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Preface	  

	  

This	  master	  thesis	  was	  written	  as	  a	  conclusion	  to	  the	  Executive	  MBA	  program	  at	  the	  

University	  of	  Stavanger.	  	  The	  process	  of	  completing	  this	  work	  has	  been	  challenging,	  

interesting	  and	  rewarding.	  Through	  many	  years	  of	  work	  experience,	  I	  have	  always	  been	  

interested	  in	  the	  performance	  appraisal	  process	  and	  work	  motivation,	  so	  this	  was	  a	  

great	  opportunity	  to	  gain	  better	  insight	  into	  these	  subject	  areas.	  

	  

I	  would	  like	  to	  extend	  my	  gratitude	  to	  those	  who	  have	  contributed	  to	  the	  completion	  of	  

this	  work.	  	  I	  would	  like	  to	  thank	  my	  advisor,	  Thomas	  Laudal,	  for	  providing	  constructive	  

advice.	  	  This	  was	  a	  great	  help	  for	  me	  in	  structuring	  and	  completing	  this	  work.	  	  My	  

appreciation	  is	  also	  extended	  to	  those	  who	  took	  the	  time	  to	  respond	  to	  my	  survey	  and	  to	  

the	  human	  resource	  department	  in	  the	  participating	  organization	  who	  made	  this	  

research	  project	  possible.	  	  Finally,	  I	  would	  like	  to	  thank	  my	  family	  for	  supporting	  me	  

during	  this	  process.	  	  	  	  	  

	  

	  

Deanna	  Scott	  

May	  2015	  

	  

	  

	  

	  

	  

	  

	  

	  

	  

	  

	  

	  

	   	  



	   3	  

	  

Abstract	  

	  

The	  aim	  of	  this	  study	  was	  to	  examine	  job	  performance	  feedback	  and	  its	  impact	  on	  work	  

motivation.	  	  Quantitative	  data	  from	  221	  employees,	  working	  for	  an	  organization,	  was	  

gathered	  and	  hypotheses	  were	  tested	  using	  variables	  identified	  by	  the	  self-‐

determination	  theory	  of	  motivation	  and	  human	  resource	  literature	  surrounding	  

performance	  appraisal	  effectiveness.	  	  The	  findings	  revealed	  that	  satisfaction	  with	  

performance	  feedback	  is	  a	  moderate	  predictor	  of	  intrinsic	  motivation	  in	  a	  work	  setting.	  	  

It	  was	  also	  found	  that	  informal,	  day-‐to-‐day	  feedback	  was	  a	  much	  stronger	  predictor	  of	  

feedback	  satisfaction	  than	  a	  quality	  performance	  appraisal	  session.	  	  Furthermore,	  the	  

study	  provided	  empirical	  support	  for	  some	  individual	  differences,	  which	  influence	  these	  

relationships.	  	  For	  employees	  with	  a	  low	  autonomy	  orientation,	  feedback	  played	  a	  more	  

important	  role	  in	  enhancing	  motivation	  than	  for	  employees	  with	  a	  high	  autonomy	  

orientation.	  This	  indicates	  that	  autonomy	  orientation	  is	  a	  moderator	  in	  the	  relationship	  

between	  job	  performance	  feedback	  and	  work	  motivation.	  Different	  perceptions	  of	  the	  

informal	  feedback	  environment	  were	  also	  found	  to	  exist	  between	  employees	  in	  differing	  

roles,	  which	  in	  turn	  impacted	  both	  satisfaction	  with	  feedback	  and	  intrinsic	  motivation	  

for	  these	  groups.	  

	  

This	  research	  underscores	  the	  importance	  of	  the	  role	  that	  leaders	  play	  with	  regards	  to	  

providing	  employees	  with	  a	  supportive	  feedback	  environment	  and	  how	  the	  organization	  

should	  prioritize	  with	  regards	  to	  facilitating	  this.	  Future	  research	  should	  continue	  to	  

move	  away	  from	  the	  traditional	  performance	  appraisal	  process	  to	  a	  more	  holistic	  

contextual	  view,	  considering	  both	  the	  day-‐to-‐day	  feedback	  environment	  and	  the	  needs	  

of	  the	  individual.	  

	  

	  

	  

	  

	  

Key	  Words:	  motivation,	  feedback,	  performance	  appraisal,	  self-‐determination	  theory,	  

autonomy,	  human	  resource	  management	   	  



	   4	  

Table	  of	  Contents	  

Chapter	  1	  Introduction	  .................................................................................................................	  5	  
1.1	  BACKGROUND	  ...............................................................................................................................................................	  5	  
1.2	  PURPOSE	  AND	  STRUCTURE	  .........................................................................................................................................	  7	  

Chapter	  2	  Theory	  ............................................................................................................................	  8	  
2.1	  INTRODUCTION	  TO	  MAIN	  THEORETICAL	  PERSPECTIVES	  .....................................................................................	  8	  
2.2	  INTRINSIC	  MOTIVATION	  AND	  THE	  SELF-‐DETERMINATION	  THEORY	  .................................................................	  9	  
2.2.1	  Fundamental	  Needs	  and	  the	  Social	  Environment	  ...............................................................................	  9	  
2.2.2	  Individual	  Differences	  .................................................................................................................................	  12	  

2.3	  STRATEGIC	  HUMAN	  RESOURCE	  MANAGEMENT	  ..................................................................................................	  13	  
2.3.1	  Performance	  Appraisal	  Effectiveness	  ...................................................................................................	  14	  

2.4	  LEADERSHIP	  AND	  SOCIAL	  EXCHANGE	  THEORY	  ...................................................................................................	  17	  
2.5	  EVALUATION	  AND	  SUMMARY	  ..................................................................................................................................	  18	  
2.6	  MODEL	  AND	  HYPOTHESES	  .......................................................................................................................................	  19	  

Chapter	  3	  Design	  and	  Methodology	  ........................................................................................	  22	  
3.1	  RESEARCH	  DESIGN	  ....................................................................................................................................................	  22	  
3.2	  PARTICIPANTS	  ...........................................................................................................................................................	  23	  
3.3	  MEASURES	  ..................................................................................................................................................................	  24	  
3.4	  ETHICAL	  CONSIDERATIONS	  .....................................................................................................................................	  31	  
3.5	  PROCEDURE	  AND	  ACHIEVED	  SAMPLE	  ...................................................................................................................	  32	  
3.6	  RELIABILITY	  AND	  VALIDITY	  ....................................................................................................................................	  32	  
3.7	  STATISTICAL	  ANALYSIS	  PROCEDURES	  ...................................................................................................................	  35	  

Chapter	  4	  Results	  ..........................................................................................................................	  37	  
4.1	  MEAN	  AND	  BIVARIATE	  CORRELATIONS:	  CONTINUOUS	  VARIABLES	  ................................................................	  37	  
4.2	  REGRESSION	  ANALYSIS:	  PREDICTOR	  VARIABLES	  OF	  INTRINSIC	  MOTIVATION	  .............................................	  38	  
4.3	  REGRESSION	  ANALYSIS:	  PREDICTOR	  VARIABLES	  OF	  FEEDBACK	  SATISFACTION	  ..........................................	  39	  
4.4	  COMPARISON	  OF	  GROUPS	  ........................................................................................................................................	  40	  

Chapter	  5	  Discussion	  ...................................................................................................................	  44	  
5.1	  DISCUSSION	  OF	  FINDINGS	  ........................................................................................................................................	  44	  
5.2	  CHALLENGES	  AND	  LIMITATIONS	  ............................................................................................................................	  54	  

Chapter	  6	  Conclusion	  ...................................................................................................................	  57	  
References	  .......................................................................................................................................	  59	  

Appendices	  ......................................................................................................................................	  63	  
APPENDIX	  1:	  QUESTIONNAIRE	  SURVEY	  .......................................................................................................................	  63	  
APPENDIX	  2:	  PRINCIPAL	  COMPONENT	  ANALYSIS	  ......................................................................................................	  74	  
APPENDIX	  3:	  DESCRIPTIVE	  STATISTICS,	  CORRELATION	  AND	  REGRESSION	  ANALYSIS	  .......................................	  75	  
APPENDIX	  4:	  COMPARISON	  IN	  GROUPS:	  T-‐TESTS,	  ANOVA,	  CORRELATION	  .........................................................	  78	  
APPENDIX	  5:	  LIST	  OF	  FIGURES	  ......................................................................................................................................	  84	  

	  
	  
	  
	  
	  
	  
	  
	  

	  



	   5	  

Chapter	  1	  Introduction	  

	  

1.1 Background	  

	  

How	  does	  a	  leader	  motivate	  employees?	  	  This	  is	  a	  broad	  question	  that	  leaders	  often	  ask	  

(Martinsen,	  2012).	  	  It	  is	  recognized	  that	  people,	  when	  at	  their	  best,	  can	  be	  proactive,	  

engaged	  and	  self-‐motivated	  but	  there	  are	  also	  many	  instances	  when	  people	  become	  

passive,	  alienated	  and	  irresponsible	  (Ryan	  &	  Deci,	  2000,	  p.68).	  	  When	  considered	  in	  a	  

work	  setting,	  employees	  who	  lack	  motivation	  can	  cost	  an	  organization	  in	  terms	  of	  

productivity,	  safety	  and	  competitiveness.	  	  On	  the	  other	  hand,	  employees	  that	  are	  highly	  

motivated	  can	  give	  an	  organization	  a	  competitive	  edge.	  	  Motivation	  is	  shown	  to	  be	  a	  

predictor	  of	  performance	  (Cerasoli,	  Nicklin,	  &	  Ford,	  2014)	  and	  is	  often	  categorized	  as	  

either	  intrinsic	  or	  extrinsic.	  While	  extrinsically	  motivated	  behaviour	  are	  governed	  by	  the	  

prospect	  of	  instrumental	  gain	  and	  loss,	  intrinsically	  motivated	  behaviours	  are	  engaged	  

for	  their	  very	  own	  sake,	  out	  of	  task	  enjoyment	  and	  not	  because	  of	  a	  specific	  reward.	  	  

Therefore	  it	  is	  easy	  to	  see	  the	  importance	  of	  intrinsic	  motivation,	  especially	  in	  the	  long-‐

term,	  but	  what	  can	  be	  done	  to	  enhance	  it?	  

	  

Motivational	  theories	  have	  given	  varying	  criteria	  for	  work	  motivation	  ranging	  from	  

fulfillment	  of	  needs,	  to	  creation	  of	  job	  content	  and	  context,	  to	  goal	  setting	  and	  

performance	  management	  (Martinsen,	  2012).	  One	  of	  the	  criteria	  that	  shows-‐up	  across	  

various	  motivational	  theories	  is	  feedback	  (e.g	  Locke	  &	  Latham,	  2002;	  Ryan	  &	  Deci,	  

2000).	  	  Work	  motivation	  is	  influenced	  by	  receiving	  information	  on	  the	  results	  of	  work	  

efforts.	  	  In	  alignment	  with	  these	  theories,	  organizational	  development	  and	  human	  

resource	  policies	  have	  sought	  to	  increase	  organizational	  effectiveness	  by	  designing	  

organizations	  which	  facilitate	  various	  criteria	  related	  to	  work	  motivation.	  	  Performance	  

appraisal	  is	  often	  considered	  one	  of	  the	  most	  important	  human	  resource	  (HR)	  practices	  

(Boswell	  &	  Boudreau,	  2002),	  providing	  a	  framework	  to	  regulate	  and	  enhance	  a	  leader’s	  

ability	  to	  provide	  important	  feedback.	  	  This	  is	  one	  of	  the	  mechanisms	  that	  a	  leader	  can	  

potentially	  use	  to	  motivate	  his	  or	  her	  employees.	  	  

	  

However	  the	  topic	  of	  feedback	  and	  performance	  appraisal	  also	  seems	  to	  create	  a	  great	  

deal	  of	  dissatisfaction	  amongst	  employees.	  	  It	  has	  been	  claimed	  that	  feedback	  actually	  
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leads	  to	  worse	  presentation	  one	  third	  of	  the	  time	  and	  that	  evaluations	  based	  on	  annual	  

ratings	  can	  be	  perceived	  as	  inaccurate,	  unfair	  or	  judgemental	  (Kuvaas,	  2014).	  However	  

removing	  the	  evaluation	  aspect	  and	  focusing	  on	  developmental	  feedback	  does	  not	  

necessarily	  lead	  to	  better	  outcomes	  either	  (Boswell	  &	  Boudreau,	  2002).	  	  Based	  on	  these	  

observations,	  the	  effectiveness	  of	  performance	  appraisals	  and	  feedback	  is	  seemly	  

limited	  much	  of	  the	  time.	  	  It	  also	  seems	  questionable	  that	  a	  performance	  appraisal,	  

lasting	  perhaps	  one	  or	  two	  hours	  per	  year,	  can	  really	  have	  that	  much	  impact	  in	  itself	  on	  

a	  person’s	  performance	  for	  the	  remainder	  of	  the	  year.	  	  

	  

The	  media	  often	  presents	  articles	  reporting	  how	  feedback	  is	  perceived	  as	  overwhelming	  

and	  controlling	  (e.g	  Sjøberg,	  2014,	  “Control,	  control	  control”,	  2015).	  	  But,	  on	  the	  other	  

hand,	  it	  is	  reported	  that	  employees	  do	  not	  feel	  that	  they	  get	  enough	  regular	  feedback	  on	  

the	  job	  (e.g	  Hellstrøm,	  2013,	  “Four	  of	  ten..”,	  2011)	  	  

	  

When	  considered	  from	  a	  leader’s	  perspective,	  these	  mixed	  messages	  create	  uncertainty	  

with	  regards	  to	  job	  performance	  feedback	  and	  its	  role	  in	  motivating	  employees.	  	  There	  

clearly	  seems	  to	  be	  a	  balance,	  which	  is	  difficult	  to	  meet,	  despite	  the	  well	  intended	  polices	  

in	  the	  work	  setting.	  	  	  

	  

The	  relationship	  between	  feedback	  and	  work	  motivation	  is	  therefore	  an	  important	  area	  

of	  research	  for	  many	  reasons.	  	  This	  is	  an	  issue	  that	  impacts	  virtually	  all	  employees,	  their	  

leaders	  and	  ultimately	  the	  organizations	  they	  belong	  to.	  	  Motivation	  is	  a	  fundamental	  

component	  of	  any	  credible	  model	  of	  human	  performance	  (Pinder,	  2011	  as	  cited	  in	  

Cerasoli	  et	  al.,	  2014)	  and	  therefore	  a	  key	  contributor	  to	  competiveness	  and	  success	  in	  an	  

organization.	  	  If	  as	  suggested,	  one	  third	  of	  employees	  are	  actually	  demotivated	  by	  job	  

performance	  feedback,	  a	  major	  potential	  is	  lost	  for	  any	  organization	  and	  a	  major	  

improvement	  potential	  exists	  with	  regards	  to	  feedback	  processes	  and	  policies	  and	  the	  

way	  in	  which	  they	  are	  implemented.	  	  A	  positive	  psychosocial	  work	  environment	  is	  

important	  to	  prevent	  sick	  leave	  and	  other	  health	  problems	  (“Four	  of	  ten..,”	  2011).	  

Therefore	  creating	  positive	  feedback	  environments	  are	  also	  an	  important	  key	  to	  

managing	  work	  related	  stress	  and	  personal	  wellbeing.	  Finally,	  the	  workplace	  and	  the	  

norms	  of	  leaders	  and	  employees	  are	  continually	  evolving.	  	  Therefore	  there	  will	  continue	  
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to	  be	  a	  need	  to	  understand	  how	  well	  established	  practices	  should	  be	  adapted	  to	  meet	  

the	  changing	  needs	  of	  both	  the	  employees	  and	  their	  organizations	  

	  

1.2 Purpose	  and	  Structure	  	  

	  

The	  aim	  of	  this	  research	  is	  to	  examine	  the	  relationship	  between	  feedback	  and	  

motivation	  in	  order	  to	  answer	  the	  following	  question;	  how	  does	  feedback	  in	  a	  work	  

setting	  contribute	  to	  work	  motivation?	  	  In	  order	  to	  examine	  this	  problem,	  the	  following	  

research	  questions	  will	  be	  addressed:	  

	  

Research	  Question	  1:	  Is	  job	  performance	  feedback	  an	  important	  driver	  of	  intrinsic	  

motivation	  in	  a	  work	  setting?	  

	  

Research	  Question	  2:	  Feedback	  between	  leader	  and	  employee	  can	  be	  informal	  or	  a	  part	  

of	  a	  formal	  performance	  appraisal	  process;	  how	  do	  these	  feedback	  types	  compare	  in	  

terms	  of	  importance	  and	  what	  is	  the	  significance	  of	  the	  leadership	  role	  in	  this	  exchange?	  

	  

Research	  Question	  3:	  Do	  significant	  individual	  differences	  exist	  between	  either	  

individuals	  or	  groups	  of	  employees,	  which	  should	  be	  taken	  into	  account	  when	  giving	  an	  

employee	  job	  performance	  feedback?	  

	  

The	  problem	  will	  be	  approached	  mainly	  from	  the	  perspective	  of	  frontline	  leader	  and	  

therefore	  analysis	  will	  be	  based	  on	  the	  perspective	  of	  the	  individual	  employee,	  which	  of	  

course	  is	  the	  building	  block	  for	  the	  organization.	  The	  problem	  will	  be	  analyzed	  with	  a	  

basis	  in	  the	  existing	  motivation	  literature.	  	  Human	  resource	  literature	  surrounding	  

performance	  appraisal	  and	  feedback	  will	  also	  form	  the	  basis	  from	  which	  to	  examine	  the	  

effectiveness	  of	  these	  feedback	  processes.	  	  	  To	  gain	  insight	  into	  employee	  perceptions	  

and	  experiences	  with	  feedback,	  empirical	  data	  will	  be	  collected	  from	  the	  individual	  

employees	  in	  an	  organization.	  This	  study	  will	  seek	  to	  identify	  relationships	  between	  

applicable	  variables	  using	  this	  data.	  

	  

	  

	  



	   8	  

Chapter	  2	  Theory	  

	  

2.1	  Introduction	  to	  Main	  Theoretical	  Perspectives	  

	  

Research	  regarding	  motivation	  is	  quite	  extensive	  and	  complex.	  Various	  perspectives	  

have	  been	  taken	  to	  study	  human	  motivation,	  which	  is	  relevant	  for	  various	  domains	  in	  

life	  including	  work.	  	  As	  a	  result	  various	  theories	  have	  been	  proposed.	  	  	  

	  

The	  following	  examples	  are	  just	  a	  few	  of	  the	  commonly	  cited	  theories,	  although	  several	  

other	  theories	  of	  motivation	  have	  been	  developed.	  Herzberg	  presents	  a	  two-‐factor	  

model	  in	  which	  work	  consists	  of	  motivating	  factors,	  such	  as	  challenging	  work	  and	  

responsibility	  and	  then	  hygiene	  factors,	  which	  do	  not	  give	  positive	  satisfaction	  or	  

motivation,	  although	  dissatisfaction	  can	  result	  due	  to	  their	  absence	  (Herzberg,	  1966	  as	  

cited	  in	  Gagné	  &	  Deci,	  2005).	  Hackman	  and	  Oldham	  present	  a	  job	  characteristics	  model	  

in	  which	  it	  is	  argued	  that	  optimal	  design	  of	  jobs	  is	  the	  most	  effective	  means	  of	  

motivating	  individuals	  (Hackman	  &	  Oldham,	  1980	  as	  cited	  in	  Gagné	  &	  Deci,	  2005).	  	  

Locke	  and	  Latham	  outlined	  a	  goal-‐setting	  theory,	  indicating	  that	  motivation	  and	  

performance	  are	  created	  through	  definition	  of	  specific	  and	  challenging	  goals	  combined	  

with	  the	  influence	  of	  various	  moderators	  and	  mechanisms	  (Locke	  &	  Latham,	  2002).	  	  

Whereas	  Deci	  &	  Ryan	  have	  developed	  the	  self-‐determination	  theory,	  which	  separates	  

intrinsic	  and	  extrinsic	  motivation	  with	  intrinsic	  motivating	  being	  enhanced	  with	  

fulfillment	  of	  the	  needs	  of	  autonomy,	  competence	  and	  relatedness	  (Ryan	  &	  Deci,	  2000).	  	  

The	  theories	  have	  both	  similarities	  and	  differences.	  Feedback	  as	  a	  variable	  is	  one	  of	  the	  

similarities.	  	  	  

	  

For	  the	  purposes	  of	  this	  research,	  motivation	  will	  be	  examined	  from	  the	  perspective	  of	  

intrinsic	  motivation,	  with	  consideration	  given	  to	  individual	  differences.	  	  Therefore	  the	  

self-‐determination	  theory	  has	  been	  chosen	  as	  the	  main	  theoretical	  perspective	  for	  work	  

motivation	  as	  it	  addresses	  both	  of	  these	  issues.	  	  	  

	  

On	  an	  organizational	  level,	  there	  is	  also	  and	  interest	  in	  understanding	  what	  specific	  

policies	  make	  companies	  productive	  and	  profitable	  and	  how	  and	  why	  these	  policies	  are	  

effective.	  	  Research	  in	  this	  area	  has	  lead	  to	  the	  identification	  of	  a	  set	  of	  human	  resource	  
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practices,	  coined	  “best	  practice	  human	  resource	  management”	  which	  drive	  various	  

individual	  and	  organizational	  mechanisms	  such	  as	  motivation	  and	  commitment	  which	  in	  

turn	  lead	  to	  better	  performance.	  Performance	  appraisal	  is	  one	  of	  the	  elements	  that	  have	  

been	  identified	  in	  this	  set	  of	  practices	  (Huselid	  &	  Becker,	  2011),	  which	  represents	  a	  

formalized	  feedback	  process.	  Feedback	  can	  however	  come	  in	  many	  forms	  and	  have	  

different	  objectives	  and	  outcomes.	  	  A	  body	  of	  research	  surrounding	  the	  contributors	  to	  

effectiveness	  and	  outcomes	  of	  job	  performance	  feedback	  based	  on	  performance	  

appraisal	  effectiveness	  has	  therefore	  developed	  over	  time,	  which	  will	  be	  examined	  as	  a	  

part	  of	  this	  research.	  	  

	  

Finally,	  the	  role	  of	  the	  leader	  will	  also	  be	  examined	  given	  the	  responsibility	  a	  leader	  has	  

for	  delivering	  performance	  feedback	  to	  the	  employee,	  thus	  creating	  an	  important	  

exchange	  between	  employer	  and	  employee.	  	  This	  relationship	  will	  be	  examined	  through	  

the	  lens	  of	  social	  exchange	  theory.	  	  

	  

2.2	  Intrinsic	  Motivation	  and	  the	  Self-‐Determination	  Theory	  

	  

2.2.1	  Fundamental	  Needs	  and	  the	  Social	  Environment	  

	  

The	  self-‐determination	  theory,	  through	  empirical	  research	  has	  identified	  three	  needs;	  

competence,	  relatedness	  and	  autonomy	  of	  which	  fulfillment	  is	  essential	  in	  order	  to	  

maintain	  or	  enhance	  intrinsic	  motivation	  (Ryan	  &	  Deci,	  2000).	  	  A	  central	  distinction	  in	  

the	  theory	  is	  between	  autonomous	  motivation	  and	  controlled	  motivation.	  	  Autonomous	  

motivation	  involves	  acting	  with	  a	  sense	  of	  being	  able	  to	  make	  and	  act	  on	  decisions	  and	  

having	  the	  experience	  of	  choice,	  whereas	  controlled	  motivation	  is	  applied	  in	  someway	  

by	  someone	  else	  to	  achieve	  a	  specific	  outcome	  (Gagné	  &	  Deci,	  2005).	  This	  theory	  of	  

motivation	  has	  been	  tested	  and	  applied	  across	  various	  domains	  such	  as	  education,	  

healthcare,	  sport	  and	  work	  environments.	  	  

	  

Ryan	  and	  Deci’s	  self-‐determination	  theory	  presents	  motivation	  as	  a	  continuum,	  on	  one	  

end	  is	  intrinsic	  motivation	  and	  on	  the	  other	  end	  is	  amotivation.	  	  Intrinsic	  motivation	  is	  

characterized	  by	  interest	  and	  enjoyment	  in	  the	  task	  and	  is	  inherently	  self-‐determined.	  	  

This	  type	  of	  motivation	  is	  autonomous.	  	  Amotivation	  is	  wholly	  lacking	  self-‐
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determination	  and	  represents	  a	  complete	  lack	  of	  intention	  and	  motivation	  (Gagné	  &	  

Deci,	  2005).	  	  In	  the	  middle	  of	  this	  continuum	  are	  stages	  of	  extrinsic	  motivation,	  which	  

have	  incremental	  degrees	  of	  self-‐determination,	  ranging	  from	  autonomous	  to	  controlled.	  	  

Because	  extrinsically	  motivated	  behaviours	  are	  not	  typically	  interesting,	  at	  least	  not	  to	  

the	  same	  degree,	  the	  primary	  reason	  people	  initially	  perform	  such	  actions	  is	  because	  the	  

behaviours	  are	  prompted,	  modeled	  or	  valued	  by	  others	  to	  whom	  they	  feel	  attached	  or	  

related.	  When	  an	  extrinsically	  motivated	  activity	  becomes	  internalized	  (people	  identify	  

with	  the	  value	  of	  a	  behavior	  for	  their	  own	  self-‐selected	  goals),	  the	  motivation	  becomes	  

autonomous	  as	  well	  and	  is	  therefore	  closely	  related	  to	  intrinsic	  motivation.	  	  In	  a	  work	  

context	  this	  is	  demonstrated	  by	  being	  willing	  to	  do	  tasks	  that	  are	  not	  necessarily	  

interesting	  because	  one	  appreciates	  the	  importance	  of	  the	  activity	  (Gagné	  &	  Deci,	  2005).	  

Relatedness	  is	  centrally	  important	  for	  internalization,	  but	  competence	  and	  autonomy	  

will	  also	  facilitate	  internalization	  (Ryan	  &	  Deci,	  2000).	  

	  

When	  self-‐determination	  theory	  is	  considered	  in	  the	  context	  of	  a	  work	  setting,	  aspects	  of	  

the	  job	  and	  the	  work	  climate	  will	  impact	  the	  motivation	  of	  the	  employees.	  	  The	  theory	  

also	  recognizes	  the	  individual	  differences	  of	  the	  employees	  have	  an	  impact	  on	  their	  

motivation.	  	  The	  aspect	  then	  of	  feedback	  and	  performance	  appraisal	  at	  work	  will	  be	  a	  

part	  of	  the	  environment,	  which	  will	  shape	  and	  influence	  employee	  motivation	  based	  on	  

the	  fulfillment	  of	  the	  needs	  of	  autonomy,	  relatedness	  and	  competence.	  	  	  This	  will	  then	  

ultimately	  impact	  important	  related	  outcomes	  including	  job	  satisfaction,	  organizational	  

trust,	  commitment	  and	  job	  performance	  as	  illustrated	  in	  Figure	  1	  (Gagné	  &	  Deci,	  2005).	  	  	  
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Figure	  1:	  Self-‐determination	  theory	  model	  of	  work	  motivation	  (Gagné	  &	  Deci,	  2005)	  	  

	  

On	  an	  experimental	  level,	  meta-‐analysis	  has	  confirmed	  that	  positive	  feedback	  enhances	  

intrinsic	  motivation,	  and	  further	  more	  it	  has	  been	  demonstrated	  that	  controlling	  

positive	  feedback	  leads	  to	  less	  intrinsic	  motivation	  than	  informational	  positive	  feedback	  

(Deci,	  Koestner,	  &	  Ryan,	  1999).	  	  	  It	  has	  also	  been	  shown	  experimentally	  that	  supervisor	  

feedback	  was	  found	  to	  increase	  a	  subordinate’s	  self-‐perceived	  competence,	  thus	  leading	  

to	  enhanced	  intrinsic	  motivation	  (Harackiewicz	  &	  Larson,	  1986).	  	  	  

	  

Therefore,	  in	  line	  with	  this	  theory	  and	  applied	  in	  a	  work	  setting,	  intrinsic	  motivation	  will	  

increase	  if	  performance	  feedback	  enhances	  the	  perception	  of	  competence.	  Feedback	  

given	  to	  underscore	  the	  importance	  of	  one’s	  tasks	  in	  terms	  of	  the	  goals	  and	  values	  of	  the	  

company,	  providing	  meaning	  rationale	  for	  behaviour	  and	  providing	  support	  for	  

autonomy	  will	  also	  enhance	  intrinsic	  motivation.	  	  Systematic	  feedback	  on	  work	  

performance	  may	  also	  impact	  intrinsic	  motivation	  through	  increased	  experienced	  

responsibility	  of	  outcomes	  and	  knowledge	  of	  the	  actual	  results	  of	  the	  work	  (Ryan	  &	  Deci,	  

2000).	  	  	  

	  

The	  self-‐determination	  theory	  has	  been	  further	  applied	  in	  the	  Norwegian	  workplace	  

setting	  showing	  that	  performance	  appraisal	  satisfaction	  and	  intrinsic	  motivation	  have	  a	  

positive	  relationship	  and	  that	  intrinsic	  motivation	  can	  be	  a	  mediator	  in	  the	  relationship	  

between	  performance	  appraisal	  satisfaction	  and	  job	  performance	  (Kuvaas,	  2006).	  	  Thus	  
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suggesting	  also	  that	  intrinsic	  motivation	  is	  the	  key	  when	  striving	  for	  performance.	  Meta-‐

analysis	  of	  intrinsic	  motivation	  and	  extrinsic	  incentives	  shows	  that	  there	  is	  a	  consistent	  

positive	  relationship	  between	  intrinsic	  motivation	  and	  performance	  especially	  for	  tasks	  

that	  require	  quality,	  not	  just	  quantity	  (Cerasoli	  et	  al.,	  2014).	  	  	  

	  

In	  summary,	  there	  is	  clear	  evidence	  that	  intrinsic	  motivation	  is	  an	  individual	  

psychological	  mechanism	  through	  which	  positive	  outcomes	  are	  achieved.	  As	  such	  a	  

leader	  and	  organizations	  should	  have	  focus	  on	  creating	  contexts	  that	  are	  supportive	  of	  

this.	  	  

	  

2.2.2	  Individual	  Differences	  

	  

The	  self-‐determination	  theory	  addresses	  that	  there	  are	  individual	  differences	  with	  

regards	  to	  initiation	  and	  regulation	  of	  behaviour,	  which	  are	  referred	  to	  as	  general	  

causality	  orientations,	  which	  are	  trait-‐like	  concepts.	  	  These	  orientations	  index	  the	  

degree	  to	  which	  people	  are	  autonomy	  oriented,	  control	  oriented	  and	  impersonally	  

oriented.	  	  	  Autonomy	  oriented	  individuals	  tend	  to	  experience	  social	  contexts	  and	  

autonomy	  supportive;	  whereas	  control	  oriented	  individuals	  can	  experience	  the	  same	  

context	  as	  controlling.	  	  Impersonal	  orientations	  reflect	  the	  general	  tendency	  to	  be	  

amotivated,	  fully	  lacking	  in	  any	  type	  of	  motivation.	  	  Therefore	  as	  illustrated	  in	  Figure	  1,	  

the	  concept	  of	  autonomous	  motivation	  for	  one’s	  job	  is	  predicted	  by	  not	  only	  the	  aspects	  

of	  the	  social	  environment,	  but	  is	  also	  predicted	  by	  these	  individual	  differences	  (Gagné	  &	  

Deci,	  2005).	  	  	  

	  

Kuvaas	  (2007)	  found	  that	  the	  autonomy	  orientation	  strongly	  moderated	  the	  

relationship	  between	  the	  perceptions	  of	  a	  developmental	  performance	  appraisal	  and	  

work	  performance.	  	  In	  this	  research	  population,	  the	  relationship	  between	  the	  perception	  

of	  the	  performance	  appraisal	  and	  work	  performance	  was	  only	  positive	  for	  employees	  

with	  a	  weak	  autonomy	  orientation,	  suggesting	  that	  for	  employees	  with	  a	  low	  autonomy	  

orientation,	  positive	  feedback	  and	  satisfaction	  with	  feedback	  will	  be	  more	  important	  

contributor	  to	  intrinsic	  motivation.	  	  Employees	  with	  a	  high	  autonomy	  orientation	  may	  

cross	  over	  into	  a	  control	  orientation	  and	  therefore	  experience	  performance	  appraisal	  as	  
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controlling.	  	  In	  alignment	  with	  the	  self-‐determination	  theory	  these	  individuals,	  may	  then	  

experience	  a	  loss	  of	  autonomy	  and	  erosion	  of	  intrinsic	  motivation	  (Kuvaas,	  2007).	  	  

	  

Based	  on	  these	  findings,	  we	  can	  view	  an	  individual’s	  autonomy	  orientation	  as	  both	  a	  

predictor	  of	  intrinsic	  motivation,	  but	  also	  as	  a	  moderator	  of	  the	  relationships	  between	  

contextual	  elements	  and	  intrinsic	  motivation.	  

	  

2.3	  Strategic	  Human	  Resource	  Management	  

	  

Significant	  research	  efforts	  have	  been	  put	  into	  studying	  why	  some	  businesses	  over	  time	  

perform	  better	  than	  others.	  	  As	  summarized	  by	  Huselid	  and	  Becker,	  since	  the	  1990’s,	  

over	  300	  academic	  articles	  have	  been	  published	  in	  academic	  literature	  relating	  to	  HR	  

strategy.	  	  The	  primary	  conclusions	  from	  this	  line	  of	  research	  have	  been	  that	  the	  financial	  

returns	  to	  investments	  in	  high-‐performance	  work	  systems	  are	  both	  economically	  and	  

statistically	  significant	  (Huselid	  &	  Becker,	  2011).	  	  	  Based	  on	  these	  findings	  it	  has	  been	  

noted	  that	  the	  high	  performance	  work	  systems	  consist	  of	  a	  broad	  specter	  of	  HR	  practices	  

encompassing	  recruiting,	  compensation	  and	  performance	  appraisal	  as	  well	  as	  training	  

and	  development.	  	  Integration	  of	  these	  multiple	  factors	  is	  a	  determinant	  for	  

performance.	  	  The	  micro	  area	  of	  research	  in	  the	  HR	  domain	  is	  focused	  on	  the	  impact	  of	  

practices	  on	  the	  individual,	  while	  the	  macro	  domain	  focuses	  on	  the	  impact	  of	  HR	  policy	  

on	  groups	  or	  organizations.	  	  Both	  areas	  are	  important	  with	  regards	  to	  outcomes	  and	  

Huselid	  and	  Becker	  (2011)	  argue	  that	  future	  progress	  in	  the	  literature	  will	  require	  

integration	  of	  the	  micro	  and	  macro	  perspectives	  across	  the	  various	  field	  of	  literature,	  

from	  human	  resource	  management,	  to	  economics,	  sociology,	  psychology	  and	  strategy.	  	  	  

	  

At	  the	  micro	  level,	  the	  frontline	  manager	  has	  the	  role	  of	  implementer	  for	  many	  human	  

resource	  policies,	  such	  as	  performance	  appraisals.	  	  It	  is	  often	  observed	  that	  there	  is	  a	  

gap	  between	  what	  is	  formally	  required	  by	  policy	  and	  what	  is	  actually	  delivered	  by	  

frontline	  managers.	  	  In	  addition,	  the	  way	  in	  which	  managers	  exercise	  their	  roles	  with	  

regards	  to	  human	  resource	  policies	  is	  linked	  to	  leadership	  behaviours	  (Purcell	  &	  

Hutchinson,	  2007).	  	  
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Therefore	  the	  outcome	  of	  human	  resource	  policies	  is	  influenced	  by	  both	  the	  policies	  

themselves	  and	  the	  way	  in	  which	  the	  leader	  executes	  them.	  	  Employee	  perceptions	  of	  

and	  reactions	  to	  the	  human	  resource	  practices	  are	  at	  the	  heart	  of	  all	  HRM-‐performance	  

models	  because	  it	  is	  the	  link	  between	  employee	  reactions	  and	  their	  subsequent	  

behaviour,	  which	  is	  critical	  (Purcell	  &	  Hutchinson,	  2007).	  	  

	  

2.3.1	  Performance	  Appraisal	  Effectiveness	  

	  

While	  there	  is	  no	  universal	  definition	  of	  what	  a	  performance	  appraisal	  should	  entail	  or	  

achieve,	  the	  practice	  is	  rooted	  in	  giving	  performance	  feedback	  and	  formalizing	  and	  

documenting	  important	  communications	  between	  the	  employee	  and	  leader	  and	  

communicating	  decisions	  related	  to	  pay	  and	  rewards.	  	  However,	  the	  performance	  

appraisal	  can	  also	  cover	  a	  wider	  range	  of	  objectives,	  including;	  developing	  goals,	  

mapping	  competencies	  and	  career	  paths,	  improving	  employee	  and	  organizational	  

performance	  and	  motivating	  employees	  (Mikkelsen,	  1996).	  	  A	  performance	  appraisal	  

can	  be	  and	  is	  often	  used	  for	  both	  development	  and	  evaluation	  within	  organizations	  

(Boswell	  &	  Boudreau,	  2002).	  	  Therefore	  a	  performance	  appraisal	  in	  both	  theory	  and	  

practice	  can	  take	  many	  different	  forms.	  	  

	  

Research	  historically	  has	  been	  focused	  on	  the	  appraisal	  or	  evaluation	  component	  of	  the	  

process;	  construction	  of	  rating	  scales	  and	  the	  cognitive	  process	  domains	  surrounding	  

receiving	  an	  evaluation,	  largely	  focusing	  on	  accuracy	  and	  bias	  issues	  surrounding	  the	  

feedback	  that	  is	  given	  (Levy	  &	  Williams,	  2004).	  	  This	  research	  highlights	  many	  potential	  

pitfalls	  with	  regards	  to	  the	  feedback	  given	  in	  performance	  appraisals	  ranging	  from	  halo	  

effects,	  to	  liking	  and	  friendship	  biases,	  to	  first	  impressions	  and	  timing	  of	  events.	  	  

	  

	  But	  in	  later	  years,	  the	  shift	  has	  been	  towards	  understanding	  the	  social	  context	  of	  the	  

performance	  appraisal	  and	  the	  effect	  on	  employee	  reactions,	  as	  these	  factors,	  combined	  

with	  the	  accuracy	  and	  bias	  factors	  also	  play	  in	  to	  the	  overall	  effectiveness	  of	  employee	  

performance	  appraisal	  (Levy	  &	  Williams,	  2004).	  In	  line	  with	  this	  direction	  of	  research,	  

performance	  appraisal	  activities	  in	  general	  have	  moved	  towards	  developmental	  

performance	  appraisal,	  which	  may	  be	  defined	  as	  any	  effort	  concerned	  with	  enriching	  



	   15	  

attitudes,	  experiences	  and	  skills	  that	  improves	  the	  effectiveness	  of	  employees	  (Kuvaas,	  

2006).	  	  

	  

Levy	  and	  Williams’	  (2004)	  review	  of	  over	  300	  articles	  of	  performance	  appraisal	  

research	  found	  that	  there	  are	  a	  multitude	  of	  variables	  that	  have	  been	  studied	  which	  

impact	  the	  outcome	  and	  effectiveness	  of	  a	  performance	  appraisal.	  	  These	  variables	  

include	  process	  variables,	  which	  have	  a	  direct	  impact	  on	  how	  the	  appraisal	  process	  is	  

conducted,	  structural	  variables,	  which	  are	  aspects	  of	  the	  system	  that	  make	  up	  the	  

organization	  or	  design	  of	  the	  performance	  management	  system	  and	  distal	  variables	  

which	  are	  broadly	  construed	  as	  contextual	  factors	  that	  affect	  many	  human	  resource	  

systems.	  	  The	  outcome	  of	  all	  of	  the	  factors	  related	  to	  the	  performance	  appraisal	  context	  

is	  measured	  by	  rater	  and	  ratee	  behaviour	  and	  reactions	  as	  seen	  in	  the	  figure	  below	  

(Levy	  &	  Williams,	  2004).	  

	  

	  

	  
Figure	  2:	  The	  social	  context	  of	  performance	  appraisal	  (Levy	  &	  Williams,	  2004)	  
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As	  demonstrated	  by	  the	  above	  model,	  the	  effectiveness	  of	  the	  performance	  appraisal	  

process	  is	  much	  more	  comprehensive	  than	  just	  what	  happens	  in	  the	  time	  reserved	  for	  

the	  yearly	  performance	  appraisal	  session.	  	  However,	  structural	  variables	  guiding	  the	  

type	  and	  content	  of	  the	  appraisal	  session	  definitely	  do	  play	  a	  role.	  Content	  of	  the	  

appraisal	  in	  terms	  of	  how	  the	  evaluation	  is	  done,	  career	  discussion	  and	  employee	  

participation	  all	  contribute	  positively	  to	  positive	  reactions	  to	  the	  review	  e.g.	  (Nathan,	  

Mohrman	  Jr,	  &	  Milliman,	  1991).	  	  In	  the	  Norwegian	  context,	  results	  of	  research	  show	  that	  

the	  quality	  of	  a	  performance	  appraisal	  session	  is	  positively	  related	  to	  job	  satisfaction	  

(Mikkelsen	  &	  Lie,	  1998).	  	  On	  a	  broader	  scale,	  meta-‐analysis	  shows	  that	  the	  aspects	  of	  the	  

appraisal	  session	  do	  have	  a	  positive	  relationship	  to	  the	  appraisal	  reaction,	  but	  are	  not	  

necessarily	  the	  most	  significant	  factors	  (Pichler,	  2012).	  

	  

Performance	  appraisals	  occur	  relatively	  seldom,	  generally	  speaking	  once	  a	  year.	  	  

Whereas	  it	  is	  highly	  probable	  that	  many	  employees	  do	  receive	  feedback	  throughout	  the	  

year	  via	  other	  informal	  methods.	  	  This	  can	  depend	  on	  the	  feedback	  culture	  and	  how	  

comfortable	  managers	  and	  employees	  feel	  with	  regards	  to	  both	  providing	  and	  receiving	  

feedback.	  	  The	  overall	  feedback	  environment	  and	  culture	  is	  a	  factor,	  as	  identified	  as	  a	  

process	  proximal	  variable	  in	  Levy	  and	  William’s	  review	  (2004),	  which	  could	  have	  an	  

effect	  on	  employees,	  their	  behaviour	  and	  the	  ultimate	  reaction	  and	  effectiveness	  of	  the	  

performance	  appraisal.	  	  Levy	  and	  William’s	  observation	  was	  that	  there	  is	  not	  a	  great	  

deal	  of	  research	  related	  to	  this	  area	  and	  that	  measurements	  of	  feedback	  environment	  

and	  culture	  and	  related	  outcomes	  are	  only	  starting	  to	  emerge.	  

	  

When	  the	  role	  of	  informal	  feedback	  was	  examined	  in	  a	  Norwegian	  context,	  it	  was	  found	  

that	  positive	  performance	  appraisal	  reactions	  need	  to	  be	  accompanied	  by	  high	  levels	  of	  

perceived	  regular	  feedback	  in	  order	  to	  be	  related	  to	  work	  performance,	  thus	  suggesting	  

that	  there	  is	  an	  interactive	  effect	  between	  these	  two	  activities	  and	  that	  both	  forms	  of	  

feedback	  are	  important	  (Kuvaas,	  2011).	  Otherwise	  there	  has	  been	  limited	  empirical	  

research	  to	  draw	  upon	  with	  regards	  to	  the	  informal	  feedback	  mechanisms.	  

	  

As	  with	  the	  self-‐determination	  theory,	  there	  is	  also	  recognition	  that	  in	  performance	  

appraisal	  settings,	  different	  people	  react	  differently	  to	  the	  feedback	  that	  they	  receive.	  	  

Individual	  differences	  and	  characteristics	  of	  the	  recipient	  can	  impact	  both	  perception	  
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and	  response	  to	  individual	  feedback	  in	  performance-‐oriented	  organizations	  (Ilgen,	  

Fisher,	  &	  Taylor,	  1979).	  	  The	  impact	  of	  HR	  policies	  has	  been	  found	  to	  differ	  across	  

various	  employee	  job	  roles,	  indicating	  that	  one	  size	  does	  not	  fit	  all	  (Kinnie,	  Hutchinson,	  

Purcell,	  Rayton,	  &	  Swart,	  2005).	  	  It	  has	  been	  found	  that	  with	  regards	  to	  the	  

meaningfulness	  that	  employees	  perceive	  in	  the	  performance	  appraisal	  process,	  

operative	  (blue-‐collar)	  employees	  typically	  find	  such	  processes	  less	  meaningful	  than	  

other	  groups	  of	  employees	  (Mikkelsen,	  1996).	  	  Employees	  with	  managerial	  

responsibility	  could	  have	  different	  perceptions	  of	  appraisals	  since	  they	  have	  acted	  as	  

appraisers	  themselves	  (Wright,	  2004	  as	  cited	  by	  Kuvaas,	  2011).	  

	  

2.4	  Leadership	  and	  Social	  Exchange	  Theory	  

	  

Performance	  feedback	  is	  very	  often	  between	  an	  employee	  and	  their	  leader,	  and	  as	  

discussed	  previously	  the	  frontline	  leader	  is	  often	  the	  agent	  between	  human	  resource	  

policy	  and	  the	  employee.	  	  Feedback	  and	  the	  response	  to	  it	  can	  be	  viewed	  as	  a	  type	  of	  

reciprocal	  process.	  Given	  this	  interactive	  relationship,	  the	  link	  between	  performance	  

feedback	  and	  the	  employee	  response	  can	  be	  interpreted	  using	  social	  exchange	  theory.	  	  	  

	  

Social	  exchange	  theory	  argues	  that	  obligations	  are	  generated	  through	  a	  series	  of	  

interactions	  between	  parties	  who	  are	  in	  a	  state	  of	  reciprocal	  interdependence.	  	  This	  

provides	  a	  theoretical	  basis	  for	  the	  Leader-‐Member	  Exchange	  (LMX)	  theory,	  which	  

describes	  how	  effective	  leadership	  relationships	  develop	  between	  dyadic	  partners	  in	  

and	  between	  organizations	  and	  thus	  gain	  access	  to	  the	  many	  benefits	  that	  these	  

relationships	  bring	  (Graen	  &	  Uhl-‐Bien,	  1995,	  p.225).	  LMX	  views	  the	  relationship	  

between	  leader	  and	  employee	  as	  more	  than	  just	  a	  transactional	  relationship	  in	  which	  

the	  leader	  requires	  some	  effort	  on	  behalf	  of	  the	  employee	  and	  the	  employee	  receives	  

pay.	  	  LMX	  is	  based	  on	  an	  exchange	  in	  which	  there	  exists	  mutual	  respect,	  trust	  and	  quality	  

in	  the	  relationship.	  	  LMX	  has	  been	  extensively	  studied	  and	  has	  shown	  to	  demonstrate	  a	  

strong	  positive	  relationship	  to	  job	  satisfaction,	  organization	  commitment	  and	  other	  

indicators	  of	  effective	  leadership	  (Martinsen,	  2012).	  	  	  

	  

In	  meta-‐analysis	  of	  the	  social	  context	  of	  the	  performance	  appraisal	  and	  appraisal	  

reactions	  it	  was	  concluded	  that	  the	  performance	  appraisal	  reaction	  was	  significantly	  
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driven	  by	  the	  relationship	  quality	  between	  employee	  and	  supervisor,	  with	  these	  effects	  

being	  much	  more	  significant	  than	  the	  performance	  appraisal	  session	  in	  itself	  (Pichler,	  

2012).	  	  	  

	  

2.5	  Evaluation	  and	  Summary	  

	  

The	  topic	  of	  performance	  appraisal	  is	  clearly	  a	  well-‐documented	  area	  of	  research	  that	  

has	  evolved	  over	  time	  and	  will	  continue	  to	  evolve	  as	  the	  workplace	  norms	  and	  strategies	  

change.	  	  Levy	  and	  Williams’	  (2004)	  review	  of	  the	  performance	  appraisal	  literature	  found	  

initially	  600	  published	  articles	  on	  this	  subject	  in	  the	  period	  from	  1990	  to	  2003.	  This	  

review	  has	  shown	  a	  movement	  into	  the	  direction	  of	  contextual	  factors	  contributing	  to	  

appraisal	  reactions.	  	  Appraisal	  reactions	  in	  this	  literature	  are	  considered	  the	  key	  

determinant	  and	  most	  important	  measurement	  of	  effectiveness	  in	  this	  process.	  	  Within	  

this	  line	  of	  research	  we	  also	  see	  that	  some	  more	  abstract	  contextual	  items	  such	  as	  

feedback	  environment	  and	  culture,	  which	  are	  perhaps	  more	  complicated	  to	  measure,	  

have	  not	  been	  given	  as	  much	  attention	  as	  the	  other	  variables	  with	  regards	  to	  their	  role	  

in	  the	  appraisal	  reaction.	  	  

	  

Motivation	  literature	  is	  also	  a	  well-‐documented	  area	  of	  research	  with	  several	  

perspectives,	  which	  branch	  into	  many	  domains	  of	  life	  including	  work	  motivation.	  	  

Theories	  around	  intrinsic	  motivation,	  such	  as	  the	  self-‐determination	  theory	  have	  an	  

extensive	  experimental	  background	  and	  have	  also	  been	  studied	  in	  organizations,	  

providing	  support	  for	  the	  proposition	  that	  autonomy	  supportive,	  rather	  than	  

controlling,	  work	  environments	  promote	  the	  satisfaction	  of	  the	  needs	  of	  autonomy,	  

competence	  and	  relatedness.	  	  Satisfaction	  of	  these	  needs	  enhances	  autonomous	  and	  

intrinsic	  motivation.	  	  This	  type	  of	  motivation	  in	  turn	  leads	  to	  positive	  organizational	  

outcomes.	  It	  was	  noted	  in	  2005,	  that	  although	  the	  self-‐determination	  theory	  has	  strong	  

empirical	  support	  experimentally,	  the	  testing	  in	  organizational	  settings	  is	  not	  extensive.	  

The	  theory	  has	  often	  been	  applied	  in	  other	  contexts,	  such	  as	  school	  or	  sport	  (Gagné	  &	  

Deci,	  2005).	  	  

	  

This	  study	  will	  contribute	  to	  the	  literature	  in	  two	  main	  areas.	  	  First,	  the	  concept	  of	  job	  

performance	  feedback	  will	  be	  examined	  both	  from	  the	  perspective	  of	  the	  performance	  
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appraisal	  session	  and	  from	  the	  informal	  feedback	  perspective.	  	  Including	  perceptions	  of	  

informal	  feedback	  give	  a	  more	  balanced	  view	  of	  performance	  feedback	  and	  add	  

empirical	  data	  to	  the	  less	  researched	  area	  related	  to	  feedback	  culture	  and	  environment.	  	  

These	  variables,	  combined	  with	  the	  important	  component	  of	  leadership	  and	  the	  quality	  

of	  this	  relationship	  will	  be	  considered	  as	  components	  of	  the	  appraisal	  reaction,	  based	  on	  

the	  well-‐established	  framework	  for	  performance	  appraisal	  effectiveness.	  	  

	  

Secondly,	  this	  study	  will	  contribute	  to	  integration	  of	  the	  HR	  literature	  and	  performance	  

appraisal	  perspective	  to	  the	  self-‐determination	  theory	  literature,	  which	  has	  its	  basis	  in	  

human	  psychology	  and	  is	  less	  tested	  in	  the	  work	  environment.	  	  This	  is	  in	  line	  with	  the	  

integrative	  direction	  that	  Huselid	  and	  Becker	  (2011)	  indicated	  is	  necessary	  in	  order	  to	  

further	  advance	  HR	  research	  and	  is	  in	  line	  with	  the	  need	  that	  Gagne	  and	  Deci	  (2005)	  

expressed	  for	  more	  research	  of	  the	  self-‐determination	  theory	  in	  a	  work	  setting.	  

	  

2.6	  Model	  and	  Hypothesis	  

	  

Based	  on	  the	  presented	  literature	  and	  theory,	  the	  following	  research	  model	  is	  proposed.	  	  

	  

	  
Figure	  3:	  Research	  model	  
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With	  background	  in	  the	  previous	  discussion,	  the	  research	  model	  as	  show	  in	  Figure	  3	  will	  

be	  the	  basis	  for	  this	  study.	  	  The	  three	  variables	  leading	  to	  the	  appraisal	  reaction	  variable	  

of	  feedback	  satisfaction	  (selection	  of	  this	  reaction	  variable	  is	  further	  discussed	  in	  

Chapter	  3)	  are	  aligned	  with	  the	  model	  for	  performance	  appraisal	  literature	  as	  shown	  in	  

Figure	  2.	  	  Given	  that	  the	  outcome	  that	  is	  of	  interest	  in	  this	  case	  is	  work	  motivation,	  

measured	  by	  intrinsic	  motivation,	  feedback	  satisfaction	  will	  then	  be	  examined	  as	  the	  

feedback	  component	  in	  the	  framework	  for	  the	  self-‐determination	  theory’s	  model	  of	  

work	  motivation	  as	  seen	  in	  Figure	  1.	  	  The	  individual	  differences	  that	  have	  been	  

identified	  by	  the	  self-‐determination	  theory	  (autonomy	  orientation)	  and	  other	  individual	  

differences	  recognized	  in	  performance	  appraisal	  and	  feedback	  literature	  will	  be	  

measured	  and	  examined	  in	  order	  to	  consider	  the	  impact	  on	  reactions	  and	  outcomes.	  

	  

The	  subsequent	  effect	  of	  appraisal	  reactions	  have	  typically	  been	  measured	  from	  a	  HR	  

perspective	  in	  terms	  of	  organizational	  outcomes	  such	  as	  commitment,	  job	  satisfaction	  

and	  performance	  (e.g	  Brown,	  Hyatt,	  &	  Benson,	  2010;	  Kinnie	  et	  al.,	  2005;	  Kuvaas,	  2006).	  	  

These	  are	  similar	  to	  the	  outcomes	  shown	  in	  Figure	  1	  that	  the	  self-‐determination	  theory	  

identifies	  from	  work	  motivation.	  Given	  that	  the	  objective	  of	  this	  research	  is	  to	  primarily	  

approach	  the	  issue	  from	  a	  micro	  perspective,	  the	  focus	  will	  be	  placed	  on	  the	  individual	  

outcome	  of	  intrinsic	  motivation.	  	  Given	  scope	  limitations	  for	  this	  study,	  the	  link	  to	  

performance	  (individual	  or	  organizational)	  or	  other	  organizational	  outcomes	  will	  not	  be	  

tested	  empirically	  here,	  but	  can	  be	  inferred	  by	  reliance	  on	  other	  research	  (e.g.	  Cerasoli	  

et	  al.,	  2014).	  	  

	  

The	  following	  hypotheses	  (H)	  have	  been	  proposed	  based	  on	  the	  theory	  presented	  

previously	  in	  order	  to	  address	  the	  research	  questions	  posed	  in	  Chapter	  1:	  	  	  

	  

Research	  Question	  1:	  Is	  job	  performance	  feedback	  an	  important	  driver	  of	  intrinsic	  

motivation	  in	  a	  work	  setting?	  

	  

H1:	  Feedback	  Satisfaction	  is	  positively	  related	  to	  Intrinsic	  Motivation.	  
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Research	  Question	  2:	  Feedback	  between	  leader	  and	  employee	  can	  be	  informal	  or	  a	  part	  

of	  a	  formal	  performance	  appraisal	  process;	  how	  do	  these	  feedback	  types	  compare	  in	  

terms	  of	  importance	  and	  what	  is	  the	  significance	  of	  the	  leadership	  role	  in	  this	  exchange?	  

	  

H2:	  Performance	  Appraisal	  Session	  Quality	  is	  positively	  related	  to	  Feedback	  Satisfaction.	  

	  

H3:	  Informal	  Feedback	  is	  positively	  related	  to	  Feedback	  Satisfaction.	  

	  	  

H4:	  Leader	  Relationship	  Quality	  is	  positively	  related	  to	  Feedback	  Satisfaction	  and	  will	  

make	  the	  strongest	  contribution	  of	  the	  three	  tested	  variables.	  	  

	  

Research	  Question	  3:	  Do	  significant	  individual	  differences	  exist	  between	  either	  

individuals	  or	  groups	  of	  employees,	  which	  should	  be	  taken	  into	  account	  when	  giving	  an	  

employee	  job	  performance	  feedback?	  

	  

H5:	  For	  employees	  with	  low	  Autonomy	  Orientation,	  the	  relationship	  between	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation	  will	  be	  stronger	  than	  for	  employees	  than	  for	  those	  

with	  high	  Autonomy	  Orientation.	  

	  

H6:	  Managerial	  and	  office	  employees	  will	  have	  higher	  Feedback	  Satisfaction	  than	  

operational	  employees.	  

	  

	  

	   	  



	   22	  

Chapter	  3	  Design	  and	  Methodology	  
	  

	  
3.1	  Research	  Design	  

	  

Given	  the	  extensive	  research	  in	  the	  fields	  of	  motivation	  and	  performance	  appraisal,	  

many	  hypotheses,	  variables	  and	  constructs	  have	  been	  tested	  and	  researched	  over	  the	  

years.	  	  Therefore	  the	  primary	  research	  design	  for	  this	  study	  is	  descriptive,	  as	  a	  

descriptive	  research	  study	  starts	  with	  a	  well-‐defined	  issue	  or	  question	  and	  tries	  to	  

describe	  it	  accurately	  (Neuman,	  2014,	  p.38).	  This	  research	  design	  type	  is	  then	  aligned	  

with	  the	  objective	  of	  this	  study,	  which	  is	  to	  describe	  and	  quantify	  the	  relationships	  

between	  job	  performance	  feedback	  and	  motivation.	  	  By	  conducting	  the	  research	  it	  will	  

be	  determined	  whether	  the	  data	  collected	  in	  this	  context	  agrees	  with	  or	  contradicts	  

previous	  data.	  	  

	  

For	  the	  same	  reasons	  as	  above	  we	  can	  also	  conclude	  that	  a	  deductive	  approach	  is	  

appropriate	  in	  this	  circumstance	  as	  hypotheses	  can	  be	  constructed	  based	  on	  pre-‐

existing	  test	  data.	  	  To	  use	  an	  inductive	  approach	  would	  imply	  going	  into	  the	  empirical	  

research	  without	  any	  expectations	  and	  then	  developing	  general	  theories	  out	  from	  

analysis	  (Neuman,	  2014,	  p.70).	  	  Given	  the	  magnitude	  of	  existing	  theory	  and	  subject	  

literature	  this	  approach	  would	  not	  be	  as	  relevant	  for	  this	  research.	  

	  

When	  evaluating	  the	  choice	  between	  extensive	  and	  intensive	  design,	  the	  large	  body	  of	  

existing	  literature	  was	  also	  a	  influential	  factor.	  	  The	  availability	  of	  previously	  tested	  

constructs	  and	  variables	  allows	  for	  a	  specific	  problem	  formulation	  based	  on	  the	  pre-‐

existing	  literature.	  This	  makes	  extensive	  design	  feasible	  alternative.	  When	  extensive	  

design	  is	  chosen,	  quantitative	  data	  is	  most	  often	  appropriate	  (Busch,	  2014,	  p.53).	  	  Using	  

survey	  research	  to	  collect	  quantitative	  data	  gives	  the	  possibility	  to	  reach	  a	  large	  number	  

of	  people	  in	  a	  short	  period	  of	  time,	  therefore	  giving	  the	  possibility	  for	  a	  larger	  

population	  of	  respondents.	  	  A	  large	  population	  of	  respondents	  in	  turn	  can	  give	  a	  

stronger	  basis	  for	  generalization	  and	  reduce	  the	  risk	  of	  sampling	  error	  of	  what	  we	  

observe	  empirically	  (Neuman,	  2014,	  p.	  271).	  	  	  
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Based	  on	  the	  discussion	  above,	  a	  quantitative	  survey	  was	  chosen	  as	  the	  design	  for	  

research	  for	  this	  research	  project	  as	  it	  best	  fits	  both	  the	  background	  and	  objectives	  for	  

this	  study.	  	  	  

	  

3.2	  Participants	  	  

	  

In	  the	  economic	  climate	  during	  the	  period	  of	  this	  research,	  many	  companies	  have	  

announced,	  or	  are	  in	  the	  middle	  of	  significant	  downsizing	  programs.	  	  This	  can	  have	  an	  

adverse	  effect	  on	  employees’	  motivation	  and	  behaviour	  (Iverson	  &	  Zatzick,	  2011).	  

Therefore	  in	  order	  to	  reduce	  risk	  of	  spuriousness	  due	  to	  this	  effect,	  which	  would	  be	  

difficult	  to	  quantify	  and	  separate	  from	  the	  main	  relationships	  between	  feedback	  and	  

motivation,	  participants	  were	  sought	  that	  were	  not	  within	  the	  scope	  of	  a	  downsizing	  

process.	  	  	  

	  

Cross-‐sectional	  research	  was	  considered	  to	  be	  challenging	  due	  to	  less	  homogeneity	  in	  

the	  populations	  operating	  in	  different	  contexts,	  thus	  creating	  the	  need	  for	  increased	  

mapping	  of	  variables	  and	  possibly	  reduced	  generalizability.	  	  Therefore	  it	  was	  

determined	  that	  a	  sample	  would	  be	  sought	  from	  one	  organization,	  thus	  ensuring	  that	  the	  

employees	  were	  subject	  to	  the	  same	  performance	  appraisal	  and	  human	  resource	  

framework.	  	  

	  

After	  contacting	  potential	  participants,	  a	  participant	  was	  confirmed.	  	  The	  participating	  

company	  operates	  a	  group	  supply	  bases	  through-‐out	  Norway	  and	  provides	  a	  broad	  

range	  of	  services	  to	  the	  oil	  and	  gas	  industry.	  	  The	  company	  is	  well	  established,	  has	  been	  

in	  operation	  for	  several	  decades	  and	  is	  currently	  in	  a	  stable	  growth	  phase.	  	  	  

	  

The	  HR	  department	  has	  developed	  guidelines	  related	  to	  processes	  for	  performance	  

appraisal,	  which	  are	  consistent	  for	  all	  employees.	  	  The	  guidelines	  are	  focused	  around	  

developmental	  feedback	  and	  scoring	  and	  grading	  of	  performance	  is	  not	  used.	  Salaries	  

are	  generally	  speaking	  regulated	  by	  collective	  agreements.	  Therefore	  there	  is	  not	  a	  

strong	  link	  between	  performance	  appraisal	  and	  compensation.	  The	  company	  has	  had	  

focus	  on	  leadership	  development	  in	  recent	  periods	  as	  an	  action	  to	  boost	  competence	  and	  

to	  drive	  performance.	  	  
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3.3	  Measures	  

	  

A	  questionnaire	  survey	  was	  developed	  based	  on	  previously	  validated	  scales	  to	  measure	  

the	  elements	  in	  the	  research	  model	  shown	  in	  Figure	  3.	  	  When	  choosing	  the	  scales,	  

consideration	  was	  given	  to	  both	  length	  of	  the	  survey	  and	  to	  the	  reliability	  and	  validity	  of	  

the	  scales.	  	  Many	  employees	  in	  the	  population	  do	  not	  spend	  a	  significant	  amount	  of	  time	  

at	  a	  computer	  during	  the	  day.	  	  Therefore	  response	  time	  had	  to	  be	  limited	  to	  ensure	  that	  

the	  survey	  could	  be	  completed	  during	  break	  periods.	  	  Given	  time	  constraints	  for	  the	  

research	  period	  available,	  the	  survey	  was	  limited	  to	  one	  point	  in	  time.	  	  	  

	  

The	  original	  survey	  is	  presented	  in	  Appendix	  1.	  	  The	  survey	  was	  distributed	  in	  

Norwegian.	  	  The	  majority	  of	  the	  questions	  have	  been	  developed	  in	  English.	  	  When	  

available,	  published	  translations	  were	  used.	  	  Otherwise	  translations	  were	  subject	  to	  

third	  party	  review	  to	  ensure	  adequacy	  and	  accuracy.	  	  	  

	  

The	  following	  measures	  were	  used	  to	  quantify	  the	  variables	  in	  the	  research	  model:	  	  	  

	   	  

Performance	  Appraisal	  Session	  Quality	  

	  

This	  variable	  was	  intended	  to	  measure	  the	  perceived	  quality	  of	  the	  annual	  performance	  

appraisal	  session,	  which	  is	  the	  main	  form	  of	  individual	  formal	  feedback	  in	  the	  

organization.	  The	  performance	  appraisal	  session	  is,	  according	  to	  policy,	  to	  be	  held	  yearly	  

between	  the	  employee	  and	  their	  leader.	  	  First,	  the	  employees	  were	  asked	  whether	  they	  

had	  a	  performance	  appraisal	  in	  the	  last	  year	  or	  not.	  	  There	  is	  the	  possibility	  that,	  for	  

various	  reasons,	  there	  is	  non-‐compliance	  in	  terms	  of	  the	  policy.	  Employees	  who	  had	  not	  

had	  a	  performance	  appraisal	  were	  not	  required	  to	  answer	  these	  questions,	  as	  they	  did	  

not	  have	  a	  recent	  basis	  with	  which	  to	  answer	  the	  questions.	  	  	  

	  

The	  perceived	  quality	  of	  the	  performance	  appraisal	  session	  was	  measured	  by	  six	  items,	  

which	  have	  been	  developed	  and	  used	  for	  many	  years	  by	  a	  large	  Norwegian	  company	  for	  

the	  objective	  of	  internal	  follow-‐up	  for	  their	  performance	  appraisal	  process	  (Mikkelsen,	  

1996).	  	  The	  questions	  have	  also	  been	  used	  for	  other	  research	  related	  to	  performance	  

appraisals	  in	  a	  Norwegian	  context	  (Mikkelsen	  &	  Lie,	  1998).	  
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The	  items	  were	  formulated	  as	  follows:	  	  

	  

How	  effective	  was	  your	  last	  performance	  appraisal	  with	  regards	  to:	  

• your	  own	  preparation	  

• your	  leader’s	  preparation	  

• your	  leader’s	  feedback	  on	  achieved	  results	  and	  qualifications	  

• your	  own	  feedback	  to	  your	  leader	  

• the	  discussion	  and	  formulation	  of	  own	  developmental	  actions	  

• the	  documentation	  form	  that	  was	  used	  

	  

The	  items	  were	  measured	  on	  a	  four-‐point	  scale	  with	  poor	  being	  the	  lowest	  rating	  to	  very	  

good	  being	  the	  highest.	  	  	  

	  

These	  questions,	  although	  developed	  for	  use	  in	  another	  company,	  were	  also	  

representative	  of	  the	  elements	  that	  the	  performance	  appraisal	  policy	  and	  guidelines	  

intended	  to	  cover	  in	  the	  participant	  organization.	  	  Therefore	  this	  scale	  provided	  an	  

adequate	  measure	  of	  the	  quality	  of	  performance	  appraisal	  session	  as	  perceived	  by	  the	  

employee.	  

	  

Given	  that	  these	  are	  measuring	  different	  elements	  on	  the	  session,	  the	  inter-‐item	  

correlation	  does	  not	  necessarily	  have	  to	  be	  high	  in	  order	  to	  give	  a	  reliable	  result.	  	  The	  

results	  are	  combined	  to	  form	  an	  index	  for	  performance	  appraisal	  session	  quality.	  	  	  	  	  

	  

Informal	  Feedback	  

	  

The	  Informal	  Feedback	  variable	  was	  intended	  to	  measure	  the	  perception	  of	  informal	  or	  

regular	  day-‐to-‐day	  feedback	  outside	  of	  formal	  feedback	  systems.	  

	  

The	  feedback	  culture	  is	  identified	  as	  a	  factor	  contributing	  to	  the	  successful	  outcome	  of	  a	  

performance	  appraisal	  (Levy	  &	  Williams,	  2004),	  however	  this	  factor	  is	  difficult	  to	  define	  

in	  a	  concrete	  manner,	  therefore	  leaving	  limited	  choices	  with	  regards	  to	  validated	  

measures.	  	  One	  validated	  measure	  was	  considered	  to	  measure	  feedback	  environment	  

(Steelman,	  Levy,	  &	  Snell,	  2004	  as	  cited	  in	  Levy	  &	  Williams,	  2004),	  however	  this	  scale,	  
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with	  over	  forty	  items	  was	  deemed	  too	  extensive	  to	  be	  used	  for	  the	  purposes	  of	  this	  

study.	  

	  

Informal	  feedback	  was	  measured	  using	  five	  items	  based	  on	  a	  scale	  developed	  and	  used	  

to	  measure	  regular	  day-‐to-‐day	  feedback	  (Kuvaas,	  2011).	  	  The	  scale	  includes	  the	  

following	  items:	  

• I	  receive	  frequent	  and	  continuous	  feedback	  on	  how	  well	  I	  do	  my	  job.	  

• I	  receive	  clear	  and	  direct	  information	  about	  my	  work	  performance	  

through	  continuously	  provided	  feedback.	  

• I	  rarely	  get	  feedback,	  except	  for	  formal	  feedback	  systems	  such	  as	  

performance	  appraisal.	  

• In	  my	  job,	  I	  am	  continuously	  informed	  about	  what	  I	  have	  done	  well	  or	  

could	  have	  done	  better.	  

• I	  know	  little	  about	  what	  my	  colleagues	  think	  about	  my	  work	  performance.	  

	  

The	  items	  were	  scored	  on	  a	  five-‐point	  Likert	  response	  scale	  ranging	  from	  1	  (strongly	  

disagree)	  to	  5	  (strongly	  agree).	  	  	  	  

	  	  	  	  	  

This	  scale	  was	  developed	  specifically	  for	  the	  study	  performed	  by	  Kuvaas,	  which	  was	  a	  

cross-‐sectional	  survey	  of	  three	  Norwegian	  organizations	  (bank,	  government	  and	  

pharmaceutical).	  	  In	  this	  survey,	  all	  items	  fell	  within	  the	  inclusion	  criterion	  for	  validity	  

had	  a	  coefficient	  alpha	  of	  .89	  (Kuvaas,	  2011),	  therefore	  it	  is	  deemed	  to	  have	  adequate	  

reliability	  and	  validity	  for	  use	  in	  this	  study.	  	  It	  should	  however	  be	  noted	  that	  the	  scale	  

has	  not	  been	  validated	  by	  other	  studies	  and	  it	  was	  used	  on	  employees	  in	  different	  

industries	  than	  the	  population	  for	  this	  survey,	  which	  may	  impact	  the	  reliability	  for	  the	  

current	  research.	  	  	  

	  

Leader	  Relationship	  Quality	  

	  

Relationship	  quality	  with	  one’s	  leader	  has	  been	  measured	  in	  various	  ways	  in	  the	  

performance	  appraisal	  literature.	  	  Relationship	  quality	  variables	  are	  often	  measured	  

with	  validated	  measurements	  of	  supervisor	  trust,	  supervisor	  support	  or	  supervisor	  

satisfaction.	  	  The	  Leader-‐Member	  Exchange	  scale	  (LMX)	  has	  also	  been	  extensively	  used	  
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(Pichler,	  2012).	  	  The	  LMX	  scale	  was	  chosen	  due	  to	  its	  extensive	  use	  in	  research	  giving	  

the	  scale	  a	  high	  degree	  of	  reliability	  and	  validity.	  	  	  

	  

The	  LMX	  scale	  consists	  of	  the	  following	  seven	  items:	  

• Do	  you	  know	  where	  you	  stand	  with	  your	  leader?	  

• How	  well	  does	  your	  leader	  understand	  your	  job	  problems	  and	  needs?	  

• How	  well	  does	  your	  leader	  recognize	  your	  potential?	  

• Regardless	  of	  how	  much	  formal	  authority	  he/she	  has	  built	  into	  his/her	  

position,	  what	  are	  the	  chances	  that	  your	  leader	  would	  use	  his/her	  power	  to	  

help	  you	  solve	  problems	  in	  your	  work?	  

• Regardless	  of	  the	  amount	  of	  formal	  authority	  your	  leader	  has,	  what	  are	  the	  

chances	  that	  he/she	  would	  “bail	  you	  out”,	  at	  his/her	  expense?	  

• I	  have	  enough	  confidence	  in	  my	  leader	  that	  I	  would	  defend	  and	  justify	  his/her	  

decision	  if	  he/she	  were	  not	  present	  to	  do	  so.	  

• How	  would	  you	  characterize	  your	  working	  relationship	  with	  your	  leader?	  

	  

The	  items	  were	  scored	  on	  a	  five-‐point	  scale	  1	  being	  low	  and	  5	  being	  high.	  	  The	  terms	  

used	  for	  scoring	  vary	  as	  appropriate	  per	  question	  (e.g.	  1:	  Not	  at	  all,	  Strongly	  Disagree	  

and	  5:	  Fully,	  Strongly	  Agree).	  

	  

The	  measurement	  of	  the	  LMX	  construct	  has	  been	  developed	  and	  changed	  over	  the	  years,	  

but	  in	  1995	  Graen	  and	  Uhl-‐Bien	  recommended	  this	  seven	  item	  scale	  (Graen	  &	  Uhl-‐Bien,	  

1995),	  which	  has	  since	  then	  been	  broadly	  used.	  The	  scale	  has	  also	  been	  translated	  and	  

validated	  in	  a	  Norwegian	  context	  and	  found	  to	  have	  high	  reliability	  in	  this	  context	  as	  

well,	  with	  a	  Cronbach’s	  Alpha	  value	  of	  .905	  (Mykletun	  &	  Furunes,	  2007).	  	  	  

	  

Feedback	  Satisfaction	  

	  

Performance	  appraisal	  literature	  emphasizes	  that	  appraisal	  reactions	  are	  critical	  with	  

regards	  to	  appraisal	  effectiveness	  (Levy	  &	  Williams,	  2004).	  Appraisal	  reactions	  have	  

been	  studied	  with	  a	  wide	  range	  of	  terms	  including	  system	  and	  session	  satisfaction,	  

perceived	  utility,	  perceived	  accuracy,	  justice	  (all	  types)	  and	  motivation	  to	  use	  the	  

feedback	  amongst	  others	  (Keeping	  &	  Levy,	  2000).	  	  There	  is	  not	  one	  universally	  accepted,	  
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validated	  scale,	  which	  represents	  a	  concise	  measure	  of	  appraisal	  reactions	  or	  the	  

outcomes	  of	  an	  appraisal	  or	  appraisal	  effectiveness.	  	  Keeping	  and	  Levy’s	  (2000)	  analysis	  

shows	  that	  the	  multiple	  constructs	  mentioned	  above	  are	  highly	  correlated,	  although	  

separate,	  and	  that	  appraisal	  or	  feedback	  satisfaction	  is	  a	  very	  frequently	  measured	  

appraisal	  reaction.	  	  

	  

The	  scale	  chosen	  to	  measure	  the	  appraisal	  reaction	  is	  a	  satisfaction	  measure	  used	  by	  

Kuvaas	  and	  applied	  in	  a	  Norwegian	  bank	  context	  (Kuvaas,	  2006).	  	  This	  feedback	  

satisfaction	  scale	  is	  a	  seven-‐item	  scale,	  based	  on	  a	  previously	  used	  scale	  (Meyer	  &	  Smith,	  

2000).	  	  

	  

The	  scale	  consists	  of	  the	  following	  seven	  items:	  

• I	  am	  satisfied	  with	  the	  way	  my	  organization	  provides	  me	  with	  feedback.	  

• The	  feedback	  I	  receive	  on	  how	  I	  do	  my	  job	  is	  highly	  relevant.	  	  

• My	  organization	  is	  good	  at	  providing	  recognition	  for	  good	  performance.	  

• The	  feedback	  I	  receive	  agrees	  with	  what	  I	  have	  actually	  achieved.	  

• I	  think	  that	  my	  organization	  attempts	  to	  conduct	  performance	  appraisal	  in	  the	  

best	  possible	  way.	  

• My	  organization	  seems	  more	  engaged	  in	  providing	  positive	  feedback	  for	  good	  

performance	  than	  criticizing	  poor	  performance.	  	  	  

• Performance	  appraisal	  is	  valuable	  to	  myself	  as	  well	  as	  to	  my	  organization.	  

	  

The	  items	  were	  scored	  on	  a	  five-‐point	  Likert	  response	  scale	  ranging	  from	  1	  (strongly	  

disagree)	  to	  5	  (strongly	  agree).	  	  	  	  

	  

When	  used	  previously,	  the	  scale	  showed	  acceptable	  reliability	  and	  validity,	  although	  one	  

item	  was	  removed	  following	  a	  principal	  component	  analysis,	  giving	  a	  resulting	  

coefficient	  alpha	  of	  .86	  (Kuvaas,	  2006).	  The	  full	  scale	  will	  be	  used	  for	  the	  current	  

research	  and	  assessed	  based	  on	  the	  results	  of	  the	  sample.	  
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Intrinsic	  Motivation	  

	  

Intrinsic	  motivation	  has	  been	  widely	  measured	  and	  is	  commonly	  used	  in	  research	  

related	  to	  motivation	  (e.g.	  Kuvaas,	  2007,	  Kuvaas	  &	  Dysvik,	  2010).	  	  This	  is	  deemed	  to	  be	  

representative	  of	  the	  term	  autonomous	  work	  motivation	  described	  in	  Figure	  1.	  	  

Autonomous	  work	  motivation	  is	  a	  slightly	  wider	  concept	  than	  pure	  intrinsic	  motivation,	  

including	  types	  of	  extrinsic	  motivation	  that	  are	  internalized,	  but	  given	  the	  correlation	  

between	  these	  categories	  of	  motivation	  on	  the	  self-‐determination	  continuum	  (Gagné	  &	  

Deci,	  2005),	  this	  intrinsic	  motivation	  measurement	  is	  deemed	  appropriate.	  

	  

The	  scale	  used	  is	  a	  six-‐item	  scale	  consisting	  of	  the	  following	  items:	  

• The	  tasks	  that	  I	  do	  at	  work	  are	  enjoyable.	  

• My	  job	  is	  so	  interesting	  that	  it	  is	  a	  motivation	  in	  itself.	  	  

• The	  tasks	  that	  I	  do	  at	  work	  are	  themselves	  representing	  a	  driving	  power	  in	  

my	  job.	  

• My	  job	  is	  meaningful.	  

• I	  feel	  lucky	  being	  paid	  for	  a	  job	  I	  like	  this	  much.	  

• This	  job	  is	  like	  a	  hobby	  to	  me.	  	  

	  

The	  scale	  shows	  good	  validity	  and	  high	  reliability,	  (e.g.	  Kuvaas,	  2007),	  showing	  a	  

coefficient	  alpha	  of	  .86.	  

	  

Individual	  Differences	  

	  

Individual	  differences	  are	  divided	  into	  two	  groups;	  1)	  autonomy	  orientation,	  which	  is	  

identified	  by	  the	  self-‐determination	  theory	  and	  2)	  background	  differences	  including	  

employee	  roles	  and	  demographic	  control	  variables,	  which	  are	  commonly	  tested	  in	  the	  

performance	  appraisal	  literature.	  	  

	  

1)	  Autonomy	  Orientation	  

	  

The	  self-‐determination	  theory	  recognizes	  autonomy	  orientation	  as	  an	  individual	  

difference,	  which	  influences	  intrinsic	  motivation	  (Gagné	  &	  Deci,	  2005).	  The	  research	  
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backing	  the	  self-‐determination	  theory	  has	  developed	  and	  validated	  a	  scale	  to	  measure	  

general	  causality	  orientations,	  including	  autonomy	  orientation	  in	  individuals.	  	  However	  

this	  scale	  is	  extensive	  with	  over	  thirty	  items	  and	  was	  therefore	  not	  suitable	  for	  the	  scope	  

of	  this	  study	  and	  duration	  of	  the	  survey.	  	  	  

	  

An	  alternative	  scale	  chosen	  to	  measure	  autonomy	  orientation	  is	  a	  validated	  Norwegian	  

eight-‐item	  scale	  (Martinsen,	  2004),	  which	  was	  also	  utilized	  in	  2007	  by	  Kuvaas.	  

	  

The	  scale	  consists	  of	  the	  following	  eight	  items:	  

	  

• If	  I	  believe	  something	  is	  wrong,	  I	  speak	  out,	  regardless	  of	  whom	  I’m	  talking	  to.	  	  

• I	  am	  able	  to	  say	  what	  I	  mean,	  regardless	  of	  the	  situation	  I’m	  in.	  	  	  

• I	  have	  a	  greater	  need	  than	  most	  people	  to	  make	  decisions	  on	  the	  basis	  of	  my	  

own	  independent	  thinking.	  

• I	  seek	  out	  situations	  that	  provide	  room	  for	  independent	  decision-‐making.	  

• I	  am	  more	  independent	  than	  most	  people.	  

• The	  opportunity	  to	  determine	  my	  own	  schedule	  is	  not	  important	  for	  me.	  

• Freedom	  to	  make	  my	  own	  decisions	  is	  not	  important	  for	  me.	  	  	  

• I	  do	  not	  have	  a	  great	  need	  for	  self-‐determination	  in	  what	  I	  do.	  

	  

The	  items	  were	  scored	  on	  a	  five-‐point	  Likert	  response	  scale	  ranging	  from	  1	  (strongly	  

disagree)	  to	  5	  (strongly	  agree).	  	  	  	  

	  

This	  scale	  has	  shown	  some	  issues	  with	  validity	  and	  reliability	  in	  subsequent	  use	  

(Kuvaas,	  2007).	  	  Although	  not	  all	  items	  were	  retained	  on	  the	  scale	  when	  used	  by	  Kuvaas,	  

the	  factors	  with	  the	  highest	  reliability	  showed	  a	  coefficient	  alpha	  of	  .7,	  suggesting	  

adequate	  reliability	  for	  the	  scale	  for	  the	  purpose	  of	  this	  research.	  	  The	  full	  scale	  will	  be	  

used	  for	  the	  purposes	  of	  this	  research	  and	  assessed	  based	  on	  the	  results	  of	  the	  sample.	  

	  

2)	  Background	  and	  Demographic	  Control	  Variables	  

	  

It	  has	  been	  demonstrated	  that	  employees	  in	  different	  roles	  and	  positions	  perceive	  and	  

respond	  to	  performance	  appraisals	  differently	  (e.g	  Mikkelsen,	  1996).	  Therefore	  
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employees	  were	  asked	  to	  identify	  whether	  they	  worked	  in	  functional	  positions	  (office	  

work)	  or	  operative	  positions	  (base	  work)	  and	  whether	  they	  had	  a	  management	  position	  

or	  not.	  

	  

Age	  of	  the	  feedback	  recipient	  appears	  to	  influence	  the	  degree	  to	  which	  feedback	  is	  

accepted.	  	  Age	  may	  often	  be	  correlated	  with	  experience	  in	  a	  job	  setting	  and	  with	  more	  

experience.	  One	  may	  use	  past	  experience	  as	  a	  source	  of	  feedback	  and	  are	  therefore	  more	  

likely	  to	  reject	  the	  feedback	  of	  others	  (Ilgen	  et	  al.,	  1979).	  Employees	  were	  asked	  to	  place	  

their	  age	  in	  a	  range	  of	  three	  categories.	  

	  

Length	  of	  employment	  in	  a	  company	  can	  also	  have	  significance	  as	  it	  can	  be	  related	  to	  

both	  the	  amount	  of	  experience	  an	  employee	  has	  and	  their	  need	  of	  autonomy.	  It	  can	  

impact	  the	  aspects	  of	  employee-‐supervisor	  relationships,	  which	  are	  dependent	  on	  time	  

to	  reach	  a	  mature	  phase	  (Graen	  &	  Uhl-‐Bien,	  1995).	  	  Employees	  were	  asked	  to	  place	  their	  

length	  of	  employment	  with	  the	  company	  in	  a	  range	  of	  three	  categories.	  

	  

Education	  is	  also	  a	  commonly	  measured	  demographic	  variable,	  although	  no	  clearly	  

consistent	  significance	  has	  been	  noted	  with	  regards	  to	  its	  effect	  (e.g.	  Kuvaas	  &	  Dysvik,	  

2010,	  Brown	  et	  al.,	  2010).	  	  Employees	  were	  asked	  to	  categorize	  their	  educational	  level	  

between	  four	  categories.	  	  

	  

At	  the	  request	  of	  the	  company	  for	  their	  internal	  use,	  the	  employees	  were	  asked	  to	  

identify	  the	  location	  and	  department	  that	  they	  belonged	  to.	  	  	  

	  

3.4	  Ethical	  Considerations	  

	  

Employees	  were	  informed	  of	  the	  nature	  of	  the	  study,	  what	  the	  data	  would	  be	  used	  for	  

and	  that	  their	  responses	  to	  this	  survey	  would	  be	  treated	  confidentially.	  	  The	  data	  was	  

collected	  in	  a	  manner	  such	  that	  all	  responses	  were	  anonymous	  and	  could	  not	  be	  traced	  

back	  to	  individual	  employees.	  	  During	  the	  planning	  phase,	  confidentiality	  was	  discussed	  

and	  it	  was	  determined	  that	  in	  some	  locations	  gender	  would	  not	  be	  disclosed	  due	  to	  few	  

women	  at	  these	  locations,	  in	  order	  to	  protect	  the	  confidentiality	  of	  these	  employees.	  

Therefore	  gender	  was	  not	  used	  in	  the	  analysis.	  	  Participation	  in	  the	  survey	  was	  
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voluntary	  although	  employees	  were	  encouraged	  to	  take	  the	  time	  to	  participate.	  	  Based	  

on	  these	  considerations	  it	  was	  deemed	  the	  individual	  confidentiality	  was	  well	  taken	  care	  

of	  during	  the	  research	  process	  and	  that	  formal	  concession	  was	  not	  required.	  

	  

3.5	  Procedure	  and	  Achieved	  Sample	  

	  

The	  survey	  was	  sent	  from	  Google	  Forms	  to	  all	  employees	  belonging	  to	  the	  fully	  owned	  

group	  companies	  via	  the	  internal	  mail	  system.	  	  The	  central	  human	  resource	  department	  

provided	  the	  contact	  information.	  	  The	  response	  period	  was	  slightly	  over	  two	  weeks,	  

with	  two	  reminder	  mails	  being	  sent	  during	  this	  time.	  	  The	  employees	  received	  a	  brief	  

description	  of	  the	  study	  and	  link	  to	  the	  survey	  (see	  Appendix	  1).	  	  The	  human	  resource	  

department	  had	  also	  contacted	  the	  employees	  in	  advance	  to	  encourage	  participation	  and	  

to	  prevent	  the	  email	  link	  being	  regarded	  as	  a	  potential	  data	  security	  threat.	  	  	  

	  

Responses	  were	  submitted	  by	  221	  of	  529	  employees,	  representing	  a	  response	  rate	  of	  

41.8%.	  	  	  All	  of	  the	  responses	  were	  complete	  and	  were	  used	  in	  the	  analysis	  of	  data.	  

	  

65%	  of	  respondents	  identified	  their	  position	  as	  being	  functional	  (office	  employees)	  and	  

35%	  were	  operative	  (base	  employees).	  	  37%	  of	  the	  respondents	  were	  in	  a	  management	  

position.	  	  	  49%	  of	  respondents	  had	  been	  employed	  in	  the	  company	  0-‐5	  years,	  while	  29%	  

had	  been	  employed	  6-‐15	  years	  with	  the	  company	  and	  23%	  had	  been	  employed	  over	  15	  

years	  with	  the	  company.	  	  17%	  of	  respondents	  were	  between	  18-‐29	  years	  of	  age,	  36%	  

between	  30-‐45	  years,	  42%	  between	  46-‐59	  year	  and	  5%	  were	  over	  60.	  	  In	  terms	  of	  

education	  6%	  reported	  middle	  school	  education,	  49%	  had	  completed	  secondary	  school,	  

33%	  had	  completed	  up	  to	  four	  years	  over	  university,	  while	  12%	  had	  five	  or	  more	  years	  

of	  university	  education.	  	  	  

	  

3.6	  Reliability	  and	  Validity	  

	  

The	  primary	  consideration	  given	  to	  ensure	  adequate	  validity	  and	  reliability	  for	  this	  

research	  was,	  to	  the	  degree	  possible,	  the	  use	  of	  previously	  validated	  instruments	  that	  

showed	  strong	  reliability	  as	  discussed	  in	  section	  3.3.	  	  Given	  that	  the	  constructs	  

measured	  are	  abstract	  as	  opposed	  to	  concrete,	  there	  cannot	  be	  absolute	  confidence	  
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regarding	  validity	  (Neuman,	  2014).	  There	  is	  no	  one	  clear-‐cut	  indicator	  of	  a	  scales'	  

validity	  and	  constructs	  that	  are	  valid	  amongst	  a	  certain	  group	  for	  a	  particular	  purpose	  or	  

definition	  may	  not	  show	  the	  same	  validity	  and	  reliability	  as	  in	  other	  groups	  (Pallant,	  

2013,	  p.7).	  	  To	  the	  extent	  possible,	  scales	  were	  chosen	  that	  had	  been	  used	  in	  a	  

Norwegian	  context,	  thus	  ensuring	  some	  similarity	  in	  this	  contextual	  element.	  	  The	  

sample	  population	  for	  this	  research	  can	  differ	  to	  some	  degree	  compared	  to	  other	  

organizations	  that	  have	  been	  tested	  using	  the	  same	  scales,	  but	  this	  risk	  is	  deemed	  

adequately	  low	  and	  mitigated	  by	  further	  testing	  of	  validity	  and	  reliability	  on	  the	  

reported	  data.	  As	  noted	  in	  the	  description	  of	  measures,	  the	  choice	  of	  scales	  also	  had	  to	  

be	  weighed	  against	  the	  total	  length	  of	  the	  survey	  as	  in	  order	  to	  secure	  the	  possibility	  of	  

an	  adequate	  response	  rate	  and	  thus	  a	  better	  basis	  for	  generalization.	  	  Therefore	  some	  

scales	  have	  not	  been	  utilized	  and	  tested	  to	  the	  same	  extent	  as	  others,	  but	  still	  show	  

acceptable	  reliability	  and	  validity	  for	  use	  in	  this	  research.	  	  

	  

In	  order	  to	  further	  evaluate	  the	  construct	  validity,	  a	  principal	  component	  analysis	  was	  

done	  to	  examine	  the	  inter-‐correlations	  between	  the	  constructs	  measured	  (see	  Appendix	  

2).	  	  It	  was	  noted	  that	  there	  was	  a	  very	  high	  correlation	  between	  three	  of	  the	  measures,	  

Informal	  Feedback,	  LMX	  and	  Feedback	  Satisfaction	  as	  they	  loaded	  on	  the	  same	  

component.	  	  	  This	  implies	  an	  increased	  risk	  for	  confounded	  measures,	  as	  it	  is	  difficult	  to	  

separate	  one	  construct	  from	  another.	  	  At	  the	  same	  time,	  it	  is	  natural	  to	  expect	  that	  these	  

constructs	  are	  closely	  related	  as	  one	  would	  expect	  that	  they	  go	  hand	  in	  hand	  with	  one	  

another.	  	  For	  example,	  as	  part	  of	  having	  a	  good	  leader	  relationship	  within	  the	  context	  of	  

social	  exchange,	  it	  would	  be	  expected	  that	  informal	  feedback	  would	  be	  received	  on	  a	  

regular	  basis.	  	  No	  variables	  were	  merged	  as	  a	  result	  of	  these	  findings,	  but	  these	  

relationships	  will	  be	  considered	  further	  as	  a	  part	  of	  the	  statistical	  analysis	  and	  

discussion.	  	  Some	  individual	  items	  from	  certain	  scales	  were	  noted	  to	  load	  on	  separate	  

components	  from	  the	  remainder	  of	  the	  items	  on	  the	  scale.	  	  These	  items	  were	  considered	  

together	  with	  the	  Cronbach’s	  alpha	  values	  to	  determine	  the	  final	  retention	  of	  items.	  

	  

The	  reliability	  of	  the	  data	  was	  tested	  using	  Cronbach’s	  alpha	  coefficient.	  	  The	  

recommended	  value	  of	  Cronbach’s	  alpha	  is	  above	  .7,	  although	  scales	  with	  fewer	  than	  ten	  

items	  can	  often	  have	  lower	  values	  (Pallant,	  2013,	  p.101).	  	  The	  scales	  used	  for	  this	  

research	  each	  had	  fewer	  than	  ten	  items,	  but	  the	  value	  of	  .7	  was	  used	  as	  a	  rule	  of	  thumb.	  	  
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The	  results	  for	  the	  retained	  values	  in	  each	  scale	  with	  continuous	  variables	  are	  seen	  

below,	  followed	  by	  a	  discussion	  of	  the	  considerations	  made	  for	  the	  results	  of	  each	  scale.	  

	  

	  
Figure	  4:	  Cronbach’s	  alpha	  coefficient	  

	  

The	  Performance	  Appraisal	  Session	  Quality	  scale	  have	  been	  previously	  used	  as	  an	  index,	  

therefore	  there	  may	  not	  necessarily	  be	  high	  correlation	  between	  the	  items.	  	  However,	  

the	  Cronbach’s	  alpha	  was	  calculated	  for	  the	  six	  items,	  revealing	  a	  coefficient	  of	  .868.	  	  

Therefore	  the	  items	  show	  high	  internal	  consistency	  and	  the	  principal	  component	  

analysis	  also	  showed	  grouping	  on	  one	  component,	  thus	  indicating	  sufficient	  validity	  and	  

reliability	  for	  the	  performance	  appraisal	  session.	  	  	  

	  

Informal	  feedback	  consisted	  of	  five	  items,	  two	  of	  which	  were	  reverse	  scored.	  	  After	  

adjusting	  the	  reversal,	  the	  two	  reversed	  items	  showed	  lower	  correlation	  than	  the	  other	  

items,	  particularly	  one	  item.	  	  This	  item	  (I	  know	  little	  about	  what	  my	  colleagues	  think…)	  

also	  showed	  loading	  on	  another	  factor	  in	  the	  principal	  component	  analysis	  (revIF5,	  see	  

Appendix	  2),	  therefore	  this	  item	  was	  removed	  from	  the	  final	  scale.	  The	  final	  Cronbach	  

alpha	  coefficient	  of	  the	  four	  retained	  items	  was	  .889.	  	  	  

	  

Feedback	  Satisfaction	  consisted	  of	  a	  seven-‐item	  scale.	  	  The	  preliminary	  Cronbach’s	  alpha	  

of	  .850	  suggests	  good	  internal	  consistency.	  	  However,	  one	  item	  (Performance	  appraisal	  

is	  valuable	  to	  myself…),	  showing	  the	  lowest	  inter-‐item	  correlation	  was	  also	  noted	  to	  load	  

on	  a	  different	  component	  than	  the	  remainder	  of	  the	  items	  (FS7,	  see	  Appendix	  2).	  	  This	  

was	  also	  the	  same	  finding	  noted	  in	  the	  study	  from	  which	  the	  scale	  was	  previously	  used	  

(Kuvaas,	  2006),	  therefore	  this	  item	  was	  removed.	  	  The	  final	  Cronbach’s	  alpha	  was	  

calculated	  to	  .857.	  

	  

Variable Cronbach's/Alpha/

Performance*Appraisal*Quality .868
Informal*Feedback* .889
Leader*Relationship*Quality .912
Feedback*Satisfaction .857
Intrinsic*Motivation .939
Autonomy*Orientation .726



	   35	  

Intrinsic	  Motivation	  was	  a	  six-‐item	  scale	  showing	  with	  a	  Cronbach’s	  alpha	  coefficient	  of	  

.939	  for	  this	  sample.	  All	  items	  show	  high	  correlation,	  therefore	  all	  items	  were	  retained.	  	  	  

	  

The	  Leader	  Relationship	  Quality,	  measured	  by	  the	  LMX	  scale,	  consisted	  of	  seven	  items.	  	  

There	  has	  been	  some	  discussion	  in	  the	  literature	  whether	  the	  LMX	  construct	  measures	  

multiple	  dimensions	  or	  a	  single	  dimension.	  	  It	  has	  been	  concluded	  that	  the	  LMX	  

construct	  has	  multiple	  dimensions,	  but	  these	  dimensions	  are	  so	  highly	  correlated	  they	  

can	  be	  tapped	  into	  with	  the	  single	  measure	  of	  LMX	  (Graen	  &	  Uhl-‐Bien,	  1995).	  The	  

Cronbach’s	  Alpha	  confirms	  this	  showing	  high	  internal	  consistency	  at	  .912.	  

	  

Autonomy	  orientation,	  although	  previously	  validated	  had	  previously	  shown	  some	  issues	  

in	  terms	  of	  reliability	  and	  validity	  in	  subsequent	  studies.	  	  The	  scale	  consists	  of	  eight	  

items,	  three	  of	  which	  were	  reverse	  coded.	  	  	  After	  the	  reverse	  coded	  items	  were	  recoded,	  

the	  Cronbach	  alpha	  values	  were	  generated.	  	  The	  initial	  coefficient	  was	  shown	  to	  be	  .589,	  

implying	  lower	  than	  recommended	  internal	  consistency.	  	  Upon	  inspection	  of	  the	  

individual	  values,	  it	  was	  noted	  that	  the	  three	  reverse	  coded	  items	  showed	  the	  lowest	  

item-‐total	  correlation,	  ranging	  from	  .000	  to	  .274.	  	  It	  should	  be	  noted	  that	  these	  items	  

were	  the	  last	  three	  items	  in	  the	  survey.	  	  Therefore	  a	  possible	  explanation	  is	  that	  the	  

questions	  were	  misread	  in	  haste	  to	  complete	  the	  survey.	  	  These	  three	  items	  were	  

removed	  from	  the	  scale	  and	  the	  Cronbach’s	  alpha	  was	  recalculated	  on	  the	  remaining	  five	  

items.	  	  A	  coefficient	  of	  .726	  was	  calculated,	  thus	  showing	  an	  acceptable	  level	  of	  internal	  

consistency.	  	  The	  principal	  component	  analysis	  split	  the	  remaining	  items	  into	  two	  

separate	  components	  but	  these	  items	  did	  not	  crossload	  with	  other	  constructs.	  	  

Therefore	  given	  an	  adequate	  reliability	  value,	  these	  five	  items	  were	  then	  retained	  for	  the	  

final	  value	  of	  the	  scale.	  

	  

3.7	  Statistical	  Analysis	  Procedures	  

	  

Statistical	  analysis	  was	  carried	  out	  on	  the	  data	  using	  IBM	  SPSS	  Statistics	  Version	  21.	  	  

Significance	  levels	  not	  exceeding	  a	  threshold	  of	  .05	  were	  considered	  statistically	  

significant.	  	  The	  retained	  items	  on	  the	  continuous	  variables	  were	  averaged	  to	  form	  a	  

final	  score	  and	  mean	  values	  for	  each	  variable.	  	  	  	  
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Bivariate	  correlation	  was	  used	  to	  assess	  the	  relationship	  between	  Feedback	  Satisfaction	  

and	  Intrinsic	  Motivation	  in	  H1.	  Standard	  multiple	  regression	  was	  also	  used	  to	  

investigate	  the	  predictive	  power	  of	  the	  overall	  model	  for	  Intrinsic	  Motivation,	  taking	  

into	  consideration	  both	  Feedback	  Satisfaction	  and	  the	  individual	  difference	  variable	  

Autonomy	  Orientation	  based	  on	  the	  self-‐determination	  theory	  model	  of	  work	  

motivation	  as	  seen	  in	  Figure	  2.	  	  This	  provides	  the	  empirical	  support	  for	  H1	  and	  provides	  

a	  basis	  to	  answer	  Research	  Question	  1.	  	  

	  

Bivariate	  correlation	  was	  used	  to	  assess	  the	  relationships	  in	  H2,	  H3	  and	  H4.	  Further	  

more,	  standard	  multiple	  regression	  analysis	  was	  also	  used	  to	  assess	  predictive	  power	  of	  

the	  three	  variables	  related	  to	  Feedback	  Satisfaction	  and	  relative	  strength	  as	  

hypothesized	  in	  H4	  and	  thus	  providing	  a	  basis	  to	  answer	  Research	  Question	  2.	  	  	  An	  

independent	  samples	  t-‐test	  was	  also	  used	  to	  provide	  a	  further	  assessment	  of	  the	  impact	  

of	  the	  Performance	  Appraisal	  Session,	  between	  the	  groups	  of	  employees	  who	  did	  not	  

have	  a	  performance	  appraisal	  compared	  with	  those	  who	  did,	  thus	  providing	  additional	  

empirical	  support	  for	  H2.	  	  	  	  

	  

In	  terms	  of	  Research	  Question	  3	  and	  the	  underlying	  hypotheses,	  several	  comparisons	  of	  

groups	  were	  performed.	  	  To	  test	  H5,	  employees	  were	  split	  at	  the	  median	  into	  two	  

groups;	  high	  autonomy	  orientation	  and	  low	  autonomy	  orientation.	  	  Bivariate	  

correlations	  were	  ran	  for	  these	  two	  groups	  in	  order	  to	  examine	  relative	  strength	  in	  the	  

relationships	  between	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation	  between	  the	  two	  

groups.	  	  Independent	  sample	  t-‐tests	  were	  used	  to	  assess	  difference	  in	  mean	  scores	  in	  

Feedback	  Satisfaction	  and	  Intrinsic	  Motivation	  between	  groups	  of	  employees	  in	  order	  to	  

provide	  empirical	  support	  for	  H6.	  	  Additional	  t-‐tests	  were	  run	  as	  necessary	  to	  look	  

deeper	  into	  the	  relationships.	  	  ANOVA	  tests	  were	  also	  used	  for	  the	  demographic	  control	  

variables	  groups	  (with	  three	  or	  more	  categories)	  in	  order	  assess	  whether	  there	  were	  

any	  significant	  differences	  in	  the	  results	  of	  the	  dependent	  variables;	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation,	  for	  these	  groups.	  	  
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Chapter	  4	  Results	  
	  
	  
4.1	  Mean	  and	  Bivariate	  Correlations:	  Continuous	  Variables	  

	  

Preliminary	  analyses	  were	  performed	  on	  the	  data	  to	  assess	  the	  quality	  of	  the	  data	  for	  

use	  in	  statistical	  procedures.	  For	  the	  six	  continuous	  variables,	  histograms	  of	  each	  

variable	  showed	  that	  the	  values	  did	  not	  follow	  the	  normal	  distribution	  with	  a	  tendency	  

for	  values	  to	  indicate	  negative	  skewness,	  indicating	  a	  clustering	  of	  scores	  at	  the	  higher	  

(positive)	  end	  of	  the	  scale.	  	  	  The	  negative	  skewness	  was	  the	  most	  significant	  for	  the	  

measurement	  of	  intrinsic	  motivation.	  

	  

Linearity	  and	  homoscedasticity	  were	  assessed	  by	  the	  scatterplots	  and	  no	  significant	  

deviations	  of	  these	  assumptions	  were	  noted.	  	  	  Examination	  of	  the	  scatterplots	  did	  reveal	  

one	  outlier,	  which	  was	  seen	  throughout	  the	  analysis.	  	  The	  scores	  for	  this	  case	  were	  

inspected,	  there	  was	  no	  indication	  of	  error	  in	  the	  submission	  and	  the	  item	  was	  retained	  

given	  that	  the	  sample	  sized	  was	  large	  enough	  to	  prevent	  significant	  impact	  on	  the	  data.	  

	  

Given	  the	  negative	  skewness,	  as	  recommended	  for	  data	  not	  following	  a	  normal	  

distribution,	  the	  Spearman	  Rank	  Order	  Correlation	  (rho)	  was	  used	  to	  generate	  and	  

present	  the	  bivariate	  correlation	  values	  (Pallant,	  2013).	  Pearson	  correlation	  coefficient	  

is	  included	  in	  Appendix	  3	  for	  comparative	  purposes,	  the	  results	  being	  quite	  similar.	  	  

Correlations	  over	  .5	  are	  considered	  to	  be	  large,	  whereas	  correlations	  under	  .3	  are	  

considered	  to	  be	  small	  (Pallant,	  2013,	  p.139).	  

	  

	  
Figure	  5:	  Mean	  and	  bivariate	  correlations	  

	  

	  

Mean% SD 1 2 3 4 5 6

1. Performance%Appraisal%Session%Quality 3.15 .49 1

2. Informal%Feedback 3.08 1.0 .405** 1

3. Leader%Relationship%Quality 3.61 .71 .603** .761** 1

4. Feedback%Satisfaction 3.22 .81 .462** .769** .730** 1

5. Intrinsic%Motivation 3.97 .84 .324** .388** .410** .427** 1

6. Autonomy%Orientation 3.64 .61 .021%% .183** .167* .139* 0.301** 1

* correlation%is%significant%at%the%0.05%level%(2Otailed)

** correlation%is%significant%at%the%0.01%level%(2Otailed)

%Performance%Appraisal%Session%Quality,%scored%on%a%4Opoint%scale,%all%other%variables%5Opoint

N=221,%except%for%Performance%Appraisal%Session%Quality%(N=138)
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4.2	  Regression	  Analysis:	  Predictor	  Variables	  of	  Intrinsic	  Motivation	  

	  

The	  bivariate	  correlation	  between	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation	  shows	  

a	  medium,	  positive	  correlation	  (r=.427,	  p<.01),	  with	  higher	  levels	  of	  Feedback	  

Satisfaction	  being	  associated	  with	  high	  levels	  of	  Intrinsic	  Motivation.	  	  The	  relationship	  

can	  then	  be	  further	  analyzed	  through	  use	  of	  standard	  multiple	  regression,	  thus	  assessing	  

the	  combined	  relationships	  in	  the	  model.	  	  	  

	  

	  
Figure	  6:	  Regression	  model	  1,	  predictors	  of	  intrinsic	  motivation	  

	  

Standard	  multiple	  regression	  analysis	  was	  used	  to	  assess	  the	  relative	  predictive	  strength	  

of	  independent	  variables,	  Feedback	  Satisfaction	  and	  Autonomy	  Orientation,	  with	  

regards	  to	  the	  dependent	  variable,	  Intrinsic	  Motivation.	  	  The	  data	  for	  the	  model	  was	  

inspected	  using	  the	  scatterplot	  and	  p-‐plot	  to	  check	  for	  outliers,	  normality,	  linearity	  and	  

homoscedasticity.	  Although	  the	  p-‐plot	  indicated	  some	  deviation	  from	  normality,	  this	  

was	  assessed	  as	  not	  significant.	  	  No	  other	  significant	  deviations	  were	  noted.	  	  No	  

systematic	  patterns	  of	  residuals	  were	  noted.	  	  No	  adjustments	  for	  outlying	  points	  were	  

deemed	  necessary.	  	  	  	  

	  

The	  regression	  model	  reaches	  statistical	  significance,	  with	  R	  square	  value	  of	  .261	  

(p<.0005).	  	  This	  implies	  that	  just	  over	  a	  quarter	  of	  the	  variance	  in	  intrinsic	  motivation	  is	  

explained	  by	  the	  two	  independent	  variables.	  	  In	  this	  model	  we	  see	  than	  Feedback	  

Satisfaction	  makes	  a	  statistically	  significant	  contribution	  (Beta=	  .422,	  p<.0005)	  to	  

Intrinsic	  Motivation,	  while	  Autonomy	  Orientation	  also	  contributes	  significantly,	  but	  to	  a	  

lower	  degree	  (Beta=	  .229,	  p<.0005).	  	  	  

	  

Based	  on	  the	  above	  findings,	  H1	  is	  supported.	  	  Feedback	  Satisfaction	  is	  positively	  related	  

to	  Intrinsic	  Motivation.	  

	  

Dependent'Variable R R'Square Std.'Error Sig.
Intrinsic'Motivation .511 .261 .728 .000

Contribution'of'Independent'Variables Beta Sig.
Feedback'Satisfaction .422 .000
Autonomy'Orientation .229 .000
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4.3	  Regression	  Analysis:	  Predictor	  Variables	  of	  Feedback	  Satisfaction	  

	  

Based	  on	  the	  bivariate	  correlation,	  with	  regards	  to	  Feedback	  Satisfaction;	  Performance	  

Appraisal	  Session	  Quality	  (r=.462,p<.01),	  Informal	  Feedback	  (r=.769,	  p<.01)	  and	  

Relationship	  Quality	  (r=.730,p<.01)	  are	  all	  positively	  related.	  	  Thus	  a	  second	  standard	  

multiple	  regression	  analysis	  can	  be	  used	  to	  assesses	  the	  predictive	  power	  of	  the	  three	  

independent	  variables,	  Performance	  Appraisal	  Session	  Quality,	  Informal	  Feedback	  and	  

Relationship	  Quality	  against	  the	  dependent	  variable	  Feedback	  Satisfaction	  when	  

considered	  together	  in	  a	  model.	  

	  

	  
Figure	  7:	  Regression	  model	  2,	  predictors	  of	  feedback	  satisfaction	  

	  

The	  data	  for	  the	  model	  was	  inspected	  using	  the	  scatterplot	  and	  p-‐plot	  to	  check	  for	  

outliers,	  normality,	  linearity	  and	  homoscedasticity.	  	  Although	  the	  p-‐plot	  indicated	  some	  

deviation	  from	  normality,	  this	  was	  assessed	  as	  not	  significant.	  	  No	  other	  significant	  

deviations	  were	  noted.	  No	  systematic	  patterns	  of	  residuals	  were	  noted.	  No	  adjustments	  

for	  outlying	  points	  were	  deemed	  necessary.	  	  	  Regression	  models	  are	  sensitive	  to	  

multicollinearity.	  	  Multicollinearity	  is	  considered	  to	  exist	  when	  the	  independent	  

variables	  are	  highly	  correlated.	  Multiple	  regression	  does	  not	  work	  well	  when	  this	  

problem	  exists	  (Pallant,	  2013,	  p.157).	  	  It	  should	  be	  noted	  that	  there	  is	  high	  correlation	  

between	  the	  variables	  Informal	  Feedback,	  Feedback	  Satisfaction	  and	  Relationship	  

Quality	  (r>	  .7),	  however	  the	  correlation	  does	  not	  exceed	  the	  upper	  threshold	  of	  .9	  

therefore	  it	  is	  deemed	  acceptable	  to	  continue	  with	  the	  regression	  analysis.	  	  Tolerance	  

values	  were	  above	  the	  lower	  limit	  of	  0.1,	  which	  is	  a	  commonly	  used	  cut-‐off	  point	  

(Pallant,	  2013,	  p.164);	  therefore	  the	  risk	  due	  to	  multicollinearity	  is	  also	  reduced	  to	  an	  

acceptable	  level.	  	  	  

	  

Dependent'Variable R R'Square Std.'Error Sig.
Feedback'Satisfaction .829 .687 .461 .000

Contribution'of'Independent'Variables Beta Sig.
Performance'Appraisal'Session'Quality .173 .007
Informal'Feedback' .501 .000
Leader'Relationship'Quality .259 .005
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The	  regression	  model	  in	  Figure	  7	  reaches	  statistical	  significance	  (p<0.005),	  with	  R	  

square	  value	  of	  .687	  implying	  a	  high	  explanation	  level	  for	  Feedback	  Satisfaction	  due	  to	  

the	  three	  independent	  variables	  tested.	  	  	  

	  

Informal	  Feedback	  makes	  the	  largest	  contribution	  (Beta	  .501,	  p<.0005),	  while	  the	  

Performance	  Appraisal	  Session	  Quality	  makes	  the	  smallest	  contribution	  (Beta	  .173,	  

p<.007).	  	  All	  independent	  variables	  make	  a	  statistically	  significant,	  unique	  contribution	  

to	  the	  prediction	  of	  the	  dependent	  variable,	  Feedback	  Satisfaction.	  	  

	  

Therefore,	  based	  on	  this	  data	  H2	  and	  H3	  are	  supported;	  Performance	  Appraisal	  Session	  

Quality	  and	  Informal	  Feedback	  are	  positively	  related	  to	  Feedback	  Satisfaction.	  	  H4	  is	  

partially	  supported	  in	  that	  Leader	  Relationship	  Quality	  and	  Feedback	  Satisfaction	  are	  

positively	  related,	  however	  Leader	  Relationship	  Quality	  did	  not	  carry	  the	  strongest	  

weight	  as	  was	  hypothesized.	  

	  

4.4	  Comparison	  of	  Groups	  

	  

	  Independent-‐Samples	  T-‐Test:	  Performance	  Appraisal	  Session	  Yes/No	  

	  

The	  data	  for	  the	  Performance	  Appraisal	  Session	  Quality	  was	  only	  based	  on	  those	  

employees	  that	  had	  a	  performance	  appraisal	  in	  the	  past	  year.	  	  83	  employees	  had	  not	  had	  

a	  performance	  appraisal	  and	  therefore	  did	  not	  respond	  to	  these	  questions.	  	  In	  order	  to	  

analyze	  the	  differences	  between	  these	  two	  groups,	  an	  independent	  sample	  t-‐test	  was	  

used	  to	  further	  assess	  the	  impact	  of	  a	  performance	  appraisal	  session	  on	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation.	  	  	  

	  

	  
Figure	  8:	  Independent	  samples,	  t-‐test,	  Performance	  Appraisal	  Session:	  Yes/No	  

	  

The	  t-‐test	  showed	  a	  statistically	  significant	  positive	  effect	  of	  a	  performance	  appraisal	  on	  

both	  Feedback	  Satisfaction	  (mean	  difference=	  .34,	  p<.003)	  and	  Intrinsic	  Motivation	  

Groups Variable N Mean Mean0Difference Sig.

Performance0Appraisal0:0Yes Feedback0Satisfaction 138 3.35 0.34 .003
Performance0Appraisal0:0No 83 3.01

Performance0Appraisal0:0Yes Intrinsic0Motivation 138 4.11 0.37 .003
Performance0Appraisal0:0No 83 3.73
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(mean	  difference=.37,	  p<.003).	  	  This	  lends	  further	  support	  to	  H2,	  in	  that	  not	  only	  the	  

Performance	  Appraisal	  Session	  Quality	  is	  positively	  related	  to	  Feedback	  Satisfaction,	  but	  

also	  the	  Performance	  Appraisal	  in	  itself,	  without	  factoring	  in	  quality,	  contributes	  to	  

higher	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation.	  

	  

Bivariate	  Correlation:	  High/Low	  Autonomy	  Orientation	  

	  

Employees	  were	  divided	  into	  two	  groups,	  with	  median	  score	  and	  higher	  being	  classified	  

as	  high	  autonomy	  orientation	  and	  the	  remainder	  falling	  under	  a	  low	  autonomy	  

orientation	  classification.	  	  Given	  the	  skewness	  of	  the	  data	  and	  the	  scales	  not	  meeting	  the	  

assumption	  of	  normal	  distribution,	  as	  recommended	  (Pallant,	  2013),	  the	  Spearman	  

Rank	  Order	  Correlation	  (rho)	  was	  used	  to	  generate	  the	  bivariate	  correlation	  values.	  

	  

	  
Figure	  9:	  Bivariate	  correlation,	  high/low	  Autonomy	  Orientation	  

	  

Based	  on	  the	  bivariate	  correlation	  in	  Figure	  9,	  the	  relationship	  between	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation	  is	  stronger	  for	  employees	  with	  low	  autonomy	  

(r=.555,	  p<.01),	  	  than	  for	  employees	  with	  high	  autonomy	  orientations	  (r=.333,	  p<.01)	  

therefore	  H5	  is	  supported.	  	  	  

	  

Independent-‐Samples	  T-‐Test:	  Employee	  Roles	  

	  

Independent	  sample	  t-‐tests	  were	  run	  to	  determine	  mean	  differences	  on	  the	  dependent	  

variables	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation	  between	  functional	  and	  

operative	  employees	  and	  between	  management	  and	  non-‐management	  employees.	  

	  

	  

Mean% N r sig
Autonomy%Orientation%2%High 4.00 140 .333** .01
Autonomy%Orientation%2%Low 3.01 81 .555** .01

**%correlation%is%significant%at%the%.01%level%(22tailed)
r=correlation%between%Feedback%Satisfaction%and%Intrinsic%Motivation
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Figure	  10:	  Independent	  samples	  t-‐test,	  functional/operative	  

	  

	  
Figure	  11:	  Independent	  samples	  t-‐test,	  manager/non-‐manager	  

	  

The	  above	  data	  shows	  that	  operative	  employees	  show	  a	  significantly	  lower	  mean	  for	  

both	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation.	  	  Managers	  have	  higher	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation,	  although	  only	  the	  difference	  in	  the	  mean	  scores	  for	  

Intrinsic	  Motivation	  is	  significant.	  	  Therefore	  H6	  is	  only	  partially	  supported,	  as	  operative	  

employees	  were	  less	  satisfied	  than	  functional	  employees	  as	  hypothesized,	  but	  managers	  

were	  not	  significantly	  more	  satisfied	  with	  feedback	  as	  it	  was	  stated	  in	  the	  hypothesis.	  	  

	  

In	  further	  analyzing	  the	  variables	  contributing	  to	  Feedback	  Satisfaction	  some	  additional	  

t-‐tests	  were	  run	  for	  the	  predictor	  variables	  of	  Feedback	  Satisfaction.	  It	  was	  noted	  that	  

operative	  employees	  have	  a	  significantly	  lower	  average	  score	  for	  Informal	  Feedback	  

(mean	  difference=	  .45,	  p<.001)	  and	  Relationship	  Quality	  (mean	  difference=.27,	  p<.007)	  

than	  functional	  employees,	  whereas	  scoring	  for	  Performance	  Appraisal	  Session	  Quality	  

does	  not	  vary	  significantly.	  

	  

In	  running	  the	  same	  additional	  tests	  for	  management	  employees,	  the	  result	  is	  that	  

management	  employees	  show	  a	  significantly	  higher	  score	  for	  Performance	  Appraisal	  

Session	  Quality	  (mean	  difference=	  .20,	  p<.019)	  and	  Relationship	  Quality	  (mean	  

difference=.25,	  p<.008),	  whereas	  Informal	  Feedback	  perceptions	  did	  not	  vary	  

significantly.	  

	  

	  ANOVA:	  Background	  and	  Demographic	  Control	  Variables	  

	  

Groups Variable N Mean Mean0Difference Sig.

Functional0Employee Feedback0Satisfaction 144 3.37 0.43 .000
Operatative0Employee0 77 2.95

Functional0Employee Intrinsic0Motivation 144 4.10 0.40 .001
Operatative0Employee0 77 3.71

Groups Variable N Mean Mean0Difference Sig.

Manager0 Feedback0Satisfaction 82 3.32 0.15 .174
NonCManager 139 3.17

Manager Intrinsic0Motivation 82 4.25 0.45 .000
NonCManager 139 3.80
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ANOVA	  tests	  were	  used	  to	  examine	  various	  groups	  of	  employees	  identified	  by	  the	  

demographic	  control	  variables	  in	  order	  to	  determine	  whether	  or	  not	  significant	  

differences	  existed	  within	  these	  groups	  for	  the	  dependent	  variables	  Feedback	  

Satisfaction	  and	  Intrinsic	  Motivation.	  

	  

	  
Figure	  12:	  ANOVA,	  Background	  and	  control	  variables	  

	  

ANOVA	  tests	  for	  the	  categorical	  variables	  age	  and	  employment	  length	  did	  not	  reveal	  any	  

significant	  differences	  between	  the	  categories	  for	  the	  variables	  Feedback	  Satisfaction	  

and	  Intrinsic	  Motivation.	  	  Education	  level	  was	  significant	  with	  a	  linear	  effect	  between	  

education	  level	  and	  Feedback	  Satisfaction,	  but	  the	  effect	  on	  Intrinsic	  Motivation	  was	  not	  

significant.	  	  However	  it	  should	  be	  noted	  that	  in	  this	  relationship	  the	  difference	  was	  only	  

significant	  between	  top	  and	  bottom	  levels	  where	  there	  were	  few	  employees.	  Employees	  

in	  the	  middle	  two	  categories	  were	  not	  statistically	  different.	  	  	  

	  

See	  Appendix	  3	  and	  4	  for	  test	  details	  from	  SPSS.	  	  

	   	  

Variable Categories Dependent1Variable N Mean Sig.

Age 18929 Feedback1Satisfaction 37 3.28 .919
30945 80 3.24
46959 92 3.18
60+ 12 3.22

Age 18929 Intrinsic1Motivation 37 3.70 .201
30945 80 4.01
46959 92 4.04
60+ 12 3.94

Employment1Length 0951years Feedback1Satisfaction 108 3.29 .496
69151years 63 3.14
15+1years 50 3.20

Employment1Length 0951years Intrinsic1Motivation 108 3.94 .462
69151years 63 3.90
15+1years 50 4.09

Education Middle1School Feedback1Satisfaction 13 2.61 .000
Secondary1School 109 3.07
University11941years 72 3.32
University15+1years 27 3.85

Education Middle1School Intrinsic1Motivation 13 3.92 .290
Secondary1School 109 3.87
University11941years 72 4.05
University15+1years 27 4.17
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Chapter	  5	  Discussion	  
	  
The	  aim	  of	  this	  study	  was	  to	  examine	  the	  relationship	  between	  performance	  feedback	  

and	  motivation	  to	  determine	  how	  performance	  feedback	  in	  a	  work	  setting	  influences	  

intrinsic	  motivation.	  	  The	  findings	  related	  to	  the	  hypotheses	  will	  be	  discussed	  in	  terms	  of	  

the	  research	  questions	  that	  were	  posed.	  	  	  

	  

5.1	  Discussion	  of	  Findings	  	  

	  

Research	  Question	  1:	  Is	  job	  performance	  feedback	  an	  important	  driver	  of	  intrinsic	  

motivation	  in	  a	  work	  setting?	  

	  

Given	  the	  support	  for	  H1,	  in	  response	  to	  Research	  Question	  1,	  there	  is	  support	  for	  the	  

fact	  that	  satisfaction	  with	  job	  performance	  feedback	  is	  a	  driver	  of	  intrinsic	  motivation	  in	  

a	  work	  setting.	  	  These	  results	  are	  in	  line	  with	  previous	  findings	  (e.g.	  Kuvaas,	  2006)	  that	  

indicate	  a	  positive	  relationship	  between	  performance	  feedback	  satisfaction	  and	  intrinsic	  

motivation.	  	  It	  should	  be	  noted	  that	  the	  key	  is	  satisfaction	  with	  job	  performance	  

feedback,	  not	  just	  the	  existence	  of	  feedback	  in	  itself.	  	  Feedback	  Satisfaction	  is	  measured	  

in	  this	  case,	  based	  on	  the	  perception	  of	  the	  respondent.	  

	  

The	  data,	  in	  showing	  a	  medium	  strength	  correlation	  (Figure	  5),	  also	  then	  indicates	  

consistencies	  with	  the	  self-‐determination	  theory	  which	  points	  to	  the	  fact	  that	  motivation	  

is	  not	  just	  influenced	  by	  one	  element,	  but	  an	  integrated	  set	  of	  environmental	  factors	  

influencing	  aspects	  of	  job	  content,	  context	  and	  work	  climate	  (Gagné	  &	  Deci,	  2005).	  	  

While	  feedback	  is	  one	  of	  these	  elements,	  the	  relationships	  are	  complex	  such	  that	  the	  

total	  concept	  of	  work	  motivation	  according	  to	  the	  self-‐determination	  theory	  is	  pieced	  

together	  of	  many	  interactive	  elements	  which	  at	  the	  core	  support	  autonomy,	  competence	  

and	  relatedness.	  	  This	  finding	  then	  underscores	  the	  fact	  that	  leaders	  can	  influence	  the	  

intrinsic	  motivation	  of	  the	  employees	  to	  some	  degree,	  by	  creating	  a	  feedback	  context	  

that	  supports	  the	  needs	  of	  competence,	  autonomy	  and	  relatedness.	  	  The	  organizational	  

policies	  can	  also	  play	  a	  role	  in	  facilitating	  this	  context.	  	  This	  will	  benefit	  both	  the	  

individual	  employee	  and	  the	  company	  through	  positive	  outcomes	  related	  to	  

performance,	  job	  satisfaction	  organizational	  commitment	  (e.g	  Gagné	  &	  Deci,	  2005,	  

Cerasoli	  et	  al.,	  2014).	  	  	  
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Looking	  at	  the	  results	  of	  regression	  model	  1	  (Figure	  6),	  gives	  us	  a	  better	  perspective	  of	  

the	  predictive	  values	  of	  these	  variables	  within	  the	  model	  of	  the	  self-‐determination	  

theory.	  	  The	  variables	  Feedback	  Satisfaction	  and	  Autonomy	  Orientation	  explain	  26%	  of	  

the	  variance	  in	  Intrinsic	  Motivation,	  also	  indicating	  that	  these	  factors	  are	  pieces	  in	  a	  

larger	  puzzle,	  but	  are	  significant	  enough	  that	  they	  should	  not	  be	  ignored.	  What	  is	  also	  

observed	  is	  that	  the	  contextual	  factor	  of	  Feedback	  Satisfaction	  plays	  a	  more	  significant	  

role	  than	  the	  individual	  factor	  of	  Autonomy	  Orientation.	  	  Autonomy	  orientation	  is	  

modeled	  as	  both	  a	  predictor	  of	  intrinsic	  motivation,	  but	  also	  as	  influencing	  the	  outcomes	  

of	  other	  contextual	  factors	  on	  intrinsic	  motivation	  (see	  Research	  Question	  3).	  These	  

findings	  can	  indicate	  that	  the	  environment	  employees	  are	  in	  has	  more	  to	  say	  with	  

regards	  to	  intrinsic	  motivation	  than	  their	  individual	  differences,	  supporting	  the	  self-‐

determination	  theory’s	  basis	  that	  human	  motivation	  is	  primarily	  a	  function	  of	  the	  social	  

conditions	  that	  humans	  function	  within	  (Ryan	  &	  Deci,	  2000).	  	  Environment	  is	  something	  

that	  can	  be	  influenced	  by	  management	  and	  organizational	  policies	  as	  opposed	  to	  

individual	  differences,	  which	  are	  trait-‐like	  and	  perhaps	  more	  complex	  and	  difficult	  to	  

influence.	  	  	  

	  

However,	  only	  individual	  differences	  with	  regards	  to	  general	  causality	  orientations	  are	  

identified	  by	  the	  self-‐determination	  theory	  for	  work	  motivation.	  	  A	  fairly	  simple	  scale	  

was	  chosen	  for	  the	  measurement	  of	  autonomy	  orientation	  for	  the	  purposes	  of	  this	  study,	  

which	  can	  limit	  the	  degree	  to	  which	  these	  findings	  can	  be	  interpreted.	  	  This	  view	  of	  

individual	  differences	  should	  not	  be	  interpreted	  in	  an	  oversimplified	  manner.	  	  There	  are	  

other	  factors	  outside	  of	  the	  work	  context,	  which	  could	  impact	  the	  individual	  and	  their	  

choices	  and	  experiences	  within	  the	  work	  context.	  For	  example,	  the	  reason	  why	  people	  

have	  the	  job	  that	  they	  do,	  can	  be	  a	  function	  of	  the	  pursuit	  of	  personal	  goals.	  	  As	  

summarized	  by	  Ryan	  and	  Deci	  (2000),	  it	  has	  been	  found	  that	  there	  are	  individual	  

differences	  with	  regards	  to	  the	  emphasis	  people	  place	  on	  intrinsic	  goals	  such	  as	  

affiliation,	  personal	  growth	  and	  community	  compared	  to	  extrinsic	  goals	  such	  as	  wealth,	  

fame	  and	  image.	  	  The	  former	  being	  positively	  associated	  with	  well-‐being	  and	  the	  latter	  

being	  negatively	  associated	  with	  this	  outcome.	  	  The	  varying	  degree	  of	  these	  focuses	  in	  

individuals	  can	  be	  influenced	  by	  many	  factors	  outside	  of	  work	  context,	  from	  media	  to	  

childhood	  experiences	  (Ryan	  &	  Deci,	  2000).	  	  Therefore,	  why	  a	  person	  has	  chosen	  the	  job	  
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or	  profession	  that	  they	  have,	  can	  impact	  how	  a	  person	  experiences	  the	  work	  

environment,	  including	  other	  elements	  which	  were	  not	  measured	  for	  the	  purposes	  of	  

this	  study	  (e.g.	  choice,	  challenge),	  which	  in	  turn	  can	  impact	  intrinsic	  motivation.	  	  

Quantifying	  these	  effects	  is	  beyond	  the	  scope	  of	  this	  study,	  but	  the	  various	  contexts	  that	  

shape	  individuals	  outside	  of	  work	  and	  their	  career	  decisions	  should	  not	  be	  overlooked	  

when	  considering	  the	  conclusions	  around	  the	  meaning	  and	  impact	  of	  individual	  

differences.	  

	  

To	  summarize	  the	  response	  to	  Research	  Question	  1,	  job	  performance	  feedback	  is	  a	  

moderately	  important	  driver	  of	  intrinsic	  motivation,	  when	  the	  performance	  feedback	  is	  

in	  a	  manner	  such	  that	  the	  employee	  experiences	  satisfaction	  with	  the	  feedback.	  	  

Employee	  satisfaction	  with	  feedback	  then	  indicates	  fulfillment	  of	  the	  human	  needs	  for	  

autonomy,	  competence	  and	  relatedness	  

	  

Research	  Question	  2:	  Feedback	  between	  leader	  and	  employee	  can	  be	  informal	  or	  a	  part	  

of	  a	  formal	  performance	  appraisal	  process;	  how	  do	  these	  feedback	  types	  compare	  in	  

terms	  of	  importance	  and	  what	  is	  the	  significance	  of	  the	  leadership	  role	  in	  this	  exchange?	  

	  

When	  examining	  Research	  Question	  2,	  the	  sources	  of	  feedback	  were	  split	  into	  two	  

possible	  arenas,	  the	  performance	  appraisal	  session	  and	  informal	  feedback.	  The	  

performance	  appraisal	  session	  is	  well	  researched,	  while	  informal	  feedback	  is	  

acknowledged	  as	  a	  component	  in	  the	  appraisal	  reaction,	  but	  is	  less	  studied.	  An	  

employee’s	  leader	  is	  a	  key	  person	  in	  these	  interactions,	  but	  it	  should	  be	  kept	  in	  mind	  

that	  perceptions	  can	  be	  influenced	  by	  a	  broad	  numbers	  of	  factors	  from	  job	  roles	  to	  

relationships	  with	  colleagues,	  performance	  management	  systems	  and	  organizational	  

policies.	  	  

	  

As	  noted	  in	  Chapter	  4	  (Figure	  5),	  the	  positive	  correlation	  results	  supports	  the	  related	  

hypotheses.	  	  When	  considered	  in	  regression	  model	  2	  (Figure	  7),	  the	  dependent	  variable,	  

Feedback	  Satisfaction	  shows	  a	  high	  level	  of	  variance	  explanation	  with	  68%	  of	  the	  

variance	  being	  explained	  by	  the	  tested	  variables;	  Performance	  Appraisal	  Quality,	  

Informal	  Feedback	  and	  Leader	  Relationship	  Quality.	  	  Therefore	  in	  response	  to	  the	  

Research	  Question	  2,	  in	  this	  context	  there	  is	  evidence	  that	  suggests	  that	  regular	  informal	  
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feedback	  and	  a	  strong	  leader	  relationship	  outweigh	  the	  performance	  appraisal	  session	  

in	  terms	  of	  importance,	  but	  that	  each	  component	  in	  itself	  makes	  a	  positive	  contribution	  

to	  creating	  favorable	  perceptions	  of	  feedback.	  	  	  

	  

The	  results	  related	  to	  the	  quality	  of	  the	  performance	  appraisal	  session	  confirm	  what	  

extensive	  research	  has	  shown,	  that	  a	  high	  quality	  performance	  appraisal	  is	  related	  to	  a	  

number	  of	  desirable	  reactions	  and	  outcomes	  (e.g.	  Brown	  et	  al.,	  2010,	  Kuvaas,	  2006,	  

Mikkelsen	  &	  Lie,	  1998,	  Selvarajan	  &	  Cloninger,	  2012),	  which	  ultimately	  contribute	  to	  

effectiveness	  in	  the	  process.	  	  The	  t-‐test	  data	  (Figure	  8)	  also	  could	  give	  indication	  that	  

perhaps	  any	  performance	  appraisal	  is	  better	  than	  no	  performance	  as	  employees	  who	  

hadn’t	  had	  a	  performance	  appraisal	  in	  the	  past	  year	  scored	  statistically	  lower	  for	  both	  

Feedback	  Satisfaction	  and	  Intrinsic	  Motivation	  than	  employees	  who	  had	  had	  a	  

performance	  appraisal.	  There	  is	  uncertainty	  of	  the	  reasons	  why	  fairly	  significant	  

percentage	  of	  employees	  (38%)	  had	  not	  had	  a	  performance	  appraisal.	  	  This	  could	  

potentially	  be	  attributed	  to	  timing	  or	  delays	  or	  other	  systematic	  reason,	  such	  as	  new	  

employees,	  employees	  who	  had	  changed	  jobs	  internally,	  employees	  who	  were	  weaker	  

performers	  or	  employees	  who	  have	  high	  job	  dissatisfaction	  (thus	  reluctance	  for	  the	  

managers	  to	  have	  an	  appraisal),	  which	  could	  ultimately	  explain	  the	  different	  outcomes.	  	  

But	  despite	  not	  having	  a	  performance	  appraisal	  session,	  employees	  still	  scored	  an	  

average	  of	  3.01	  for	  Feedback	  Satisfaction	  and	  3.73	  for	  Intrinsic	  Motivation,	  indicating	  

that	  respectable	  outcomes	  can	  be	  achieved	  even	  though	  this	  element	  is	  missing.	  	  Upon	  

further	  inspection	  of	  the	  data	  it	  was	  also	  noted	  that	  very	  few	  employees	  reported	  poor	  

quality	  in	  performance	  appraisal	  session,	  therefore	  it	  cannot	  be	  inferred	  that	  even	  a	  low	  

quality	  performance	  appraisal	  is	  better	  than	  no	  performance	  appraisal.	  	  

	  

	  It	  is	  interesting	  to	  note,	  that	  Informal	  Feedback	  (Beta=	  .501,	  p<.0005)	  shows	  a	  much	  

stronger	  relationship	  to	  Feedback	  Satisfaction	  than	  Performance	  Appraisal	  Session	  

Quality	  (Beta=	  .173,	  p<.007).	  	  Thus	  indicating	  that	  the	  infrequent	  performance	  appraisal	  

session,	  while	  making	  some	  impact,	  is	  not	  the	  most	  important	  arena	  for	  feedback	  in	  this	  

appraisal	  reaction	  model.	  	  Despite	  the	  multitude	  of	  research	  on	  the	  performance	  

appraisal	  session	  or	  system	  in	  itself,	  the	  informal	  feedback	  or	  feedback	  

culture/environment	  is	  a	  more	  abstract	  area	  that	  has	  not	  been	  examined	  to	  the	  same	  

extent	  as	  the	  more	  concrete	  measures	  related	  to	  performance	  appraisal	  session	  and	  
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system.	  	  Little	  research	  has	  considered	  how	  the	  feedback	  environment	  affects	  workplace	  

motivation	  (Gabriel,	  Frantz,	  Levy,	  &	  Hilliard,	  2014),	  therefore	  solid	  data	  weighing	  the	  

importance	  of	  this	  factor	  against	  other	  factors	  has	  not	  yet	  become	  prevalent.	  	  This	  

indicates	  that	  as	  Levy	  and	  William	  noted,	  performance	  appraisal	  research	  has	  been	  

moving	  into	  the	  social	  context	  arena	  (Levy	  &	  Williams,	  2004)	  and	  should	  continue	  to	  do	  

so	  in	  the	  future.	  	  The	  nature	  of	  this	  study	  does	  however	  not	  reveal	  the	  sources	  and	  type	  

of	  informal	  feedback	  in	  this	  context.	  	  While	  we	  see	  it	  is	  important,	  this	  study	  provides	  

limited	  insight	  into	  what	  specifically	  is	  or	  can	  be	  done	  to	  achieve	  strong	  perceptions	  in	  

this	  area.	  	  	  

	  

Leader	  Relationship	  Quality,	  as	  measured	  by	  the	  LMX	  scale,	  when	  considered	  in	  the	  

regression	  model,	  falls	  in	  the	  middle	  of	  the	  three	  predictor-‐variables.	  	  This	  is	  consistent	  

with	  previous	  findings	  in	  the	  performance	  appraisal	  literature	  that	  show	  that	  the	  

relationship	  quality	  element	  is	  a	  much	  more	  significant	  factor	  than	  the	  performance	  

appraisal	  session	  in	  itself	  when	  looking	  at	  the	  drivers	  of	  appraisal	  reactions	  (Pichler,	  

2012).	  	  	  However,	  based	  on	  Pichler’s	  meta-‐analysis,	  it	  was	  hypothesized	  that	  

relationship	  quality	  would	  be	  the	  strongest	  driving	  factor	  in	  the	  performance	  appraisal	  

reaction.	  This	  finding	  was	  not	  quite	  replicated	  in	  the	  current	  research	  as	  Informal	  

Feedback	  did	  have	  a	  higher	  beta	  value	  than	  the	  LMX	  measurement	  with	  regards	  to	  

Feedback	  Satisfaction.	  	  The	  current	  findings	  again	  underscore	  that	  the	  contextual	  

elements	  outweigh	  the	  performance	  appraisal	  session	  and	  that	  social	  exchange	  

relationship	  bears	  a	  strong	  link	  to	  the	  way	  in	  which	  employees	  perceive	  their	  job	  

performance	  feedback.	  

	  

It	  should	  also	  be	  noted	  that	  LMX	  measurement,	  Informal	  Feedback	  and	  Feedback	  

Satisfaction	  were	  all	  highly	  correlated.	  From	  a	  statistical	  point	  of	  view,	  this	  can	  be	  

viewed	  as	  a	  limitation	  in	  terms	  of	  validity	  as	  the	  constructs	  show	  convergent	  validity	  

which	  lends	  uncertainty	  as	  to	  whether	  these	  constructs	  are	  actually	  separate	  indicators	  

or	  whether	  they	  are	  in	  reality	  measuring	  the	  same	  thing.	  	  High	  correlations	  also	  

introduce	  problems	  in	  regression	  models	  associated	  with	  multicollinearity	  (Pallant,	  

2013)	  and	  although	  these	  risks	  are	  considered	  to	  be	  within	  acceptable	  limitations,	  these	  

close	  relationships	  can	  add	  uncertainty	  to	  the	  regression	  model’s	  robustness.	  	  	  
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On	  the	  other	  hand,	  it	  also	  makes	  sense	  that	  these	  three	  constructs	  are	  closely	  related.	  	  

This	  gives	  evidence	  that	  an	  important	  component	  of	  a	  quality	  leader	  relationship	  is	  the	  

informal	  feedback	  that	  occurs	  on	  a	  regular	  basis	  and	  that	  these	  things	  in	  turn	  contribute	  

to	  satisfaction	  with	  feedback.	  Therefore	  it	  would	  also	  be	  unusual	  if	  these	  elements	  were	  

significantly	  divergent.	  	  With	  regards	  to	  the	  self-‐determination	  theory,	  it	  is	  also	  clear	  

that	  the	  role	  of	  leadership	  is	  important	  in	  setting	  the	  tone	  for	  the	  work	  climate	  and	  the	  

degree	  to	  which	  the	  leadership	  role	  is	  experienced	  by	  employees	  as	  autonomy	  

supportive	  versus	  controlling	  (Gagné	  &	  Deci,	  2005).	  	  So	  these	  variables,	  which	  ultimately	  

predict	  intrinsic	  motivation,	  cannot	  be	  viewed	  as	  completely	  separate	  items	  in	  a	  chain	  

event	  of	  perceptions	  and	  reactions,	  but	  rather	  an	  interactive	  set	  of	  factors	  that	  build	  on	  

and	  contribute	  to	  each	  other.	  

	  

To	  summarize	  the	  response	  to	  Research	  Question	  2,	  informal	  day-‐to-‐day	  feedback	  is	  an	  

important	  but	  undervalued	  source	  of	  feedback	  when	  compared	  to	  the	  performance	  

appraisal	  session.	  	  Having	  a	  quality	  relationship	  with	  one’s	  leader	  goes	  hand	  in	  hand	  

with	  informal	  feedback	  in	  creating	  a	  context	  which	  supports	  a	  positive	  reaction	  to	  job	  

performance	  feedback.	  

	  

Research	  Question	  3:	  Do	  significant	  individual	  differences	  exist	  between	  either	  

individuals	  or	  groups	  of	  employees,	  which	  should	  be	  taken	  into	  account	  when	  giving	  an	  

employee	  job	  performance	  feedback?	  

	  

Autonomy	  Orientation	  

The	  way	  in	  which	  individuals	  react	  to	  feedback	  has	  been	  found	  to	  play	  a	  role	  with	  

regards	  to	  the	  reaction	  and	  response	  to	  the	  feedback.	  The	  self-‐determination	  theory	  

identifies	  autonomy	  orientation	  as	  an	  important	  individual	  difference	  based	  on	  the	  

theory’s	  definition	  of	  general	  causality	  orientations,	  which	  are	  trait-‐like	  characteristics	  

(Gagne,	  Deci,	  2005).	  	  

	  

The	  fact	  that	  H5	  was	  supported	  (Figure	  9)	  was	  consistent	  with	  expectations	  that	  for	  

employees	  with	  a	  low	  autonomy	  orientation,	  a	  positive	  feedback	  experience	  is	  more	  

important	  and	  beneficial	  than	  for	  employees	  with	  a	  high	  autonomy	  orientation.	  The	  

findings	  in	  this	  study	  are	  similar	  to	  Kuvaas’s	  findings	  previously,	  (Kuvaas,	  2007)	  which	  
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demonstrated	  that	  the	  relationships	  between	  feedback	  and	  positive	  outcomes	  were	  

moderated	  by	  autonomy	  orientation,	  being	  strengthened	  for	  employees	  with	  low	  

autonomy	  orientation.	  Kuvaas	  however	  found	  a	  negative	  outcome	  relationship	  for	  

employees	  with	  high	  autonomy	  orientation,	  suggesting	  that	  feedback	  for	  this	  group	  had	  

possibly	  been	  interpreted	  as	  controlling.	  In	  the	  current	  study,	  the	  relationship	  between	  

feedback	  and	  the	  outcome	  of	  intrinsic	  motivation	  is	  positive	  for	  both	  groups,	  only	  

slightly	  weaker	  for	  employees	  with	  high	  autonomy	  orientation.	  	  	  

	  

The	  way	  in	  which	  a	  high	  autonomy	  orientation	  is	  interpreted	  a	  critical	  distinction	  with	  

regards	  to	  interpretation	  of	  the	  results.	  	  High	  autonomy	  orientation	  can	  be	  interpreted	  

either	  as	  an	  indicator	  of	  strong	  self-‐efficacy,	  positive	  self-‐esteem	  and	  a	  predictor	  of	  

intrinsic	  motivation,	  or	  as	  an	  indicator	  of	  a	  tendency	  towards	  a	  control	  orientation.	  	  Self-‐

efficacy	  implies	  a	  level	  of	  perceived	  competence,	  which	  is	  a	  fundamental	  component	  in	  

the	  self-‐determination	  theory,	  thus	  influencing	  belief	  in	  one’s	  ability	  to	  complete	  tasks	  

and	  reach	  goals.	  	  With	  high	  self-‐efficacy,	  feedback	  can	  be	  experienced	  as	  competency	  

affirming	  and	  thus	  enhancing	  intrinsic	  motivation.	  	  A	  control	  orientation	  is	  characterized	  

by:	  self-‐consciousness,	  defensive	  functioning,	  placing	  high	  importance	  on	  extrinsic	  

motivators	  and	  a	  general	  tendency	  to	  experience	  social	  contexts	  as	  controlling	  (Gagné	  &	  

Deci,	  2005,	  p.	  339).	  	  For	  these	  types	  of	  individuals,	  feedback	  can	  often	  be	  experienced	  as	  

controlling	  thus	  leading	  to	  a	  negative	  effect	  on	  intrinsic	  motivation.	  	  The	  results	  of	  this	  

study	  indicate	  the	  former	  interpretation.	  	  	  

	  

One	  of	  the	  limitations	  mentioned	  previously	  relates	  to	  the	  use	  of	  this	  scale	  chosen	  for	  

Autonomy	  Orientation.	  	  A	  more	  comprehensive	  mapping	  of	  the	  individual	  differences	  

according	  to	  the	  self-‐determination	  theory’s	  validated	  scale	  for	  general	  causality	  

orientations	  could	  have	  been	  advantageous	  in	  terms	  of	  identifying	  more	  clearly	  the	  

divide	  between	  high	  autonomy	  orientation	  and	  control	  orientation.	  	  However	  this	  

detailed	  mapping	  was	  deemed	  beyond	  the	  feasibility	  of	  this	  research.	  

	  

This	  balance	  between	  support	  and	  control	  for	  employees	  that	  are	  highly	  autonomous	  is	  

a	  balance	  that	  is	  important,	  but	  perhaps	  difficult	  to	  find	  with	  regards	  to	  feedback.	  	  One	  

possible	  explanation	  of	  the	  balancing	  factors	  between	  autonomy	  supportive	  and	  

controlling	  perceptions	  can	  be	  related	  to	  the	  rationale	  given	  behind	  the	  feedback.	  	  
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According	  to	  the	  self-‐determination	  theory’s	  continuum	  from	  amotivation,	  extrinsic	  

motivation	  and	  intrinsic	  motivation,	  if	  an	  individual	  recognizes	  the	  importance	  and	  

coherence	  of	  goals,	  values	  and	  regulations,	  although	  the	  source	  of	  motivation	  is	  extrinsic	  

(not	  a	  free-‐choice	  behaviour,	  done	  for	  enjoyment	  or	  interest),	  the	  response	  becomes	  

integrated	  and	  is	  autonomous	  (Gagné	  &	  Deci,	  2005).	  	  This	  translates	  into	  an	  extrinsic	  

motivation	  that	  nears	  and	  is	  correlated	  with	  intrinsic	  motivation.	  	  Therefore	  if	  an	  

employee	  is	  given	  and	  accepts	  the	  rationale	  behind	  feedback,	  the	  chances	  of	  the	  

perception	  being	  negative	  in	  terms	  of	  the	  control	  perception	  are	  likely	  reduced.	  	  What	  

determines	  whether	  a	  person	  accepts	  or	  agrees	  with	  the	  rationale	  is	  difficult	  to	  

determine,	  but	  is	  likely	  a	  combination	  of	  factors	  that	  are	  individually	  unique,	  such	  as	  

past	  experience,	  personal	  beliefs	  and	  values.	  	  

	  

Employee	  Roles	  

	  

In	  moving	  back	  to	  the	  more	  traditional	  HR	  based	  employee	  groupings,	  the	  other	  groups	  

that	  demonstrated	  significant	  differences	  in	  their	  results	  were	  functional	  versus	  

operative	  employees.	  	  Management	  versus	  non-‐management	  employees	  did	  not	  show	  

the	  same	  difference	  therefore	  lending	  only	  partial	  support	  to	  H6.	  	  Functional	  employees	  

are	  employees	  that	  work	  in	  the	  office	  (white	  collar),	  whereas	  operative	  employees	  work	  

out	  of	  the	  office	  (blue	  collar),	  directly	  with	  the	  operations	  of	  the	  company.	  	  There	  can	  

also	  be	  a	  wide	  variety	  of	  tasks	  and	  positions	  within	  these	  two	  groups	  as	  this	  is	  a	  very	  

broad	  categorization.	  	  Therefore	  the	  groups	  in	  themselves	  are	  by	  no	  means	  uniform	  with	  

regards	  to	  job	  content,	  thus	  limiting	  the	  extent	  to	  which	  generalizations	  can	  be	  drawn.	  	  

	  

The	  results	  of	  the	  T-‐tests	  (Figure	  10)	  show	  that	  on	  average,	  there	  is	  a	  statistically	  

significant	  difference	  with	  regards	  to	  the	  average	  scores	  for	  both	  Feedback	  Satisfaction	  

and	  Intrinsic	  Motivation	  for	  functional	  and	  operative	  employees.	  This	  is	  not	  unexpected,	  

as	  similar	  results	  have	  been	  seen	  previously,	  that	  operative	  employees	  do	  not	  find	  

performance	  appraisal	  feedback	  as	  meaningful.	  	  One	  explanation	  offered	  for	  this	  

difference	  is	  that	  functional	  groups	  that	  work	  with	  a	  more	  office	  type	  of	  work	  may	  be	  

more	  used	  to	  verbal	  feedback	  in	  the	  performance	  appraisal	  form	  and	  have	  a	  greater	  

need	  for	  career	  development	  and	  enhancement	  than	  employees	  who	  work	  in	  operative	  

roles	  (Mikkelsen,	  1996).	  	  
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To	  explore	  this	  relationship	  by	  looking	  further	  into	  the	  data,	  it	  is	  seen	  that	  operative	  

employees	  do	  not	  view	  the	  quality	  of	  their	  performance	  appraisal	  differently	  than	  

functional	  employees,	  with	  a	  mean	  difference	  of	  only	  0.11,	  which	  is	  statistically	  

insignificant.	  	  It	  is	  also	  observed	  that	  performance	  appraisals	  completed	  in	  these	  two	  

groups	  was	  at	  a	  similar	  level	  (60%	  of	  Operative	  Employees	  had	  indicated	  that	  they	  had	  a	  

performance	  appraisal	  in	  the	  last	  year,	  compared	  to	  64%	  of	  Functional	  Employees).	  

These	  findings	  do	  not	  support	  explanation	  that	  this	  group	  of	  employees	  is	  less	  

accustomed	  to	  verbal	  feedback	  in	  performance	  appraisal	  context.	  	  However,	  operative	  

employees	  do	  show	  significantly	  lower	  levels	  of	  perceived	  informal	  feedback	  (mean	  

difference	  of	  0.45),	  which	  demonstrates	  that	  in	  their	  work	  environment,	  the	  informal	  

feedback	  context	  is	  not	  as	  strong.	  	  This	  can	  be	  due	  to	  the	  nature	  of	  the	  jobs	  and	  perhaps	  

the	  amount	  of	  interaction	  between	  people	  in	  job	  roles	  or	  just	  indicative	  of	  feedback	  

culture	  within	  which	  they	  work.	  

	  

Employees	  employed	  in	  a	  management	  role	  were	  compared	  to	  non-‐management	  roles	  

(Figure	  11).	  	  No	  significant	  difference	  was	  noted	  in	  the	  levels	  of	  Feedback	  Satisfaction,	  

however	  the	  level	  of	  Intrinsic	  Motivation	  was	  statistically	  higher.	  	  This	  makes	  sense	  

given	  the	  link	  between	  intrinsic	  motivation	  and	  job	  performance	  (Cerasoli	  et	  al.,	  2014)	  

and	  it	  would	  be	  expected	  that	  highly	  motivated	  employees	  would	  be	  promoted	  into	  

higher-‐level	  positions.	  	  	  However	  it	  was	  expected	  that	  management	  employees	  would	  

have	  a	  higher	  level	  of	  feedback	  satisfaction,	  given	  that	  they	  are	  also	  formally	  responsible	  

for	  giving	  feedback	  themselves,	  and	  therefore	  are	  more	  aware	  of	  its	  importance.	  	  This	  

was	  not	  found	  to	  be	  the	  case.	  	  It	  was	  found	  that	  managers	  do	  in	  fact	  rate	  their	  

performance	  appraisal	  session	  more	  highly	  but	  again	  we	  see	  that	  the	  most	  important	  

predictor,	  Informal	  Feedback,	  is	  similar	  between	  manager	  and	  non-‐managers.	  	  This	  

gives	  an	  explanation	  as	  to	  why	  the	  overall	  satisfaction	  level	  is	  the	  same	  for	  these	  two	  

groups.	  
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Background	  and	  Demographic	  Control	  Variables	  

	  

Other	  demographic	  differences;	  age,	  employment	  length	  and	  education	  where	  also	  

examined	  to	  determined	  whether	  they	  were	  indicative	  of	  any	  significant	  differences	  in	  

the	  outcomes,	  Feedback	  Satisfaction	  and	  Intrinsic	  Motivation.	  	  	  

	  

Age	  did	  not	  show	  any	  significant	  differences	  in	  scoring	  for	  these	  variables.	  	  This	  is	  

consistent	  with	  review	  findings,	  which	  show	  there	  is	  no	  theoretical	  evidence	  that	  

motivation	  declines	  with	  age,	  but	  age	  can	  impact	  the	  type	  of	  work	  environment	  and	  

context	  (Kanfer	  &	  Ackerman,	  2004).	  	  Age	  can	  influence	  the	  degree	  to	  which	  feedback	  is	  

accepted,	  since	  past	  experience	  may	  be	  used	  as	  a	  source	  of	  feedback,	  thus	  being	  less	  

reliant	  on	  the	  feedback	  of	  others	  (Ilgen	  et	  al.,	  1979).	  However	  it	  should	  be	  kept	  in	  mind	  

that	  this	  study	  measured	  the	  perception	  related	  to	  feedback.	  	  Therefore	  perceptions	  can	  

be	  similar	  although	  the	  specific	  quantity	  and	  type	  of	  feedback	  received	  either	  formally	  

or	  informally	  can	  differ	  in	  these	  groups	  even	  though	  the	  overall	  perception	  results	  in	  the	  

same	  outcome	  measurement.	  	  It	  is	  for	  example	  possible	  that	  leaders	  automatically	  adapt	  

the	  ways	  in	  which	  they	  give	  feedback	  based	  on	  age,	  such	  that	  the	  outcomes	  can	  be	  

similar,	  although	  the	  inputs	  may	  be	  different.	  

	  

Employment	  length	  did	  not	  reveal	  any	  significant	  differences.	  	  Employment	  length	  could	  

impact	  the	  relationship	  between	  a	  supervisor	  and	  his	  groups	  of	  employees,	  an	  

employee’s	  perceived	  competence	  or	  autonomy	  in	  one’s	  position.	  	  However,	  no	  

differences	  were	  noted.	  	  The	  employment	  categories	  were	  quite	  wide,	  perhaps	  to	  

general	  to	  show	  any	  specific	  differences.	  	  	  

	  

Education	  level	  showed	  a	  significant	  difference	  with	  regards	  to	  the	  highest	  and	  lowest	  

groups,	  but	  the	  majority	  of	  employees	  fall	  in	  the	  middle	  two	  categories	  and	  there	  are	  no	  

significant	  differences	  associated	  between	  these	  two	  groups.	  	  Therefore	  the	  impact	  of	  

any	  differences	  in	  the	  high	  and	  low	  groups	  here	  are	  difficult	  to	  generalize	  due	  to	  small	  

population	  size.	  
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Therefore	  the	  analysis	  shows	  that	  the	  demographic	  characteristics	  of	  the	  employees	  do	  

not	  contribute	  significantly	  to	  any	  of	  the	  outcomes	  that	  were	  measured	  or	  provide	  

additional	  explanatory	  factors.	  	  	  	  

	  

In	  sum,	  in	  response	  to	  Research	  Question	  3,	  we	  see	  that	  there	  are	  certain	  differences	  

which	  leaders	  and	  organizations	  should	  be	  aware	  of	  when	  giving	  feedback	  and	  designing	  

feedback	  policies.	  	  For	  employees	  who	  have	  lower	  autonomy,	  feedback	  plays	  an	  even	  

more	  important	  role	  for	  boosting	  motivation.	  	  It	  is	  not	  typical	  to	  map	  an	  employees	  

autonomy	  orientation	  or	  design	  a	  policy	  around	  it,	  therefore	  it	  is	  important	  for	  a	  

manager	  to	  be	  observant	  of	  cues	  which	  can	  give	  indicators	  of	  the	  employees’	  needs	  in	  

this	  regards.	  	  Employee	  roles	  do	  give	  rise	  to	  difference	  in	  perceptions	  of	  feedback,	  but	  

this	  mostly	  appears	  to	  be	  associated	  to	  the	  informal	  feedback	  environment.	  	  When	  it	  

comes	  to	  the	  formal	  policy	  for	  performance	  appraisal,	  this	  appears	  to	  be	  equally	  

effective	  for	  each	  group.	  This	  implies	  that	  there	  is	  no	  need	  to	  set	  differing	  policy	  or	  

guidelines.	  	  Finally	  the	  simple	  categorizations	  of	  demographics	  do	  not	  appear	  to	  

contribute	  to	  any	  differences	  in	  satisfaction	  with	  feedback	  or	  motivation.	  	  This	  indicates	  

that	  it	  is	  not	  possible	  to	  influence	  motivation	  by	  recruiting	  employees	  into	  a	  certain	  

category	  or	  generalize	  feedback	  guidelines	  targeted	  to	  specific	  demographic	  groups.	  	  

	  

5.2	  Challenges	  and	  Limitations	  

	  

In	  this	  study,	  the	  focus	  of	  the	  analysis	  is	  on	  the	  individual,	  but	  in	  the	  context	  of	  this	  

company.	  	  The	  ultimate	  aim	  of	  the	  study	  is	  then	  to	  make	  inferences	  not	  only	  regarding	  

the	  entire	  population	  of	  the	  employees	  in	  the	  company,	  but	  to	  employees	  in	  general.	  	  In	  

terms	  of	  generalization,	  there	  is	  always	  a	  risk	  that	  the	  sample	  obtained	  is	  not	  

representative	  of	  a	  larger	  population	  and	  a	  large	  sample	  size	  does	  not	  alone	  guarantee	  a	  

representative	  sample	  (Neuman,	  2014,	  p.	  269).	  	  Populations	  with	  a	  small	  degree	  of	  

homogeneity	  will	  have	  larger	  sampling	  errors	  than	  homogenous	  populations	  (Neuman,	  

2014,	  p.	  271).	  	  Given	  that	  the	  employees	  in	  this	  sample	  are	  quite	  diverse,	  in	  terms	  of	  

roles,	  individual	  differences	  and	  background,	  this	  increases	  the	  risk	  that	  inferring	  the	  

results	  on	  a	  larger	  population	  of	  individuals	  can	  be	  incorrect.	  	  However,	  a	  sampling	  ratio	  

of	  around	  30%	  is	  considered	  adequate	  for	  populations	  under	  500	  (Neuman,	  2014),	  

therefore	  the	  obtained	  sample	  size	  of	  41.8%	  reduces	  the	  risk	  of	  sampling	  area	  for	  the	  
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population	  of	  the	  company	  significantly,	  and	  it	  is	  reasonable	  to	  make	  generalizations	  for	  

individuals	  within	  the	  context	  of	  the	  company.	  	  In	  terms	  of	  employees	  in	  general,	  the	  

findings	  of	  the	  study	  should	  not	  be	  used	  independently	  to	  make	  generalizations,	  but	  

considered	  in	  relation	  to	  other	  literature	  of	  similar	  subject	  manner.	  	  The	  finds	  in	  this	  

research	  were	  generally	  consistent	  with	  previous	  literature,	  thus	  adding	  further	  

empirical	  support	  to	  these	  theories	  and	  hypotheses.	  	  	  	  

	  

Timing	  is	  also	  a	  limitation	  in	  the	  data	  collection	  process.	  	  Employees	  can	  potentially	  be	  

overly	  influenced	  by	  recent	  events	  that	  may	  positively	  or	  negatively	  impact	  the	  way	  in	  

which	  they	  respond	  to	  the	  questions.	  	  For	  example,	  a	  recent	  positive	  performance	  

appraisal	  experience	  or	  leader	  interaction	  could	  make	  employee	  perceptions	  different	  

for	  a	  short	  point	  in	  time	  than	  they	  would	  be	  otherwise.	  	  It	  has	  also	  been	  found	  that	  for	  

measurement	  of	  performance	  appraisal	  reactions,	  neither	  positive	  nor	  negative	  affect	  

presented	  a	  bias	  in	  this	  measure	  (Keeping	  &	  Levy,	  2000),	  so	  there	  is	  at	  least	  some	  

evidence	  that	  emotional	  state	  may	  not	  compromise	  the	  data.	  	  In	  addition,	  the	  scope	  of	  

this	  study	  only	  allows	  for	  measurement	  at	  one	  point	  in	  time	  therefore	  no	  consideration	  

can	  be	  given	  to	  whether	  employees	  responses	  are	  stable	  over	  time	  and	  represent	  a	  

stable	  set	  of	  measurements	  and	  relationships.	  

	  

Another	  limitation	  of	  this	  study	  is	  related	  to	  self-‐reported	  data.	  	  Employees	  report	  data	  

based	  on	  their	  perceptions,	  which	  is	  the	  critical	  link	  with	  regards	  to	  the	  subsequent	  

reactions	  (Purcell	  &	  Hutchinson,	  2007).	  However,	  this	  gives	  us	  little	  information	  in	  some	  

circumstances	  about	  how	  and	  why	  they	  have	  that	  perception.	  	  This	  is	  especially	  relevant	  

for	  constructs	  such	  as	  Informal	  Feedback.	  	  While	  a	  positive	  perception	  is	  measured,	  we	  

have	  little	  concrete	  evidence	  to	  tell	  us	  what	  exchanges	  happen	  to	  get	  to	  that	  point,	  such	  

as	  differences	  between	  delivery	  of	  good	  news	  feedback	  versus	  bad	  news	  feedback.	  	  	  

	  

Finally,	  given	  the	  number	  and	  complexity	  of	  factors,	  which	  interlink	  in	  these	  models,	  

there	  is	  always	  a	  risk	  of	  spuriousness	  as	  not	  all	  variables	  can	  be	  quantified.	  	  This	  is	  

especially	  true	  for	  more	  abstract	  distal	  factors	  such	  as	  economic	  conditions,	  

organizational	  culture,	  competition	  etc.	  This	  risk	  has	  been	  reduced	  by	  choosing	  some	  of	  

the	  most	  prevalent	  factors,	  but	  cannot	  be	  completely	  eliminated.	  In	  terms	  of	  

measurement,	  in	  some	  circumstances	  more	  simplified	  question	  scales	  had	  to	  be	  chosen	  
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over	  more	  detailed	  question	  scales,	  which	  could	  possibly	  have	  given	  more	  accurate	  data.	  

There	  is	  a	  trade	  off	  between	  sample	  size	  achieved	  and	  quality	  of	  information,	  which	  was	  

weighed	  during	  the	  planning	  phase.	  	  
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Chapter	  6	  Conclusion	  	  
	  
The	  aim	  of	  the	  study	  was	  to	  examine	  the	  relationship	  between	  performance	  feedback	  in	  

the	  work	  setting	  and	  work	  motivation,	  determining	  how	  job	  performance	  feedback	  

impacts	  intrinsic	  motivation.	  The	  branch	  of	  HR	  literature	  dedicated	  to	  performance	  

appraisal,	  with	  focus	  on	  performance	  appraisal	  effectiveness,	  has	  been	  placed	  within	  the	  

framework	  of	  the	  self-‐determination	  theory,	  measuring	  intrinsic	  motivation	  as	  the	  

outcome.	  	  Through	  quantitative	  analysis,	  the	  results	  show	  that	  the	  appraisal	  reaction	  of	  

being	  satisfied	  with	  performance	  feedback	  is	  a	  moderate	  predictor	  of	  intrinsic	  

motivation.	  	  This	  gives	  empirical	  support	  with	  regards	  to	  integration	  of	  micro	  HR	  

literature	  its	  associated	  perceptions	  to	  motivational	  theory	  and	  psychological	  outcomes.	  	  	  

	  

Feedback	  that	  creates	  a	  positive	  reaction	  in	  the	  work	  environment	  does	  indeed	  lead	  to	  

enhanced	  intrinsic	  motivation,	  which	  implies	  that	  the	  human	  resource	  policy	  

surrounding	  feedback	  can	  make	  a	  contribution	  towards	  facilitation	  of	  a	  motivated	  staff.	  	  

However,	  based	  on	  the	  data	  from	  this	  population,	  there	  is	  a	  clear	  indicator	  that	  the	  

informal	  feedback	  environment	  is	  a	  more	  important	  contributor	  to	  these	  positive	  

outcomes	  than	  the	  formalized	  performance	  appraisal	  session.	  	  Both	  types	  of	  feedback	  

each	  play	  their	  own	  contributive	  role,	  but	  the	  focus	  on	  the	  performance	  appraisal	  

process,	  guidelines,	  system	  and	  execution	  for	  this	  session	  has	  seemly	  become	  

disproportional	  compared	  to	  the	  time	  spent	  by	  leaders	  and	  human	  resource	  

departments	  evaluating,	  understanding	  and	  enhancing	  the	  regular	  day-‐to-‐day	  feedback	  

environment.	  	  This	  informal	  feedback	  environment	  can	  vary	  based	  on	  job	  roles	  as	  seen	  

through	  the	  analysis	  of	  functional	  and	  operative	  employees.	  	  This	  plays	  a	  key	  factor	  in	  

the	  outcomes	  between	  these	  two	  groups.	  	  This	  implies	  that	  each	  work	  environment	  will	  

have	  its	  own	  culture,	  which	  application	  of	  common	  human	  resource	  procedures	  will	  not	  

necessarily	  even	  out.	  	  Thus	  it	  can	  be	  concluded	  that	  focus	  on	  reciprocal	  leadership	  

practices	  and	  the	  entire	  context	  of	  feedback	  should	  be	  the	  focus	  of	  both	  leaders	  and	  their	  

organizations.	  

	  

In	  this	  study	  we	  see	  evidence	  that	  trait-‐like	  individual	  differences	  do	  play	  a	  role	  in	  

determining	  the	  reaction	  to	  performance	  feedback.	  	  This	  research	  provides	  additional	  

support	  to	  the	  self-‐determination	  theory	  in	  demonstrating	  that	  autonomy	  orientation	  is	  

an	  influential	  factor	  in	  the	  model.	  This	  is	  demonstrated	  by	  finding	  that	  for	  employees	  
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with	  a	  low	  autonomy	  orientation	  a	  positive	  reaction	  to	  feedback	  plays	  a	  more	  important	  

role	  with	  regards	  to	  motivation,	  than	  for	  employees	  with	  a	  high	  autonomy	  orientation.	  	  

The	  autonomy	  orientation	  can	  therefore	  be	  considered	  a	  moderator	  in	  the	  relationship	  

between	  feedback	  and	  motivation.	  Other	  background	  and	  demographic	  characteristics,	  

do	  not	  present	  significant	  difference	  across	  groups,	  therefore	  indicating	  that	  a	  leader	  

needs	  to	  read	  the	  signals	  of	  the	  employee’s	  personality	  and	  needs,	  not	  just	  consider	  age	  

and	  experience	  when	  they	  consider	  what	  they	  can	  do	  to	  cultivate	  motivation	  in	  the	  

individual	  employees.	  	  	  

	  

	  Areas	  for	  future	  research	  should	  continue	  to	  shift	  away	  from	  the	  performance	  appraisal	  

session	  in	  itself	  and	  focus	  on	  the	  informal	  feedback	  environment,	  which	  clearly	  has	  an	  

important	  role,	  but	  is	  less	  researched.	  	  Research	  should	  be	  directed	  towards	  how	  

specific	  actions	  influence	  the	  informal	  feedback	  culture	  over	  time,	  as	  culture	  is	  not	  

something	  that	  is	  easily	  changed.	  	  Another	  area	  for	  future	  research	  is	  feedback	  in	  the	  

context	  of	  more	  complex	  organizational	  structures,	  such	  as	  matrix	  organizations,	  which	  

have	  more	  complex	  reporting	  lines.	  	  The	  role	  of	  the	  leader	  changes	  in	  these	  type	  of	  

organizational	  structures,	  with	  direct	  and	  dotted	  reporting	  lines	  and	  the	  day-‐to-‐day	  

interactions	  are	  also	  impacted.	  	  Therefore	  it	  is	  important	  to	  understand	  how	  these	  

organizational	  structures	  can	  ensure	  that	  the	  contexts	  they	  create	  are	  supportive	  of	  

positive	  feedback	  reactions	  and	  intrinsic	  motivation.	  	  

	  

Leaders	  often	  wonder	  how	  they	  can	  motivate	  employees.	  	  They	  can	  take	  away	  from	  this	  

study	  that	  their	  feedback	  does	  count	  and	  can	  motivate	  employees,	  if	  it	  is	  perceived	  in	  the	  

right	  way.	  	  Feedback	  is	  not	  the	  only	  key	  to	  motivation,	  but	  one	  that	  should	  be	  taken	  

seriously	  and	  viewed	  in	  a	  wider	  lens	  than	  just	  the	  annual	  performance	  appraisal.	  	  
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Appendix	  1:	  Questionnaire	  Survey	  
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Appendix	  2:	  Principal	  Component	  Analysis	  
	  

	  
	  
IF=	  Informal	  Feedback,	  FS=	  Feedback	  Satisfaction,	  LMX=	  Relationship	  Quality,	  IM=	  
Intrinsic	  Motivation,	  PAQ=	  Performance	  Appraisal	  Session	  Quality,	  AO=Autonomy	  
Orientation	  
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Appendix	  3:	  Descriptive	  Statistics,	  Correlation	  and	  Regression	  Analysis	  
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Regression	  Model	  2:	  
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Appendix	  4:	  Comparison	  of	  Groups:	  T-‐Tests,	  ANOVA,	  Correlation	  
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T-‐test:	  Manager/Non-‐Manager	  
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ANOVA:	  Employment	  Length	  
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ANOVA:	  Education	  
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Correlation,	  Autonomy	  Orientation,	  High	  Autonomy	  Orientation	  
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