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ABSTRACT

THE IMPACT OF SELECTED INDIVIDUAL DIFFERENCE AND ORGANIZATIONAL
VARIABLES ON EXPECTANCY THEORY COGNITIONS AND
PERFORMANCE FOR SALARIED EMPLOYEES

By

Larry E. Mainstone

A major criticism of current formulations of expectancy theory
is that they offer little guidance on how the employee's expectancies
and valences are developed. If expectancy theory is going to become
more than an academic explanation of behavior, then it is necessary
to understand the determinants of expectancy theory cognitions, that
is, the employee's expectancies and valences. If expectancy theory
fails to formulate postulates as to how expectancy theory cognitions
are developed and related to environmental variables, it may amount
to little more than behavioral science rhetoric.

The present research investigated the antecedents of expectancy
theory cognitions. The impact of twelve individual difference and
environmental variables upon six expectancy theory cognitions were
examined in this study.

The research technique employed in this study was correlational
with a multivariate analysis of the data. The statistical technique
employed to interpret the data was path analysis, a derivative of

multiple regression. The sample in this study consisted of
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approximately thirty-one hundred salaried employees of the Ford
Motor Company. In order to increase the confidence in the obtained
results the total sample was dichotomized and a cross validation
was performed on the second half of the sample.

In general, the individual difference variables of this study
were not found to be significant determinants of the employee's
expectancy theory cognitions. Exceptions to this statement were
the findings that: (1) white employees tend to have a higher E+P
expectancy than non-white employees, (2) non-white employees tend
to have a higher -P--V expectancies (belief that low performance
will be followed by undesirable outcomes) than white employees,
(3) higher level employees find positively valent outcomes more
desirable than lower level employees, (4) male employees report
negatively valent outcomes as being more undesirable than female
employees, and (5) the greater the length of employment, the more
undesirable negatively valent outcomes are likely to be to the
employee. These results suggest that, with the exception of race,
individual differences have little impact on the employee's
expectancies, but do affect the employee's assignment of valences.

In general, the environmental variables were found to have a
greater impact on the employee's expectancies than did the indi-
vidual difference variables. In particular, the findings with
regard to the environmental variables were: (1) task stimulation
was found to be significantly related to the employee's E-+P
expectancy, and to the employee's +P++V expectancies (beliefs than

performing better will be followed by desirable outcomes), but was
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not found to be significantly related to the employee's +P+~V ex-
pectancies (belief concerning the likelihood of undesirable outcomes
resulting from high performance) or to the employee's -P+~V ex-
pectancies, (2) performance reviews oriented toward the employee's
development were found to be positively related to the employee's
E+P expectancy, +P++V expectancies, -P>-V expectancies, but not
related to the employee's +P+~V expectancies, (3) the employee's
perceptions of the existence of a democratic climate were found to
be positively related to the employee's +P++V expectancies, and
negatively related to the employee's +P+V expectancies, and unrelated
to the employee's E+P expectancy or to the employee's -P+V ex-
pectancies, and (4) the employee's evaluation of his/her supervisor
was found to be positively related to the employee's E+*P expectancy,
+P++V beliefs, negatively related to the employee's +P+-V beliefs,
and unrelated to the employee's -P+V expectancies.

" The two remaining environmental variables of this study,
performance feedback and evaluation of training, were not found to
act as antecedents of either the employee's E+P or P+) expectancies.

The results also revealed that none of the environmental
variables of this study were strong causal determinants of the

valences the employee assigns to outcomes.
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PREFACE

The material in this project was prepared under Grant No. 91-26-
75-32 from the Manpower Administration, U. S. Department of Labor,
under the authority of Title III, Part B, of the Comprehensive
Employment and Training Act of 1973. Researchers undertaking such
projects under Government sponsorship are encouraged to express
freely their professional judgment. Therefore, points of view or
opinions stated in this document do not necessarily represent the
official position or policy of the Department of Labor.

This study was prepared with the cooperation of the Ford Motor
Company, however, the opinions, conclusions, or errors stated in
this thesis remain those of the author and not those of the Ford
Motor Company. Further, it is requested that anyone desiring to
make use of the enclosed questionnaire seek the prior approval of

the Ford Motor Company.
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CHAPTER 1
INTRODUCTION AND LITERATURE REVIEW

Introduction

It is widely accepted that behavior is a function of the inter-
action of the person and the environment. However, most researchers
have generally ignored the interaction and have erred by tending to
focus on one or the other of these variables at the exclusion of the
other. That is, most theories of work motivation focus upon either
the psychological variables of the individual such as his/her cogni-
tions, needs, motives, and drives, or on the environmental properties
of the organization such as goal difficulty, incentives, task design,
supervisory behavior and organizational design. Continuing to con-
centrate on either the environmental variables or the psychological
variables, rather than trying to integrate the two of them, will
only cause one to perpetuate the already over-simplified theories of
motivation (Dachler 1973).

It is sometimes suggested that expectancy theory provides a
fruitful framework for conjugating the environmental properties of
the organization with the psychological variables of the individual
to provide a more complete definition of the motivation construct
(Miner and Dachler 1973). Expectancy theory, perhaps the most widely
accepted theory of work motivation (Wahba and House 1974, Mitchell
1974, Cummings and Schwab 1974), is essentially a hedonistic, cog-
nitive theory of motivation. Voluntary behavior is not seen as

occurring randomly, but rather is the result of a rational decision
1
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making process where the individual rationally chooses from a set of
alternative acts that form of behavior which the individual perceives
as being utility maximizing.

In essence, expectancy theory depicts the motivational force to
engage in a given act as the result of the interaction of two cogni-
tions: (1) expectancies, and (2) valences. The generalized concept
of expectancy, the perceived certainty of the relationship between
one's acts and one's outcomes, can be asundered into two specific
types: expectancy and instrumentalities (Vroom 1964), or E+P expec-
tancy and P+0 expectancies (Porter and Lawler 1968), or E I and E II
(Campbell, Dunnette, Lawler and Weick 1970) depending on which
particular theoretical development one chooses to use.

Because of its conceptual clarity, the Porter and Lawler for-
mulation will be employed throughout this study. In the Porter and
Lawler formulation the E»P (effort to performance) expectancy is
defined as the individual's belief that he/she can accomplish the
task goal if he/she exerts the effort, that is, the extent to which
the individual perceives performance (P) to be a function of effort
(E). The P+0 (performance to outcome) expectancy is the individual's
belief that the organization, his social group, and the task itself
will be rewarding of high performance or will be punitive of low
performance, that is, the extent to which the individual perceives
rewards and punishment to be contingent on the level of performance.

Valence is generally taken to mean the affective orientation
which the individual has for a particular outcome. An outcome is
positively valent when the individual prefers attaining it to not

attaining it. An outcome has a valence of zero when the individual
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is indifferent towards its attainment, and an outcome has a negative
valence when the individual prefers not attaining it to attaining it
(Vroom 1964).

It is not clear exactly how these cognitions should be combined
to explain and predict behavior (Campbell, Dunnette, Lawler and Weick
1970), however, it is generally assumed that they combine multiplica-
tively to determine motivation. That is, the motivational force to
engage in a given act is given by the following motivational force

equation:
Motivation Force = E-P[z[(P-0)(V)]]

Presumably, the individual chooses that act which has the high-
est positive motivational force or the weakest negative motivational
force.

As indicated earlier, it is not known with certainty how the
individual's expectancies and valences interact nor is it particularly
important for this study. It is sufficient for the purposes of this
study to be cognizant of the fact that expectancy theory conceives of
motivation as being some function of the individual's expectancy
theory cognitions, that is, the individual's E-+P expectancy, P-0
expectancies, and the valence assigned to conscious outcomes.

An implication of the theory is that the organization can be
effective in motivating employees to be higher performers to the
extent that it can influence the individual's cognitions in a favor-
able direction. However, one of the difficulties with expectancy
theory has been its failure to specify variables subject to the

organization's control. It is not obvious which strategic inter-
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ventions by the organization will lead to an increase in the employee's
cognitions and, consequently, increased motivation.

Perhaps because of the original ahistorical formulation of expec-
tancy theory the determinants of the employee's cognitions have been
largely ignored. The primary purpose of this research is to investi-
gate which personal and organizational variables influence an
employee's expectancy theory cognitions. In other words, the purpose

of this research is to investigate the interaction between the organi-

Al

zational environment, individual differences, and employee cognitions.
Several researchers have indicated a need for this research

(Lawler 1971, 1973, Heneman and Schwab 1972, Scott and Cummings 1973,

Dachler and Mobley 1973, and Korman 1974). Lawler (1973), for

example, says:

"So far the determinants of effort-performance
probability and performance-outcome probability
have not been systematically explored. It is
important to understand how these expectancies
develop since they are basic to understanding
motivation. Unfortunately, there has been rela-
tively no research on this topic... Expectancy
theory, or for that matter any motivation theory,
could profit by specifying some of the more
obvious factors that influence performance-
outcome connections." (p. 53)

Scott and Cummings (1973) make the following statement concerning
the need to know more about the impact of the environment on the

employee's expectancy theory cognitions:

"...Perhaps a more fundamental criticism is that
with few exceptions expectancy theory explanations
do not include postulates which relate perceptions
of instrumentalities and behavior-outcome relation-
ships to environmental variables. Were it not for
the fact that most expectancy theorists go beyond



their formulations to suggest ways in which the
organizational structure could be modified, the
administrator might legitimately inquire as to

how he should proceed in constructing a "moti-

vating environment." (p. 3)

Finally, Korman (1974) says:

"In summary, the general point is that expec-
tancy as a construct seems to be far more com-
plex than was once originally thought, and much
work seems necessary in order to uncover its
antecedents and experimental determinants before
it is brought under the kind of control desirable
in an adequate theory of motivational processes.
Once this is done, more adequate tests can be
made of its relationship to behavior, and we can
then deal with other questions relating to the
expectancy construct..." (p. 121-122)

This research is suggesting that the key to a successful moti-
vational program is to determine the organizational determinants of
an employee's expectancy theory cognitions and then load the organi-
zation with those factors which have a positive influence on these
cognitions. It is toward this end that this research is designed.

The remainder of this chapter will review the relevant litera-
ture. This review will consist of examining selected major personal
and organizational variables and interpreting their impact on moti-
vation in light of expectancy theory. The prior literature in this
area will provide the basis for the research hypotheses of this study

and will be presented at the conclusion of this chapter.

Literature Review

The literature pertaining to expectancy theory can be organized

into four categories: (1) the theoretical development of the model
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itself (Tolman 1932, Lewin 1935, Edwards 1954, Atkinson and Reitman
1956, Vroom 1964), (2) the empirical research focusing on demonstra-
ting that a positive relationship exists between the motivational
force equation and (a) the employee's level of job performance and/
or job effort (Georgopolous, Mahoney and Jones 1957, Galbraith and
Cummings 1967, Lawler and Porter 1967, Lawler 1968, Hackman and
Porter 1968, Graen 1969, Gavin 1970, Mitchell and Albright 1972,
Mitchell and Nebecker 1973, Jorgenson, Dunnette and Pritchard 1973,
Pritchard and Sanders 1973, Dachler and Mobley 1973, Goodman, Rose,
and Furcon 1970, and Lawler and Suttle 1973), (b) the employee's
job preference and/or job choice (Vroom 1966, Sheard 1973, Wanous
1972, Mitchell and Knudsen 1973), and (c) the employee's level of
job satisfaction (Constantinople 1967, Graen 1969, Reitz 1971, Mitchell
and Albright 1972, and Wanous and Lawler 1972), (3) the literature
focusing on exposing the conceptual and methodological weaknesses of
the theory (Mitchell 1971, Schmidt 1973, Behling and Starke 1973a,
1973b, Mobley and Dachler 1973, Wahba and House 1974, and Mitchell
1974), and (4) the literature which examines the factors responsible
for the values assumed by the components of the motivational force
equation (e.g., Lawler 1969, 1971, 1973, House 1971). It is only
this latter category which is of concern to this study, and thus will
require further elaboration.

If one accepts expectancy theory as a tenable explanation of the
employee's level of motivation and performance, then all interventions
designed to improve the employee's motivation and/or performance are
interpretable in terms of their impact on the employee's expectancy

theory cognitions. The literature review to follow will sequentially



examine the relationship between selected major organizational and
individual difference variables, and the employee's expectancy
theory cognitions.

The organizational variables selected for inclusion in this
review are (1) goal setting, (2) performance feedback, (3) organi-
zational climate, (4) task design, (5) performance reviews, (6) train-
ing, and (7) the behavior of the supervisor. The individual dif-
ference variables selected for inclusion in this review are (1) race,
(2) sex, (3) age, (4) organizational level, (5) tenure, (6) internal/
external control, and (7) years of education.

Beginning with the organizational variables, the discussion
to follow will examine the existing evidence concerning the relation
of each of the above variables to the employee's expectancy theory

cognitions.

Organizational Variables

Goal Setting

It has generally been found that goal setting by the employee can
lead to the employee attaining a higher level of performance éhan he/
she previously attained prior to goal setting, at least in the short
run (French, Kay and Meyers 1965, Bryan and Locke 1967, Raia 1965,
Latham and Kinne 1974, and Locke 1967). The explanation for this
higher level of performance is attributable, at least in part and
in some vaguely defined way, to an increase in the motivational
arousal of the employee. Steers and Porter (1974) have gone further

than most researchers in attempting to provide a rationale for this
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increase in employee motivation. They have interpreted the effects
of goal setting on motivation as the alteration of the employee's

expectancy theory cognitions. They say:

"...Second, and perhaps more important from a
psychological standpoint, such action really
tells us very little about the dynamics behind
the effects of goal setting. That is, knowing
that goal specificity, for example, is consis-
tently related to task performance does not
explain the process by which it affects perfor-
mance...

Under [an expectancy theory] conceptuali-
zation, it would appear that various task goal
attributes affect performance because, and to
the extent that, they affect the components
comprising the motivational force equation.

In other words, varying the amounts of certain
of these attributes on the job may serve to
alter an employee's expectancies, valences, or
both, thereby affecting his motivation to per-
form." (p. 446)

Clearly, Steers and Porter conceive of the employee's expectancy
theory cognitions as intervening between the environmental variable,
goal setting, and the resultant job performance. As an example, they
suggest that an increase in goal specificity will cause an increase in
the employee's E»P belief, and an increase in the employee's E-P
belief will, in turn, cause an increase in the employee's motivation
to perform, since the relationship between effort and performance has
been further clarified.

The discussion by Steers and Porter illustrates two weaknesses
generally encountered in this area of the expectancy theory literature:
(1) they offer no empirical support for their claim, and (2) with the
exception of the above example, they fail to specify which expectancies

and valences are likely to be altered by goal setting.



Feedback

It has generally been found that an employee's performance is
facilitated by the provision of knowledge of results, or feedback
(Vroom 1964, Meyers 1972, Kim 1974). Vroom (1964) has suggested that
feedback serves at least three functions which account for its posi-
tive impact on performance: (1) the cue function, that is, feedback
increases the probability of arousal of correct expectancies concern-
ing the consequences of action for successful task performance,

(2) the learning function, that is, feedback increases the strength
of correct and decreases the strength of incorrect expectancies con-
cerning the consequences of actions for successful performance, and
(3) the motivational function, that is, feedback increases the
valence of successful performance.

According to Korman (1971), there has never been a clear theo-
retical rationale for the third function, that is, why knowledge of
results should be an incentive and be motivational. Moreover, studies
by Chapanis (1964), Locke and Bryant (1966, 1967) and Locke (1967)
have failed to support the motivational function of feedback.

Vroom has clearly interpreted the impact of feedback on perfor-
mance as altering the employee's expectancy theory cognitions.
However, it is not clear to which expectancies Vroom is referring.

He comes closest to specifying a set of expectancies for the learning
function when he refers to the expectancies that action will lead to

outcomes, but since Vroom was never clear in his distinction between

actions and outcomes, it is not clear if he is referring to the

employee's E+P belief or the employee's P+0 beliefs.
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Zajonc and Brickman (1969) report finding that providing indi-
viduals with performance feedback substantially altered the individ-
ual's performance expectancies. As expected, they found that sub-
jects raised their expectancies after success, lowered them after
failure, and did not change them in the absence of feedback.

While expectancies may be altered by feedback, it also appears
that the individual's expectancies have an enduring component to them.
Zajonc and Brickman write:

"...While feedback vastly reduces the differ-
ences between such expectancy groups (a priori
high and low expectancy subjects), it does not
erase them, the high expectancy group stating

slightly higher expectations under both success
and failure feedback." (p. 153)

Climate

Organizational climate is often purported to have an impact on
the attitudes and behavior of the employees, however, as Litwin and
Stringer (1968) indicate, "If the concept of organizational climate
is to demonstrate real value in the understanding and explanation of
behavior in organizations, it must be integrated with the kinds of
theories of organizational behavior that have evolved and are in
current use." (p. 40) Dachler (1973) has attempted to integrate the
concept of organizational climate with expectancy theory. Dachler
says:

"Thus an essential starting point for the defi-
nition and assessment of organizational climate
is the development of a theoretical network which

specifies the properties of the organizational
climate concept and which ties these properties
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causally to cognitions and behaviors of organi-
zational members. In view of the fact that VIE
theory of motivation is a relatively explicitly
stated theory of work motivation, it is suggested
that it might provide an excellent vehicle which
can be used to analyze the environmental condi-
tions (both as perceived by organizational members
as well as conditions existing "in reality") which
may be interdependent and interacting with moti-
vational and goal setting variables.

...Similarly, Frederiksen's (1966) concept
of a consistent climate may well be directly
interpretable within the VIE theory framework.
Perceptions about the reward orientation and the
consistency with which the organization ties
rewards to specific behavioral alternatives may
‘have a bearing on the degree to which VIE per-
ceptions relate to certain behaviors (Campbell
and Beaty, 1971). Furthermore, it is possible
to look at objective indices of the environment,
such as size, number of organizational levels,
existence of incentive plans, amount of training,
frequency of changes in job assignments, and exis-
tence of multiple supervision, all of which might
have a bearing on the accuracy and realism with
which organization members form beliefs about
instrumentalities and expectancies, as well as
on the realisticness of the goals employees may
set for themselves.

In short, the framework of VIE theory would
allow the examination of a subset of the objective
and subjective environment which has meaning
through the hypothesized connection to the VIE
theory constructs and which can be tested by
systematically researching the arrays of
hypotheses emerging from this theoretical
network. (pp. 9-10

Task Design

There is considerable evidence to suggest that the task design
has significant consequences in terms of the employee's behavior,
motivation, and job satisfaction (Ford 1969, Vroom 1964, Meyers 1964,
1970, Paul, Robertson, and Herzberg 1969, Special Task Force, H.E.W.

1973, Walton 1973). Only recently have researchers begun to seek
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explanations of why the task may be such an influential determinant
of the employee's motivation. Activation theory (Scott 1966, 1969),
operant conditioning (Nord 1969), motivator-hygiene theory (Herzberg,
Peterson, and Capwell 1957), and expectancy theory have all attempted
to provide rationale for how the task characteristics can impact on

~ the employee's task motivation. Expectancy theory, the focal theory
of this study, argues that if job design is going to have an effect
on task motivation it must alter the employee's perceived effort-
reward contingency cognitions.

Hackman (1969), while not explicitly utilizing an expectancy
model, was among the first to examine the interaction among the task
characteristics and the individual and to suggest that the task
impacted on the cognitions of the individual. Lawler (1969) and
Cummings and Schwab (1974), being even more lucid than Hackman, argued
that the positive consequences of task design could be attributed to
its impact on the employee's expectancy theory cognitions. In subse-
quent work, Lawler (1973) writes:

"The psychological literature on employee motiva-
tion contains considerable evidence that job design
can influence satisfaction, motivation, and job
performance. It influences them primarily because
it affects P+0 beliefs concerning intrinsic rewards
such as feelings of self-esteem, achievement, and
competence. It also affects the valence of

certain outcomes and E+P beliefs about good per-
formance." (p. 148)

Despite Lawler's statement that the task design can be a causal
determinant of all of the employee's expectancy theory cognitions, he

apparently feels that its greatest impact is on the individual's per-

formance-intrinsic reward expectancies and is a less significant
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determinant of the employee's performance-extrinsic reward expectan-
cies, effort-performance expectancies, or valences (Lawler 1969).
Cummings and Schwab (1974), however, stress the impact of the task
design on the employee's effort-performance expectancies.

Utilizing expectancy theory as their conceptual framework,
Hackman and Lawler (1971) found that the complexity of the task was
significantly correlated with the employee's task motivation. How-
ever, since they did not observe the individual's expectancy theory
cognitions directly, their study must be taken as only indirectly
supportive of the hypothesized relationship between task design and
employee cognitions.

A more direct investigation is the study by Lawler and Hall
(1970) in which they report a small but significant correlation
between the complexity of the task and the intrinsic motivation of
the employee. In this study Lawler and Hall operationalized intrinsic
motivation as the employee's P+0 expectancies for intrinsic rewards,
thus, it is supportive of Lawler's argument that the task design is
effective in increasing motivation because it favorably alters the

employee's P+) expectancies concerning intrinsic rewards.

Performance Reviews

Performance reviews provide an effective opportunity to influence
the task motivation and performance of the employee (Kay, Meyers and
French 1965, Oberg 1972, Cummings and Schwab 1974). Using an expec-
tancy theory framework, Cummings and Schwab (1974) indicate at least

two explanations of how the performance review procedure impacts on
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an employee's task motivation. First, the performance review pro-
cedure can aid in the clarification of the path-goal contingencies
that exist for the external rewards in the organization. Second,

when a performance review assumes developmental posture, the linkage
between task performance and the obtainment of intrinsic rewards

from performing the task itse]f is improved because the process
generally involves (a) establishing meaningful goals, and (b) building
evaluative feedback directly into the performance of the task, both

of which have been suggested as affecting the employee's expectancy
theory cognitions.

Moreover, the developmental role of appraisal fo;uses on improv-
ing and facilitating an individual's effectiveness relative to his
own abilities and desires, and on increasing these abilities. The
implication of the above is that a developmental performance review
can assist in the removal of obstacles which are keeping effort from
being converted to performance and on increasing the skills and
abilities of the employee. Both of these factors may impact on the
employee's E+P belief. That is, Campbell, Dunnette, Lawler and
Weick (1970) feel that "the primary determiner of expectancy I, which
is equivalent to the E»P belief, is how the individual perceives his
own job skills in the context of what is specified as his task goals
and the various difficulties and external constraints standing in
the way of accomplishing them." (p. 346)

No studies could be found which directly investigated how the
performance review may modify the employee's expectancy theory

cognitions.
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Training

The purpose of training is generally to affect a positive change
in the capabilities of the employee to contribute to the goals of the
organization. Generally, the training focuses on increasing the skills
and abilities of the employee. However, it is conceivable that train-
ing also impacts on the expectancy theory cognitions of the employee.
McClelland (1965), for example, has reported some success in being
able to change the valence individuals attach to achievement. How-
ever, training would seem to have its greatest impact on the employee's
E+P expectancy. The individual's E-P expectancy would seem to be pri-
marily determined by the individual's perception of his/her ability
relative to the difficulty of the task. Presumably, good training
would increase the individual's ability relative to the difficulty
of the task, and consequently the individual's E>P expectancy.

There seems to be less justification for suggesting that train-
ing impacts on the employee's P+0 expectancies for extrinsic rewards,
but training may impact on the employee's P+0 expectancies for intrin-
sic rewards. That is, since the individual should be more likely to
achieve a task goal after training, he/she should also be more likely
to experience a sense of accomplishment or of doing something meaning-
ful. These intrinsic rewards are not available to the employee who
is incapable of performing well on the job. Consequently, the con-
tingency between performance and the receipt of intrinsic rewards
could conceivably increase after training.

An indirect investigation of the impact of training on the

employee's expectancy theory cognitions is provided by Dachler and
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Mobley (1973). They found the expectancy model was supported in one
plant they investigated while disconfirmed in a second plant. They
suggest that these results may be attributable to differences in the
personal characteristics of the work force such as tenure and sex,
and to environmental variables, one of which is the training program
of the first plant. They say:

"...the fact that most employees in Plant 1 had

gone through approximately one week of training

before being put on the job, whereas Plant 2

employees usually did not receive more than the

customary orientation training before starting

the job, may have well enhanced the accuracy

and realism of Plant 1 employee perceptions and

hindered the accuracy and realism of Plant 2

employee perceptions. These interpretations are

consistent with the finding that 36 out of 45

performance-outcome contingencies were stronger

in Plant 1 and finding that the mean expected

utility function was stronger for Plant 1."

(p. 415)

Gurin (1970), in discussing training programs for hard-core
unemployables, has further suggested that training can result in the
alteration of the individual's expectancies. According to Gurin the
major determinants of the individual's expectancies are the individual's
feelings of competence, efficacy, powerfulness, and one's ability to
affect one's life. It seems reasonable, therefore, to assume that
training, to a degree, can increase one's competence and efficacy,
and consequently one's expectancies.

Gurin, however, has suggested two difficulties with assuming
that a change in one's expectancies will follow from enroliment in a
training program. First, he perceives of expectancies as being

partially personality dispositions, therefore, relatively stable,
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and not easily amendable to change in a time period as brief as
most training programs. Referencing culturally disadvantaged

individuals, he says:

"...for a group of people with a history of
failure and defeat, even when opportunity and
situational factors change, self-competence
does not automatically increase with an increase
in competence, and increased feelings of being
able to control one's own fate do not automati-
cally follow the objective reality...While I
have stressed that expectancies are affected -
by the immediate objective situational payoffs
and are thus subject to change as these situa-
tional opportunities change, expectancies also
represent the residues of the history of the
individual's past experiences with success and
failure, and thus influence the way he will
react to the realities he faces and even to
changes in those realities. Thus, the problems
of these trainees follow from the fact that
expectancy is to some extent a generalized
disposition that develops, like other person-
ality dispositions, out of the whole life
history of relevant success and failure exper-
iences. This disposition will then affect the
way an individual evaluates his expectancies
in a particular situation. When expectancy
is seen in these general dispositional terms,
it may present problems of resocialization
and relearning as serious as those of other
personality dispositions. People with Tow
expectancies of success, like the hard-core
unemployed, will not automatically respond when
their situation suddenly changes. Once reality-
opportunities are expanded, the problem is
etting the trainee's expectancies of success
?his confidence, sense of efficacy, etc.) to
reflect the new opportunities. This means that
the issues of motivational theory most critical
for these training programs have to do with
learning new expectancies and the generaliza-
tion of this learning from the training situa-
tion to the work outside the program."
(p. 207)

Second, expectancies developed in a training program tend to be

fragile, unstable, and transitory, that is, the heightened confidence
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buildup in a training program may not be successfully transfered to
the real world where rewards do not always follow performance. Gurin
is pessimistic about the possibility of training programs effecting
permanent change. He says:

"In a training program we are not interested in

developing new expectancies that have little

stability over time or need constant reinforce-

ment to maintain. Rather, we are hopeful of

effecting more permanent change. The studies

on expectancy in the literature are rather

pessimistic on this point, since they indicate

changes produced by success and failure in

specific experimental tasks may be quite

transitory. Studies have indicated that in

as short a time period as one day, in the

experimental learning situation, there is a

considerable reversal among subjects to the

expectancies they held before the experiment."

(p. 291)

Goodman, Salipante and Paransky (1973) used expectancy theory as
a conceptual model to review the literature on retraining "hard core
unemployables" and concluded that training may have relatively little
effect on the individual's expectancies.

In summary, on a conceptual level it seems reasonable to assume
that training should effect positive change in the employee's expec-
tancies. However, such a conclusion does not seem warranted on the
basis of the empirical research. The reasons suggested above by

Gurin seem capable of explaining the empirical results.

The Behavior of the Supervisor

With the exception of the work of Farris and Lim (1966) and Lowin

and Craig (1968), it has been consistently suggested that the leader's
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behavior has a significant impact on the task motivation of the sub-
ordinates (Likert 1961, Lewin, Lippitt and White 1939, Morse and
Reimer 1956, Blake and Mouton 1964, Dawson, Messé and Phillips 1972).

Recently, path-goal theory has been suggested as a possible
explanation of why the leader's behavior impacts on the employee's
task motivation. The basic thesis of path-goal theory is that
leaders are effective in increasing the subordinate's task motiva-
tion to the extent that they favorably impact on the subordinate's
expectancy theory cognitions. Dimensions of the leader's behavior
which have been suggested as being determinants of the employee's
expectancy theory cognitions include the supervisor's (1) competence,
(2) directiveness, (3) supportiveness, (4) goal orientation, and
(5) participativeness.

Hammer and Dachler (1973), for example, indicate that there
should be a positive relationship between the supervisor's techni-
cal competence and his subordinate's beliefs about his expert power,
and the more expert power the supervisor is perceived to possess,
the more he should influence his subordinate's expectancies because
he should be seen as a goal facilitator.

A frequently studied dimension of the supervisor's behavior is
the extent to which his decisions are influenced by his subordinates,
that is, the degree of participative decision making employed by the
supervisor. While the relationship between participation and task
motivation is equivocal and complex, it has been found that, under
certain conditions, participation can lead to an increase in task

motivation (Coch and French 1948, Lawler and Hackman 1969).



20

Lawler (1973), in explaining the positive results of participa-
tion on task motivation, says:

"In terms of our motivational model [expectancy
theoryl], our explanation of why participation
affects motivation would be that participation
changes the P+0 beliefs of the subordinates."
(p. 184)

Lawler, however, fails to specify which P+0 beliefs are likely
to be altered. It would appear that the P+0 beliefs relating to
intrinsic rewards would be most 1ikely to change when participation
is introduced. Lewin, Lippitt and White (1939), for example,
reported that a democratically led group continued to produce even
when the leader was not present, presumably because the work became
intrinsically motivating.

Porter, Lawler, and Hackman (1975) have also suggested that the
employee's E+P belief is 1likely to be altered with the introduction
of participation. Presumably, participation will lead to a more
realistic setting of goals than when the goals are unilaterally set
as under an autocratic style of leadership, and consequently the
employee's effort performance probability should be higher.

Mitchell (1973) has suggested four ways in which a participative
leadership style may impact on the subordinate's expectancy theory
cognitions: (1) the organizational contingencies are clarified,
that is, what leads to what becomes clearer to the subordinate,

(2) the subordinate is given the opportunity to select goals that
have a high valence for him, (3) the subordinate has increased

control over his behavior, thus, the subordinate's E+P belief should

be increased since some of the obstacles precluding the conversion
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of effort to performance are removed, and (4) there is pressure
from coworkers toward high performance on group accepted goals,
thus, additional negatively valent outcomes become salient. That
is, low performance will now lead to such outcomes as criticism
from one's coworkers, whereas under a non-participative leadership
style the P+0 belief may have been zero.

Two dimensions of the supervisor's behavior which are fre-
quently and consistently suggested as being related to the subor-
dinate's performance level are initiating structure and consider-
ation. The relationship between these two dimensions and task
motivation is complex and it's highly unlikely that a simple and
direct relationship exists (Korman 1966). Most likely, consider-
ation and initiating structure interact in their effect upon sub-
ordinate motivation (Yukl 1971) and the relationship is likely to
be moderated by a number of factors such as task design (House
1971), and personal values (House and Mitchell 1974).

It appears as though consideration, by itself, does not
directly affect an employee's expectancy theory cognitions. Evans
(1970), for example, suggests that consideration affects the abun-
dance of potential outcomes, but does not affect the contingency
that a particular path will lead to these outcomes. Similarly,
Lawler (1973) says:

"Based on our motivational model (expectancy
theory), we can find little reason to expect
that consideration alone should affect motiva-
tion. Just being nice to people does not

change their P+0 beliefs about working hard
and performing effectively." (p. 179)
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If consideration is to affect subordinate motivation, and conse-
quently the subordinate's expectancies, it appears that it must be
used as a reward which is contingent upon the subordinate performing

the desired act (Yukl 1971). Lawler (1973) says:

"Considerate behavior is a potential reward and
might serve as a motivator if its reception were
made contingent on effective performance. The
person who expects to be praised and supported,
regardless of his performance, will be no more
motivated than the person who will not be praised
or supported regardless of his behavior. On the
other hand, the person who wants to receive
praise and support and receives them only when
he performs well will have different P-0 beliefs
and should be more motivated than the person who
always or never receives praise and support.”
(p. 180)

The leader behavioral dimension, initiating structure, on the
other hand, appears to have some impact on the subordinate's P-+0
expectancies in certain situations. Evans (1970), for example, says:

"The supervisor who is high on initiation indi-
cates to the subordinate the kinds of paths that
he wants followed and links his reward behavior
to a successful following of the path. The
supervisor who is low on this dimension does

not indicate which paths should be followed and
distributes his rewards without preference to
the successful following of a path." (p. 97)

House (1971) and House and Mitchell (1974) have suggested that
the relationship between initiating structure and the employee's
expectancies is moderated by the task structure. That is, initiation
has been found to have a positive correlation with the expectancies
of subordinates who are engaged in ambiguous tasks and has a nega-

tive correlation with the expectancies of subordinates performing a

task with high structure.
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Dessler (1973) has found that the subordinate's personality
operates as an additional moderator of the relationship between
directive behavior by the leader and the employee's expectancies.

He found that degree of subordinate authoritarianism interacted
with task structure to determine subordinate's expectancies.

Finally, it has been suggested that the leader who sets chal-
lenging goals, encourages the subordinate to strive for a high stand-
ard of performance, and has a contagious enthusiasm as to the impor-
tance of achieving these goals will lead to higher subordinate task
motivation (Likert 1961, Bowers and Seashore 1964, Halpin and Winer
1957). House, Valency and Van der Krabben, in an unpublished study,
have reported finding a positive relationship between the amount of
achievement orientation of the leader and the subordinate's expectancy
that effort would result in effective performance for subordinates per-
forming ambiguous tasks. For subordinates performing tasks with high
task structure no significant relationship was found between the
achievement orientation of the leader and the subordinate's E+P belief.

There is little discussion in the literature as to how the
supervisor's behavior may impact on how the employee attaches
valences to work-related outcomes. However, one way in which the
supervisor could cause the valences the employee attaches to out-
comes to change is by possessing referent powers or being someone
with whom the subordinate wishes to identify (Kelman 1961). The
identification with the supervisor may result in the subordinate's
preference structure becoming aligned with that of the supervisor.
Still, the valences seem to be less dependent on the organizational

variables than do the employee expectancies.
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In summary, using a path-goal theory framework, it appears
that the leader's behavior is related to the subordinate's expec-
tancy theory cognitions. Presumably, the leader is able to accom-
plish this influence over the subordinate's expectancy theory cog-
nitions by (1) recognizing and/or arousing subordinate's needs for
outcomes over which the leader has some control, (2) increasing
personal payoffs to subordinates for work goal attainment, (3)
making the path to those payoffs easier to travel by coaching and
directing, (4) helping subordinates clarify expectancies, (5) reducing
frustrating barriers and (6) increasing the opportunity for personal
satisfaction contingent on effective performance (House and Mitchell
1974). However, the relationship appears to be moderated by both
environmental variables such as the design of the task and personal
variables such as a desire for a consultative role and hierarchical

Tevel.

Individual Difference Variables

Individual difference variables which have been suggested as
affecting the expectancy theory model include self-esteem (Gavin
1973), economic status (Gurin and Gurin 1970), organizational level
(Korman 1974), sex (Lawler 1973), race (Katz 1964, 1968), tenure
(Mobley and Dachler 1973), and internal/external control (Lawler
1971, 1973, Szilagyi and Sims 1975). This review will examine each
of these variables and, in addition, will attempt to assess the
impact of the employee's age and level of education on the expec-

tancy theory cognitions of the employee.
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Race

Minority members of our society are frequently perceived as
lacking task motivation and as being inadequate performers. Often
these perceptions represent nothing more than bigotry and discrim-
ination and lack objective justification (Hamner, Kim, Bigoness,
and Baird 1974). Still there are some reputable studies to suggest
that minority members, in general, tend to be Tower performers than
nonminority members of society (e.g., Coleman 1966) because of the
socio-economic status society has imposed on minority members.

Several researchers have suggested using an expectancy model to
examine why minority members might be less motivated than nonminority
members of society. That is, they suggest that there are discernable
differences in the expectancy theory cognitions of minority and non-
minority members of society.

A number of researchers (Katz 1964, 1968, Clark 1967, Gurin
1970, Gurin and Gurin 1970, Gurin, Gurin, Lao, and Beattie 1969,
Arvey and Mussio 1974) have suggested that minority members have
Tower expectancies that performance will lead to rewards than do
nonminority members of society. Korman (1974) argues these low
expectancies may be the result of such factors as (1) the lack of
successful models for children in ghetto areas to emulate in build-
ing up an expectancy system for themselves, (2) the increasingly
technical and complex nature of employing organizations with its
concomitant of increasing job difficulty, a situation for which the
ghetto dweller particularly feels inadequate, and (3) the fact that

most minority-group members live in urban areas of the country where
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the problems have become so overwhelming that Tow expectancies for
value achievement are becoming very much of the norm for all
residents, regardless of group status (minority or other). Finally,
the racial injustices and discrimination experienced by minority
group members, in all likelihood, strongly contributes to their
Tower expectancies. Discrimination, in essence, means that rewards
are distributed on some basis other than performance, and when this
is the situation it would seem unlikely that a high expectancy would
prevail.

There is some evidence to suggest that members of a minority
group differ from nonminority employees in how they attach valences
to work related outcomes. Arvey and Mussio (1974), for example,
report that culturally disadvantaged employees attached higher
valences to outcomes satisfying lower order needs than did a more
culturally advantaged group. Similar results are reported by Slocum
and Strawsen (1971). However, these results may follow from the
minority members having lower expectancies. That is, minority group
members may believe that outcomes satisfying higher order needs are
unattainable to them, thus, they attach a lower valence to them.

This is the popular "sour grapes" phenomenon.

Sex

There are several reasons for believing that women in an organi-
zation will have lower expectancies than men in the same organization.
First, women are frequently discriminated against in the distribution

of organizational rewards (EEOC v. AT&T, EEOC v. Rutgers University),
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and as discussed in the previous section, when rewards are distri-
buted on some basis other than performance, then it seems reasonable
to conclude that one's expectancies will be negatively affected.
Lawler (1973), for example, has suggested that sex discrimination in
selection has resulted in women having lower E-+P expectancies for
certain occupations and thus may account for women not choosing to
enter these occupations.

Second, women are generally confined to the lower level jobs in
an organization and in these jobs there may be little opportunity to
differentiate performance or rewards. When neither performance nor
rewards are alterable, there is little reason to expect a strong
relationship between performance and rewards to exist. Moreover,
Korman (1974) has conjectured that a negative relationship exists
between one's expectancies and one's level in the organization, thus,
to the extent that women tend to occupy lower level positions in the
organization than men, then ceteris paribus, of the two sexes women
should have the lower expectancies.

Third, the traditional role for a woman in our society is to
behave incompetently, and to assume an inferior position relative
to a man. Hence, many women can be expected to have low self-
confidence and self-esteem, and to perceive themselves as being
incompetent. Both self-esteem and feelings of incompetence have
been suggested as major determinants of one's expectancies (Lawler
1971, 1973, and Gurin 1970).

It has been suggested that women value rewards differently
than men. Lawler (1973), for example, cites research which indicates

that women may value money less than men and social interaction more
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than men. Centers and Bugental (1966), however, report that, in
general, men and women were not found to differ in the extent to
which they valued intrinsic and extrinsic rewards.

No studies could be found which directly investigated the
impact of sex on the employee's expectancy theory cognitions. The
only empirical evidence found to suggest that sex may affect an indi-
vidual's expectancy theory cognitions comes from the Dachler and
Mobley (1973) study. They report finding stronger performance-
outcome expectancies in the plant employing a higher percentage of
women than in the plant employing a higher percentage of men. These
results must be interpreted with caution since the two plants differed
on other variables which could account for these findings. In fact,
Dachler and Mobley themselves tend to discount sex as the causal

variable for these results.

Age

It has frequently been suggested that the physiological and
psychological changes that accompany aging produce discernable dif-
ferences in the attitudes and behavior of the employee (Hall and
Mansfield 1975). Herzberg, Mausner, Peterson, and Capwell (1957),
for example, have suggested that a curvilinear relationshp exists
between age and job satisfaction such that middle aged employees
are the most dissatisfied while the employees at either extreme of
the age distribution are relatively satisfied. However, there is
some evidence to suggest that a positive linear relationship exists

between age and job satisfaction (Gibson and Klein 1970, Hulin and
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Smith 1965, Bernberg 1954). A negative relationship between age
and turnover, and between age and absenteeism has generally been
reported in the literature (Porter and Steers 1973). In short,

it appears as though age does influence the attitudes and behavior
of the employee.

Less frequently studied is the relationship between age and
employee motivation. Hall and Mansfield (1975) report a positive
relationship between intrinsic motivation and age, a positive
relationship between age and self-reported effort, but no relation-
ship between age and self reported performance. However, there is
cause to believe that a curvilinear relationship between age and
motivation may exist. Miner (1969), for example, writes:

"Research has revealed a number of additional
changes to occur with age. The work motivation
of the average person in the United States, for
instance, rises during the teens and reaches a
high point in the early twenties. After that
there is a decline, at first precipitous and
then more gradual, that continues throughout
the years of employment. Thus, people tend to
be most devoted to their work and presumably
most interested in accomplishment shortly after
entering the labor force. The average person,
however, becomes less and less industrious as
he continues in his occupation." (p. 20)
The inference one can make from Miner's comments is that aging has
negative impact on the employee's expectancy theory cognitions.

As an employee ages his needs are likely to change (Hall and
Mansfield 1975), and as his needs change the valences he attaches
to rewards will change. That is, older employees are not likely to
desire the same outcomes to the same extent as a younger employee.

Thus, one explanation for the decline in motivation suggested by
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Miner or the increase suggested by Hall and Mansfield is that the
valences for work-related outcomes are changing. Miner would imply
that with advancing age the employee no longer finds the rewards
which are contingent on performance as desirable as he once did.
For example, Argyris (1957), cited in Hall and Mansfield, has argued
that with aging the employee places greater importance on lower order
needs, and it has frequently been suggested that lower order needs
are primarily satisfied by system rewards rather than individual
rewards. System rewards are presumably non-motivational beyond the
minimum level of accepted performance. In short, assuming constant
expectancies with aging, the paradigm based on Miner's observation
would be: aging produces a change in needs such that lower order
needs needs become more salient and satisfiable with system rewards
which are non-motivational. The change in needs caused by aging
should also produce discernable differences in the valences the
employee attaches to work-related odtcomes.

The relationship between aging and the employee's expectancies
is not clear. Whereas one can interpret Miner as suggesting that
the employee's valences change with aging, one can also interpret
his comments to mean that the employee's expectancies may decline
with advancing age.

Goodman et al in explaining the relationship between age and
turnover for hard-core unemployables have suggested that expec-
tancies should increase as the employee gets older. They write:

"In terms of our model (expectancy theory),
younger HCU workers probably experience greater

feelings of distrust toward the focal organization
(Clark 1968). Accordingly, they would perceive
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lower expectancies about the likelihood of
receiving rewards and would be more likely
to leave. Older workers probably have higher
expectancies and greater desire for the rewards
(i.e., regular sa]ary) that are contingent on
attendance." (p. 425
Thus, Goodman et al, like Hall and Mansfield, are suggesting a
positive relationship between age and the employee's expectancy
theory cognitions.

Theoretically the impact of age on the employee's E+P expectancy
may be moderated by such variables as technology. That is, if there
is rapid technological change occurring within the industry, then
the older employee is 1likely to experience feelings of being obsolete
and incompetent, and, as suggested previously, feelings of competency
may be the major determinant of E*P expectancies. However, if the
technology is relatively stable, as in a craft industry, then there
may be a positive relationship between age and E*P expectancies. In
this situation the major determinant of competency may be experience,
and consequently, the older employee's E*P expectancy may be signifi-
cantly higher than the younger, less experienced employee. It is,

of course, assumed that age and job tenure, not just organizational

tenure, are correlated with each other.

Organizational Level

The level of the employee's position in the organizational
hierarchy appears to have a significant effect on the attitudes and
behavior of that employee (Porter and Lawler 1965, Centers and

Bugental 1966). No empirical studies directly investigating the
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impact of organizational level on the employee's expectancy theory
cognitions could be found, however, Korman (1974) has suggested
that organizational level and the employee's expectancies are
inversely related. He writes:

"It is suggested that low expectancies and lack

of value-oriented behavior have become increas-

ingly the case because their (organizations)

large size, complexity, and pyramidal structure

seems to encourage lower expectancies for suc-

cess, the lower one goes in the organization."

(p. 108)

Korman seems to be suggesting that as organizations increase
in size and complexity it becomes increasingly difficult for the
employee to perceive a relationship between his inputs and his
outcomes, and that this is most likely to be true at lower rather
than higher levels of the organization. There is some support for
Korman's proposition in the literature involving group incentive
systems. That is, studies have indicated that as the size of the
group increases it appears that the motivational impact of the
incentive system decreases (Marriott 1949, Campbell 1952). Lawler
(1973) has suggested group incentive plans have less of an impact
on employee motivation than individual incentive systems because
the performance-money expectancy is lower.

Porter and Lawler (1965), after summarizing the literature
involving the influence of organizational level on employee attitudes
and behavior, suggest that there does not appear to be a significant
difference in how employees at various levels of the organization

value rewards. Weaver (1975) has recently reached a similar conclu-

sion. His research indicates that the preference structure between
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white and blue collar workers is not as significant as once believed.
The difference is especially small between white collar workers

and better educated blue collar workers employed in jobs requiring
greater skill and having a high prestige. Thus, there does not
appear to be any evidence to suggest that organizational level
impacts on the valences the employee is likely to attach to work

related outcomes.

Tenure

It has been found that tenure with the organization is cor-
related with such employee attitudes as job satisfaction even when
its natural covariate age is held constant (Gibson and Klein 1970).
However, there is little evidence to suggest that tenure is related
to the employee's expectancy theory cognitions. The only evidence
found to support such a relationship comes from the Dachler and
Mobley study which found that one of the differences between the
two plants they studied was that in the plant in which the expec-
tancy model was confirmed the mean tenure of the employees was
greater than in the plant where the expectancy model was discon-
firmed. Since this only represents one of several differences
between the two plants, by itself it does little to support a
relationship between tenure and the employee's expectancy theory
cognitions.

Where tenure is positively related to competency in job per-
formance it seems reasonable to suggest a positive relationship
between tenure and the employee's E+P belief as was suggested

during the discussion of age.
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Since tenure and age tend to be positively correlated, it
is 1ikely that the valences an individual attaches to outcomes
will be different for employees with different amounts of
tenure.

These two relationships were suggested because of the cor-
relation tenure has with its natural covariates experience,
organizational level, and age. It is not clear how tenure with
its natural covariates held constant impacts on the magnitude
of the employee's expectancy theory cognitions. It may be that
tenure has a greater impact on the variance of the expectancy
theory cognitions than on the magnitude of the cognitions. That
is, with increasing tenure the performance-reward contingencies
of the organization may become more focused and thus the variance
across employees may become attenuated. In other words, with
increasing tenure, the employee's expectancies will closely
approximate the objective situation. Vroom (1964) writes:

"If a person has had a considerable amount
of experience in the situation attempting
different courses of action and if he has
been provided with prompt feedback follow-
ing these actions, it might be appropriate
to assume that his expectancies approximate
actual probabilities. For example, a worker
who has worked for the same supervisor for

a period of years may accurately assess the
probability that his supervisor will approve
or disapprove of different behaviors on his
part. But it would clearly be incorrect to
attribute the same degree of "realism" to

a person who had little or no experience in
that situation." (p. 26)
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Internal/External Control

Rotter (1966) has suggested that individuals differ in the de-
gree to which they believe that rewards are internally or externally
controlled. An individual who is high on internal control believes
that he/she can, through his/her own behavior, influence or control
the kinds and amount of outcomes he/she obtains. An individual who
is high on external control believes that fate, luck, chance, and
other factors beyond his/her control are responsible for the rewards
he/she receives.

Lawler (1973) has suggested than an individual's P>0 expectan-
cies are, in part, determined by the individual's internal/external
control orientation. That is, Lawler suggests that individuals high
on internal control have higher P»0 expectancies than individuals
high on external control.

Confirmation of Lawler's conjecture comes from a study by
Szilagyi and Sims (1975). According to their findings, an indi-
vidual's E+P expectancy and P+0 expectancies are both related to
the individual's locus of control orientation. Internals reported
higher expectancies than did externals.

While an individual's internal/external orientation may in-
fluence the individual's P-0 expectancies, Lawler tends to feel
that the actual situation has an even greater impact on these be-
liefs. Again, it appears as if individuals have an enduring com-
ponent to their expectancies, that is, a stable personality trait,
and a transient component which is dependent on the individual's

actual situation.
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Education

It is generally assumed that education has a significant impact
on the attitudes and ability of individuals (Newcomb 1963). There
is some evidence to suggest that education may potentially alter all
of the individual's expectancy theory cognitions.

First, to the extent that education increases one's ability, it
seems reasonable to conclude that an individual's E+P expectancy
would be increased for a given level of job difficulty.

Second, Lawler (1973) has suggested that individuals with a
college education tend to be high on internal control, and thus, one
would anticipate those with a college education to have higher P+0
expectancies. Finally, there is reason to believe that level of
education may affect an individual's need structure, and consequently
the valences the individual attaches to outcomes. Weaver (1975), for
example, found that the preferences for outcomes for blue collar

workers to be moderated by level of éducation.

Summary of Literature Review

After analyzing the preceding literature review, at least three
conclusions are possible: (1) many researchers do conceive of indi-
vidual differences and environmental factors as having an impact on
the magnitude of the employee's expectancy theory cognitions, and
that expectancy theory does provide a useful framework within which
the environment-individual interaction can be assessed, (2) most
researchers fail to specify which of the three components comprising

the motivational force equation are affected by the individual and
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environmental variables, and (3) most of the literature in this
area is conjectural, testimonial, and lacking empirical evidence.

It appears from the literature review as though different
factors are responsible for the magnitude of each of the components
of the motivational force equation.

The literature review, for example, suggests that the indi-
vidual's E-P expectancy is strongly influenced by the individual's
perceptions of his/her competency, ability, and efficacy relative
to the task. Thus, individual difference variables and environ-
mental variables which enhance an individual's feelings of competency,
self-esteem, and efficacy or affect the difficulty of the task,
should have an influence on the individual's E+P expectancy.

The valence an individual attaches to an outcome can be con-
sidered to reflect the strength of the underlying need (Lawler 1969).
Needs, it would appear, are more a function of individual difference
variables than environmental variables. Thus one would expect the
individual difference variables to have a greater impact on val-
ences than the environmental variables.

On the other hand, an individual's P+0 expectancies would seem
to be primarily a function of environmental variables. Lawler (1973),
for example, has suggested that an individual's P+0 expectancies are
more susceptible to influence by the organization than either the
individual's E-P expectancy or valences. Lawler says:

"Overall, despite the research on internal ver-
sus external control, people's perceptions of a
particular situation are most strongly influenced
by the actual situation. One of the reasons P-0

beliefs are so important is that they can be
greatly influenced by the policies and practices
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of organizations. Since P-0 beliefs are based

on the actual work situations and organizations
control some important parts of the work situation,
organizations can influence P-0 expectancies by
changing the situation. A leader's behavior,

the design of the jobs, and the pay and promotion
system all influence important P»0 beliefs and

are under the control of the organization.." (p. 57)
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Hypotheses

The hypotheses to follow were formulated from the preceding
literature review pertaining to the impact of selected individual
differences and environmental variables on the employee's expec-
tancy theory cognitions. The major overall hypothesis of this
study is that the individual difference and environmental variables
reviewed in this chapter act as causal determinants of the indi-
vidual's expectancy theory cognitions. In this multivariate
hypothesis the individual difference variables and the environ-
mental variables serve as the independent variables while the
expectancy theory cognitions serve as the dependent variables.

For the impact of the individual difference on the employee's

E+P expectancy the following relations are hypothesized:

Hypothesis 1la. The older the employee, the higher the employee's
E~+P expectancy.

Hypothesis 1b. Male employees will have a higher E+P expectancy
than female employees.

Hypothesis 1c. White employees will have a higher E+P expectancy
than non-white employees.

Hypothesis 1d. The greater the employee's tenure, the higher the
E+P expectancy of the employee.

Hypothesis le. The higher the level of educational attainment,
the higher the employee's E+P expectancy.

Hypothesis 1f. The higher the employee's position in the organi-

zational hierarchy, the higher the employee's E-+P
expectancy.

The impact of the environmental variables on the individual's

E+P expectancy is hypothesized to be as follows:



Hypothesis 2a.

Hypothesis 2b.

Hypothesis 2c.

Hypothesis 2d.

Hypothesis 2e.

Hypothesis 2f.
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The more favorable the employee's evaluation of
the supervisor, the higher the employee's E-P
expectancy.

The greater the task stimulation, the higher the
employee's E+P expectancy.

The more the employee perceives his performance
review as aiding his development, the higher the
employee's E+P expectancy.

The more the employee perceives the climate of
the organization to be democratic, the higher
the employee's E-+P expectancy.

The more the employee perceives that he is
receiving adequate feedback on his performance,
the higher the employee's E+P expectancy.

The more highly the employee evaluates the
training he received, the higher the employee's
E+P expectancy.

For the impact of individual difference variables on the indi-

vidual's P+0 expectancies, the following relationships are hypothe-

sized:

Hypothesis 3a.

Hypothesis 3b.

Hypothesis 3c.

Hypothesis 3d.

Hypothesis 3e.

Hypothesis 3f.

Male employees will have higher P+0 expectancies
than female employees.

White employees will have higher P-0 expectancies
than non-white employees.

The greater the employee's tenure, the higher the
employee's P+0 expectancies.

The higher the individual's position in the organi-
zation's hierarchy, the higher the employee's P-0
expectancies.

The higher the educational level of the employee,
the higher the employee's P+0 expectancies.

The older the employee, the higher the employee's
P+0 expectancies.



41

The impact of the environmental variables on the employee's

P+0 expectancies are hypothesized to be as follows:

Hypothesis 4a.

Hypothesis

Hypothesis

Hypothesis

Hypothesis

Hypothesis

Hypothesis

4b.

4c.

4d.

de.

4f.

4q.

The more favorable the employee's evaluation of
the supervisor, the higher the employee's P-+0
expectancies.

The higher the employee's perceptions of the
task stimulation, the higher the employee's P-+0
expectancies.

The more the employee perceives his performance
review as aiding his development, the higher the
employee's P+0 expectancies.

The more the employee perceives that he is
receiving adequate feedback on his performance,
the higher the employee's P+0 expectancies.

The more favorably the employee evaluates the
training he received, the higher the employee's
P+0 expectancies.

The more the employee perceives the climate of
the organization to be democratic, the higher
the employee's P+0 expectancies.

The more clearly the employee perceives his role,
the higher the employee's P+0 expectancies.

The impact of the individual difference and environmental

variables on the valences the employee attaches to work related

outcomes is hypothesized to be as follows:

Hypothesis

5.

Personal variables will have a greater impact
than situational variables on the valences the
individual attaches to work related outcomes.

The individual difference variables themselves are hypothe-

sized to be related to the employee's valences as follows:
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Hypothesis 6a. White employees will attach higher valences to
intrinsic rewards than non-white employees, but
non-white employees will attach higher valences
to extrinsic rewards.

Hypothesis 6b. Female employees will attach higher valences to
intrinsic rewards than male employees.

Hypothesis 6c. The older the employee the lower the valence he
: attaches to intrinsic rewards.

Hypothesis 6d. The higher the employee's position in the organi-
zation's hierarchy, the higher the valences he
attaches to intrinsic outcomes.

Hypothesis 6e. The higher the employee's level of education, the
higher the valences the employee attaches to
intrinsic outcomes.



CHAPTER I1I
METHODOLOGY

Introduction

The purpose of this chapter is to discuss the methodology
employed in this study to test the hypotheses formulated in the
preceding chapter. Included in this chapter will be a discussion
of (1) the research technique employed, (2) the sample, (3) the
exogenous and endogenous variables, and (4) the statistical methods

employed to interpret the data.

Research Technique

The research technique employed in this study is correlational
or what Scott (1974) refers to as "systematic assessment" with a
multivariate analysis of the data. This research technique was used
because (1) the data used in this study was obtained from a prior
study which employed a correlational design, and (2) it would not
be feasible to experimentally manipulate the complex (i.e., many
faceted and many sources of variation) variables of this study.

A goal of much scientific research is not simply to predict,
but to identify variables which, when they change themselves,
influence other variables, that is, to determine causal relations
among variables. While causal statements, even from experimental
designs, are always tenuous, statements of causality from nonexperi-

mental designs are even more hazardous (Blalock 1961).

43
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In attempting to make causal inferences this study encoun-
ters two difficulties: (1) natural covariates, a problem inherent
in all correlational designs, with the dependent variables which
tend to confound the interpretation of the results, and
(2) attempting to make causal inferences from nonlongitudinal
data.

Path analysis, a statistical technique based on multiple
regression methodology, provides a method which allows the
researcher to partially overcome the two difficulties above
and make causal inferences from correlational data provided the
inferences are based on a theoretical model. It is important to
note that path analysis is not a method for discovering causes,
but a method applied to a causal model formulated by the researcher
on the basis of knowledge and theoretical considerations. In
other words, path analysis is a multivariate statistical technique
which allows the researcher to examine the tenability of a
theoretical model formulated by the researcher and not a method
for formulating the model itself (Kerlinger and Pedhazur 1973).

This study will utilize path analysis to examine the extent
to which the exogenous variables of Figure 2-1 are causal deter-
minants of the employee's expectancy theory cognitions as was

suggested by the literature reviewed in the preceding chapter.
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In any research study it is clearly possible that any signi-
ficant relations obtained, regardless of the magnitude of the rela-
tionships, could be the result of chance factors alone. Greater
confidence in the obtained results are possible if the study is
replicated. This study will attempt to increase the confidence in
the obtained results by performing a cross validation. The total
sample will be divided into two subsamples and use the results
obtained from the analysis of the first subsample to predict the
results of the second subsample. The correlation between the
predicted results and the actual results for the second subsample
will give an index of the validity of the results obtained from

the analysis of the first subsample.

The Sample

The data for this research was provided by the Ford Motor
Company and represents a selected portion of a more extensive
survey conducted by Ford. The population for this study consists
of those salaried level employees of Ford Motor Company located
in North America, and at the time of the survey, the population
size was 63,710 employees. In an attempt to keep one segment of
the population from being either over represented or under
represented, a proportional stratified random sample of 3,160
employees was chosen from the population. The sample composition

is illustrated in Tables 1-6 below:
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Table 2-1
Sample Distribution by Age

No. in % of % of

Age Sample Sample Ford
Under 24 144 4% 6%
25-29 452 14% 15%
30-39 969 30% 28%
40-49 878 27% 28%
50-54 448 14% 13%
Over 55 343 11% 10%

Table 2-2
Sample Distribution by Race

No. in % of % of

Race Sample Sample Ford
Black 192 6% 4%
White 2920 92% 95%
Other 79 2% 1%

Table 2-3
Sample Distribution by Sex

No. in % of % of

Sex Sample Sample Ford
Female 248 13% 14%
Male 2728 87% 86%
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Table 2-4
Sample Distribution by Salary Grade

Salary No. in % of % of
Grade Sample Sample Ford
1-4 558 18% 22%
5-6 1038 32% 31%
7-8 1066 33% 31%
9-10 404 13% 1%
11-12 136 4% 5%
Table 2-5

Sample Distribution by Level of Supervision

Level of No. in % of % of
Supervision Sample Sample Ford

Unit 185 6%

Section 171 3%

Department - 114 3%

Foreman 443 14%

Gen. Foreman 97 3%

Superintendent 37 1%

30%
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Table 2-6

Sample Distribution by Function

. No. in % of % of
Function Sample Sample Ford
Administrative 81 2% 2%
Purchasing 101 3% 4%
Engineering 544 17% 20%
Industrial Rel. 165 5% 5%
Finance 374 12% 11%
Methods 109 3% 4%
Manufacturing 1295 41% 40%
Sales 406 13% 11%
Other 167 5% 3%

The Salaried Personnel Survey (See Appendix A) was administered
under the guidance of the Personnel Research Department of the Ford
Motor Company to each member of the sample. The completed question-
naires were returned to the Personnel Research Department, where the
data was processed and transfered to magnetic tape.

By inspection of the Survey, relevant items were selected and
requested for use in this research. The items were selected on the
basis of their content validity for the research being contemplated.
In total, one hundred and ninety-six items were requested for use
in this research. The requested items were transfered to a second
magnetic tape in such a way as to make it compatible with Michigan

State University's computer system.

Exogenous Variables

"An exogenous variable is a variable whose variability is

assumed to be determined by causes outside the causal model.
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Consequently, the determination of an exogenous variable is not
under consideration in the model. Stated differently, no attempt
is made to explain the variability of an exogenous variable or its
relations with other exogenous variables" (Kerlinger and Pedhazur,
1973, p. 308). The exogenous variables in this study are one
through twelve of the multistaged, multivariate path model of
Figure 2-1.

The scales for the exogenous variables Z7 to 212 of Figure
2-1 were first formed on a conceptual basis from an inspection of
the Salaried Personnel Survey and a review of the literature (See
Appendix B). These items were next subjected to a factor analysis
with a varimax rotation, a minimum egen value equal to one, and
with the number of factors remaining unspecified.

The criteria used to determine if the item should be retained
within the factor were: (1) the magnitude of the factor loading,
items with factor loadings of .35 or less were deleted, (2) the
magnitude of the factor loadings on a second factor, items which
loaded relatively high on a second factor were also deleted, and
(3) the psychological meaning of the item relative to the factor
items with which the item had the highest factor loading. These
criteria were evoked in an attempt to maximize the independence
and the psychological meaning of the factors. The scales formu-
lated by the factor analysis and meeting these criteria are the
ones used in the statistical analysis of this study.

The results of the factor analysis on the items forming the

exogenous scales are reported in Table 2-7 below:
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In general, the factors developed and the items within each
factor were congruent with the a priori scales. The major excep-
tion to this statement involved the supervisory dimensions which
collapsed into a single factor.

The standardized coefficient alphas for each of the six
factors used in this study are reported in Table 2-8 below:

Table 2-8
Standardized Coefficient Alphas: Exogenous Variables

Factor Coe???ggg;gii$ghas

1 Evaluation of Supervisor's Behavior .91

2 Adequacy of Performance Feedback .78

3 Evaluation of Training A

4  Performance Review Oriented Toward
Employee Development .74
Task Stimulation .82
Democratic Climate .74

Again, the scales formulated by the factor analysis, rather
than the a priori scales, are the ones used in the statistical
analysis of the data.

The exogenous variable race was collapsed from its original
six nominal categories into a dichotomized variable with the cat-
eories white and non-white and subsequently treated as a dummy
variable in the statistical analysis of the data as was the exo-
genous variable sex.

The exogenous variable level of education was transformed from

a nominal scale to the continuous variable years of education. The
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transformation was as follows: the category eight grade education
was set equal to eight years of education, a high school education
was transformed to twelve years of education, the categories some
college or technical school were transformed to fourteen years of
education, a bachelor's degree was transformed to sixteen years

of education, and a master's degree or higher was transformed to
eighteeen years of education.

The exogenous variables age, tenure, and salary level were
ordinal scales each having six unequal response alternatives and
were not altered. Labovitz (1967) has suggested that the use of
ordinal scales rather than interval scales does not seriously
alter the results.

A direct measure of organizational level was not available,
however, since salary level and level in the organization are
assumed to be highly correlated it was decided to use salary

level as a surrogate measure of organization level.

Endogenous Variables

"An endogenous variable is one whose variation is explained
by exogenous or endogenous variables in the system." (Kerlinger
and Pedhazur 1973) As illustrated in Figure 2-1, two categories
of endogenous variables were measured in this study: (1) job
performance, and (2) expectancy theory cognitions.

The first endogenous variable of this study is how the indi-
vidual perceives the evaluation of his performance level by

(1) himself, (2) his supervisor, and (3) his co-workers. Job
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performance was measured by taking the mean of the five items

reported in Figure 2-2 below:

Item Content Response Alternative

Above Below
High Average Average Average Low

How would you rate the amount
of work you do?

How would you rate the quality
of work you do?

Overall, how would your super-
visor rate your work?

Overall, how would your co-
workers rate your work?

Higher Higher Lower Lower
Than Than Equal Than Than
Most  Some Some Most
In comparison with people
doing jobs similar to mine,
I feel my last performance
Rating was:
Figure 2-2

Job Performance Scale

The intercorrelations among the five job performance items are

reported in Table 2-9 below:
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Table 2-9

Intercorrelation Matrix of Job Performance Items

Item
Content 1 2 3 4 5

Perception of:

1 Amount of work done .00

2 Quality of work done .38 .00

3 Supervisor's rating .57 .65 .00

4 Co-worker's rating .56 .38 .69 .00

5 Comparison of perfor- .27 .36 .30 .21 1.00

mance with co-workers

The second and most significant category of endogenous variables
in this study is the employee's expectancy theory cognitions, that
is, the employee's effort-performance, performance-outcome, and
valence cognitions. These variables will assume endogenous variable
status as (1) clusters of related items, and (2) as components of
the following formula: E-P[z[(P-0)(V)J]. The items used to assess
the magnitude of each of these variables for significant work related
outcomes can be found in the Salary Personnel Survey of Appendix A.
Specifically, the individual's E-P expectancy was measured with item
217, the individual's P-0 expectancies were measured with items 117
through 140, and finally, the individual's valences were measured
with items 141 through 166 of the survey.

The items used to assess the individual's P-0 expectancies were
subjected to a factor analysis with a varimax rotation, a minimum

eigen value equal to one, and with an unspecified number of factors
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allowed to be created. The results of the factor analysis are

reported in Table 2-10 below:
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The intercorrelations among the five expectancy factors are

reported in Table 2-11 below:

Table 2-11

Intercorrelation Matrix of Expectancy Factors

Factor 1 Factor 2 Factor 3 Factor 4 Factor 5

1 1.00

2 .09 1.00

3 .54 .06 1.00

4 - .12 .08 - .14 1.00

5 .22 .32 17 - .01 1.00

The high correlation between factor one and factor three, along
with the psychological similarity of the factors, suggests that these
two factors can be treated as a single factor. Similarly, factors
two and five have similar psychological meaning and a relatively high
correlation coefficient, thus, these two factors will also be treated
as a single factor in the analysis of the data. Thus, three clusters
of performance-to-outcome beliefs are discernable: (1) factors one
and three which form a set of beliefs that high performance will lead
to positively valent outcomes (+P++V), (2) factor four which forms
a set of beliefs that high performance will lead to negatively valent
outcomes (+P+-V), and (3) factors two and five which form a set of
beliefs that low performance will lead to negatively valent outcomes

(-P~v).
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The items used to assess the employee's valences were first
rescored from positive four to negative four and then subjected
to a factor analysis with varimax rotation, a minimum eigen value
equal to one, and with an unspecified number of factors allowed
to be created. Items were retained within a factor provided
they met the previously defined criteria. The results of the
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