares the disadvantages of other field experiments. 
Since complete control of the administration of the indepen
dent variable could not be attained, performance feedback 
was provided by the branch managers without the researcher's 
involvement, and unequivocal claims of causality cannot be 
made.

Second, the branches were randomly assigned to the 
experimental or the control groups. The inter-unit transfer 
of personnel to other positions, turnover, promotion, and 
absence due to annual leave have constrained the collection 
of data on all participants for the full duration of the ex
periment. Sample size had to be decreased from an initial 
108 to 72 tellers at the completion of the study. Hence,



Table 5-1. Summary of the Results from the Test of Hypotheses

Dependent Variable F ratio Hypotheses resting
I. Performance

1. Number of transactions (TRD) 0.35, not Hypothesis 1 cannot
significant be rejected

2. Number of times balanced (BD) 0 .1 2 , not Hypothesis 1 cannot
significant be rejected

3. Largest dollar amount out (AOD) 1.24, not Hypothesis 1 cannot
significant be rejected

4. Net dollar - over/short (NTD) 1.31, not Hypothesis 1 cannot
significant be rejected

5. Number of customer complaints (CMD) 1.75, not Hypothesis 1 cannot
significant be rejected

6 . Absenteeism (number of hours) (ABD) 0.30, not Hypothesis 1 cannot
significant be rejected

7. Overall supervisory evaluation (EVD) 0 .0 0 , not Hypothesis 1 cannot
significant be rejected.

II. Locus of Control (EXT) 26.12, significant Hypothesis 2 is
at .0 2 % level rejected

III. Role Conflict
Type 1 (Ci) 0.08, not Hypothesis 3 cannot

significant be rejected
Type 2 (C’2) 3.15, not Hypothesis 3 cannot

significant be rejected
Type 3 (C3) 0.80, not Hyppthesis 3 cannot

significant be rejected
Type 4 (C4) 6.71, significant Hypothesis 3 is

at 2.13% level rejected
IV. Role Ambiguity

1. Type 1 (Ap) 0 .0 0 , not Hypothesis 4 cannot
significant be rejected

2. Type 2 (A2) 8.23, significant Hypothesis 4 is
at 1.24% level rejected
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the sample size used in statistical analysis was consider
ably small.

Third, the study is conducted in a very unique indus
try where the quality of performance, attitudes dealing with 
the customers, has as much importance as the quantifiable 
performance data. The persons holding the teller positions 
are in constant contact with the customers and thus require 
certain pleasant personality characteristics which could not 
be objectively measured.

Finally, the subjects selected for this study did not 
include the supervisory level. Therefore, the effects of 
the independent variable at different levels of the organi
zation could not be measured.

Within the parameters set by these limitations, the 
results presented in this study do make possible the follow
ing conclusions and their implications.

1. The initial notion that performance feedback has 
a positive effect on the level' of performance was not sup
ported by the results of this research. The findings sup
port Locke and Bryan's^ conclusions. In two studies, they 
found that feedback did not improve performance and that 
goal setting itself contributed more to performance than the 
knowledge of results.

Research indicates that the internal-motivation

1E. A. Locke, "Toward a Theory of Task Motivation and 
Incentives," Organizational Behavior and Human Performance,
3 (1968) , 157-189.-----------------------------------------------
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effects of feedback come about through goal setting. Feed
back is an integral part of the process by which individuals 
choose the goals which they hope to achieve and for which 
they exert energy to attain. Much of the research on goal
setting and motivation indicates that feedback is an inherent

2and thus necessary part of the goal-setting process. Simi
larly, goal setting is necessary for obtaining the feedback 
to bring about changes in motivation (higher levels of per
formance) . Therefore, feedback and goal setting can be con
sidered integral parts of each other. It is difficult to 
set goals for the future in the absence of knowledge about 
performance in the past and how that performance compares 
with some standard.

For feedback to motivate through goal setting, the 
data must include some form of comparison data or standard 
so that a basis or benchmark for setting future goals can be 
obtained. More importantly, the feedback process must pro
vide an opportunity to set attainable, challenging goals and 
must facilitate goal setting, since feedback without goal 
setting may not lead to higher performance levels. This 
point is clearly demonstrated and supported by this study. 
Since during the course of the experiment, neither were 
standards established and communicated to the participants,

2A. Zander, Motives and Goals in Groups (New York: 
Academic Press, 197171 El Al Locke, N*I Cartledge, and J. 
Koeppel, "Motivational Effects of Knowledge of Results: A
Goal-Setting Phenomenon," Psychological Bulletin, 70 (1968),474-485. --------------
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nor was any goal setting process utilized, the potential 
benefits of feedback, in the form of higher performance 
levels, were not realized.

Other studies, discussed in Chapter II, indicate a 
positive impact of performance feedback on performance, but 
they also have some form of positive reinforcement incorpor
ated in the feedback process. The effectiveness of such an

3approach is clearly highlighted by Table 2-2. The same 
table also shows that the program using feedback alone (Stan
dard Oil of Ohio, 19 74) was not as successful as the ones 
that coupled feedback with some type of positive reinforce
ment.

One way in which information affects or changes be
havior is that it alters the perceptions that certain ac-

4tivity will lead to desired outcomes. Feedback may motivate 
behavior changes, where the perception exists that changes in 
feedback data will lead to changes in the rewards or sanc
tions which will be received (from the organization, environ
ment, co-workers, etc.). For feedback to work as an external 
motivator and change tool, a clear link must be established 
between receiving feedback and receiving rewards, and the 
outcome (reward or sanction) must have some value for the 
performer.

3See pages 27-30 of the dissertation.
4E. E. Lawler, Motivation in Work Organizations (Bel

mont, Calif.: Brooks/Cole, 1973).
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If the desired increase in the levels of performance 
cannot be achieved, the linkage between the feedback process 
and the reward system should be examined. Also, considera
tion should be given to the possibility that the installed 
reward systems might be paying off for behaviors other than 
those that are being sought. To expect feedback alone to 
create the desired increase in the level of performance, with
out considering these two necessary conditions, might be a 
false expectancy. The results of this study clearly demon
strate the importance of these two conditions. The perfor
mance feedback utilized in this study was a pure one and no 
attempt was made to examine its linkage to the reward system 
or to the effectiveness of the reward system itself. There
fore, there were no significant increases in the levels of 
performance of the participants. The findings of the study 
are consistent with the results of the reviewed studies and 
programs, and establish the fact that the usefulness of per
formance feedback will be greatly diminished unless it is 
used in conjunction with an effective reward system.

2. The second conclusion derived from the data re
ported in Chapter IV deals with the locus of control. The 
emphasis of the theory is on learned social behavior. The 
results of the study indicate that changes in expectancies 
can be brought about by introducing new experiences. We can 
conclude that the external orientations of people may be 
altered. This conclusion is supported by the fact that the 
experimental group experienced a decrease in the degree of
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externality as a result of the performance feedback.
In all probability, there are a variety of causal

antecedents of locus of control. The simplest explanation
would be to assume that internals and externals are rather
accurate in their perceptions, that is, that internals are
simply products of an environment in which their behavior
has actually been the determinant of their outcomes and that
externals have experienced futility in trying to determine

5their own lots. Combs and Snygg have developed a theory of 
behavior emphasizing the importance of success-failure ex
periences , which shape individual perception which in turn

g
influences the individual's behavior pattern. Harris argues 
that if the individual is successful, he tends to have a 
positive perception of himself. This leads to feelings of 
dignity, integrity, belongingness, and that he can contribute 
to his environment. He sees himself as capable of meeting 
challenges. One could hypothesize from the findings of this 
study that organizations, with the use of performance feed
back coupled and enhanced with positive reinforcement, could 
possibly contribute to the development of such feelings and 
awareness of the individual's own capabilities.

As can be seen from the review of ’literature in

5'Arthur W. Combs and Donald Snygg, Individual Beha- 
vior; A Perceptual Approach to Behavior (Rev. ed.; New York: 
Harper and Brothers, 1959).

^O. Jeff Harris, Jr., Managing People at Work: Con
cepts and Cases in Interpersonal Benavior (New York: John
Wiley and Sons, Inc., 19/6 j ".
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Chapter II, researchers have identified a host of correlates
of locus of control. Yet, little evidence has been found
that addresses the more specific question of what precedes or

. 7causes the belief system covered by this construct. A r g y n s  
has indirectly addressed this question. His observations can 
be summed up by saying that healthy human development pro
ceeds from an external locus of control orientation along a 
continuum toward increased internal locus of control. Wolkgand DuCette have also presented evidence to explain the ori
gins of locus of control. Their studies indicate that inter
nals seem to be blessed with a cognitive style that organizes 
stimuli into structures or chunks preserving maximal amounts 
of the originally embedded information. Wolk and DuCette ap
parently regard this ability as a cause rather than an effect 
of locus of control, although their evidence is still of a 
correlational nature.

One can speculate by drawing tentative inferences from 
the correlational studies that have been conducted, but only 
longitudinal studies that trace the changes in subjects' be
lief systems over a period of time can shed light on the ori
gins of internal and external locus of control. Such an 
understanding is worthy of attention because locus of control,

7C. Argyns, Personality and Organization (New York: 
Harper, 1957).

0
S. Wolk and J. DuCette, "Intentional Performance and 

Incidental Learning as a Function of Personality and Task 
Dimensions," Journal of Personality and Social Psychology, 29 
(1974), 90-101.
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being a cognitive variable, is amenable to alteration and 
many of the behavior patterns that go along with internal 
locus of control appear to be positively related to the ef
fectiveness of organizational functioning. A second implica
tion of the findings of this study is that organizations can 
act as a very viable environment within which locus of con
trol can be altered and that this process will take place 
with the effective use of performance feedback.

3. The third conclusion is the existence of a rela
tionship between the performance feedback and a specific type 
of role conflict. This relationship is very much in line 
with what was expected since the underlying causes of this 
type of role conflict indicate a lack of and/or unclear com
munication between the organization and the individual em
ployee. This type (C^) of role conflict is the result of 
conflicting expectations and organizational demands in the 
form of incompatible policies, conflicting requests from 
others, and incompatible standards of evaluation. The re
sults of the study indicate that performance feedback affects 
this kind of conflict positively (decrease in the degree of 
perceived role conflict). By providing performance feedback 
to the individual, the organization directly or indirectly 
focuses the individual's attention to the factors that the 
organization considers as important components of the job. 
Once these components are identified, the employee not only 
recognizes the priorities within the task but also
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acknowledges the standards used in the evaluation process.
The performance feedback defines the boundaries of the job 
and clarifies the policies of the organization. By designing 
a relevant performance feedback form and administering effec
tive feedback, the organization can alter the degree of per
ceived role conflict.

The study results indicated that perceived role con
flict as a result of other factors was not affected. This 
again could be hypothesized as an expected outcome in view 
of the type of employees, the type of work they do, and the 
industry utilized in the experiment. One source of conflict 
is the focal person's values and defined role behavior. Good 
selection and hiring procedures should eliminate this type of 
conflict. Since the industry and the task under study are 
service oriented, a high degree of conflict of this type (C^) 
might not have existed and therefore no change.

Another type (C2 ) of role conflict is a result of in
sufficient capability. The job permits adequate time (e.g., 
customer waits in line to be served and more than one teller 
at any given time), and adequate resources are provided by 
the organization. Also, since the educational requirements 
exist and are used in the hiring process, the job content or 
context is not taxing to the capabilities of the individual 
worker. Therefore, existence of a high degree of perceived 
role conflict of this type and change was not expected.

A final type (C^) of role conflict is due to role over
load. The individuals participating in the experiment
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performed a job that was highly structured and occupied the 
lowest level in the organizational hierarchy. Since the in
dustry is a service industry that requires continuous contact 
with the customers, the tellers are required to exhibit de
fined behaviors (i.e., courteous, considerate, etc.) and fill 
defined roles. Again, under such circumstances a high degree 
of perceived role conflict due tc. role overload might not 
have existed. A difference between the banks was observed.
This could be a result of the degree to which the task is 
structured and could vary from one organization to another, •

4. Finally, a relationship between the performance 
feedback and a specific type (A2 ) of role ambiguity was also 
established. The results of the study enable us to conclude 
that performance feedback can be effectively used to decrease 
the degree of perceived role ambiguity as caused by the non
existence or non-clarity of behavioral requirements, often in 
terms of inputs from the environment, which would serve to 
guide behavior and provide knowledge that the behavior is ap
propriate. The experimental group showed a decrease in the 
degree of perceived role ambiguity of this type. Without 
structure and feedback, the environment is perceived as am
biguous and as a source of stress and internal tension. Per
formance feedback acts as an input and provides knowledge to 
the individual employee by emphasizing the important elements 
of the job. The employee is given the opportunity to evaluate 
this knowledge and draw inferences to the type of behavior 
deemed appropriate by the organization. Through performance
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feedback, behavioral requirements of the task are indirectly 
communicated to the individual employee and the degree of 
perceived role ambiguity is decreased.

No changes were observed in the perceived degree of 
role ambiguity (A^) caused by the -unpredictability of the 
outcomes to one's behavior. As discussed previously, a pure, 
objective performance feedback was utilized throughout the 
experiment and it was not complemented with any positive re
inforcers or sanctions. If the performance feedback can be 
linked to an effective positive reinforcement system, the de
gree of perceived role ambiguity of this type might be de
creased considerably by reinforcing the desired behaviors.
The employees will be able to predict the outcomes of their 
specific behaviors and will also be able to clearly identify 
the behaviors required for the successful completion of the 
task.

Although conclusions drawn from the results of this 
study are tentative, some possible implications for the man
agement may be expected.

One implication of this study might be that management 
cannot expect improved performance levels with any type of 
performance feedback. The feedback should be relevant and 
timely. It should emphasize the points that are important in 
carrying out a specific task and more importantly it should 
contain items that are under complete control of the worker. 
Some of the factors utilized in this study (e.g., number of 
transactions) may not be controlled by the employee, and
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other factors (e.g., overall supervisory evaluation) may be 
too subjective and might reflect personality conflicts be
tween the supervisor and the employee. Another implication 
might be that one should not rely on the reinforcing effect 
of the objective performance feedback itself alone, but 
should also couple it with some form of positive reinforce
ment. The question of how to use feedback is an important 
one. The ultimate test of the usefulness of performance 
feedback methods, as with any change approach, is the extent 
to which an organization can learn to use the tools and in
formation that are readily available as a result of its 
functioning. The skills that are critical to make feedback 
meetings effective should be identified and these skills 
should be developed in the organization if the potential 
benefits of performance feedback are to be attained.

Societal and environmental influences have forced or
ganizations to take more and more complex forms. One major 
side effect of this complexity has been alienation of the 
employees. The individual worker feels lost in the com
plexity of the organization and develops a feeling of help
lessness, and this results in more alienation and dissatis
faction with the work and the work place. One possible im
plication of this study in view of previous research find
ings is that organizations, by providing relevant, frequent 
performance feedback, could lessen this sense of alienation 
and help employees gain a sense of control over their work
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ployees a belief in their capabilities and help them recog
nize that they can affect the outcome of their activities. 
This is very important because the changes in the economic 
and social environments have made individuals more indepen
dent and more socially aware, and have increased the need for 
the organizations to satisfy the social needs as well as the 
economic ones. People spend a sizable proportion of their 
waking lives in the work environment. Few people actually 
have the choice of working or not working; and of those who 
have to work for economic reasons, most have only a limited 
number of options as to where to work. Given such con
straints, satisfaction opportunities at the work place become 
vitally important. In addition, in the realm of the indi
dual's subjective inner world, discontent about specific 
parts of one's life tends to have a "spillover" effect and to 
color one's outlook, even upon otherwise unrelated portions 
of one's life space. Dissatisfaction with one's job seems 
to have an especially volatile spillover effect. People who 
feel bad about their work are apt to feel bad about many 
other things, including family life, leisure activities, even 
life itself. Since the adverse effects of the construct of 
externality in the areas of satisfaction and performance are 
documented, by decreasing the external orientations of the 
employees, the organization can also minimize its adverse ef
fects on these two important factors. This will not only 
benefit the organization but will also benefit the individual
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The discussion in Chapter II indicates that'the role 
perceptions appear to be associated with a variety of unde
sirable individual outcomes which are generally regarded as 
dysfunctional for the organization. This need not be the 
case. The results of this study suggest that the degree of 
perceived role conflict and role ambiguity can be positively 
affected with the use of performance feedback. The perfor
mance feedback clarifies the organizational expectations, 
standards of evaluation, and the behavioral requirements.
Since performance feedback emphasizes the important factors 
in the task, it will enable the employees to be more effi
cient and minimize the stress experienced by the employees 
as a result of perceived role conflict and role ambiguity.
This in turn will decrease dysfunctional individual behavior 
and increase the effectiveness and efficiency of the organi
zation.

Perhaps the most important implication of this study 
is that the performance feedback can be a very effective tool 
if used properly. One ultimate goal is the creation of con
tinuing feedback loops in organizations. Healthy and adaptive 
organizations should be continually collecting and using data 
to identify and solve problems. Through control systems and 
other similar mechanisms, many organizations attempt to do 
this with regard to the technical systems of the organiza
tion. Thinking of information in terms of organizational 
behavior and change offers the potential of extending the
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scope and impact of these systems. One could envision an 

organization where the collection and feedback of data about 
the human processes and systems is as much a part of the cen
tral activity of the organization as the budgeting cycle or 
the maintenance of inventory levels. The image of using per
formance feedback to build self-correcting and adaptive human 
systems is an exciting one. It could not only help increase 
the effectiveness and efficiency of the organization but 
also improve the organizational climate and make it a better 
place in which to work.

C. Recommendations for Further Research

The intention of this research was to establish a 
causal relationship between the performance feedback and some 
of the psychological factors that affect work-related be
havior. As was pointed out earlier, most of the studies 
dealing with locus of control, role conflict, and role ambi
guity have tried to understand the effects of these factors 
on the work-related behavior, and no attempt has been made to 
study these same concepts in the context used in this study.

Even though the results of the study show positive 
relationships between the performance feedback and the above 
psychological concepts, the findings at best can be treated 
as tentative in view of the limitations of the study. There
fore, before any generalization of the causality can be made, 
similar research in different localities, different



Ill

industries and types of organizations, and at different 

hierarchical levels have to be conducted. The initial find
ings are very encouraging and need to be tested. This study 
opens the door to a neglected area of organizational behavior 
and further research is required to develop a theoretical 
construct as well as to generalize the practical applications 
in an organizational setting.

Previous research indicates that the effects of per
formance feedback on performance levels are mixed and incon
sistent. In some cases other factors such as goal setting 
and positive reinforcement have been found to have a com
pounding effect on the results. To clearly establish the im
pact of performance feedback, additional field studies are 
needed. In the same organizational setting three experimen
tal groups can be exposed to goal setting with performance 
feedback, performance feedback and positive reinforcement, 
and performance feedback alone and the result of each appli
cation can be measured to identify the best change strategy. 
Such field studies will be instrumental in the development of 
the much needed self-correcting and adaptive human systems.

Locus of control is a cognitive variable and there
fore should be amenable to alteration. Yet much work remains 
to be done before the question of whether the organization 
can alter the locus of control of its participants can be 
answered. This question was somewhat answered by the results 
of this study and needs to be tested by other studies. Ap
parently only longitudinal studies that trace the changes in
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subjects' belief systems over a considerable period of time

will shed much light on the origins of internal and external 
locus of control. Since individuals stay as members of the 
organizations for long periods of time, if organizational 
ability to affect locus of control can be established, the 
theory can be developed and it will have far-reaching impli
cations .

The theoretical background implies that the degree of 
perceived role conflict and role ambiguity are results of 
information deficiency and are very much related to the or
ganizational structure. Therefore the organizational struc
ture and other organizational climate factors (i.e., organi
zational norms and values, group norms, reward systems, etc.) 
might have moderating effects in addition to the performance 
feedback system. The effects of these additional factors 
have to be tested to see if they can be combined with per
formance feedback to decrease the perceived degree of role 
conflict and role ambiguity. This, again, has to be tested 
in future field experiments in organizations with different 
organizational structures.
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APPENDIX A 

Teller Performance Evaluation Form 

Bank ___________________

Date: From      To-____________________

Name of Employee _________________________________________

Branch ___________________  Name of Supervisor_______

1. Number of transactions _____________________

2. Number of times balanced ____________________

3. Largest Amount out ($) _____________________

4. Net - Over/Short ($) ’_____________________

5. Number of customer complaints ___________________

6 . Absenteeism (number of hours) ___________ ________

7. Overall Supervisory Evaluation ____________________
(On a scale of 1-7, global subjective evaluation. 
1 lowest to 7 highest. This will be based upon 
overall attitude, attentiveness, quality of 
performance, and other subjective measures seen 
necessary by the supervisor.)

123



APPENDIX B

THE ROTTER INTERNAL-EXTERNAL CONTROL SCALE

Instructions for the I-E Scale

This is a questionnaire to find out the way in which cer
tain important events in our society affect different people. 
Each item consists of a pair of alternatives lettered a or b. 
Please select the one statement of each pair (and only one) 
which you more strongly believe to be the case as far as 
you're concerned. Be sure to select the one you actually 
believe to be more true rather than the one you think you 
should choose or the one you would like to be true. This is 
a measure of personal belief: obviously there are no right
or wrong answers.

Your answers to the items on this inventory are to be 
recorded on a separate answer sheet which is loosely inserted 
in the booklet. REMOVE THIS ANSWER SHEET NOW. Print your 
code number and any other information requested by the examiner 
on the answer sheet, then finish reading these directions. Do 
not open the booklet until you are told to do so.

Please answer these items carefully but do not spend too 
much time on any one item. Be sure to find an answer for 
every choice. Find the number of the item on the answer sheet 
and black-in the space under the number 1 or which you 
choose as the statement more true.

In some instances you may discover that you believe both 
statements or reither one. In such cases, be sure to select 
the one you more strongly believe to be the case as far as 
you're concerned. Also try to respond to each item indepen
dently when making your choice; do not be influenced by your 
previous choices.
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1. a. Children get into trouble because their parents
punish them too much.

b. The trouble with most children nowadays is that their 
parents are too easy with them.

2. a. Many of the unhappy things in people's lives are
partly due to bad luck.

b. People's misfortunes result from the mistakes they 
make.

3. a. One of the major reasons why we have wars is because
people don’t take enough interest in politics.

b. There will always be wars, no matter how hard people
try to prevent them.

4." a. In the long run people get the respect they deserve
in this world.

b. Unfortunately, an individual's worth often passes 
unrecognized no matter how hard he tries.

5. a. The idea that teachers are unfair to students is
nonsense.

b. Most students don't realize the extent to which their 
grades are influenced by accidental happenings.

6 . a. Without the right breaks one cannot be an effective
leader.

b. Capable people who fail to become leaders have not 
taken advantage of their opportunities.

7. a. No matter how hard you try some people just don't like
you.

b. People who can't get others to like them don't under
stand how to get along with others.

8 . a. Heredity plays the major role in determining one's
personality.

b. It is one's experiences in life which determine, what 
they're like.

9. a. I have often found that what is going to happen will
happen.

b. Trusting to fate has never turned out as well for me 
as making a decision to take a definite course of 
action.



126
10. a. In the case of the well prepared student there is

rarely if ever such a thing as an unfair test.
b. Many times exam questions tend to be so unrelated to

course work that studying is really useless.
11. a. Becoming a success is a matter of hard work, luck has

little or nothing to do with it.
b. Getting a good job depends mainly on being in the

right place at the right time.
12. a. The average citizen can have an influence in govern

ment decisions.
b. This world is run by the few people in power, and

there is not much the little guy can do about it.
13. a. When I make plans, I am almost certain that I can

make them work.
b. It is not always wise to plan too far ahead because 

many'things turn out to be a matter of good or bad 
fortune anyway.

14. a. There are certain people who are just no good, 
b.. There is some good in everybody.

15. a. In my case getting what I want has little or nothing
to do with luck.

b. Many times we might just as well decide what to do 
by flipping a coin.

16. a. Who gets to be the boss often depends on who was lucky
enough to be in the right place first.

b. Getting people to do the right thing depends upon 
ability; luck has little to do with it.

17.. a. As far as world affairs are concerned, most of us are 
the victims of forces we can neither understand nor 
control.

•b. By taking an active part in political and social affairs 
bhe people can control world events.

18. a. Most people don't realize the extent to which their
lives are controlled by accidental happenings.

b. There really is no such" thing as "luck."
19. a. One should always be willing to admit mistakes, 

b. It is usually best to cover up one's mistakes.
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2 0 .

21.

22.

23.

24.

25.

26.

27.

.28..

2 9 .

a. It is hard to know whether or not a person really 
likes y o u .

b. How many friends you have depends upon how nice a 
person you are.

a. In the long run the bad things that happen to us are 
balanced by the good ones.

b. Most misfortunes are the result of lack of ability, 
ignorance, laziness, or all three.

a. With enough effort we can wipe out political corrup
tion.

b. It is difficult for people to have much control over 
the things politicians do in office.

a. Sometimes I can’t understand how teachers arrive at 
the grades they give.

b. There is a direct connection between how hard I study 
and the grades I get.

a. A good leader expects people to decide for themselves 
what they should do.

b. A good leader makes it clear to everybody what their 
jobs are.

a. Many times I feel that I have little influence over 
the things that happen to me.

b.. It is impossible for me to believe that chance or 
luck plays an important role in my life.

a. People are lonely because they don't try to be friendly.
b. There's not much use in trying too hard to please 

people,•if they like you, they like you.
a. There is too much emphasis on athletics in high school.
b. Team sports are an excellent way to build character.
a- What happens to me is my own doing.
b. Sometimes I feel that I d on’t have enough control

• over the direction my life is taking.
a. Most of the time I can't understand why politicians 

behave the way they do.
b. In the long run the people are responsible for bad 

government on a national as well as on a local level.
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Examiner's Key to the I-E Scale
Items with an asterisk preceding them are filler items. Score 
is the number of underlined alternatives chosen, i.e., the 
total number of external choices (the higher the score, the 
more external the belief).

*1 . 16. a
2 . a 17. a
3. b 18. a
4. b *19.
5. b 2 0 . a
6 . a 2 1 . a
7. a 2 2 . b

*8 . 23. a
9. a *24.

1 0 . b 25. a
1 1 . b 26. b
1 2 . b *27.
13. b 28. b

29. a
15. b



APPENDIX C

THE RIZZO, HOUSE, AND LIRTZMAN QUESTIONNAIRE

Instructions

This is a questionnaire to find out how you see your job 
in regard to duties, authority, allocation of time, and 
relationships with others; the clarity of existence of guides, 
directives, policies. This is a measure of personal feelings, 
so there are’no right or wrong answers.

There are seven choices for each item. Make a choice for 
every item, being sura to select the one choice that most 
closely matches your feelings about the item. Try to respond 
to each item independently when marking your answer; do not 
be influenced by your previous choices.

Mark your selection by putting an "X" in the box that 
most closely matches your feelings. Mark only one "X" for 
each statement.
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1 2 3 4 5 6 7

Item
No. Statement I V

ER
Y 

FA
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E
FA
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E

SL
IG
HT
LY
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UN

CE
RT

AI
N

SL
IG
HT
LY
 

TR
UE

TR
UE

a3p;
>•
>

1 . I have enough time to complete my work.
2. I feel certain about how much authority I have.
3. I perform tasks that are too easy or boring. 1
4. Clear, planned goals and objectives for my job. 1 1
5. I have to do things that should be done differently. 1 ii
6. Lack of policies and guidelines to help me. 1 i I
7. I am able to act the same regardless of the group 

I am with.
8. I am corrected or rewarded whan I really don't 

expect it.
9. I work under incompatible policies and guidelines.

10. I know that I have divided my time properly. i
11. I receive an assignment without the manpower to 

complete it.
12. I know what my responsibilities are. I I
13. I have to buck a rule or policy in order to carry 

out an assignment.
14. I have to "feel my way" in performing my duties. I 1
IS. I receive assignments that are within my training 

and caoabilitv.
16. I feel certain how I will be evaluated for a 

raise or promotion.
17. I have just the right amount of work to do. i Ii
18. I know that I have divided my time properly.
19. I work with two or more groups who operate quite 

differently.
20. I know exactly what is expected of me. 1 i
21. I receive incompatible requests from two or more 

people.
22. I am uncertain as to how my job is linked. 1
23. I do things that are apt to be accepted by one 

person and not accepted by others.
24. I am told how well I am doing my job. 1 11 1
25. I receive an assignment without adequate resources 

and materials to execute it.
-26. Explanation is clear of what has to be done. ! |
27. I work on unnecessary things. 1 1 I
28. I have to work under vague directives or orders. i1 1 1
29. I perform work that suits my values. I
30. I do not know if my work will be acceptable to 

others.
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