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Abstract: This paper reports the result of an empirical study

designed to examlne the re}atlollship between the manager's per-

ceptlons ofthe sources of budget variallces and his motivation. A

questionllaire survey drew the respoRses from sixty-eight mid-

d}e makagers sampled from nine manufacturing comparties in

Japan. The questionnaire mai}ed to them included a llst of pos-

sible causes under}ying thelr budgetary pexformance, the items

to measuTe variab}es that constitute the expectaRcy model of

motivation, and other varlab}es related to budgeting. Flve fac-

tors were drawn by the factor analysis of perceived causes of

budget variakces. ARd the anel}ysis of the re}atlonship between

those factors and motivation revealed that three ofthose factors

iRfiuenced it sigRificant}y; (a) interRa.l factor, that was com-

pose(l of t}te sources existiRg in h!s own side, (b) the bu(lget

va}idity factor, that referred to the exteRt which a manager peT-

ceived his budgetary pembrmance properly refiects his efforts,

and (c) chance factor, that was composed of economic condi-

tion and luck. The intemal factor related to tke external and

internal valences as well as expectancy variables of the moti-

vation model, the budget vatidity only to the expectancy, aRd

the chance factor had an effect on motivation through the social

valeRce. IR addition, the eifects of the task uitcertainty and a

few other variab}es o" tke ca:usal factors Df variances were exam-

iRed. This wou}d provide the means for eRcouraglRg budgetary

motivatiok.

1



1 Introduction

AccountiRg infbrrnatioR is transformed to m&nager's behavior via the hu-

man informatlon processing process. Cogltitive psychologists presume cog-

RitSve organiziRg schema for an individual to perceive altd interpret his outer

world. He does not perceive lt a.s it is.

     The components of cogrtitive structure are attributes. Fbr pur-

     poses of ana2ysis, lt is assumed that a persoR perceives objects

     and eventsSn terms ofpsychological dimensions. A psychological

     dirnension is one's capacity to map collsisteRtly a set ofrespenses

     onto a collection of stimuli that is itself ordered. A specific act

     of "perceiving" or "cogRiziRg" a given stimulus object or event

     is regarded as involving the projection of the stimulas oRto a

     set of psychologicaJ dimensioRs, and thereby attributiRg to it

     oRe value from each ofthose dirnellsions. Those pTojected val-

     ues, attributes, are the elements ofthe cogrtitive structure llnder

     analysis. (Zajonc,1968,p.328)

   While cognitive structures (schemata) are a function of past experi-

ences, it is also assumed that they are indispensable in the processlng of

information. Whell am iRdividuaJ tries to process the new stlmulus infor-

xnation abo"t certain objects, a cognitive schema relevaRt to those objects

is activated. In kis interface with eRviroRment there are the schemata that

medlate the incoming iRformatioR. Assuraing cognitive schemata in human

information processing, the analysis of behavior requires two steps. First,

there is a cognitive schema of £he perceived stimull. Second, there is a

specificatlon of how the cognltive inguences the fillal behaMioral response

(Weiner, l972). ARd this approach of cognitlve theory of behavior would

be meaningfiil foT the lnvestigatioll of infiuence of accountlng Snformation

upon management behavior.

   It is cormRonly emphasized ik maRagement accountSRg texts that the

performance reports to manager as a budgetee have to be prepared iR ac-

cordance with the perinclple of responsibility accounting. Responsibility ac-

coitntiltg ls (lefined by Ferrara(1964) as :"the esseRce of responsibility ac-

couRting are the accumulation of costs a2nd reveRues according to area of

responsibility ill order that deviations from staudard costs axxd budgets can

be identified with the persoit aitd group responslble. " This definitioR is

given heavy weight in the accounting procedures. However, the main ob-

ject!ve of responsibility acceuntiRg implied by this defiRition is to motivate
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the managers and to attain effective}y organlzational goals through thelr

a£tions. Therefore, it would be interesting iflom the behavioral viewpoint

to see how the responsibllity accounting procedures are related to the bud-

getary motivation.

   In most cases so far, motivation iR budgetlng has been researched on

the basls of the expectancy model. (iFbr example, Ronen aRd Livlng-

stone,1975; Flerris,l977; Rockness,l977; BrowRell,1983; BrowRell and Mcl-

kess,1986) Th!s model are constructed from the functional relationship

among such variables as expectaRcy, instrumentallty, and va}eRces. It a31ows

measurement ofthe strength of motivation. To obtain the eperational state-

ments abottt the effects of respoRslbility accountlng on motivation, however,

the cognitive process that infiuences the va.riables of motivatioR has to be

made cleaT in more detail. IR this conRection, it seems that the expectancy

theory ls insufficient to satisfY such all inquiry, as Weiner (1974) criticizes.

     Surprising}y, the inferred determinaRts of expectancy and ex-

     pectancy shifts as deduced frqm research on humans are even

     }ess satlsfying. Illvestigators in the achievement area have not

     systematically examined the antecedents ofthe expectaRcy (sub-

     jective probability) of success. Expectancy is typlcal manipa-

     }ated by mere}y telling subjects their chance of success. 'I[b the

     }esser extent, probabilities haMe been manipu}ated by varying

     past success history, the number of persoks agaillst whom oRe is

     competiRg, or objective dlfficulty ofthetask. I]he oRly determi-

     nants of expectaRcy shlfts that hEwe been ldentified are success

     a:td failure. (p.56)

   The performaRce reports that compare actua} costs or revenues with the

budgeted standards are prepared for each responsible maRager. Then, he

may perceive maRy causes ofthe budget variaRces, and interpret ftom which

ones his budget performance resulted. This process of causaljudgment de-

termine thereafter his attitude toward budgets, motivation aRd his perfbr-

mance. WheR referrlng to the cognltive model of behavior, it is assllmed

that the cognitive mediating scherna were there iR such causal assessment

process. In this paper, our first eRdeavor is directed to iRvestigatiolt of

the relatioltship between tke cogRitive schema of causal inference of budget

varSaRces iRcllrred and the manager's motlvation. In this endeavor, we will

tTy to apply another cognitive theory of motivatioR,the attribution theory.

Tkis theoTy is expected to supplement the deficieRcy mentioRed above of the

expectancy model. The knowledge about cogRitlve schema that determilles
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caasal iuference of varSances would provide the stamting point ofthe present

work. After the cogkitive framework was found, our second elldeavor points

to descrlbiltg t}te effects of task uncertaiRty aRd other behavioTal variables,

such as participation, goal clar!ty, ai!d others, upon the causa} judgment

within the framework By such a method, we expect, some suggestions for

enhallcigg effective budgeting could be made.

2 The expectaRcy theory and
     tioR theory

The expectaRcy model formu}ated by House (1971) is

          M=In+P,(II{,"2)I},,EX) i=

                  -- A4'

fl,Z :

In:

EX:

a:

R2i:

the attrib u-

as follows.

The expectancies

ment of desirab}e outcomes,

braith and Cumimngs,

achleve tke budget is determilled as a functioll ofexpectancy, instrumelttal

a!td vaiences that are assessed

experieRces aRd

   The attributaon

poskion to the

based llpon the

                                1,2,･･･,n (1)

 motivatioll to work

 intrinsic va}eRce associated witk successful

 performance of the task

 intrinsic valence assoclated with goal-directed

 behavior

 extrinsic va.}ence associated with the ith

 extrinsic Teward coRtingent on work-goal

 accomplishment

 the expectaitcy that goal-directed behavior

 will accomplish the work-goal(a given level of

 speciAed performamce; the measure's range is

 (O,+1)

 the expectamcy that workgoal accomplishmenf

 will lead to the ith extrinsic reward;

 the measure's range is (-1, +l).

 , 1bi, meaR the instrumenta[ls of performaltce for attaiR-

          or for avoidance of undesirab}e outcomes (G al-

  ' 1967).AsshowlliRthisequatioR,motivatSoRto

                                                  s
            by all lndividual on the basls of his previous

knowledge about a particu}ar task.

   theory of achievement motivation ha.s a supplemektary

expectan¢y model (Campbell and Prichard, l976). It is

assumption that bellefs about the causes of success and
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failure mediate between alltecedeRt stSmulus-organism traitsactlons and elt-

su!ng achievement behavior. IR budgetlng, the estimates of variables that

coRsist of the expectancy model may be infiuenced by the perceived causes

that bring ont the manager's budgetary performance. Therefore, by using

the constructs of the theorM we could shed some light oR the perceived

causalities of vaxiance and the cogRitive structure underlying them as pre-

cedings of budgetary motlvatioR.

   Ill the early model developed by Welner, et a}. (1971), it is postulated

that individuals utillze four elements of ascriptiok both to postdict (!n-

terpret) and predict the oRtcome of achievement-related event. The four

e}ements are ability, effbrt, task dificu}ty, and luck which can be comprised

of two basic d!meRslons; locus of control, aRd degree of stability as shown

']]ab}e 1. In the first dimensioR, locus of control, the causes are classified

iRto internal or externa[1. Interlla} canses (abSlity and effbrt) origiRate withiR

the Sndividual uRdertaJriltg the task, and exterma} causes (tasl< difftculty and

}uck) arise krom hls enviroRmeRts. YEurther, the stabillty dimenslon has to

do wSth the endurlng characteristics of the elemeRts. Some causes (ability

and task difl}culty) remaill stable through repeated perfoTmaRce, whereas

the magRitude of other causes (effort aRd Iuck) are re}atively variable.

Table 1: The two-dimensioRal c}assification of perceived causes

stability     Locus of control

InteTRal External

Stable Ability

Ullstable EffOrt

Task diMculty

Luck

Later, the inteRtionality dimeRsion was added to tke original schema by

Rosenbaum (1972) to refiect the ability of the performer to conscious}y

control the activity oT cause in questloR. Subsectuently, WeiRer (1974b,

1979) renamed this dimension as controliabillty, and locus of control as

locus of attribution.

   The coRtrellability dlmemsioR is pa.rticularly interestlng for the accoull-

ta.nts, because they are frequently rec}uired to respect the priRciple of coR-

trollability as well as of uresponsibility. This princlp}e argues that, in eva[t--

uatiRg a manager's perfbrmaRce, oR}y the factors under hls coRtrol should

be considered. The idea is a simple aRd appealing. Without obeying this

principle, the measnrements provided by accounting systems might not be
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perceived as fair artd not accepted by the maRagers that it applies. There-

fbre, the responsibility accoullting aRd the controllabllity are assumed to be

not separable. However, the theoretical causal schema suggests that those

concepts can be dlfferentiated from eack other.

   BiTnberg, et al.(1977) and Shields, et al. (1981) provided, as shown ln

Table 2, a c}assification schema on the three dSmensioRs relevallt to the

coRtro} system.

    Table 2: The three-dimensional classificatioR of perceived causes

Locus of attriblltion

Stable Internal Exterllal

UncontTollab}e

controllable

Ability of actor

Background or traiRing

of actor

Intrinsic motives

Stable eflibrt

Di}igence or }azSness

Abillty of actor's

subordinate(s)

Task ease or diflicu}ty

Subordinate's stab}e effort

Oltgoing job confilct

Perfbrmance measurement

process

Locus o f attribution

Unstable Intern al External

UncoRtro}lable

IRternal

Fatigue

Personal noH-job

related temporary

problem

EffoTt

Response to inceRtives

Tight badget

Economic collditions

Lllck

Cooperatiok of otkers

[I]1[raRsitory superior-

subordinate confiict

Subordlnate's uRstable effort

Extrinsic motives

   The distributlon of some causes on the three dimenslons is explained as

fb}lows. About interna[} causes, ability is stable and uRcontrollable. Mood

and fatigue are unstable aRd uncoRtrellable. In terms of external causes,

                                6



task ease or diHlculty ls stable and uncontrollab}e. Usual effbrt ofthe subor-

diRate is stable and contro}lable. Ckance or lllck is unstab}e and uncontrol-

lable. '])he temporary confilcts among the orgaRizatiollail units ame sorted as

llnstable and controllable.

   Whi}e the causa2 categories shown in Table 2 provide the theoretical

basis for e}ucidatlng the schema constructed in the field of budgeting, we

cannot expect that it precisely correspoRds to the schema that a manager

would actually make up, because his causal judgment would be dependent

oR the observed orgaRizational coRditioRs. 'Therefbre, in this reseamch, we

wlll try to look for tke cognitive schema in actioR. But before proceeding to

sllch a trial, we suppose that the theoretica} schema would be the case for･

budgetlng, ancl pTopose three hypotheses about the re}atioRs}tips between

the causal schema and motivation.

   The expectaRcy mode} iRdicates that the iRtensity of aroused motiva-

tioR isjointly (iLetermiRed by t}te subjective probability that effbrts wi}l lead

to the goal and the attractiveness of goal objects. The former is called

expectaRcy, and the latter valence. (Fbr the moment, we could assume

that the expectancy, Rt, aRd the another variable of the expectancy model,

instrumentality, .PIzi, are combined so that expectaRcy inc}udes the instru-

mentaMty.) The greater the percelved posslbility of goal attainmeRt aRd

the greater the incentive value of the goal, the more intense is the presumed

degree of positive motivation.

   In the attrSbutioR model, it has been proved that expectancy shifts are

remarkably Snfiuenced by the stability of perceived callses of the success or

failllres. The a.scriptions of all outcome to stable factors produce greateT

typicaa shifts (lncremekts iR expectancy ofsuccess after success, and decre-

ments after failure) iR exlpectallcy thall do ascriptioRs to unstable factors.

The differential shlfts of expectancies as a fullction of the stability of the

attributioR is presllmed to occur giveR eitherinterllal (ability versus efl7ort)

ox exterRa[1 (task difficulty versus luck) causal attriblltions. However, at-

tributions to effort produce greater typical shifts than attributlons to luck.

[l]his is because effort also has stable characteristics ("}1{e is a lazy persoR"),

and the iRtent to success is likoly to remain relatively constaHt (Welner,

1974b,1974c).

   On the other hand, the locus of attributioll is, from psycho}ogists' view

point, tke basis of a}}ocation of responsibility for a task outcome (Weiner,

l974a,b). TherefoTe, the infiuence of respoRsibility accounting procedures

oit the mainager's beha;vior collld be discussed in terms of this dirneRsion.
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   The attribution model arglles that the a51rective consequeRces of goa} at-

tainmellt, pTide and shame, are maximized whek achievement outcomes are

ascribed internal}y aRd minimized when success and fai}ure are attributed

to externa} causes. Thus, success attributed to high abllity or kard wo!k

is expected to produce more pride than success that is attributed to the

ease of task or to good luck. In a similar makner, failure perceived a.s

dae to }ow ability or luck of effort is expected to result in greater shame

thak faiIure that is attribnted to a hard task or bad luck. IR sum, locus of

attribution infiuences the affective consequeBces of a£hievement behaviors

(WeineT, 1974b, l974c).

   Thus, on the basis of these amguments, the following null hypothesis is

possib}e.

Hypothesis 1: There will be llo relatiollship betweell the manager's per-

     ceived internal causes of budget variances and his motivatioR.

ffypothesi$ 2: There will be Ro relatioRship pf the perceived internal and

     controllable causes with his budgetary motivation.

Hypothesis 3: Tkere will be no relationship between the causal ascription

     of badget variances to the stable dimension and manager's motivation.

   The valences to which the attTibutloR theory refers areiRtrinsic va[tences,

that ls, prSde and shame. But in organSzationa} settlngs, the extrinsic va-

lences play iraportant roles for motivation. The examination on the re}a-

tionships between external rewards and motivation wili be tried in the later

sectioR in a heuristlc alld descriptive way.

3 Anempiricalstudy

A package ofsurvey questionna!res was sent to a representative managerin

charge of management control ln ea£h corporation that agreed to cooperate

with us. EIe distributed the qllestioRllaires to tke managers in his corpcF

ration whose activities should be controlled through the llse of budgeting.

The samples were not strictly TaRdom, becanse final sample selection was

left up to him.

   Of l23 questionnaires distributed, 73 were returned (rate of response

was 67.5 perceRt) and of those 68 were usable. On the average, t}te age of

respondents was 44.5, their tenure in their companles was 22 years, and the

period of beiMg in present position was 4.1 years.
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Table 3: Extrinsic and IRtrinsic Valences

L
2
.

3.

4.

5
.

6
.

z
8.

9
.

ExterR al

Pay raise

High pay

Respect from boss

Respect from other ernp}oyees

Receiving more complimekts

Greater chances fbrindependent

thought aJtd action

More chances to make friends

Special reward or recognition

Promotion

1
.

2.

3
.

4.

5
.

6
.

7
.

8
.

Internal

Personal growth and developrneltt

Settlng kigher standards for yourse}f

Giving help to others

Time at work passiRg fast

Feeling of security

Setting higher staRdairds for others

Feeling accomplishmekt

BeiRg not tired

   [I]he questloRnaire contaiRed three sets ofitems to measure the motiva-

tion, causal attribution, aRd budget related eveRts.

   Metivation: The scales related with motivatioR had the purpose of

eliciting the measurements oll each constructs of the model presented in

equatlolt (1). Three constTucts are there; valeRce, expectancy, and lnstru-

mentality.

   The approach to eva3uate those were used ftom the procedure developed

by Lawler and Sutt}e (l973), and adapted by Browne}l (1983)in budgeting.

'Ib assess the valences, sevellteeR eutcorries from Lawler aRd Suttle (1973)

that are listed in Table 3 were used in this research. In order to measure

the valence of each outcome, the respondents were asked to value on a scale

from oRe to nlne (extrernely undesirable to extremely desirable) the streRgth

of their prefereRce for that outcome.

   Intrlnsic valence, as iRdicated in equation (1), are distinguished between
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IIxZ and IVa. P)r the lktrinsic outcomes, therefore, the respondents were

twice asked to value his prefereRce over the same eight outcomes. First,

intrlRsic valence of achievemeRt behavlor, Ii'Z, was measured by askiRg the

respondeRts to value each outcome as it might result frem "work hard." Sec-

oRd, by asking to value the same outcomes as might result from "meetillg

budget goal. " The score of JIiZ substituted into the model is the a:veTage

valtte of responses fTom the first set of valuing. The score of IVa is a.}so the

ayerage vaJue of responses from the secoRd set of valuing. The valences re-

}ated with the ni"e external outcomes, EX, were evaluated by same wording

as in valuiRg the second set of inteTRal valences.

   Equation (1) caJlls for the assessment of nine lnstrumeRtals associating

goal attainment with extrinsic outcomes. These were assessed by asking the

respondents, for each of RiRe outcomes, to va:lae on a scale of one (llever) to

seven (always) the probability that meetlng the budget goal would lead to

the outcomes. The expectamcy, RL,that goal dlrected behavior would result

iR tke successfu} attaillment of budget goal was measured by asking the

respondents to vaJ"e instrumeBtals on a slmi}ar scaie. These tell responses

were coxxverted to probabilities ill the range of zero to one, and incorporated

lnto eqltation (l).

   The causal attribtttion: In order to investigate tke causal ascriptioR of

budgetary variances that was associated with motivation, twenty scales were

constr"cted on the basls of the classlficatioll scheme presented by Birnberg,

et al. (l977) and Shlelds, et al. (1981). Appendix A contains these scales.

The respondent was asked to assess the extent that these ca"ses lnfiuenced

their budgetary performance in the last year. The respoRses were coded so

that the more a cause works toward increased favorable variance, the higher

score it is giveH (see appendix A).

   Other variables: In additioR to the motivation and the causal a.scrip-

t!on, we examiRed the effects of other budget related variables on causal

ascrlption. The causal ascription would be dependent on the perce!ved

characteristics such as task uncertainty, participation in goal setting, goal

speciAcity aRd difliculty, and so oR. To make c}ear the relationship between

these characteristics aRd the causal scherna provides the cue to improve eg

fect!ve budgeting. Appendix B includes the scales to measure the following

characterlstics but task uRcertainty.

1. 'I?Lsk ullcertaiRty: [l]he organizatioital coRtre} by budgeting has been

  said to be most effbctive in stable task environment. Ga}braith (1974)

  argued that the organlc organization confronting ullcertaiR environ-
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ment tends to create cross sectional coordillating function, and otker

iRtegrating devices in complemeRt to goal settings, decision makiRgs

in the hierarchies, and ru}es. Bruns aiid Waterkouse (1975) suggested

that the use of budgets for control purposes is thought to be depen-

dent upoll the ability to p}aR with fairly high degree of certainty and

measure output or ro}e performaRce with relatively high degree of ac-

curacy. These preconditions of effective budgetiRg may be difl}cult to

meet in practice. We tried to examiRe the effects on the motivation

of task ullcertainty as a major facgor violating the responsibility ac-

couRting requiremeltts. The coRcept of task uncertalnty was defined

by Perrow(1966) on the two dimeRsions, task difflcRlty, and task vari-

ability. The former refers to the analyzablllty ofthe work itself and

the extent to which theTe is a known procedure that specified the se-

qllence ofsteps to be followed in perforrning thetask. The}atter Tefers

to the number of except!oltal cases encountered in the work requiring

different methods or procedures for doing the task. The scales were

constructed on the basis of measures developed by Vak de VeR and

Delbeque (1974).

2. Budget goa[L clarity: This variable refers to the exteRt to which badget

  goals are stated speciflcally and clearly, and are uRderstood by t}tose

  who are responsible for rneeting them.

3. Budget goal d!fflculty: Budget goal ranges from loose aRd easi}y at-

   tainable budget to tight aRd unattaillable. The extent of difliculty

  was measured by asking the respondents to estimate the subjective

   probability, and easiness or tightness of budget attainiRg ! .

  4. Par£icipation: This lsthe behavioral variab}e well kRown iR budgeting,

     aRd refers to the extekt to which rnanagers participate in preparing

  ilt is neted that a similar scale to one of the causes o{ budget variance that used

te derive the cognitive causal schema was included in each of the measure of budget
goal clarity and goal diMculty. This dual use of the variabie is based on the following

reasons. First, a judgmeRt in the context of determining the c&use of variances incurred

might be dfferent ftom oRe in the other coRtext. For example, before implemeRting
the budget, budget tightness would have to do with task dificulty, but at the stage of

performance assessment, it might be more reiated to the perceived budget valldity, to say,

if not attaiRed, to clenying the budget, Second, we will try to study the cognitive schema

of variances by means of f&ctor analysis, and the solution of the analysis is orthogonal.

The effects o{ a causal variable tends to be interpreted in reiationship with one factor

that is independent of other factors. This means that the imvestigation rnay be limited
to the effects ef the variable through only oRe cattsal path on motivatlon. The problem

abeut budget tightness has beeR a subject of behavioral accounting research. Therefbre,
in addition to the effects of it vi& a single path on motivation, it would be interesting

to research them from ruore e bread viewpeint. For this treatment, we had this variable

take dttal roles.
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  budget aJtd lnfiuellce the budget goal of their responsibi}ity ceitters.

  The measure to assess this variable consists of two sets of scales. One

  asked the exteRt of cooperatioR with the respondent's superior ak(l

  other departmeRts iR his orgaRization, aRd the other asked the extent

  of his infiuellce.

5. The propellsity to create s}ack: SIack occurs wkeR an organization

  unit controls more resources thaxL a.ire Reeded to maintain St's viabi}ity.

  Budgetary slack is one important form of slack that is defiRed as the

  excess ofthe amount budgeted iR a.it area overthat which is itecessary

  Iit this research, the sca}es did not direct}y measure the amount of

  slack created by maR&gers, but tried to measuTe the propensity to

  create slack by usillg four sca}es developed by Onsi (1973).

6. Management by exceptlon: Tke conirol functioll of budgeting is per-

  formed through v&riance allalysis. EmphasiziRg the deviations from

  predetermilled plan expedltes managerial control. Ronen and Liv-

  ingstoRe (1975) suggested thaS, under managemeRt by exception, the

  response to favorable variallce not requiring corrective action often

  seems to be weaker thaR unfavorable deviation. And budget attaiR-

  ment which are not cormected to prlze or rewards with same fre-

  quency aRd extent as the unattaiRment is to blame and pena}ty, the

  result being defeRsive alld overcautious behavior. It is aRticipate(l

  that maRagement by exception wou}d accompaRy adverse beha;vioral

  consequences (Brownell,1983). This management mode may therefore

  also infiuence the causal schema and motlvation.

4 The resu}ts

CogRitive framework uRderlyiRg the perceived causality of variances was

ascertained by factor anallysis. Table 4 shows the solutlon of factor analysis

that was derived through repetitive estimatioRs of communalities by the

prlncipal axis method, aRd thell, to aid interpregatioxx, subjected to varimax

rotatioll. The factor }oadings that were more than .50 are ultderlilled.

   Five factors wEth eigellvalue greater than 1.0 were extracte(l which to-

gether accoitnted for approximately 62.3 percent of tota} variaRce. These

factors were }abe}ed as follows:

1. Self ascrlptioft:

  ances.

Extent of illterna2 causa} ascription of badget vari-
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Table 4: The factor pattern of causes of variances

 L
 2.

 3.

 4.

 5.

 7.

 &
 9.

10.

11.

i2.

13.

14.

15.

16.

17.

IS.

19.

20.

  I
 Self

ascrptn

     FACTORS
 II III IV
Org. Task Budget
relatn ease validty

  V

Chance
Commu-
 nality

Ability of subord.

task dithculty

stab}e effort

OngoiRg job confiict

Perfo. measurmnt process
Subord.'s table effort

Tight budget

Economic conditions
Effort

Luck
Coop.w. other departmnt
[[lranstry sup.-sub. conflict

Sub.'s unstable effort

Ability

BackgrouRd or tralning
Sub.'s resp. to incentvs

Response to incentives

Intrinsic motives

Fatigue

Eigenvalue

proportien of varlance

O.142

O.056

O.655

O.169

O.128

O.385

-O.142

O.029

O.806

O.101

02S6
O.361

e.462

O.820

O.752

O.590

O.696

O.904

O.764

O.290

O.140

O.250

0234
-O.051

O.604

-O.113

e.e13

O.315

O.206

O.742

O.786

O.486

O.403

O.464

O.058

O.052

Oalll

O.246

O.025

O.614

O.065

O.119

O.048

-O.218

O.826

O.289

-O.047

O.048

O.161

o.e6s

-O.312

O.139

O.045

-O.175

-O.184

O.Oll

O.OOI

 O.587

-O.OIO

 O.116

 O.553

 O.621

 O.271

 O.225

 0255
 O.079

 O.035

 O.048

 O.145

 O.156

 o.e62

 O.lll

 O.186

 O.l77

 O.105

･O.131

 O.256

 O.195

 O.039

 O.141

-e.ols

O.141

O.058

O.680

O.074

Oa655

O.180

O.094

O.194

-e.lso

-e.114

e.213

O.228

O.081

O.036

O.515

O.437

O.510

O.423

O.407

O.654

O.769

O.6i2

O.763

O.485

O.693

O.782

O.609

O.880

O.808

O.462

O.604

O.847

O.662

5.221

O.273

2.605

O.l51

l.429

O.073

1.403

O.071

1.265

o.e63

11.923

 O.623

               Item 6 was excluded, because of skewed distribution.

  2. 0rganizational relationshlp: Extent ofIRterpersoRal interactions with

     sttbordinates and other department managers to attaiR budget goals.

  3. Task ease: ExteRt of budget ease. It may be preferred to name tkis

     factor task difflcu}ty, but iR the present stu(ly, this factor was labeled

     task ease, because tke variables that had hlgher loadings on it were

     scoTed so that the tighter the budgets were, the lowerthe scores given,

     aRd vice versa.

  4. Bitdget va:lidity: Extent of tke perceived reliabiEty of budget that

     contains not so mach contradiction within it, and fairly refiects the

     respondent's performance.

  5. Chances: Extent of budgetary performance to be determined by un-

     controllab}e elemekts such as }uck and econemic coRditlon.

   Oll examiRillg thSs f&ctor pattern with refereitce to the classificatioit

schema showll iR Table 2, lt is recogRized at first glance tkat a prominent
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dSmensiok uRderlying the perceptioll of causality was the locus of attribu-

tion. Factor I, Self ascriptioR,inc}udes aR the causes thougkt of as !nterRal,

and among those causes could not be fbund the c}asslficatioR on stability

or coRtrollabillty d!mensioR. All other than this factor represent externaJ

causes of vanciances. Factor II is constructed from the external aRd coktro}-

}ab}e causes, but confounds on stabillty. Factor III summarizes the external

and uRcontrollab}e ones, but also confoullds on stability. Factor IV, Budget

validity, represents the extemaal, uncolltrollable and stab}e ones. Factor V,

ChaRce, is external, uRcontrollab}e akd ukstable causes. It was fbund from

this factor pattern tkat the causal c}assification which most interested main-

agers Sk the organizationaj situatioR was whether the causes ef budgetairy

performance origiRated from the manager himself or mot. It seems that, so

far as this factor patterR is concerned, ollce he follnd a cause was internal,

no further informatioR search for the cause were there. Therefore, the con-

cept of responsibility was ltot Recessarily restricted by controllabil.ity. With

regards to external causes, however, the perceptua} diffbrentiation on the

coRtro}labillty alldlor stability dimension appeared. In this region, infor-

mation search by the manager might be more detailed, and the tissues of

his perceptioll be ftne.

   Befbre advaitcing to the examination of relatlonship between the causal

ascription and motivation, it is preferred to make suTe £hat these ascrlptions

were dependent upon the budget variancas. We asked the respondents to

lndicate the exteRt to whlch their observed budget achievement deviated

from the budget goal. The sca}e used to measure it and frequeRcies on each

level of deviatioxxs is provided ill Figure 1.

   Tab}e 5 shows the correlation between each ofthe five factor scores aRd

the exteRt of deviatlon, that is, budgetary performance. All the corre}a-

tioRs are not so great, but, statistlcally significaRt. Therefore, it coald be

ascertained that the causal ascriptions anchored iftto the actua} budgetaxy

pembrmakce. In addition, the self eva}uatlng scaie of performaRce developed

by Mahoney, et al. (i963) was included in the questioRnaire of this study.

']rhis scale was frequently adapted by Brownell(1982,1983), aitd Brownell

and MclRess(2986), ']rab}e 5 also indicate the corre}ations between each of

factor scores and the score of single overali rating scaie that iRcluded in the

measure by Mahoney, et al.. SlgRlftcant levels of those correlations are on

the ayerage less thall those of budget performance, but both corre}atioRs

seem to be iR the same direction.

   The hypothesized relatloltships were tested by the significant Spearrnan
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       FiguTe 1: The budgetary perforrnaRce of the respoRdents

              IE }ast yeax, to what exteRt did you attain

                         the budget goal?

URderattained be}ow Overattained
15%lessthanthegoal Attainedjustatthegoal morethan

           -l5 -IO --5 O 5 IO l5

over 15%
the goal

   Budget
performance15 4
            IO

             5 15
            -5 15           -10 7
           -15

                               lo 2e
                                        Number of respoRdents

rank order correlation coeff}cients. Ofthe five correlatSons betweell the fac-

tors and rnotlvation, three are slgrtificaRt. The hypothesis 1 assumed that

ikternal causal ascription of varialtces have nothing tc do with the moti-

vation. Table 5 shows that the correlation betweeit the illterital ascription

factoraRd motivation was highly slgnificant (r :O.42,p < e.Ol). Therefore,

this hypothesis is rejected, and the fundamental assumption of the Tespon-

sibllity accounting is verraed as effectlve. Hypothesis 2, a.ssunted that the

interna[L aRd controllable causal ascriptioRs are not related to motivation,

cannot be tested, because these causes did Rot form any separab}e factor.

The test ofthe fillal hypothesls, assumed that tkere will be no relatlollship

between the causal ascription of budget variartces to the stable dimension

and mallager's motivation, was somewhat complicated. On the stability

dimenslon are the fa£tors of organizatioital re}ationship and task difficu}ty.

However, it was not c}early judged whether the budget validity represents

the stable causes or Rot. Of causes whlch constitute this factor, the sub-

ordinate's ability and the incoRs;steRt elements contained iR the task are

interpreted as stable ones. But, by reference to the theoretic&l categories

showll in Tab}e 2, manager's coRfidence ip the performance measurement
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Table 5: The corre}at!ons ofcausal factors with motivation amd

performance

budgetary

  I
 Self

ascrptn

    EACTORS
 II III IV
Org. Task Budget
re}atn ease validty

V

1.

2
.

3.

Chance
Motivatlon

Budgetary
performance

Mahony's

measure

Oa42'

e.33'

O.35'

O.13

O.42"

O.23?

e.o2

O.35'

O.16

O.26

O.35i

e.17

O.23･

O.34'

-O.03

t

SignificaRce level of two tailed.

     * p<o.el
    + p<OD5
     ? p<O.10

Correlation ofeach pair

        O.19 for 1. and 2.
        O.'22? for 1. and 3.

        O.46' for 2. and 3.

process is an unstable canse. The a priori classiftcation of causes are not

deterministic iR practice however. So this cause could be assumed as stable.

If so, this factor would be }ocated on the stable end of the dimensioR. And

then, because the relationship between this factor and motivation is signifi-

cant, !t tends to reject hypothesis 3. However, contraxy to oar expectation,

I"actoT V, Chance was also sigRificarttly related to motivatiop. The ecoRom-ic

enviroRme"t or fortune is interpreted as the typical unstable cause. Thus,

the fact that the ascTiptioit to uRstable causes as well as stable oRes had an

effect on motivatioR make it difiicult to reject hypothesis 3. This ambigulty

was caused by the effects of external rewards.

   IR order to study these results in more detall, The effects of causal a,s-

cr!ptions oR each of variab}es of expectautcy model were aRalyzed further.

Table 6 shows the correlations among the relevant variables, namely, the

corre}ations between causal factors of varciances and tke variables of the ex-

pecta.ncy model of motivatlon derived from the total sample (N=68), and,

ln addition, the correspondiRg correlations from three groups that com-

posed total sample. Those groups are the following; tke first group ltamed

`Success', that overattailled thelr budget goal more than 5 percent(N=24),

the second group named `Just attalned', thatjust attained their goals, and

the thlrd group (N= 21) named `Fai}ure', that failed to arrive at their goal
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Table 6

aRd the

tained==

: The rank order corre}ations

variab}es of expectancy models,

21,Fai}ure=23)

betweeR

total N :

the

68

 factors of causality

(Success=24,Just at-

  I
 Self

ascrptn

 II
Org.

relatn

IFACTORS
   m
  Ta$k

   ease

  IV
Budget
va}idty

  v

Chance
External valence

1. Formalreward
     Success

     Just attained

     Failure

2. Socialreward
     Success

    Just attained
    l?ailure

IRternal valence

     Success

    Just attained

    Fallu:e

expectancy
    Success
    Just attained

    Failure
Instrumenta}ity

1. Forma}reward
    Success
    Just attalned

    Failure

2. Socia}reward
    Success
    Just attained

    Failure

  O.15
 O.47+

 O.38?

-O.39?

  O.20

  O.30
    ? O.38
-OD4
 O.29÷

 O.53rk

 e.53'

-O.02
 Oa22?

 O.37?

  O.33

  O.Ol

 O.31'

  e.22
 O.47+

  O.23
 O.29+

 O.54'

  O.25

-O.02

 o.oo
-O.03

 O.13

-OS9
 O.09

-O.05

 O.Ol
 O.16

 o.oo
-O.10

-O.07

 037
 O02
-O.31

 e.2o

 O.12

-O.04

-O.28
 O.03

-O.Ol
    ?O,24

 O.06

 O.13

 O.10

 -O.10
 -o.2e

 -O.02

 -O.29

 -O.05

 -O.22
     ?-O.41
  O.08

 -O.23

 -O.14
     ?-O.38
 -O.22

  O.Ol

  O.08

 -O.Ol

 -O.ll

  O.Ol

 -O.17

  O.05

  O.09

  O.14

  O.05

  O.18

  O.07

-O.Ol
-O.10

 O.02

-O.05

 O.14
-e.2o

 O.24
 O.19

 O.10
-O.19

 O.04

 O.23

O.45'
O.35?

O.41?

O.56'

-O.05

-o.e7
-O.10

 O.Ol

 O.06

-021
-e.o7
    7O.37･

 O.05
 O.Ol

 e.14

 O.18
Oa27+

-O.15
    ?O.39
O.43+

 e.os
-O.11

 O.22

-O.02

 O.07
 O.06

-O.09

 O.03

O.29+

    ?O.36

-O.05
O.46+

025+
 e.K
 O.21

 O.34

Significance level, * p < O.Ol ,+p<O.05 ,?p< O.10
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(N=23).

   The valences were classified into three categories by meams of factoT

autalysis, The external va}eRces were constStuted by two factors; one was

named formal reward (contaiRed item l,2, aRd 9 iR Table 3), and the other

was social rewaxd (item 3,4,5,6,7, aRd 8). Intemal valences, li'Z,, formed

one factor. This classificatioR was consistent with the three modes of rnan-

agement coRtrol, which are organizational control, persona} coRtrol, aRd self

control (Hopwood, 1974).

   Iirom the analysis of the total sample, lt is found first that the !nternal

ascription had to do with aM the variables ofthe expectancy model. Second,

the effects of chaRce ascriptlok on motivatioR were made through the ex-

terkaJ valences altd instTumeRta}s, especially, those tkrough social rewards

vvere rnore lntense. ARd third,the ascription to budget vaaidity had a c}ose

re}ationship with only the expectancy.

   Investigation by groups revealed tke difFerent patterns of relationships.

For Failure group, its psycho}ogical sltuation seemed to be a negative oRe.

The self ascriptioit negative}y correlated to formal valence (r == -.39,p <

.IO), and not significantly to other valences. And the correlation between

the budget validity ascription and expectaRcy was very hlgh. It was infkerred

that tke valjidity ascrlptloR in this group meant the aggressive response to

budget orthe control systems. For Success group,ehe self a.scription worlced

with the preference to formaJ reward, and did llotinfiuenced the valeRce of

soc!al reward so much.

   Tke reslllts of analysls aboat the `Jllst attained' group attracted our

attentionin paTticular. Members ofthls group perceived self ascription,that

ls, coitftonted by the diMcult task, they met the budget goal through their

effort and ability and thier other qualities. Iiairthermore, they recogRized

the help ofchance for attaiRingthe budget, too. As a result, these increased

the vafues of iRternal and external va}ences for them.

   'Il]he effects of the chance ascription upon motivation appear iR `Just at-

tained' and `Fai}ure' group. [Irhe situation in which these groups, especially

the former group, was put is inferred as follows. PreseRt researck was car-

rled out at the time when the Japanese managernents tried to adapt their

organizatioRs eager}y to the cltanges of external environments. At the time,

for exa.mple, when the forelgn exchange rate rises from ¥ 180 per dollar to

!¥; 128 duriAg two years, recessioii would be anticipated. One of the meaRs

to get over those adverse ecoRomical coRditions was, for example, the rear-

rangement of product mix iR accordance with changing demaitds in market.

18



In those ciTcgmstallces, if a manager achieved these goals reflected ln the

budget, his success may be !mportaRt "ot oltly to himse}f, but also for his

organizatiok as a whole, because such a success mightlnform about the cur-

rent market coRdStioits and provlde some cues to adapt the organizat!oit to

environmeltt. ']rhus, even if his success were perceived as havlRg originated

from exterRa} chance conditions, his results may meet direct}y the strong

desires oforganlzatloll or ofthe section he be}ongs to, and so he woa}d glven

the social rewards for his fortune. Also for the `Failure' group, a simila.r,

bat not so fayorable, situation was supposed. These will be referTed to iR

        .Rext sectlon.

   After the relationships betweeR the causa,} ascriptioR and motivation

have been ascertained, the next question ofinterest was to search the varl-

ables that inguence £he ascriptions. Those antecedeitts were task uncer-

tainty, budget goal clarity, goal diflficulty, participation, and propensity to

create slack. [[b exaJnine the effects of antecedents on the the five factors

of causal ascrlpSlon of variaJtces, stepwise regression ana}ysis was applied

iR two stages. At the ftrst stage, each of the five factors were regressed oR

the antecedents. As a result, three varlab}es, namely, bttdget goal clarity,

task uncertainty and budget tightness, appeared as explaillab}e vaTiables.

At the second stage, these three variables were lnputed as dependent vail-

ables, aitd regressed on the other antecedents. Figure 2 shows tlte resu}t of

these regression analysis. The arrows and numbers iR this figure indicate

the assumed directioR of causality aRd the standard regression coefficients.

Iitdependent variables can be kept in or rejected from regression equations

at the critical slglltacance level of O.lO.

   The main factors that had dlrect relatioRship with the budgetary moti-

vatioR were self ascription, budget val.idity, amd chance. Because the chance

factor was isolated £rom antecedeRts, it wi}l be described here how the re-

mainlng two factors were directed by tke axtecedekts, and what they were

directed.

   The self ascriptloR factor was sigRlficantly regressed on the budget goal

clarity, and the budget validity regressed on two antecedents, task uncer-

taillty and goal claJ]ity. Then it was found that budget clarity had a bToad

illfiuence on motivatioR, that is, the effects of all antecedents but task un-

certaiRty were mediated by thls variab}e to motivatiolt.

   The effects of partlclpa;tion oR caitsal ascription were indirect. Of two

components that conslst of particlpatioR, coopeTation with superior alldlor

other departments related sigRificantly to budget goaJ c}arity that iRfiu-
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Figure 2: RelatioRships betweexx the antecedents and the causai factors

,P,l&,i,iiil',aag`i:O:"1;,ll),, ?,ll.gge;`<r;g/-

                         =28
                     Task
r=･22 =l9 uncertaiRty
                          -.I8
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        ,  exceptloB

Factors

     S.e}f.

o;,l,Sa.Cn,lii.Iiioin,aK' `2..,,-

                       ,                    vatioR

Task
ease

Budget
validity

T = .26

r = .23

Chance

eitce(l the ascTlptioRs. Ot}ter explalnable vamiables ofthe goa} c}arity was

the propensity to create slack. In addition, the corre}ation between the

cooperation and the propellsity was O.22 (p < O.le). From these relatlon-

ships, it was inferred that llotwithstandiRg the participation,ln particit}ar,

the cooperatioR wlth other departments or superior, tended to increase the

budget goal clarity, on the other hand, it's infiuence was in the direction of

}tastening the slack propellsity, aRd the }atter teRded to decrease the goal

clarity. These illcoRsisteRt relationships are very lnteresting and wM be

discussed in the mext section again.

5 Discussien

While inqniring about the motivatioR in budgetlng, three constitaents re-

lated to it, llame}y, the cognitive schema underlyiRg causal perception of

blldget vairiances, the relatlonship betweeR the schema and motlvation, and

antece(leRts that deterrnine the causa} ascriptlon, were investigated so far.

   First, the statistical factor analysls revealed that the most obvlous di-

mension in causal cogRitlve structure was the Iocus of attributlon. This

dimensioR corresponds to respollsibility iR the psycho}ogical meaniRg. 'il]he
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varialtces internally ascribed did IRcrease the e}emeRts of the motSvatioll

model, expectaRcy, instrumentals, interRal aitd exterRal valences. There-

fore, from behavioraJ viewpoiRt, it was fouxxd that if the prillciple ofthe re-

spoRsibility accouRting were successfully applied,then the managers woald

be haghly motivated through the budgeting. But the effectiveness of tke

coittroliability prlRciple advocated in most maRageinent accounting litera-

tures could not tested. DiscrimiRatioR of contro}lab}e from uncontrollable

causes were ltot found within the causes ascribed internally.

   While the causes ascribed intern ally constltuted only one factor, the ones

ascrlbed externally produced several factors. There appeared the stability

aJtd controllability dimension for externa} causes. Several reasoRs could be

giveR as to why the causai cogRltion of extemal varlances was more detailed

than interRal oRes.

   In the hierarchies of org&nizatioll, the attitudes of a superior toward his

subordinates vary to the extent that he lnfers the causes of performance

are lnterRa} to them. In the study app}ying attrlbution theory to leader-

ship, it is argued that the superior tends to seek the causes in t}te intema[1

and stab}e ones of subordinate, whi}e the subordinates are prone to seek

the causes extemalliy (Mitchel and Wood, 1980). This difference of causal

attributioll results ln the collfilcts between them(MartiRko and GardRer,

1987), and may emerge outstandiHgly on the dimension of locus of attri-

bntion. I"urthermore, by imputing the poor performance to external ones,

an individual could be allowed to excase his respoRsibi}ity, and maintain

his selptesteem (WeiRer, et aL,1971), as a resu}t, the locus of attribution

becomes the primary dimeRsion of perceiving the causes of budgetary per-

formaRce. Management functioR is essential}y for the adaptation to the

org&nizational eRvironments. Managers in the relatively low level might ac-

quire better know}edge and experiences about their eRvironmeRts, because

they have many opportuRities to contact directly with environments. And

theirjob iRcludes, as aR important role, the coordiRation and negotlatioR

with other units ofthe organization. Those situationssurrounding man agers

might lead to detai1 know}edge about external causes oftheir performance.

   Of tke externa} factors, the budget validity as wel} as self ascription

factor had important relationship with motivatioR, regard}ess of whether or

not budget goals were met. "Althollgh lt is accurate to state that budgets

are composed of `co}d, nonhuman symbo}s'(i.e., figures), it is equally valid

to state that once human being use these `ftoRhuman figures, 'they project

eR to them all the emotions and feelings at tkeir command " (Argyris, 1953,
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p.106). Because efsuch characteristics, budgets are vulnerab}e, and tend to

be object ef criticism or aggression by budgetees. In partScalair, when there

occurs a failure to attain the budget goal, frustration and (lissatisfactioR

would be directed sole}y towards it. And lf its vaMdity were denied, effectlve

budgeting cou}d not be expected. Therefore, to have sure budget vaJidity

maintained, lt wollld be indlspeRsable to kiiow what akd how antecedents

infiuence lt.

   IR the preceding sectlon,it was foukd that the causaJ ascriptSoR to ckance

factor produced a main effect on motivatiolt by way of the social valences

aind theSnstrumelltals related with these. We interpreted this result by the

speciftc circumstance that was dominating at the tirne whek this survey was

carTied oat. However, it rnay be possible that such a situation is common

a.itd pervasiveiR certain organizatiofta.} settings. Therefore, this relationship

would be worth discusslRg ln more detail.

   Recently, considerab}e attention was directed to the construct of proso-

c!al orgaitizatlonal behavior (Brief and Motowidlo, 1986) or citizellshlp be-

havlor (Smith, et al., 1983) by a llumber of bekavioral alld social scientists.

Brief and Motowidlo (1986) defined this construct as foliows. Prosocial or-

gaRizatio"al behavior is behavior which is (a) performed by a member of

the organization, (b) directed toward an indivldual, group, or organization

wlth whom he or she iRteracts whlle carrying out kis or her organizational

role, and (c) performed wlth the intention of promoting the welfare of the

illdividual, group, or organlzatlon toward which lt is d!rected.

   Thls defiRitioR is so broad that ig inclndes a}most all the interpersonal

acts that ame carried out with the purpose of produclng and maintaining

the well-being and integrlty of others. Some prosocial behaviors are or-

ganizationa[lly fuRctional, bec&use they coRtribute the achievemellt of or-

ganizational goal. Fanctiollal prosocial behaviors include beha;viors such

as cooperating with others, protectSllg orgaRization from unexpected haz-

airds, sugges,tiRg organlzationai improvements. Others are dysfunctlonal,

because they support other person's llltention tltat is incoRslstent with or-

gaklzatloRal goal. Ift budgetaTy settillg, for example, it is possibleln certaiR

circumstance that accountant orsuperior wou}d a.ccept implicit}y other per-

son's or subordinate's manipulating figures for slack creating or coRcealiltg

ukfa:vorab}e varlances.

   Prosocial behaviors are concomitant with costs bpth for persoRs pro-

viding and receiving them. To recelve the support by other persons might

mean that the person receiving lt falls into lnferior positlon in comparisoR
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with the others. This concerR is the psychologicaa cost for both sides. He

who is directed prosocia3 behavlor would rull the risk of his self concepts

being deteriorated (Fisker, et al., l982). The benefactor must consider the

possibility that beneficlary misinterprets his behavior were manipulative.

Akother cost is psychologica} reactance (Brehm, 1966). A faNor performed

by one person for amother cou}d threateR the }atter's freedom. The individ-

ual receiving it would be obllged to do a retuTll favor, or be concerned that

£he favorer might request him to take a certain act in return. Therefore,

prosocial behavior may be hlndered by these costs.

   There aJe cases that remove these hlkdrances. 0Be is dependeRt upoR

the reasons why supports by other persoRs are required. We have ascer-

taiked that the most prominent dimensioR consisting of cognitive causal

schema is the locus of attribution. Thls dimeRsioll corresponded with the

cokcept of responslbility. Then if a manager's poor budgetary performance

was anticipated or resulted from extemal causes, in particular, from chance

causes that were far out of his responsibi]ity, there ame Ro dangers that

thTeaten his self concepts. In this circumstaitce, he requires his superior

and his c(>-workers to help him, and they could take positive supporting

behavior without any apprehension or psychological hindraRces. Further-

more, iR the period of recession, prosocia} organizational beha:viors would

be eager}y required by members of each other. The interpersoRal bekaviors

in such a process are }ikely to increase the social valences. This explains, for

the `Failure' group aRd `Just attained' group, that the more the causes of

va!tiance were ascrSbe(l to chaRce factor, the higher the social vaJence weTe.

   Budget goal clarity kad the most remarkable infiuences oR the causal

ascriptioR. This variable evaluated the budgetee's extent of perception that

budget goals are clear alld unambiguous, not contaiRiRg contradictiRg fac-

tors withiR them, and the priorities on them are predeterrn.ined . The effects

of other ma[ny antecedents upon the se}f ascription and budget validlty fac-

tor were mediated by thls variable. Therefore, the relationships between

goal c}arity alld some antecedent variables may be worth dlscussing.

   Whlle it has been said th at participation leads to the acceptaRce of bud-

get goals, and as a resu}t, lncrea.ses motivatioR, many emplrical iRvestiga-

tions falled to verify this relationship. A}though there seems to be collsensus

that partic!pation is effective in order that the executives be informed ofex-

terRal environmentaJ changes by the }ower maRagers, its motivation effects

could not easily geReralized. As Hopwood (1974) said.

     Whlle it appears that an lncrease ln partlclpatloR in decision
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makillg can often improve morale, its effect on productivlty is

equivocal at the best, increasing it uRder some circumstances

be£ possibly even decreasiRg it ullder other circumstances. The

practica} problem is iR try!ng to identify wh!ch conditional fac-

tors determine the wider impacts of a particular type of partic-

lpative mallagement programme. (p.79)

The same ambiguity occurs for the effects of participatioR on motivation

through goal c}arky. In this study, participa£ion was subdlvided into the

budgetee's say and cooperation ill budgeting, and the }atter vaJriab}e, coop-

eratioR with supeTiors and sta[ffs, works significant}y by way of promoting

goal clarity. But its effect on goal c}arity through allother path, the propell-

sity to create slack, is not positive. Thls indirect effect tended to deteriorate

the claritM

   Onsi (l973) argued that pa.rticipation decreases the Recessity to create

slack, it results in positive communication amd perception so that there is

ko pressure to llecessitate creatiRg slack As foulld out iR this research,

however, lt is too optimistic to assume that participatioxx always has slack

decreasiRg effects. It ls possible that the iRfiuence of lower manager works

in the direction of protecting his se}linterests or the lnterests of his depart--

ment. If organizational members tended to pursue thelr se}NRterests and

act opportunist!caJly, participatioR in decisioR ma}tillg is iikely to result iR

s}ack. Then, the increment of slack propensity throllgh participatioR would

lead to obscuring budget goal clarlty. Onsi said that the maRager who

responded positively to s}ack formatioR shows negative attitude towards

budget. He tends to perceive that the budget is a mere accounting tool

and budgeting ls oll}y a game. The effects of participatlen through slack

propensity on goal clarity may be the same as this. The unstable interre}a-

tionships described here indicate the dynamics that may frequently occars

in budgeting. The behaviors of accountants to deal with this problem may

be crltical for effective budgetlng.

   The effect of managerneRt by exceptlon could Rot be neg}ected. [Irhe

maRagemeRt by exceptioR enable managemeRt to direct its attention to

the area of significaRt problems, and to f:ullction effectively. }i{owever, this

managemeRt sty}e results ln Regative attitude toward budgeting, because lt

inclines to weigh more heavi}y the unfavorable thaR the favorable variances.

It was follRd in this study that the corre}ations of the management by

exception variab}e with the propensity to create slack and the peTceived

blldget goal (lifllculty were sigRificant. Slnce both the }atter varlables had
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negative relatioRship with budget goal clarity, the maRagemeBt by exceptioR

decreased it indirectly.

ConclusioR

Inthisstudy,theeffectsofbudgetvariancesoRmot!vationwereinvestigated

by assumiitg causa} schema in the cognitive process. Sllch a schema ln the

budgetary practice cou}d make it posslble to know kow and through which

paths the varSance informatioR induences motivatlon, and to provide some

caes for the effective budgeting.

   The most lmporgant precondition for motivation was the ikternal attri-

butioR of causes that brought ont variances. Self ascription augmented the

streRgths of all the variables ofthe motivatiolt model. This reassured the

argllments of responsibility accounting that the varlance reports should be

prepared iR accordance with the area ofthe budgetee's respoRsibility. The

same tking as this could be said of other coRtro}s. The ellcouraging effects

of organizatioEal decelltralizatloR are well knowR, fbr examp}e.

   Theself ascrlption led to the ellhancement of external motiva.tion as well

as iRternal. In organizationa[t settings, external valences play also important

roles. External valences alld instrumentals re}ated to them were dependent

apon tke chaEce ascription. ARy organizatioll must cope with the changes

of its environment. Its performances may be considerably lmpinged by

the uncontrol}able extemal fax tors. There inight be seem to be abundant

prosociaJ behaviorsiR the organizatioR that were able to adapt effectively to

its enviroRments. The prosoci a[l behavlors would iRcrease the social valences

through the interaction among members, in particular, wheR they confroRt

the threat from outer worlds. Such a threat would iRcrease interpersonal

be}taviors ln the organizatioR to get rid of it without psyckological cost.

This is another path of iRfiuenciRg oi the chance ascription on motivation.

   Budgetary motivation was defined by the perceived validity that means

the budget variances precisely refiect budgetee's true performances. Bud-

gets tend to be frequently the object of accusation and aggressioll by bud-

getees. Fbr budgeting to be effective, these dysfunctloRal behaviors must be

avoided. Participation has been frequently proposed as a remedy for such

difllcultles. In this study, partlcipatio" worked indlrectly on motivatioR

through the budget goal clarity. The goal c}arity decreased the percelved

tlghtness, and encourage{l the self ascriptioR and perceived validity of bud-

get. YEurthermore, tke effects of other variables, management by exception,

propenslty to create slack, were related to the causal schema.
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   '])hus, by introducing the mediatiRg factor of causa} schema, we could

empirical}y ascertain many axguments about motivation. This approach

could contribute to the research of budgetary motivation, and provide mea[n-

ingiulsuggestionsforimproving budgetiRg as a control devise. }{owever, the

findings ofthis study a.re interpreted in the light oflts lirnitation. This study

was on the basis of a sma31 sample drawn from manufacturiRg companies.

Besides, sampling iR each company was Rot random. Response bias common

with other slmi}ar research that use the questionRalre survey would haye oc-

cuTed in this research. Therefore, one must be cautious in geBeralizing the

resu}ts of this study.
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A The causes ofbudget variances

The scales be!ow present comrnon causes that could br!ng out your success

oT fai}ure to attaiR budget goals. R)r each of sca}e, mark how much you

tkillk eack was a cause of your last period budget performance.

la

2.

3.

4.

5.

6.

7.

8.

9.

IO.

ll.

12.

13.

14.

Extreme
infiuence

Subordinate's
luck of ability

Task easlness

Ybur usual

extreme effort

Unresolvable

mcons}stency
iR task. To A.t-

tain sorne goa}

hinder other

goal achieve-

ment.
Budget varian-

ces not proper}y

reflect my

performance.

Non-job related

favorable and

personal

conditions

Subordinate's

usual extreme
effort

Tight budget

Favorabie ecoiio-

mic condition

"Ybur extreme
effort in this

period

Good luck
Good coordiRatioR
with other

department
Superior and sub-

ordinate's total

coordination.

Subordinate's

unusual extreme
eflbrt in this

period

              No
           infiueRce

MOU8 [I] [] UC []

D [] oooas ff []
ll rr uo tt uo= ll

UUOM fi [] ll [I] rr

ooo ll rm uoau

tt rr no- tt oog

DDO [] [II] [ U [] []

fi fi n fi fi u-oo
UUM{l fi [] U [] [I]

=uozom rr oo
rr rr WU8 [] za ll []
ou:o [] [] a ll u

[] D=D ll [] aDO

noBvo tt o ll s

Extreme
infiuence

subordinate's

high ability

Task diMculty

Your usual
luck of effbrt

Clear goal. There

Mutual enhancing
relationships

exist. Success

      .to attam some
goal enhances other

goal attainment

Budget variances

properly refiect

my performance

Non-job related

unfavorable

and personal

conditions

Subordinate's

usual lack of

effbrt

Easy budget
Unfavorable

economic condition.

Ybur unusual lack
of effbrt

in this period.

Bad luck

Lack of Coordina-

tion with other

department
Superior and sub-

ordinate's total

lack of

coordiitation.

Subordinate's

unusual lack of

effort in this

period
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15.

16.

17.

18.

19.

2e.

Ybur high decision

making and leader-
ship ability

Good result of

your expemence
and training

Subordinate's

high extrinsic

motlvatlon.
Ybur high

extrmslc

motlva"on
Ybur high

mtrmslc
motlvatlon.
Vitality

Note:

score 1 to the ri

to left hand. But'

oouo ll ll uoa

o=vuuou [] c]

o=o [] rz o ll fi u

=Duooao [] o
n ll

Each ltem was used as a

       ght hand end
         items 1,4,5,

[I] =U [I] UBU
 9 point scale, so that was

mark and score 9 was given

aRcl 8 were reversed

Ybur insurwcient

decision maklng aBd
ieadershlp ability

Resu}t of your

iRsuMcieRt experi-

eRce and training

Subordinate's

}ow Extrinsic

motlvatloR.
Ybur low

extrmslc

motlvatlon
Ybur iow

mtrmslc
motlvatlon
Fatigue

glveR
to

B Alttecedentvariables

FbnowSng items are antecedeRts that IRfiuellce the causal schema of budget

variances. These items ask respoRdents to rate oR the seven-poiRt scale the

£requency (oRe equa3s never, seven always).

  A Goal c}arity

      (a) My budget goals are very c}ear &nd speci£c. I know exactly what

         my budget goals aTe.

      (b) My budget goa}s contain some contradlcting ones, and it is very

         diMcu}t for the budget goals to coordinate with each others (re-

         verse item).

      (c) I uRderstand fully which of my budget goa}s are more important

         than others. I have a c}ear sense of priorities on these goal.

     (d) I think my budget goals axe clear aRd ullambiguous.

  B Budget goal difiiculty

      (a) Generally speakiRg, What characteristics have the budget goals

         to which your organization unit are respoRsible? (1.Very easy;

         4.Fair; 7.Very difficult).

     (b) Were the tlgktness of your budget goals ill this year chaitged ln

         comparisoll wlth the }a.st year?
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      (c) At the starting point, with what probabillty did you estimate the

         attainability of youx budget goals £hat were responsible to your

         organizatioB unit? (the probabilities axe range(l ftorn 10 percent

         to 90 perceRt).

  C Partlcipation: cooperation

      (a) I work wlth other unit heads ik preparing the budget for my unit.

      (b) I work with finaRci al staff people in preparing the budget for my

         unit.

      (c) I go to my superior for advlce oR how to achieve my budget.

      (d) I ask for assistance from staff departmeRts coRcerned with bud-

         get.

  D Participation: kdiuence of subordinate manager

      (a) I am consulted aboutspecia} factors I would like to haveiRcluded

         ln the budget being prepared.

      (b) New budget include chartges I have sitggested.

  E SIack

      (a) 'Ib protect himself, a manager submits a budget that can safe}y

         be attained.

      (b) The plaat mallager sets two }eve} ofstandards: one betweeR him-

         self and subordinate, aRd another standard between hlmself aRd

         superior, to be safe.

      (c) In good business times, the manager submits a reasonable Ievel

         of slack in a department budget.

     (d) S}ack in the budget is good to do tking that caAnot be oflicially

         approved.

  F Management by exceptioR

      (a) URfavorable vaTiances recelve more attentloll tkan favorable vami-

         ances.

   The measure oftask ullcertaiRty is not shown here. See VaR de Ven, et

al.(l976).
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