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Abstract:

Motivated employees play a significant task in eigational achievement, and precedent researchsptiran
optimistic association between acuity of empowertmemd motivation. A well known model put forth by
Spreitzer (2006) proposes that two major workingsomtrol systems will certainly affect employeeliags of
empowerment- performance feedback and performamsedo reward systems. This investigational study
contributes to the behavioural accounting litemtstudied on the performance of Bangladeshi fromg |
managers by providing how specific types of perfmnge feedback and performance based rewards have an
effect on three psychological dimensions of empaoveatt. Also, a comparatively simple context has hesed

to examine whether calculations validated on sw\aymanagers also hold for lower level workerse Tésults
propose that feedback and rewards affect the sacbpmpowerment in a different way for lower levehmagers

in different industrial sectors of Bangladesh thhey do for top level managers. In addition, in eah
motivation was not considerably associated with tfdhe three empowerment scopes. Implicationshif t
study are that methods that work to boost manageceptions of empowerment may not work at lower
organizational levels in Bangladesh, and evenciforious, the related add to in employee motivatiay not be
momentous.

Keywords: Motivation, empowerment, reward systems, perforreafeedback, performance based rewards,
financial incentives, non financial incentives.

1. Introduction:

Highly motivated employees are a critical factothe long term success of many organizations. Gikiex) HR
Accountants are becoming increasingly interestedhdnv elements of control systems affect employee
motivation at all organizational levels. Employempmwerment has been advocated by management and
accounting researchers as a way to increase engpfogévation. For example, the balanced scorecandept,
advocated by many management accountants, empbadisezénportance of empowering employees to inereas
their motivation, learning and growth (Bandura, 19791). Similarly, management studies have shown
employees who feel empowered have higher levetasif motivation, which in turn, has been linkedyteater
organizational effectiveness and performance (Benfl005: 212). Although there is a presumed liakween
empowerment and motivation, little amount of reshdras examined this relationship on how variopgets of

a firm’s control system affect employee empowermemtivation and performance.

2. Rationale and significance of the study:
This study follows a logical approach showing thewypoint of recent research that empowerment is a
multidimensional and psychological concept thatffscted by both personality and environmentalalags.

Many definitions of employee empowerment and maiivahave been suggested in the behavioural theorie
management and human resources literature. Thysh@sgical empowerment can be defined as the iaddit
effects or gestalt of three separate dimensionglateld by Spreitzer (2006). The dimensions are gpezd
impact, competence and self-determination. A dedailescription of these dimensions has been depictdhe
development of hypothesis. Based on a synthespasif research, Spreitzer (2006) developed andatatida
general model of the antecedents and consequehgesyahological empowerment based on a survey of mi
level managers at a large industrial firm.

In his model, two important elements of controlteyss play a prominent role as antecedents to empasve-
feedback and rewards (Spreitzer, 2006). In genéral,model predicts that providing employees wiidgjhir
levels individual performance feedback and perferceabased rewards will increase feeling of psydjio&d
empowerment. However, the exact type and form effttedback and reward system is left largely uraarpl.
In addition, the model was developed using prirgamianager level data (Spreitzer, 2006). It is satgkthat
the model will also hold for lower level, front éremployees but further testing is needed.
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This study is quite significant as it employs thisetwo between-subjects experimental design tretipulates
the individual performance feedback and reward esysprovided to participants. These three levels of
performance feedback consist of pay only, pay plos financial performance feedback, and pay plus no
financial and financial performance feedback.

3. An overview of Bangladesh economy:

Bangladesh can be technically classified into tleeetors: formal, semi-formal and informal. Thenfiat sector
includes regulated financial institutions. The sdommal sector includes micro-credit institutionsida
programmes, mostly organized by non-government rozgdons (NGOs) and some by government
organizations (GOs). The informal sector includdggte transactions falling outside the regulateslegnment
framework. Informal sources include moneylenderaddrs and dealers in markets, shopkeepers, lasdlor
friends and relatives (Bollen, 2008: 77). The forsector comprises of the public sector banks, iafigdwo
agricultural banks, and rural branches of thredonatized commercial banks (Bangladesh EconomiciéRev
2010). The Grameen Bank began as Grameen ProjebtG® in 1976 and was formally established as & ban
with a special charter in 1983. It is administrativautonomous and uses the group lending modedidesd
under the Grameen Project now used by most NG@saigladesh. Thus, operationally GB resembles the-se
formal sector, but technically and largely it iSsaamal bank (Bollen, 2008: 77). HR practice in Blugshi
organizations is better than the past. Previoudlg, role was concentrated to hiring and firing aetter
issuance-dispatching-filling stage. Now it haststhto perform more than that such as...employeevatiin,
development, retention, facilitating organizatiorddvelopment initiatives etc. and thus contributesthe
achievement of organizational goals. These valge@gbb has just begun in Bangladesh. For a gandrt@w,
this is a starting point (Rahman, 2011: 37). Emetesmployee relationship is better than the pastplByers
are now recognizing the importance of employeefigipation in decision making and organizationahnge
process. Many organizations now conduct employemiap surveys for collecting employee feedback
(Rahman, 2011: 122). Some of the HR actions hagel lemplications. But in the country context legal
explanation does not seem to be adequate.

4. Critical literature review: theory and hypotheses

The motivation theories discuss a need to contrdliafluence the basic human needs of food andrwistany

of the motivation techniques we found meet seveealds. For example, the end of the year employeg pa
meets the need of food and water, reinforces armprezes a job well done, brings everyone togetberally to
develop relationships outside of the work environtrand promotes a sense of belonging. This exafitplito
Clayton Alderfer's ERG theory “....that more thaneoneed may be activated at the same time (Scheonmerh
2006: 156). On the other hand, Abraham Maslow'srdfizhy of Needs, Clayton Alderfer's ERG, David
McClelland’s Acquired Needs and Fredrick Herzbeifgo Factors, discuss that an individual's needstrbe
met in order for them to find job satisfaction. Theeds that must be met are simply our physical and
psychological needs. However, it has been discovémat in our work situations, no single theoryuised.
Effective managers must be able to motivate eaghi@me by meeting their individual need. To be ssstul,
organizations need highly motivated staff and appate incentive structure. Employees cannot becéffely
motivated, if they are underpaid. Again, if theg avell paid but not motivated, the desired servizasnot be
obtained from them. So, ensuring responsible gaynext step has to be employee motivation applpasic
tools and techniques of maotivation.

Analyzing the results from work motivation in theaiBjladesh context allows the use to look for pdessib
patterns between an individual's position withie thrganization, tenure with the company genderamibus
preferences related to job tasks and job performaBmploying proven motivational strategies inwakplace
allows us to establish a healthy, employee valweparate culture from the very beginning.

In order to minimize the stress, confusion and epgnsion which manifests themselves during the tifne
transition, we will attempt to identify what moties the employees to do their best and feel coadect our
work. Some of the questions we will strive to ansfvem an analysis of our survey data include: &Athe
individual motivators different between managergesvisors and line personnels? Is there an agendent
characteristic to individual motivators? Is thereggender-dependent characteristic to personal ntotis/2’.
Some of the potential motivators we will be lookifag include the importance of competition and tdrade
(Rotter, 2007: 28), positive relationship with tbelleagues, goal setting, influence over others spah of
control.

Employees require organizational incentives to anbahe innovation process. People’s behavior aagely be
explained in terms of two dominant interests: ecoicogain and social acceptance (Spreitzer, 20062)18Both
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economic gain and social acceptance create ineefdivthe employees. Thus, the incentives for theleyee
can also be divided into material incentives and-nmaterial incentives. Material incentive is maielgonomic
gain such as salary, bonus and other monetary dsw&mn the hand, non-material incentive is maimgia
acceptance like recognition, status, enjoyable vamsignments etc. Material and non-material ingeatican
meet the different needs of employees in techncédgnnovation activities.

A series of studies by Spreitzer (2006: 1442) iatichat extrinsic rewards- concrete tangible rewauch as
bonuses, pay increases and awards are detrimeritaldvation. Sprinkle (2008) also found that resdgabased
on innovation outcomes can impair innovation. Im@adesh, most high-tech firms are small in size lagve
only recently entered the market. In order to ebta@impetitive advantage, theses firms have to dftgement
differentiation strategy and do explorative inné@at During the economic transition period, becathsecapital
market is not developed and the firms cannot useesmethods such as stock rights and option rights a
employee incentives, the material motivation is paratively simple. Meanwhile, (Sprinkle, 2008: 32f)
Bangladeshi high-tech firms, because most emploljaes a comparatively higher salary level, it iclilt to

use material incentives to encourage employeesike bn higher risk innovation activities. Thus, ent
incentives may not encourage employee innovatiorhigh risk and long term projects because of the
characteristics laid in it (Abraham, 2009: 312).

Additionally, because the knowledge level of theptyees in high-tech firms is higher than that bé t
traditional firms, the individuals who take partiimovation generally have keen needs for selfaization
(Thomas, 2006: 666). Thus, the individuals who effieient in innovation may tend to follow their owdeas
and interests (Khandker, 2005: 215). Thus, materc@ntives may have a negative relationship witlividual
enthusiasm, while non-material incentives can nitbet needs of self-actualization and have a positive
relationship with technological innovation (Abraha2009: 313-314).

In addition to employee motivation and control mayvia direct effect on technological innovation,réhés a
close relationship between motivation and contastdrs (Krahnen, 2005: 178). In the process ofrtelcigical
innovation, motivation is closely related to inntiwa appraisal and control. Because the resuleciitiological
innovation is often uncertain, individuals needdino evaluate and to select in multi-goals (Malorg07:
516). This requires that firms give the individficdedom to construct his/her work activities indration. As
McNaughton (1994) suggests too much emphasis aaredus events- particularly events including ewkr
performance pressure may reduce the intrinsic mtiim and curiosity needed for innovative workisltmore
appropriate to use process appraisal and contrahéohigh-tech firm employees. Non-material mdiwa does
not consider objective and measurable criteria \@ugcially. In high-tech firms, because of the eoygles’
higher knowledge level, non-material motivation n®ore effective than the material one. Process obntr
generally uses subjective criteria to measure omso(McNaughton, 1994: 12) rather than objectiveeria.
Therefore, non-material motivation can lead empdsy® set goals for long term performance, anastipely
related to process appraisal and control. On therdiand, because material incentives require lashjective
and measurable criteria, appraisal of employeeop®dnce based on innovation outcomes is closeftewlto
material incentives.

Most motivation theories in use today were devaloped tested in the USA and have failed to provide
consistently useful explanations outside the USértipularly in South Asian countries. While the esff of
motivational factors on job performance is worthfy study across cultures and countries specifically
Bangladesh, we must be sensitive in the desigheo§tudy and in the interpretation of data resuttshe newly
market-oriented Bangladesh, young private entrepnenexhibit as much achievement motivation ag &
counterparts (Mayer, 2007:197). Murshid (2006)egsthe effectiveness of three US based human msour
interventions- extrinsic rewards, behavioural mamagnt and participation, on groups of Bangladeskiile
factory workers. Extrinsic rewards and behaviounahagement intervention has significant and p@stiffects

on the production of top grade fabrics. While litin their scope, findings suggest that some ®fiB8 based
human resource techniques may be effective in athiéures too.

Numerous Motivation theories exist, but one in igatér lends itself to cross-cultural applicatioExpectancy
theory suggests that people are driven by the ¢afiea that their behaviours will produce resultsl dahat the
results will lead to desired outcomes/rewards (Migks2006: 216). Workers assess their abilitiepéoform
tasks and the probable types of reward that wéliitesfrom successful performance. According togkpectancy
theory posited by Otero (2004), the likelihood thaparticular behavior will lead to a particulartaame (E)
multiplied by the attractiveness of the outcome dlence) equals Motivation (M= E 6 V). Expectaribgory
is universal to the extent that it does not spettify types of rewards that motivate a given graefpsorkers.
While the basic human needs may be similar, cultune environment determine how these needs carbbest
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met. Thus, managers and their employees must deeerime levels and types of rewards most souglihén
workplace to establish the appropriate reward sirac(Otero, 2004: 117). Thus, researchers mudidenthis
factor closely when they interpret results fromestbulrtures.

Expectancy theory has been tested over the yedinsmiked results. However, managers have often thsed
theory to develop their own motivational programm@ison et al. (1994) urge managers to first deitez the
outcomes that are important to the employees beafeveloping and implementing programmes. Whenrtgsti
the theory, most researchers focus on just one eseigoh the model, such as the expectancy portimutoomes
portion. The study provided support for the varymgcomes/rewards among three different culturesdtéR,
2006). Patten (2006) also examined personal claistit and job characteristic variables that mighhance
the likelihood that improved performance would ldada specific reward. He found such charactedstis
providing performance feedback, job enrichment amdrnal locus of control to influence the performe-
reward expectancy.

Because so little empirical research has been ateduo attempt to apply expectancy theory to othétures,

we chose to focus on identifying the appropriateacomes/rewards as determined by Eastern European
employees. Knowing that valent rewards are esdefiotizemployees to be motivated to improve perfanoea
(Patten, 2006: 315) and knowing that managers lysdatermine motivation programmes, we also warited
determine whether managers and employees perchigeshme rewards to be valent.

While past studies of empowerment have focused lpn@n managers (Spreitzer, 2006), our study is dime
specially at employees working positions at a loleeel. These workers who are directly involvedhndata
entry, data processing, customer service and metuwufiag processes are an important populationudystFront
line employees of service based firms often hagaifitant autonomy and responsibility for providitigeir
firm’s services to clients (Rahman, 2007: 147).

Based on the work of Sacay (2007: 102) positedtthatspecific types of information are critical ao¢dents to
empowerment. The first consists of information relfigg an organization’s mission and the second istssf
information related to performance. Information am organization’s mission helps create a sensauqfoge
and indicates to employees how to act in accordamitk the organization's goals (Sacay, 2007:102).
Information regarding individual performance is on@ant because it reinforces feelings of competearue
impact and can provide direction on how to maintainmprove performance. Rewards based on individua
performance are also hypothesized to be an impaatgrcedent of empowerment (Spreizer, 2006). Aachby
Sen (2009: 321), group or organization based resvead be effective but often individual employeesdt see

a clear link between their actions, performanchigher levels, and their subsequent reward. Sthemijtg the
link between individual performance and rewards lean to increased feelings of empowerment by oeaifig
feelings of competence and providing individualghwincentives for participating in and affectingctson
making processes at work (Stiglitz, 2006: 315).

Consistent with Spreitzer's (2006) model, the cotrréiterature focuses on information and rewards as
antecedents to three dimensions of empowermentcifitadly, we apply the Spreitzer (1995) model and
examine whether and how different types of rewaydtesns and individual performance feedback affect
perceptions of impact, competence and self-detextioim in an experimental setting.

4.1 Literature selection criteria and technique:

The selection criteria for the literature were toldf relevance and the year of publication. Litearand online
databases were accessed to get the most relevénpdated literature. Some of the online databtsdsvere
used are: EBSCO, Emerald, Blackwell etc.

4.4 Herzberg's research on maotivation:

Herzberg's research used a pioneering approackdbas an open questioning and very few assumptions,
gather and analyze details of ‘critical inciderds’ recalled by the survey respondents. Herzbeogpmkpared
intensively prior to his 1959 study- not least leyusinizing and comparing the results and methaogiek of all
155 previous research studies into job attitudesezhout between 1920 and 1954. The level of e,
plus the critical incident aspect and the depthcafe and analysis during the 1959 project helpedema
Herzberg's study such a powerful and sophisticptede of work.

The absence of any serious challenge to Herzbéngary continues to validate it. Frederick Herzbgr§23-
2000), clinical psychologist and pioneer of ‘jolriehment’, is regarded as one of the greatestmalghinkers
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in management and motivational theory. His booke Thotivation to Work’ written with research colless
Bernard Mausner and Barbara Bloch Snyderman in 1859 established his theories about motivatiorthe
workplace. His survey work, originally on 200 Hitisgh engineers and accountants remains a fundaliyent
important reference in motivational study. Whilee tistudy involved only 200 people, his considerable
preparatory investigations, and the design of dsearch itself, enabled Herzberg and his colleaugsather
and analyze an extremely sophisticated level of.dBierzberg was the first to show that satisfactiowl
dissatisfaction at work nearly always arose froffedent factors, and were not simply opposing lieastto the
same factors, as had always previously been (dhdast by the unenlightened) believed.

The 2008 graph diagram is based on the total ptxgerof ‘First-Level’ factors arising in Herzberdl959
research of high and low attitude events among éfifineers and accountants, encompassing shortoagd |
duration feelings.

Herzberq's motivators and hygiene factors
(Achievement to advancement are motivators; the others are hygiene factors, Based on percentages of total
factors causing high and low attitude effects; Herzberg - The Motivation To Work, 1959.)
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While Herzberg's overall conclusions were clear aotsistent, the statistics from Herzberg's study be
interpreted in many different ways in their finegtails, because of the depth and layering of hithaumlogy
and analysis. On the other hand, feedback and dsveae hypothesized to affect three validated déosis of
employee empowerment noted in the Spreitzer (268&)el- impact on firm profit, task competence aall-s
determination as depicted in figure-1. These thragables are hypothesized to be positively relatedn
overall measure of task motivation, which in tusmypothesized to be positively related to perforoea

FIGURE 1
Study Overview
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Consistent with Spreitzer (2006) model, the curstaty focuses on information and rewards as adéstds to
three dimensions of empowerment. Specially, we yappé Spreitzer model to examine whether and how
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different types of reward systems and individuafqgrenance feedback affect perceptions of impaatnpetence
and self-determination in an experimental settingprmation regarding mission is effectively heldnstant as
all subjects are told that the goal of the firntdsmake as much profit as possible. Given the divgoal of the
firm is profitability, we measure impact as howosigly subjects believed their work could affect firen
profitability operating in Bangladesh. Competere&eneasured by whether subjects believed they wead’ at
the task and could do it correctly. Last, self-dmieation is measured by subject perceptions they tould
choose which tasks to work on as well as theirreféwel (Spreitzer, 2006: 483).

Three distinct levels of information regarding idual performance are examined. Under the lowegtl)
subjects are not given any information relateddw lwvell they did on any specific task. They areyanformed
of their pay at the end of each work period. Urttiersecond, intermediary level, subjects are inéatrof their
pay at the end of each work period and they arergimformation detailing how many task items thef g
correct or incorrect. Under the third level, sulgereceive information on not only their pay andvhmany
items they got correct or incorrect, but also howchrevenue, cost and profit they generated forfitine
operating. Based on Spreitzer's (2006) model, hidgneels of performance information are hypothesie be
associated with higher levels of perceived impaotnpetence and self-determination. These preditare
combined into the following hypotheses and showfiguare-2.
Hypothesis 1a:Higher levels of feedback regarding individual pemiance will result in greater perceived
impact than will lower levels of feedback.
Hypothesis 1b: Higher levels of feedback regarding individual penfiance will result in greater perceived
competence than will lower levels of performancedteack.
Hypothesis 1c:Higher levels of feedback regarding individual penfiance will resulin greater perceived self-
determination than will loweperformance feedback.

FIGURE 2

Hypothesized NModel
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Self-Determination All paths are hypothesized to be positive, except H2c.
SelfoEsteem and Locus of Contrel are also tested for
positive association with each of the three empowerment
dimensions.

The two types of reward systems are examiaédlat-wage andoerformance based pay which will help
employees get motivated. Under the flat-wage schemigects receive a fixed amount of money for waglon

the task for a given amount of time, regardlespesformance. Under the performance based schermgctu
receive a fixed percentage of the profit they gatest for the firm from working on the task for agm period of
time. As on Spreitzer's (2006) model, performanesda rewards are predicted to have a positive teffiec
perceived competence and impact. However, basdtleotwo reward schemes employed and past research o
incentives (Krahnen, 2005:178), we predict that pegformance based reward system will be negatively
associated with self-determination, as compared flat-wage system. Under a flat-wage system, stbjare
expected to feel free to choose the amount of teffy put into the task and the pace at which thegk. In
contrast, under a performance based reward systanects are expected to feel compelled to expeedtey
effort and work at a high pace, since their pay bél dependent on it.

The set of predictions related to reward systenssiismarized in the following hypotheses and shawfigure-
2.

Hypothesis 2a:A performance based reward system will result ieatgr perceived impact than will a non-
performance based reward system.

Hypothesis 2b:A performance based reward system will result eatgr perceived competence than will a non-
performance based reward system.
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Hypothesis 2c: A performance based reward system will resultowdr levels of levels of perceived self-
determination than will a non-performance basedrdvgystem.

Given the pervasive linkage between empowermentasidmotivation in past research (Stiglitz, 20865), we
also hypothesis that perceived impact, competendesalf-determination will positively associatedtwtask
motivation. These predictions are summarized irfdhewing hypotheses and shown in figure 2.

Hypothesis 3a:Higher levels of perceived impact are associatit igher levels of task motivation.
Hypothesis 3b:Higher levels of perceived competence are assatiaith higher levels of task motivation.
Hypothesis 3c: Higher levels of perceived self-determination a@ssociated with higher levels of task
motivation.

Given that the overall goal of motivating employdssto increase performance, our final hypothesiksl
motivation and performance. In our experimentalirsgt performance is measured as profit, and thpothesis
is as follows:

Hypothesis 4:Higher levels of task motivation are associatedh\wigher performance.

Figure-2 contains the overall path model initiatgsted. As noted earlier, past studies of empowerme
(Spreitzer, 2006) have found significant eviderta the intrinsic personality variables of selfeesh and locus
of control are related to empowerment. Consisteitit these findings, the current study measuresettie®
variables with a set of questionnaire items. Howgesiace they are not of primary interest to thelgt they are
used only as control variables and included infthal model only when found to be significantly asisited
with particular factors.

5. Research methodology:

For this study, qualitative research approach, hlagen utilized. The nature of this type of reseaixh
exploratory and open-ended. Small numbers of peagénterviewed in-depth and/or a relatively smalinber
of focus groups are conducted.

The task used in the experiment was a simple degodkercise designed to reflect work that loweelev
personnel would perform. At the beginning of eadrkyperiod, respondents were given a decoding kelyaa
packet of codes to solve. The codes consistedsefias of letters that had to be transformed intoesponding
numbers based on the key. Once all the letters dereded into their proper numbers, the codes s@ied by
summing the numbers. To create a setting in whitdijests had some degree of choice as to what gdio (
work on, each packet contained a mix of two typesoales. Subjects were told they had complete &eeth
deciding which codes to solve. ‘A’ codes consistéa set of four letters that correspond to twoitdigimbers.
‘Z’ codes were more difficult and consisted of & @kfive letters corresponding to four-digit nunméeThus, to
solve a ‘Z’ code, respondents had to sum five fligit numbers. As an illustration of the task, Apdix A
contains a sample set of codes, the correspon@in@ikd solutions. The study employs a three-byHetween
subjects design with the manipulated variables doéle reward system they faced and type of feedbzak
received after each work period. The two rewardesys consisted of either a flat-wage scheme, tbegived a
constant $2.50 wage for each work period compldtiedier the performance based scheme, they wereopaid
percent of the profit they generated for the firacte work period. Respondents generated profit byirg $20
($60) in revenue for each correct A (Z) code amaiiring a cost of $5 ($25) for each incorrect A {@yle.

At the end of each work period, respondents rededres of three types of feedback. The first tymuded only
information on their wages for the period. Thoselamthe flat wage pay scheme learned whether tlagly h
successfully earned the $2.50 flat-wage amount,those under the performance based scheme leaoved h
much they had earned based on their profit for gagod. The second type of feedback included thg pa
information (as above) as well as the number ohagge of code (i.e. A or Z) they got correct azarrect. The
third type of feedback included their pay for theripd, the number of each type of code they gotecbror
incorrect, and also information regarding the siiaimount of revenue and cost they generatechfofitm as a
result of correct or incorrect codes.

One hundred twenty five non management employeggipated in the study and were randomly assigieed
one of the experimental conditions. Most of theooeslents were the lower level employees. This @aer pool
was chosen because they were likely to have iitdeagement experience and to employed in nonconfiglei
line positions (Otero, 2004: 117), such as basstauer service. Before receiving any specific taskructions,
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they were asked to complete a brief questionnhaledontained various demographic questions antsiteeant
to measure the intrinsic constructs of self-esteich locus of control. After all questionnaires weodlected,
they received condition-specific training accordiogrepared scripts.

They were shown how to use decoding keys to sohah eéype of code and were allowed to practice one
problem of each type on their own. During this tjraay questions on how to solve the codes were enasiv
They were informed that each work period would xensinutes long with a 30 second warning near the. e
Finally, they were told that feedback they wouldeaige after each period and how they would be pHitky
then completed six periods of performing the dewsgdiask and receiving feedback. After receivingirthe
feedback for the sixth period, they were informkdttthe work periods were over and that they hdg tmn
complete a final questionnaire. Once the resposdeibed in their final questionnaire, they wer&pghe sum

of their wages for the six work periods. On averdlge experiment took between 90 to 105 minuteotoplete.

6. Overview of data analysis and results:

In general, the results show that feedback andnbwach affect separate dimensions of empowernagher
than all dimensions as predicted by the Spreit260§) model. For example, under both reward systémes
highest level of feedback is associated with sigaiftly greater levels of perceived impact on padslity.
However, contrary to prediction, higher levels efformance feedback are not significantly relategdrceived
task competence or self-determination. Additionadlyr study found that individual performance-basasards
are not positively related to the three dimensiohempowerment as implied by the Spreitzer (2006@eh
There was no significant relationship between perémce-based rewards and perceived impact on gidify
and a significant but negative relationship withf-determination. Moreover, performance-based relwaare
negatively related to perceived task competenaar afintrolling for actual performance. This mealmet tfor
subjects with equal task performance, those witlfopmance —based rewards viewed themselves as less
competent than those with flat-wage rewards.

6.2 Measurement model:

The pre and post questionnaire items were exanforezbnvergent and discriminant validity using dom@tory
factor analysis with EQS (Otero, 2004: 117). Sevéems were eliminated due to the low intentional
consistency with other hypothesized scale itema ack of dicriminant validity as shown through esgsive
cross loadings on more than one factor. The fiatd of items measuring each factor are containéppendix
B. An examination of the correlation matrix betweshincluded items indicated convergent and dimorant
validity, as each item was highly correlated withey items predicted to measure the same factonahwith
other items. A confirmatory factor analysis of titems contained in Appendix B yielded a Comparattie
Index (CFI) of .90 with a Root Mean Squared ErrbApproximation (RMSEA) of .04, providing suppouirf
the overall measurement model (Otero, 2004: 11Zhler 1 contains the correlations of each factoh itg
respective measurement items (i.e., factor loaglingfter the reliability and validity of the meass were
determined, the items measuring each dependerablar{as well as self-esteem and locus of contrele
summed to form a scale, representing the relatdrfa

FIGURE 3
Employee Empowerment and Motivation Model

All paths shown are significant at the .05 lewvel
CFI = .96; RMSEA = .04,
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TABLE 1
Confirmatory Factor-Analysis Results—Factor Loadings
Factor
Measurement Self- Self- Locus of
Item Impact Competence Determination Motivation Esteemn Control Performance
1. 90 70 73 58 53 ST .61
2 .04 58 42 .61 B3 .63 .90
3. .68 .B5 .76 58 1 .79 .75
4, .74 .69 47 74
3. Tl 55
f. .60 1
7. .64
8. 51
0. .39
10, .69

Each table entry represents the correlation between the column factor and the measurement itemn listed in

Appendix B.
For example, the entry self-determination

measurement item 1 (.73) corresponds to the correlation between the

factor self-determination and its measurement item number | listed in Appendix B (i.e., [ felt free to choose
the amount of effort | spent on the decoding task). Each of the measurement items listed in Appendix B were
correlated most highly with their predicted factor (convergent validity) and not significantly correlated with other

factors (discriminant validity).

Table 2 contains summary statistics for each faatooss all conditions, as well as the correlatiansng
factors. Table 3 contains the means and standandtims for each factor in each of the six experital

conditions.
TABLE 2
Factor Descriptive Statistics and Correlations
al-

Factor” Mean S.D. pha 1 2 3 4 5 L] 7 8 9
L. Self-Determination 186 29 .65 1.00
2. Competence 170 34 66 27¢ 1.00
3. Imipact 13.7 48 .77 M4 .25% 1.00
4. Task Motivation 47.1 11.3 .8l .06 090 23 1.00
5. Performance 1149 311 .83 .12 23% 15 L23% 100
6. Self-Esteem o4 45 86 .17 L29% 12 —.02 —04 1.00
7. Locus of Control 176 40 .71 —.05 03 03 —.01 00 .10 1.00
Manipulated
Variables
8. Feedback NA NA  NA —.04 040 26% 0 1S A0 —.01 —.01 1.00
9. Reward Scheme NA NA NA —25% —19* 11 A1+ 15 —15 —06 .02 1.00

# Significant at the .05 level.
* Please see Appendix B for a list of items that make up each factor.
alpha = Cronbach’s reliability coefficient alpha.
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TABLE 3
Descriptive Statistics by Experimental Condition®

Performance-Based Reward

Flat-Wage Reward System"” System
Pay Pay
only MNonfinancial Financial only MNonfinancial Financial
Perceived Impact® 12.0 12.0 15.6 13.9 12.6 16.4
(6.4) (<+.9) (3.8) (2.8) (5.1) (3.6)
n= 21 n= 21 n = 21 n= 19 n = 22 n = 20
Perceived 16.6 18.0 18.1 164 17.1 15.5
Competence (4.2 (2.7 (2.8) (3.2) (3.0) (3.8)
n= 21 n= 21 n =21 n= 19 n =22 n = 20
Perceived Self- 19.7 19.4 19.0 174 18.5 17.7
Determination (1.7) (1.8) (3.00) (3.2) (3.1) (3.9)
n= 21 n= 21 n =21 n= 19 n =22 n =20
Task Metivation 37.2 448 458 50.9 53.9 50.4
(11.1) (94 (10.7) (11.7) (6.8) {10.5)
n= 21 n= 21 n= 21 n=19 n =22 n= 20
Performance 1,021 1056 1,236 1.220 1,214 L 150
(281) (333) (327) (314 (293) (282)
n= 21 n= 21 n= 21 n= 19 n =22 n= 20
* Cells contain Mean (Standard Deviation) and number of subjects: n = 124,

" Flat-Wage reward system subjects were paid a fixed amount for each work period. Performance-based reward
system subjects were paid based on the profit they generated each work period. Pay-Only subjects received
information on only their pay for the work pericd. Nonfinancial subjects received information regarding how
many of each type of code they got correct and incomect (plus their pay information). Financial subjects
received information on how many codes they got correct and incorrect translated into revenues and costs,
respectively, for the firm (plus their pay information .

“ Please see Appendix B for the items that make up perceived impact. perceived competence, perceived self-
determination. motivarion, and performance.

6.3 Hypotheses la-1c:

Hypotheses 1a-1c predicted that higher levels edlfack would be associated with greater perceingzhgt,
competence and self-determination. Table 2 shows fdedback level is significantly correlated withly
impact (r = .26). There is no significant corradatbetween feedback level and competence (r =o0#edback
level and self-determination (r = -.04). An exantioa of the results of testing the path model igufe 2
indicated that the path from feedback to impact sigsificant (standardized path coefficient = .p4« .05),
providing support for Hla. However, contrary to HbbH1c, the paths between feedback and both campet
and self-determination were insignificant. Waldtse®vealed that these two links could be elimithatéhout
significantly affecting model fit. Thus, given teerall lack of support for these links, they wezenoved from
the model as shown in Figure 3. However, consistétit prior literature (Stiglitz, 2006: 315), a gificant
correlation and path coefficient were found betweempetence and the control variable, self-estaem.29;
path coefficient = .24 p < .05). Thus, this linkn&ins in the final model. Regarding H1a, an exationeof the
means contained in Table 3 show a substantialljgnidevel of perceived impact on profits under tighest
level of feedback (financial). Under flat-wage, nhés equally low perceived impact under both thy pnly
information and non-financial information conditrinder profit based pay, there is an insignificiecrease
in perceived impact between the pay only condiaod the non-financial information conditions (13&sus
12.6; t = 1.0). A significant increase in perceivegbact occurs only under the financial informatmndition,
as compared to the non-financial information caaditfor both the flat-wage (12.0 versus 15.6; 2.6) and
profit based pay (12.6 versus 16.4; t = 2.8). Thaljough there is support for Hla, the resultsukhde
interpreted carefully. Specially, a significant iease in perceived impact on profitability occurdyowhen
financial information is added that ties task perfance to profits. Simply basing rewards on profligy
without providing this type of feedback was not egle to induce an increase in perceived impact ofitpr
relative to a flat-wage. Regarding H1b, perceivethgetence was found to be significantly correlatét the
control variable, self-esteem (r = .29), but nathvieedback (r = .04). The high correlation betweempetence
and self-esteem is consistent with prior literai{8gglitz, 2006: 315).

6.4 Hypotheses 2a-2c:

Hypotheses 2a-2b predicted that a performance baseatd system would be associated with greatereperd
impact and competence. Contrary to these preditidable 2 shows that there is no significant dafian
between performance based rewards and competernce.1B). Hypothesis 2c predicted that a perforreanc
based reward system would be associated with Iqvegceived self-determination, and Table 2 shows a
significant and negative correlation between thiesgors (r = -.25). Analyzing the path model in g 2
provided results consistent with the correlatioalgsis. Significant negative paths between perfoigeabased
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rewards and both competence (path coefficient & p.¥ .05) and self-determination (path coefficient25; p
< .05) were retained, while the link to impact wamoved. Given the finding of a negative relatiopdietween
competence and performance based rewards, funladysés on competence was conducted. A limitatibthe
study is that although perceived competence is teddas affecting performance, it is likely that foemance
affected perceived competence. Data limitationsi@aallow for a test of this reciprocal relationshHowever,
an ANCOVA was run using both performance and setié@&m as covariates. Evan after controlling fos¢hsvo
variables, the negative relationship between perdmice based pay and competence is significantgBE P =
.03). This finding indicates that respondents afacelf-esteem and performance, a performancalbaserd
system resulted in lower overall levels of percdivampetence than did a flat-wage system. A paknti
explanation for this finding is that respondentsufsed more on the negative aspects of their pegiocm (i.e.
number of items incorrect, costs of incorrect itemsder a performance based reward scheme than thele
flat-wage scheme. The penalty in terms of decrepagdor incorrect items may have been more salleant the
gains for correct items. These results would besistent with findings in Stiglitz (2006), but fughresearch is
needed.

6.5 Hypotheses 3a-3c:

Hypotheses 3a-3c predicted that the perceived itnpampetence and self-determination would be pesjt
related to overall task motivation. An examinatiofi the correlations shown in Table 2 indicate oaly
significant correlation between motivation and géred impact (r = .23). Similarly, an analysis betpath
model in Figure 2 indicates a significant link betm these two factors (path coefficient = .66; p0S).
Insignificant paths between motivation and competeand self-determination, as well as the result¢/ald
tests, prompted the removal of these links fromfithed model shown in Figure 3. In addition, LM testrongly
suggested that a direct link between performansedaewards and motivation was needed. Given the we
documented effect of performance based rewardseral task motivation (i.e., Bonner et al, 2000 fleview),
this link was added to the final model. The resulfzath coefficient of .39 was significant (p $)0

6.6 Hypothesis 4:

Hypothesis 4 predicts a positive link between oldesk motivation and performance. Consistent vitits
prediction, Table 2 shows a positive and signifiaaorrelation between these two factors (r = .2@)ditionally,
the path coefficient in overall model shown in Figmi2 and 3 was significant (path coefficient = 2% .05).
Thus, there is support for H4.

7. Conclusions:

Relatively little behavioral accounting researcls liacused on the psychological construct of empmeet
despite hypothesized links to accounting relatedalies such as performance feedback. The majorfity
research to date has occurred within the fieldsnahagement and human resources. The results opabis
research suggest that two key aspects of a firroigral system, namely performance feedback and newa
systems can have a significant impact on percedraployee empowerment, task motivation and perfooman
The current study contributes to this literature dsyamining how three specific types of feedback amd
alternative reward schemes affect the various dawes of empowerment. The study also contributethé¢o
breadth of this literature by focusing on lowerdeworkers that have received relatively littlegach attention.
Overall, the study contributes to both the accauntind management literatures. First, to the adowynwe
expand on and explore in greater detail the acaogin¢lated elements contained in the Spreitzedg2enodel.
Second, to the management, we examine how feedadkrewards affect perceptions of empowerment, a
relatively little researched area of the balanastexard approach.

However, the results show that feedback and rewafiést different dimensions of empowerment. Namely
financial feedback has a significant and positiffeat on perceived impact, while performance basedards
have little significant and negative effects orf-sietermination and perceived competence. Additlgnanly
greater levels of perceived impact were associaftfdgreater motivation. The implication is thatnfis should
consider carefully the techniques they employ tp t increase feelings of empowerment among non-
management employees.

8 Limitations and future research:

The study is limited in that only a subset of pbksifeedback and reward conditions were examined. F
example, the performance feedback given to theoresgmts was limited to their own outcomes. Theltesnay

not generalize to situations where employees arengieedback regarding the performance of othel@maps

or to general performance feedback that relatedatger workgroup rather than their own individual
performance. Similarly, alternative reward schesugh as bonuses based on group outcomes or gaad bas
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compensation may affect the dimensions of empowetrddferently than the reward schemes used in this
study. In addition, the task employed was relagiwemple. The results may not generalize to talsksdre more
inherently interesting or complex. Future reseacclild examine the effects of other control systemns
manufacturing practices that may affect employeaequmions of empowerment in a firm. For examplenpa®

by Hooks and Higgs (2002), the process of parttoipabudgeting could be considered empowering at th
involves employees in the setting of goals and budargets. Similarly, manufacturing practices tinarease
the involvement of employees, such as the use offaaturing cells and total quality management, rtigct

the various dimensions of empowerment and perfocman
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Appendix A
Sample Experimental Task
Key

Key to Codes Beginning with the Letter “A” Key to Codes Beginning with the Letter “Z”
Letter Number Letter Number
A 46 A 5461
B 12 B 6125
C 31 C 8312
D 98 D 3985
E 24 E 8245
F 87 F 9875
G 96 G 1963
H 25 H 4258
| 12 I 5126
J 95 J 7958
K 48 K 3487
L 21 L 8210
M 69 M 9698
N 57 N 2578
o 98 o 2986
P 58 P 8581
Q 36 Q 9369
R 45 R 3458
S 36 S 8365
T 34 T 9345
9) 11 9] 5114
Vv 89 V 5897
W 86 W 1864
X 32 X 6325
Y 95 Y 3954
Z 53 Z 1532
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