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GS-1 "Goal Setting and Task Performance: 1969-1980." Edwin A. Locke, Karyll
N. Shaw, Lise M. Saari, and Gary P. Latham.

T e

i © . Abstract. A review of both laboratory and field studies on the effects
3 of setting goals when performing a task found that in 902 of the studies
= specific, challenging goals lead to higher performance than easy goals,
"do your best" goals, or no goals. Goals affect performance by directing
! attention, mobilizing effort, increasing persistence, and motivating

% strategy development. Goal setting is most likely to improve task

1 performance when the goals are specific and sufficiently challenging;

the subjects have sufficient ability (and ability differences are
controlled); feedback is provided to show progress in relation to the
goal; rewards such as money are given for goal attaimment; the experi-
menter or manager is supportive; and assigned goals are accepted by

the individual. No reliable individual differences have emerged in

goal setting studies, probably because the goals were typically assigned
rather than self-set. Need for achievement and self-esteem may be the
most promising individual difference variables.

i

( Published in Psychological Bulletin, 1981, 90, 125-152.

GS-2 “Behavioral Strategies for Enhancing Productivity." Gary Latham, L.L.
Cummings, and Terence R. Mitchell.

e ZDagten £ AN e 2 JENRE o deingl ssear

Abstract. A three stage process is proposedfor enhancing productivity
through the utilization of human resources. The stages comprising the
process are: (1) identifying poor performance; (2) deciding what causes
poor performa..ce and (3) coping with poor performance. Together these
strategies form a performance enhancement system.

- Strategies for identifying a poor performance include examining discrep-
! ancles between goals and measured achievement, making comparisons across
people, units of organizations, and making comparisons across time.

A model for diagnosing and responding to poor performance is presented
based on attribution theory. Empirical results in support of the model
s are discussed.

Fe Steps for coping with poor performance include (1) defining performance
behaviorally, (2) training managers to minimize rating errors, (3) setting
specific hard goals, and (4) ensuring that the consequences of working

toward and attaining the goals are positive for the employee. T
F; Published in Organizational Dynamics, 1981, Winter, 4-23. To be reprinted T ow
T in R. Steers and L. Porter (Eds.) Motivation and Work Behavior. New York:
McGraw Hill, 1983, - .vuneceq 0
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"The Ideas of Frederick W. Taylor: An Evaluation." Edwin A. Locke

Abstract. The ideas and techniques of Frederick W. Taylor, the founder
of Scientific Management, were examined with respect to their validity
and their degree of acceptance in modern management. With respect

to the principle of scientific decision-making and techniques such as:
time and motion study, standardization, goal setting with feedback,
money as a motivator, management responsibility for training, scientific
selection, the shortened work week and rest pauses, Taylor's views

were fundamentally correct and have been generally accepted. With
respecc to individualized work and the principle of labor-management
cooperation, his views were probably only partially correct and have
been only partially accepted. Criticisms of Taylor with respect to his
alleged: inadequate view of motivation, ignorance of social factors,
authoritarianism, treatment of men as machines, exploitation of workers,
anti-unionism, and personal dishonesty are predominantly or wholly false.
The accusation concerning over-specialization is only partially justified.
Generally Taylor's contributions and his genius have not been understood
or appreciated by contemporary writers.

Published in Academy of Management Review, 1982, 1, 14-24.

"Goal Setting.” Edwin A. Locke

Abstract. This article briefly summarizes the history of goal setting and
the key elements of goal setting, including: goal attributes, goal
mechanisms, goal choice, goal commitment, support elements, benefits

and pitfalls and practical considerationms.

Published in C. Heyel (Ed.) Encyclopedia of Management, Van Nost®nd:
New York, 1982, 360-364.

"The Effects of Self-Set, Participatively Set, and Assigned Goals on
the Performance of Government Employees." Gary P. Latham and Herbert
A. Marshall.

Abstract. A government agency wished to define effective supervisory
behavior. Fifty-seven government employees participated in the job
analysis. The employees were randomly assigned to one of three setting
conditions, namely self-set, participatively set, and assigned goals.
The task required each individual to brainstorm individually job
behaviors that he or she had seen make the difference between effective
and ineffective job behavior as a supervisor. Goals were set in terms
of the number of behaviors to be listed within 20 minutes. There was
no significant difference in goal difficulty between those with partic-
ipatively set goals and those with self-set goals. Goal difficulty was
held constant between the participative and assigned goal conditions

by imposing a goal agreed upon by an employee in the participative
condition upon an employee in the assigned condition. There was no

Published in Personnel Psychology, 1982, 35, 399-404.
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GS-5 (Continued)

significant difference among the three goal setting conditions regard-
ing goal acceptance or actual performance. This was true regardless
of employee age, education, position level, years as a supervisor,

or time employed in the public sector. The correlation between goal
difficulty and performance was .62, .69, and .74, respectively, in
the participative, self-set, and assigned goal conditions.

GS-6 "The Effects of Participation and Goal Difficulty on Performance."
Gary P. Latham, Timothy P. Steele, and Lise M. Saari.

Abstract. Previous research comparing the effects of assigned versus
participatively set goals on performance were essentially tests of the
null hypothesis in that goal difficulty level was not systemically manip-
ulated. The present laboratory study investigated the effects of assigned
versus participatively set goals, and the effects of varying goal diffi-
culty level on an arithmetic task. Eighty-six college students were
assigned to either a participative goal condition or one of three

assigned goal conditions. In two of the asesigned goal conditions
participants were assigned goals equal to those set in the participative
condition, the difference being that individuals in one group were assigned
goals at random and those in the other group were assigned goals on the
basis of their premeasure scores. Participants in the third assigned

goal condition were randomly assigned a goal in the top quartile of the
goals set participatively. As hypothesized, individuals with hard
assigned goals had higher performance than peers with lower goals set

in a participative manner. Contrary to modern organizational theory,
individuals with participatively set goals did not have higher performance
than those with assigned goals of equal difficulty. Personality traits
were not found to moderate the effects of goal setting on performance.

Published in Persommel Psychology, 1982, 22: 677-686.

GSs-7 "Improving Productivity Through Goal Setting With Union Workers."
Gary P, Latham and Lise M. Saari. ‘

Abstract. Interviews were conducted with union business agents on con-
ditions necessary for their toleration of a goal setting program.
Subsequent to the interviews, goals were assigned to 39 truck drivers.

The results were analyzed using a time series design that included a
comparison group (N=35). The results showed a significant increase

in productivity for the drivers who received specific goals. When the
conditions necessary for the union's toleration of the goal setting program
were no longer met, there was a wildcat strike.

To be published in Personnel Psychology.
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"“The World's Shortest Goal Setting Study." Edwin A. Locke.

Abstract. A one minute goal setting study replicated most of the basic
phenomena of goal setting: success was related to satisfaction; goal
level was negatively related to expectancy; expectancy was positively
related to goal acceptance; expectancy and goal acceptance were not
related to performance when goal level was controlled. Goal level was
significantly related to performance for the sample as a whole. A
unique feature of the present study was the use of 14 different goal
levels including levels far beyond the subjects' capacity. It was
found that at impossible goal levels, goals were not related to perfor-
mance. For goal levels reasonably close to the subjects' ability, goal
level and performance were linearly related. Thus the overall relation-
ship was curvilinear.

Published under the title "Relation of Goal Level to Performance
Level With a Short Work Period and Multiple Goal Levels." Journal
of Applied Psychology, 1982, ﬂ , 512-514,

"Comment on Neider: The Issue of Interpretation of Experiments,"
Edwin A. Locke

Abstract. It is argued that Neider's study claiming to show the
beneficial effects of participation on store sales is open to other
interpretations, as are many studies of participative decision making.
Neider's study actually had four independent variables: participation;
a sales plan; goal setting; and incentives. The first two constituted
one condition; the second two another; and all four another. Thus

no difinitive interpretation of the results is possible. However,

an interpretation that is equally, if not more, plausible than Neider's
is that goal setting and incentives do not improve performance unless
there 18 an adequate action plan. Participation may be one method of
developing and/or gaining commitment to such plans. The general issue
of interpretation of experiments is discussed.

Published in Organizational Behavior and Human Performance, 1981, 28,
425-430.

"The Interaction of Goal Difficulty/Specificity and Feedback on Task
Performance." Karyll N. Shaw, Edwin A. Locke, Philip Bobko and
Brenda Beitzell

Abstract. Two experiments tested the hypothesis that the combination of
specific, hard goals and knowledge of results (KR) will lead to better
performance than do-best goals with and without KR and specific, hard
goals without KR, It was also predicted that the latter three conditions
would not differ significantly., The first study yielded equivocal support
for the predictions, but these results were attributed to possible flaws
in the design of the study. A second study which eliminated these
potential flaws confirmed the predictions. One intriguing result was

that specific hard goal-KR subjects, despite performing best on the task
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GS-10 (Continued)

GS-11

Gs-12

Gs-13

as a whole, performed worst on one sub-element of the task which reflected
degree of incidental learning. The implications of the findings are
discussed. -

"Hypotheses on Reinforcing Properties of Incentives Contingent Upon
Performance." Lise M. Saari and Gary P. Latham.

Abstract. A field study was conducted with 12 mountain beaver trappers
to examine the effects of two schedules of monetary reinforcement
(continuous and VR-4) on job performance, and to identify the reinforcing
characteristics of these two reinforcement schedules. Consistent with
operant theory, performance was higher on the VR-4 schedule than on the
continuous schedule. Of major interest was the finding that 9 of the

12 trappers reported setting specific goals for themselves as a result

of the incentive program. Those trappers who set goals had higher per-
formance than those who did not have specific goals. Interviews and
questionnaires indicated that the VR~4 schedule may have been effective
because it was perceived by the workers as containing many job enrich-
ment variables such as bringing about feelings of accomplishment,
recognition, variety, and feedback.

Published under the title "Employee Reactioms to Continuous and Variable
Ratio Reinforcement Schedules Involving a Monetary Incentive." Journal
of Applied Psychology, 1982, 67, 506-508.

"A New Look At Work Motivation: Theory V." Edwin A. Locke.

Abstract. It is argued that both Theory X and Theory Y and Maslow's
theory, which is taken as the foundation of Theory Y, are inadequate
to account for the basic phenomena of work motivation. Theory V (based
on the concept of values) is proposed as alternative. This theory
consists of six propositions concerned with the issues of: the role
of needs and values in guiding action; the role of value attaimment in
job satisfactionand productivity; the role of money and goal setting
as motivators of job performance; techniques for motivating the
utilization of knowledge in implementing goals; and the role of social
factors as motivators and demotivators of job performance.

To be published in R. Franke (Ed.) The Science of Productivity. San
Francisco: Jossey-Bass, in press.

"rhe Motivational Effects of Participation Versus Goal Setting on
Performance." Gary P. Latham, Timothy P. Steele.

Abstract. A 3 x 2 factorial design was used to examine the motivational

effects of participation in decision making (PDM) versus goal setting
on performance. Seventy-two college students were randomly assigned to
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GS-13 (Continued)

ONR-GS-14

ONR-GS~-15

one of six conditions. The task selected for the study was a toy
assenbly project adapted from a business game used in an assessment
center, The motivational eflects of PDM were isolated from the
cognitive by imposing the ideas generated through PDM on another
condition. Assigned/participative goals were set in terms of the number
of toys that could be produced within a 20-minute period. Goal difficulty
was held constant betwen the two conditions. The results showed a
significant main effect for goal setting only. Both forms of goal
setting led to performance that was significantly higher than that
which occurred in the "do best™ condition. The interaction effect
between goal setting and decision making was not significant.

To be published in Academy of Management Journal.

"The Relationship of Outcome Valence, Personal Goal and Commitment
to Performance When No Goals are Assigned." Edwin A. Locke and
Karyll N, Shaw,

Abstract. A 3 x 3 factorial design examined the effects of three

degrees of feedback/feedforward (given before task performance) and
three levels of objective probability of success on task performance.
Subjective expectancy, personal goal, valence of winning, and commit-
ment to winning were also measured. The experimental manipulations had
no effect on performance, indicating once again the extreme fragility of
Atkinson's (1958) widely cited finding of a curvelinear relationship
between probability of success and performance. Personal goal, valence
and commitment, however, were significantly related to performance with
commitment showing the strongest relationship. This is the first goal-
setting study to obtain a significant effect for commitment, a finding
which may be the result of goals (including the goal of winning) being
self-get rather than assigned.

"The Effects of Previously Assigned Goals on Self-Set Goals and
Performance.” Edwin A. Locke, Elizabeth Zubritsky, Elizabeth Cousins
and Philip Bobko.

Abstract. Subjects were assigned goals, ranging from easy to impossible,
on one trial and then allowed to choose their own goals on the next
trial. Subjects felt a high degree of freedom of choice on the latter
trial and tended to choose harder goals if their earlier assigned goals
had been easy and to choose easier goals if their previously assigned
goals had been hard. Despite these changes, subjects were heavily
influenced in their self-set goals by their previously assigned goals.
Performance on both trials Was determined by ability, goal level, goal
squared (quadratic trend), goal acceptance, and by a goal-ability
interaction.
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0NR-GS-1'6. "The Situational Interview: Examining What People Say Versus What
They Do Versus What They Have Done." Gary P. Latham, Lise M. Saari.

Abstract. Two studies were conducted to test the validity of the
situational interview. 1In the first study a concurrent validity strategy
showed that there is a correlation between what people in an interview
setting say they do on the job and what they actually do on the job

, as reported by both peers and supervisors. Furthermore, a situational

j approach to interviewing appears preferable to asking people direct

b questions about their past experiences. The second study used a pre-
dictive validity strategy to test the theoretical premise of the situa-
tional interview, namely, that intentions predict behavior.

——
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ONR-GS-17 "The Effect of Goal Setting and Reinforcement Schedule on the Performance
of High and Low Need Achievers." Lise M. Saari and Gary P. Latham.

8~ S

Abstract. A 3x2x2 factorial design was used to study the performance
effects of monetary incentives that were administered on either a con-
tinuous, VR-2, or VR-4 reinforcement schedule with or without a specific
assigned goal for individuals who were either high or low in their need
for achievement. Main effects were found for goal setting and reward,
but not for need for achievement. No interaction effects were obtained.
People who were paid on either the VR-4 schedule or the continuous sche-
dule performance significantly better than those who were on the VR-2
schedule. There was no significant difference between the VR-4 and con-
tinuous reinforcement conditions.

———rTT

{ ONR-GS-18 "The Effect of Self-Efficacy, Goals and Task Strategies on Task Perfor-
s mance.”" Edwin A. Locke, Elizabeth Zubritzky, Cynthia Lee and Philip
£ Bobko.

o Abstract. This study examined the effect of self-efficacy, goals, and
task strategies on goal choice and task performance. Self-efficacy and
{ task strategies were manipulated through training. Ability, past per-
formance and self-efficacy were the major predictors of goal choice.
Ability, self-efficacy, goals and task strategies were all related to
task performance. Self-efficacy was more strongly related to past per-
- formance than to future performance but was still a significant pre-
dictor of future performance when past performance was controlled.
Self-efficacy ratings for moderate to difficult levels of performance

3 were the best predictors of future performance. This finding was

3
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“replicated" when two previous goal setting studies, which had found no
) positive expectancy-performance relationship across goal groups,were
I‘ re-analyzed. Expectancy ratings within goal groups were often positively

AINPLES Jut aas aun ) et oy
R R L I A A

related to performance, and the ratings within the moderate to high goal
3 groups were more highly related to performance than those within the easy
5 or impossible goal groups. It is suggested that the concept of self-
efficacy might provide an integrating mechanism between the goal setting
and social learning theory approaches to task performance.

Also published under this contract:

Latham, G.P. "The Central Role of Goal Setting in Human Resources
Management,” in K.N. Rowland and G.D. Ferris (Eds.) Research in
Personnel and Human Resources Management. Greenwich, CT: JAI Press,
1983.
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