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1 | INTRODUCTION

Jin Nam Choi?

Summary

This study advances the literature by elaborating on how disparate tradeoffs between
cost and value perceptions targeted at FSB lead to distinct feedback-seeking strate-
gies. Specifically, the cost-value framework is employed to explain the emergence of
two forms of feedback-seeking behavior (FSB), namely, inquiry and monitoring. An
interplay between the two FSB strategies is also proposed to predict employee creativ-
ity. Data collected from 194 individuals across 76 work teams reveal that high cost-
low value perceptions are negatively related and low cost-high value perceptions are
positively related to inquiry strategy. Such incongruence between cost and value per-
ceptions shows no significant effect on monitoring strategy. Instead, employees adopt
a monitoring strategy when they perceive congruence or ambiguous tradeoffs related
to FSB (high cost-high value, low cost-low value). Analysis indicates the interplay
between the two FSB strategies in which the highest level of creativity is observed
when employees use both inquiry and monitoring strategies at high levels. This study
complements and enriches the feedback literature by theorizing and empirically vali-
dating comparative effects of cost and value perceptions toward FSB as well as the

interplay between the two FSB strategies in predicting employee creativity.

KEYWORDS
cost-value framework, cost-value tradeoff, employee creativity, inquiry strategy, monitoring
strategy

Research on proactive behaviors highlights the active role of indi-

viduals in planning, influencing, and altering their environments

Employee creativity is increasingly endorsed as a strategic tool for
attaining organizational innovation and competitive advantage. Thus,
intensive research has sought to identify work environmental factors
that enhance creativity (Anderson et al., 2014). In these attempts to
uncover organizational characteristics, employees are often regarded
as relatively passive recipients of contextual stimuli from their social
milieu (De Stobbeleir et al., 2011). Given that creativity requires pro-
active and spontaneous engagements for individuals to initiate action
and persevere in the face of challenges (Shalley et al., 2009), self-
regulatory processes that account for such a proactive role of individ-

uals are critical in understanding employee creativity.

(Grant & Ashford, 2008). Among various proactive behaviors
(e.g., networking and job crafting), seeking feedback is particularly per-
tinent to creativity. Feedback enables employees to set clear stan-
dards for performance and adapt to continuously changing task
demands, which may lead to innovative approaches (Parker &
Collins, 2010; Porath & Bateman, 2006). Unlike what was proposed
during its inception (Ashford & Cummings, 1983), a recent meta-
analysis revealed that the effect of feedback-seeking behavior (FSB)
on task performance is rather small and statistically insignificant
(r =.06) (Anseel et al., 2015). By contrast, emerging empirical evi-

dence indicates that FSB has a moderate and significant effect on
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creativity (De Stobbeleir et al., 2011; Sung et al., 2020). The present
study further explores the validity of FSB as a driver of workplace
creativity.

Feedback literature has identified two distinct strategies for seek-
ing feedback (Ashford & Cummings, 1983). Inquiry involves explicit
verbal requests for feedback, whereas monitoring involves observing
other people or environmental cues to detect and infer indications of
how they are doing (Ashford et al., 2003). Existing studies on the
FSB-creativity relationship focus on inquiry strategy, such as the fre-
quency of feedback inquiry or its breadth (i.e., feedback source vari-
ety; Sijbom et al., 2018) but neglecting the role of monitoring
strategy. In a recent review of FSB literature, Ashford et al. (2016)
identified such neglect of monitoring as a major limitation and missed
opportunity. A meta-analytic study also demonstrated the formative,
nonredundant nature of the two FSB strategies: “conclusions about
overall FSB can be drawn only from measuring both feedback inquiry
and monitoring ... the number of studies differentiating between mon-
itoring and inquiry for the various antecedents and outcomes of FSB
is generally quite small, too small” (Anseel et al., 2015, pp. 327-328).
Accordingly, investigating the effects of both inquiry and monitoring
is critical in obtaining a comprehensive understanding of the FSB-
creativity relationship. The present study advances the literature by
investigating the comparative validity of inquiry versus monitoring in
terms of their antecedents and creative outcomes.

The most resorted to and prevailing framework in FSB research is
the cost-value framework, which highlights the comparison between
the informational value of feedback and its accompanying costs
(Anseel et al., 2007). Employees are motivated to seek feedback when
“the message reward value exceeds the expenditures incurred in
obtaining it” (Ashford & Cummings, 1983, p. 387). Accordingly, associ-
ated costs and diagnostic values comprise the most dominant theoret-
ical lens for explaining FSB, although relevant empirical investigations
remain scarce (Anseel et al., 2015). Even more problematic is that the
small number of studies focused solely on the main effects of cost
and value perceptions on FSB instead of actually considering the rela-
tive comparison or tradeoff between the two in shaping FSB. To
address this critical gap, the present study theorizes and empirically
validates the tradeoff between cost and value perceptions that leads
to different FSB strategies.

Finally, the present study revisits the validity of inquiry and moni-
toring strategies in predicting creativity by considering their interplay
apart from their separate main effects. Because De Stobbeleir
et al. (2011) reported that individual creativity is significantly
predicted by inquiry but not by monitoring, studies on the FSB-
creativity relationship have concentrated on inquiry strategy. For
example, Sijbom et al. (2018) showed that feedback inquiry from vari-
ous sources is positively related to creativity under high performance
dynamism and low creative time pressure. Recently, Sung et al. (2020)
reported that feedback-seeking frequency and source variety are
related to incremental and radical creativity, respectively. The present
work revisits the two FSB strategies and claims that both inquiry and
monitoring can promote employee creativity as separate predictors

but also through their synergistic interplay.

In summary, the present study extends a compelling theoretical
foundation for the emerging research on FSB-creativity relationship
in several ways. First, it complements existing research based on the
cost-value framework by examining the tradeoff between cost and
value perceptions, which has been presumed but yet to be examined.
Second, the study further elaborates on varying forms of cost-value
tradeoffs as critical conditions for the adoption of differing feedback
strategies, including inquiry and monitoring strategies. Finally, this
study reinstates the classification of feedback inquiry and monitoring
as two different strategies that may hold distinct implications for crea-
tivity through their interplay. The current framework is empirically val-
idated using a sample of 194 employees from 76 teams representing

various industries.

2 | THEORETICAL FRAMEWORK AND
HYPOTHESES

In contemporary business environments characterized by high
unpredictability and complexity, organizations cannot always provide
clear roles and goals to guide employee behavior (Anseel
et al., 2015). Thus, proactive goal-directed efforts that clarify perfor-
mance expectations and monitor progress across changing circum-
stances are imperative to ensure adaptation to shifting task and
social demands. In this respect, FSB is a core component of self-
regulatory tactics for successful adaptation and performance
(Porath & Bateman, 2006). FSB refers to “voluntary actions that
employees undertake to obtain information and evaluations”
(Grant & Ashford, 2008, p. 11). Despite the inherent value of FSB for
adaptive performance in changing contexts through informational
inputs, research on the FSB-creativity relationship emerged only
recently (De Stobbeleir et al., 2011; Sijbom et al., 2018). The present
study complements and extends this emerging stream of research by
exploring the formative process of the two FSB strategies on the
basis of the cost-value framework as well as their distinct implica-
tions toward employee creativity. Figure 1 provides an overview of
the current theoretical framework. The subsequent sections present
the detailed theoretical rationale for each relationship depicted in

the model.

2.1 | Tradeoffs between cost and value
perceptions toward FSB

A comparison of perceived costs and expected benefits related to
FSB constitutes a dominant framework because people carry out a
cost-value analysis in deciding to seek feedback. Feedback seeking
occurs when tasks are overly demanding vis-a-vis one's current abili-
ties and in ambiguous or uncertain situations (Madzar, 1995). Under
such circumstances, feedback may help individuals learn how to deal
with those challenges and clarify situation-specific ambiguities,
thereby enabling them to identify desirable performance strategies

and suitable courses of action (Devloo et al., 2011). Hence, feedback
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FIGURE 1

offers an instrumental value for employees to successfully achieve
and improve performance (Ashford & Cummings, 1983). Despite such
benefits, feedback seeking also entails various costs, such as addi-
tional time, efforts, and ego or image concerns (Ashford et al., 2016).
The image cost involves the fear of receiving negative evaluations,
losing face, and damaging one's self-esteem, all of which provoke sub-
stantial ego or image-defense motives (Jones & Gerard, 1967; Park
et al., 2007). Such impression management motives increase per-
ceived risks and thus decrease the intentions and actual FSB (Tuckey
et al,, 2002). Accordingly, people seek feedback when the expected
value of FSB exceeds its costs.

The current study extends the literature that has focused on the
main effects by actually comparing the relative levels of cost and
value perceptions to explain the emergence of FSB. Moreover, we
propose that cost-value tradeoffs lead to disparate feedback-seeking
strategies rather than to a binary decision of seeking or not seeking.
This consideration of tradeoff adds critical new insights because even
when value perceptions are high, and thus FSB is likely, the resulting
FSB may take different forms when values clearly exceed costs versus
when high values encounter equally high costs.! Similar to most
behaviors in organizations, engaging in FSB should be regarded as a
strategic choice of employees in full consideration of both costs and
values and their tradeoffs (Yuan & Woodman, 2010).

The situation of clear incongruence between cost and value per-
ceptions may favor inquiry strategy. When employees perceive more
instrumental values than costs (i.e., values exceeding costs), they
will choose to seek feedback. The tradeoff based on the positive
incongruence (low cost-high value) indicates that the potential gain of
seeking (informational benefit) outweighs the potential gain of not
seeking (saved energy, avoiding image risks). Given the low opportu-
nity cost of seeking as presented in this favorable tradeoff, individuals
may opt for inquiry strategy to maximize the benefits. Specifically,
they may actively engage in FSB by directly asking rather than waiting
for implicit cues, because the former offers the feedback seeker the
potential to receive more immediate, accurate, and rich information
than the latter (i.e., feedback utility; Linderbaum & Levy, 2010).

By contrast, higher cost perceptions compared with values
(i.e., costs exceeding values) may deter employees from directly asking
for feedback given the outstanding ego risk and the resulting social
disparagement (Festinger, 1954; Northcraft & Ashford, 1990). This

1We highly appreciate the anonymous reviewers and the Editor for their insightful
suggestions to explicitly theorize and empirically test tradeoffs between costs and values
associated with FSB as well as the interplay between inquiry and monitoring strategies.

Cost-value framework predicting creativity through dual feedback-seeking strategies

tradeoff based on the negative incongruence (high cost-low value)
denotes that the potential gain of not seeking defeats that of seeking.
With the high opportunity cost associated with FSB, individuals may
withdraw particularly from inquiry strategy to eschew the cost of
extra efforts and image risks. Accordingly, employees who appraise
higher costs over relatively small expected benefits may become
defensive and avert risks by avoiding directly asking supervisors or
coworkers about their performance and related informational input.
Therefore, we suggest the following hypotheses:

Hypothesis 1. Positive incongruence between cost and value percep-
tions (low cost-high value) is related to a high level of inquiry

strategy.

Hypothesis 2. Negative incongruence between cost and value per-
ceptions (high cost-low value) is related to a low level of
inquiry strategy.

Unlike the apparently positive or negative incongruence leading
to inquiry strategy, in certain cases, the cost-value tradeoff may not
be that clear, leaving the FSB decision rather elusive. Occasionally,
employees may perceive that the costs and values associated with
FSB are nearly the same (e.g., high cost-high value, low cost-low
value). Under this cost-value congruence scenario, the tradeoff
between seeking and not seeking feedback becomes a zero-sum game
because the potential gain of seeking cannot be obtained without
incurring a comparable loss (Yuan & Woodman, 2010). This motiva-
tional dilemma renders the FSB decision quite difficult. In this
perplexing situation, individuals may seek a compromise to obtain the
needed informational benefits while simultaneously averting direct
social risks and interpersonal efforts by adopting an indirect and thus
less conspicuous, strategy (Ashford et al., 2003). Monitoring is a low-
cost strategy that is covert and somewhat effortless, thereby reducing
image risks and personal resource expenditure (De Stobbeleir
et al., 2011). Employees perceiving the cost-value congruence may
cautiously observe the nonverbal reactions of their supervisors and
coworkers to obtain implicit performance indications without directly
asking others (Ashford & Cummings, 1983; Jones & Gerard, 1967).
Thus, we advance the following hypothesis:

Hypothesis 3. Congruence between cost and value perceptions (low
cost-low value, high cost-high value) is related to high levels

of monitoring strategy.
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2.2 | Interplay of inquiry and monitoring strategies
toward employee creativity

In organizations, creative ideas often result from social interactions
and exchanges of information and knowledge (Madjar, 2008; Perry-
Smith, 2008). Task-related feedback accompanied by improvement
suggestions has been isolated as a favorable social interaction stimu-
lating creativity (Ashford et al., 2016). Particularly, verbal feedback
obtained through direct inquiries should reveal the deficiencies of cur-
rent practices and further suggest ways to address such shortcomings
(Zhou, 2008). This ideal scenario probably explains why studies on the
FSB-creativity relationship have focused on different aspects of
inquiry strategy, such as frequency and source variety (Sijbom
et al, 2018; Sung et al., 2020). By actively seeking feedback,
employees are exposed to others' evaluative comments and informa-
tional input that introduce new or even contradictory viewpoints,
thereby stimulating creative thought processes. As De Stobbeleir
et al. (2011, p. 815) pointed out, “people who seek feedback on their
performance more frequently hear more views that may clash with
their own (or clash with each other).” Therefore, inquiry strategy is
expected to be a positive predictor of employee creativity.

Along with direct inquiry, monitoring strategy can also facilitate
creativity. The original conceptualization of FSB clearly identifies
these two separate dimensions with unique contributions (Ashford &
Cummings, 1983). Although De Stobbeleir et al. (2011) reported a
nonsignificant effect of monitoring, examining the effects of both
inquiry and monitoring strategies is essential to achieve a full under-
standing of the FSB-creativity relationship (Anseel et al., 2015). Apart
from direct verbal feedback, individuals can gain additional informa-
tion regarding their task progress by observing the responses and
nonverbal cues coming from their supervisors or coworkers
(Ashford & Tsui, 1991). Monitoring behavioral cues that signal others'
reactions toward themselves and others redirects their attention and
stimulates vicarious learning (Zhou, 2003). Monitoring strategy may
prompt employees to explore divergent views and possibilities as
response to such implicit cues.

Thus, we revisit the possibility that both inquiry and monitoring
strategies contribute to creativity. We also explore the possibility that
the two strategies provide different kinds of information, thereby
offering complementary diagnostic values to stimulate creativity.
Unlike feedback inquiry based on discrete communication episodes,
monitoring strategy provides a constant flow of information regarding
current status from others (Madzar, 1995). In addition, although
directly asking for feedback offers opportunities for attaining rich and
clear information and directions for improvements, indirect observa-
tions may reveal timely and honest opinions that others could not
explicitly state (Ashford et al., 2016). Given this potential complemen-
tarity, we propose that employees can achieve higher creative perfor-
mance when they engage in both inquiry and monitoring strategies
than when they resort to only one of the two.2 In summary, we

advance the following hypotheses on the main effects of the two

2We highly appreciate the anonymous reviewers and the Editor for this insightful suggestion.

strategies and their interplay toward creativity.

Hypothesis 4. Inquiry and monitoring strategies are positively related

to employee creativity.

Hypothesis 5. Employee creativity is higher when both inquiry and

monitoring strategies are high than when only one of them

is high.
3 | METHOD
3.1 | Sample and data collection procedure

A multisectional survey was conducted to test the current theoretical
framework. For the data collection, invitations for voluntary participa-
tion in our research were sent to managers enrolled in executive MBA
programs in a major university in Korea. A total of 78 managers
responded out of the 120 invitations (initial response rate = 65%).
The survey packets were distributed to 78 managers and their
250 subordinates. The participants completed the surveys on
their own and then directly mailed their responses to us using pres-
tamped envelopes with the return address to ensure data confidenti-
ality. In the initial sample, 76 managers and 218 members returned
their responses (secondary response rate = 87.2%). In the returned
surveys, we removed nine members without matching supervisor rat-
ings of creativity. Then, we carefully inspect the survey data to check
for incomplete or insincere responses. We isolated 15 members who
failed to complete the survey and exhibited unreliable patterns, such
as no responses or the same responses throughout two or more sec-
tions. We excluded these clearly unreliable cases because they intro-
duce unnecessary noise to the research findings (Abbey &
Meloy, 2017).2

After these screening procedures, we obtained a final analysis
sample of 76 supervisors and 194 members. The participating mem-
bers performed various functions, such as general management
(50.0%), research and development (13.4%), sales (17.0%), engineering
(1.0%), and administrative support (18.6%). The average age was
36.5 years (SD = 8.75), with an average organizational tenure of
6.8 years (SD = 6.11). Females comprised 31.5% of the participants.
Educational levels included high school (5.2%), two years in college
(8.2%), undergraduate degrees (69.6%), and graduate degrees (17.0%).
The supervisor sample included 84.0% males with an average age of
45.5 years (SD=7.83) and an average organizational tenure
of 13.7 years (SD = 9.38).

3We conducted the same analysis using the data including all the excluded cases to check the
potential bias introduced by these screened-out observations. The pattern of the statistically
significant results remained the same with or without these cases, indicating the robustness
of the current empirical findings. Nonetheless, we screened out those incomplete and
unreliable responses from our analysis to avoid any potential confounding (Abbey &

Meloy, 2017).
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3.2 | Measures

All survey items were translated into Korean using a standard
translation-back translation procedure (Brislin, 1986). These items
were measured using a 5-point Likert scale (from 1 = strongly disagree
to 5 = strongly agree).

3.21 | Costand value perceptions

Six items were adopted from the scale developed by Ashford (1986)
to assess cost and value perceptions toward FSB. For cost percep-
tions, the three adopted items (@ = .72) captured the core compo-
nents of FSB-related costs, including face loss, embarrassment, and
self-esteem: (a) “It is not a good idea to ask my boss/coworkers for
feedback; they might think | am incompetent,” (b) “It is embarrassing
to ask my boss/coworkers for feedback,” and (c) “It is better to try
and figure out how | am doing on my own rather than ask my boss/
coworkers for feedback.” For value perceptions, we used three items
(a = .88) that reflect the core values or benefits of FSB, including self-
improvement, self-verification, and self-enhancement: (a) “I find feed-
back on my advancement potential and strengths useful,” (b) “It is
important for me to receive feedback on my current performance,”
and (c) “l would like to get more feedback on what behaviors will help
me do better in performing my job.”

Considering that abbreviated scales were employed for cost and
value perceptions, we conducted an exploratory factor analysis (EFA)
using principal component analysis with varimax rotation to validate
the factor structure. The EFA produced two factors, and their
corresponding items were highly comparable in their factor loadings.
The first factor included three cost perception items with the factor
loadings on the corresponding factor ranging from .75 to .84 and the
cross-loadings ranging from —.27 to .05. The second factor comprised
three benefit perception items with the factor loadings ranging from
.87 to0 .90 and the cross-loadings ranging from —.18 and —.06. Overall,
the two factors were clearly identified with consistent high factor
loadings and no substantial cross-loadings, thereby exhibiting the dis-
criminant validity of the two scales. A confirmatory factor analysis
(CFA) of the cost and value perceptions also exhibited an acceptable
model fit to the data [y*(df=9)=37.79, p<.001; CFl=.94;
RMR = .08; AIC = 61.79)].

Separate data were also collected from 215 working adults using
Mechanical Turk, which is an online crowdsourcing platform by Ama-
zon. In this scale validation sample, the abbreviated scales of cost and
value perceptions used in this study exhibited high correlations with
the corresponding full scales (r =.94 and .90, respectively, both
p =.001). The EFA of the cost and value items from this separate
sample also produced two factors with high and comparable factor
loadings (ranging from .66 to .91) and low cross-loadings (ranging from
—.08 and —.04). A CFA also produced model fit indices close to those
based on the current field sample [;(2(df = 9)=38.37, p <.001;
CFl = .95; RMR = .08; AIC = 62.37)], thereby indicating the validity

of the current measures.

3.2.2 | Feedback-seeking strategies

The two feedback-seeking strategies were measured using the
items adopted from De Stobbeleir et al. (2011). The inquiry strat-
egy was measured through the following three items (a = .89):
“How frequently do you directly ask your supervisor/coworkers for
feedback about (a) technical aspects of the job, (b) role expecta-
tions, and (c) overall job performance?” The monitoring strategy
was measured with the following three items (o = .81): (a) “How
frequently do you pay attention to how your boss acts toward you
to understand how he/she perceives and evaluates your work?”
(b) “How frequently do you compare your task skill with that of
your peers in your organization?” and (c) “How frequently do you
compare your performance with that of your peers in your organi-
zation?” Response formats consisted of 5-point scales from

1 (almost never) to 5 (very frequently).

3.23 | Employee creativity

In accordance with existing studies (Sijpom et al., 2018; Zhang &
Bartol, 2010), employee creativity was reported by supervisors
who were viewed as a reliable source of member information. We
adopted the following three items (a=.92) from Zhou and
George's (2001) measure of employee creativity: (a) “This member
comes up with new and practical ideas in solving problems,” (b) “This
member easily develops new ways and procedures related to the
task,” and (c) “Confronting problems, this member generates creative

solutions.”

3.24 | Control variables

Accommodating recent recommendations for control variables (-
Bernerth & Aguinis, 2016), our analysis included meaningful employee
characteristics to address the possibility that other variables related to
FSB and creativity confound analysis results. Demographic factors,
such as age and gender, can shape employee FSB and creativity
because these factors can imply social status in Korean organizations
and thus can affect employee motivation to seek feedback and exer-
cise creativity (Sung et al., 2017). Studies also showed that education
is a positive predictor of creativity because education represents the
level of knowledge or task-related expertise that enables creative pro-
cesses (Zhang & Bartol, 2010). Finally, research indicates that
employees' work experience has a positive effect on cost perceptions
but a negative effect on value perceptions (Anseel et al., 2015;
Ashford, 1986). Work experiences are also a meaningful predictor of
creativity (Anderson et al., 2014). On the basis of these theoretical
considerations, we controlled the following demographic characteris-
tics in our analysis: gender (women = 0; men = 1), age (in years), edu-
cation (1 = high school, 2 = 2 years in college, 3 = bachelor's degree,
4 = graduate degree), and organizational tenure (in years). In accor-

dance with the best practice recommendations (Bernerth &
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Aguinis, 2016), we also evaluated the differences in empirical patterns
between the inclusion and exclusion of control variables to detect any
irregularities. When we performed our hypothesis testing analyses
with and without controls, the results stayed unchanged with the

same statistical significance levels.

4 | RESULTS

We tested the empirical distinctiveness of study variables by factor
analyzing 12 items that comprise the four scales rated by employees
and the three items comprising the employee creativity scale rated by
supervisors. A CFA of the hypothesized five-factor model exhibited a
decent fit to the data [;(z(df: 80) = 117.43, p < .005; CFl =.98;
RMR = .04; RMSEA = .05; AIC = 197.43)]. In our CFA models, no
error terms associated with latent factors or indicators were corre-
lated with one another. All measurement items showed highly signifi-
cant loadings to their corresponding latent factor (all p <.001).
Table 1 shows that this five-factor model performed significantly bet-
ter than the plausible alternative measurement models with four,
three, two, and one factor (all A)(Q tests, p < .001). These CFA results

demonstrate the empirical distinctiveness of the scales used in the

current study. Table 2 shows the descriptive statistics and correlations

among study variables.

4.1 | Analytic strategy

In our hypotheses, we proposed that tradeoffs represented by the (in)
congruence between cost and value perceptions shape distinct FSB
strategies and that the interplay of FSB strategies affects employee
creativity. To test the comparative effects based on congruence or fit,
using difference scores has been criticized for its ambiguous interpre-
tation and confounded effects (Edwards, 2002; Shanock et al., 2010).
Thus, we adopted polynomial regression equations followed by three-
dimensional response surface analysis (RSA) as analytic procedures for
testing the current hypotheses. These procedures are widely accepted
and recommended as adequate approaches to examine the effects of
fit, congruence, or alignment between two comparable constructs
(Jansen & Kristof-Brown, 2005). Specifically, we followed the three
steps explained below.

Step 1. We checked the distribution pattern of the current predictors

before conducting the polynomial regression analysis and RSA

TABLE 1 Model comparison for the confirmatory factor analysis

Model 22 (df) p CFI RMR RMSEA AlC

Five-factor model 117.43 (80) .004 .98 .04 .05 197.43

Four-factor model: Cost and benefit perceptions collapsed 238.41 (84) .000 .90 .07 .10 31041
as single constructs

Four-factor model: Inquiry and monitoring strategies 324.24 (84) .000 .85 .08 12 396.24
collapsed as single constructs

Three-factor model: Cost and benefit perceptions and 437.68 (87) .000 .78 .10 .15 503.68
inquiry and monitoring strategies collapsed as single
constructs

Two-factor model: All predictors as a single construct 617.11 (89) .000 .67 .10 .18 679.11

Single-factor model: All study variables as a single construct 1029.21 (90) .000 41 .14 .23 1089.21

Abbreviations: AIC, Akaike's information criterion; CFl, comparative fit index; RMR, root mean-square residual; RMSEA, root mean square error of

approximation.

TABLE 2 Means, standard deviations, and correlations among study variables
Variables M SD 1 2 3 4 5 6 7 8 9
1. Gender .68 46 - -
2. Age 36.49 875 .09 - -
3. Education 2.98 .68 .06 19 --
4. Tenure 6.76 6.11 12 .55%* .18* --
5. Cost perceptions 2.25 .70 -.04 .02 —.16* -.04 - -
6. Value perceptions 4.00 .66 -.01 -.10 .09 —.06 —.26™* - -
7. Inquiry strategy 3.43 73 .05 -.08 22** -.01 —.38** 53** -
8. Monitoring strategy 3.29 73 -.06 -.07 .08 .02 .07 A7 .28 - -
9. Employee creativity 3.35 .83 -.01 12 12 .08 -.05 .20%* 19% .15* --

Note: Unit of analysis is individual (N = 194).
*p <.05.**p < .01.
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to verify the occurrence of congruence and discrepancies. To
this end, we standardized the scores of cost and value percep-
tions and the scores of inquiry and monitoring strategies. A
standardized score on one predictor variable (e.g., cost percep-
tions) that is half a standard deviation above or below the stan-
dardized score on the other predictor variable (e.g., value
perceptions) was considered to have discrepant values
(Shanock et al., 2010). If the gap between the two variables is
less than half a standardized deviation, then they are in con-
gruence or agreement. To conduct polynomial regression and
then RSA, the sample must include considerable cases with
discrepant values in the two predictors compared.

Step 2. We conducted the polynomial regression analysis once the
sample confirmed the presence of discrepant values. All
the predictors were mean-centered to reduce the potential
for multicollinearity (Aiken & West, 1991). In the present
empirical context, participants were nested in teams, and the
same supervisor evaluated the level of creativity of multiple
members from the same team. In this context, using ordinary
least square (OLS) regressions for polynomial regressions
may result in biased estimation of coefficients. Thus, we
incorporated polynomial regression models with hierarchical
linear modeling (HLM; Raudenbush & Bryk, 2002) to control
group-level covariations as recommended by Jansen and
Kristof-Brown (2005).4

We performed a hierarchical analysis, starting only with controls
in the model, followed by entering the linear effects of two predictors,
and then finally entering the interaction and quadratic terms of the
two predictors (Edwards, 1996). In the following example, we added
cost and value perceptions into the equations to predict an inquiry
strategy. For simplicity, we excluded all control variables included in
the actual hypothesis tests.

e Model 1: Inquiry strategy = bg + b4 (cost perceptions) + b, (value
perceptions)
e Model 2: Inquiry strategy = bg + b4 (cost perceptions) + b, (value

perceptions) + bs (cost perceptions)? + b, (cost perceptions * value
perceptions) + bs (value perceptions)?

When the quadratic terms that were added to the second equa-
tion (Model 2) are statistically significant, the effects of cost and value

“4In the original procedure recommended by Edwards (1996), the OLS-based polynomial
regression analysis is conducted using predictors centered on the scale midpoint. In the
current analysis, we applied the procedure using HLM instead of OLS, in which the potential
of multicollinearity increases with the individual- and group-level variations estimated
simultaneously (Raudenbush & Bryk, 2002). Thus, we mean-centered all the predictors in our
analysis to reduce the confounding due to multicollinearity among predictors (Aiken &
West, 1991). For polynomial regression equations that predict inquiry and monitoring
strategies, the results remained the same with the same statistical significance when the
predictors were centered by the scale midpoint or the scale mean. The results of the
polynomial regressions that predict employee creativity also remained the same in the linear
and quadratic effects and surface test values as those reported in Table 5, except the
congruence line—Z; (inquiry strategy) = Z, (monitoring strategy)—of the two FSB strategies
on employee creativity which became nonsignificant (b = .30, p = .009 for mean centering
and b = .16, ns. for midpoint centering).

perceptions on the inquiry strategy are curvilinear. These effects need
further probing to specify the exact patterns of the given curvilinear
effects (Edwards, 2002).

Step 3. We conducted RSA for a clear interpretation of the proposed
tradeoff and interplay between two predictors, in which the
data points were plotted on a three-dimensional response
surface. This spatial mapping visualizes the observed pattern
and facilitates interpretation of the tradeoffs or comparative
effects of the two predictors in question (Shanock
et al., 2010). Specifically, the results of the polynomial regres-
sion are further evaluated through RSA by examining four
surface test values, namely, a4, a,, as, and a4. The slope of the
line of congruence (cost perceptions = value perceptions) as
related to the inquiry strategy in the above example models is
indicated by ai = (b1 + by), where b; and b, are the
unstandardized beta coefficients for the centered cost and
value perceptions, respectively. The curvature along the line
of congruence as related to the inquiry strategy is assessed
by calculating a, = (bs + b4 + bs), which represents a sum-
mation of the unstandardized beta coefficients for the three
quadratic terms. Then, the slope of the line of incongruence as
related to the inquiry strategy is assessed by calculating az =
(b1 - by). This slope indicates the effect of the discrepancy
(cost perceptions higher than value perceptions or vice versa).
Moreover, the curvature along the line of incongruence as
related to the inquiry strategy is assessed by calculating a4 =
(bs — bs + bs). The effects of congruence and incongruence
between two predictors (e.g., cost and value perceptions) are
interpreted through these surface test values accompanying
RSA (Shanock et al., 2010).

4.2 |
strategy

Cost-value perceptions and the inquiry

Hypotheses 1 and 2 claimed that the incongruence between cost and
value perceptions—that is, A (cost perceptions) = —Y (value percep-
tions)—predicts the inquiry strategy (Z;) such that low cost-high value
and high cost-low value perceptions are positively and negatively
related to inquiry strategy, respectively. To test these hypotheses, we
implemented the three-step analytic procedure on the basis of poly-
nomial regression and RSA. First, we checked the distribution of stan-
dardized cost perceptions that are greater, congruent, and smaller
than standardized benefit perceptions in the current sample. Table 3
reports that approximately three quarters of the cases in our sample
have cost and value perceptions regarding feedback seeking that are
different from one another in one direction or the other (i.e., positive
or negative incongruence). Following the confirmation of the presence
of discrepant values in the two predictors, we concluded that our data
are suitable for polynomial regression and RSA (Shanock et al., 2010).
Second, we performed multilevel polynomial regression analysis
using HLM as reported in Table 4 and examined the linear and
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quadratic effects of cost and value perceptions on the inquiry strat-
egy. Model 2 of Table 4 shows that cost perceptions exerted a nega-
tive effect (y = —.25, p = .002), and value perceptions had a positive
effect (y =.49, p=.001) on the inquiry strategy. Then, in Model

TABLE 3

3, quadratic terms were added, which did not increase the explained
variance, and all quadratic coefficients were insignificant.
Third, we conducted RSA to better interpret the tradeoff relation-

ships. The three-dimensional mapping depicted in Figure 2 illustrates

Distributions of congruent and discrepant values of cost-value perceptions and feedback-seeking strategies

Cost and value perceptions

Congruence or discrepancy Percentage Mean cost perceptions Mean value perceptions
Cost perceptions > value perceptions 41.8% 2.78 3.51
Congruence between cost and value perceptions 24.7% 2.15 4.01
Cost perceptions < value perceptions 33.5% 1.67 4.61

Inquiry and monitoring strategies

Congruence or discrepancy Percentage Mean inquiry strategy Mean monitoring strategy
Inquiry strategy > monitoring strategy 34.5% 3.87 279
Congruence between inquiry and monitoring strategies 33.5% 3.47 3.33
Inquiry strategy < monitoring strategy 32.0% 292 3.80
TABLE 4 Multilevel polynomial regression predicting inquiry and monitoring strategies

Inquiry strategy Monitoring strategy

Model 1 Model 2 Model 3 Model 4 Model 5 Model 6
Gender .08 (11) .06 (.09) .07 (.09) .10 (.12) .08 (.12) 06 (.12)
Age —.01(.01) —.01(.01) —.01(.01) —.01(.01) —.01(.01) —.01(.01)
Education .26 (.07)** 16 (.06)** .16 (.06) .11 (.08) 11(.08) 6 (.08)*
Tenure .01 (.01) 01 (.01) .01 (.01) 01 (.01) 01 (.01) 01 (.01)
Cost perceptions (cost) —.25(.08)** —.23 (.07)** 16 (.08)* .12 (.10)
Value perceptions (value) 49 (.05)*** .51 (.06)*** 22 (.07)** .26 (.07)
Cost perceptions? —.01(.09) .12 (.09)
Cost x value —.03(.12) 28 (14t
Value perceptions® .04 (.04) 13 (06)*
Individual-level variance (5%) 5116 .3519 3564 5187 4867 4780
Change in variance (A5?) 1597 na. .0320 .0087
Proportion of explained variance 31.2% na. 6.1% 1.8%
Team-level variance () .0054 .0002 .0002 .0206 .0338 .0310
Change in variance (A7) .0052 na. na. .0028
Proportion of explained variance 96.2% na. na. 8.2%
Congruence (cost = value)
Slope (a4) 28 (.15) .38 (.13)**
Curvature (a,) .00 (.15) .53 (.18)**
Incongruence (cost = —value)
Slope (as) —.74 (.15)*** —.14 (.13)
Curvature (a4) .06 (.15) —.03(.18)

Note: Unstandardized beta coefficients are shown. Values in parentheses represent standard errors. Final estimation of fixed effects with robust standard

errors was reported.
Tp < .10.
*p < .05. **p < .01. ***p < .01.
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a flat surface, in which the inquiry strategy is the highest at positive
incongruence (low cost-high value) but the lowest at negative incon-
gruence (high cost-low value) without any curvature (monotonic fit,
Edwards, 1996). The four surface test values (i.e., a,, a,, a3, and ay)
are consistent with this RSA pattern. Model 3 of Table 4 shows that
among the four values, only as, which represents the slope for the
incongruence line (X = -Y), is significant (a3 = —.74, p =.001,;
Shanock et al., 2010). These patterns confirm the significance of
incongruence between cost and value perceptions toward the inquiry
strategy, thus supporting Hypotheses 1 and 2.

43 |
strategy

Cost-value perceptions and the monitoring

Hypothesis 3 posited that the congruence between cost and value
perceptions—that is, X (cost perceptions) = Y (value perceptions)—is
positively related to monitoring strategy (Z,). We followed the same
three-step procedure. First, Table 3 shows that the current data
included a significant number of cases with a discrepancy between the
cost and value scores, allowing the use of polynomial regression proce-
dures. Second, we conducted multilevel polynomial regression analysis
to examine the effects of cost and value perceptions on the monitoring
strategy. In terms of linear relationships, both cost and value percep-
tions were positively associated with the monitoring strategy (y = .16,
p=.03 and y = .22, p = .003, respectively; Model 5 of Table 4). In

5 -
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FIGURE 2 Response surface analysis for inquiry strategy.

Note: The dashed line on the floor of the graph depicts the line of
incongruence between cost and value perceptions (X = —Y). Moving
along the X = —Y line away from the center of the graph to either the
left or right demonstrates the degree of incongruence between cost
and value perceptions related to inquiry strategy. The solid line on the
floor of the graph depicts the line of congruence between cost and
value perceptions (X = Y). Moving along the X = Y line away from the
center of the graph to either the front or back shows the degree of
congruence between cost and value perceptions related to inquiry
strategy

terms of curvilinear effects, the interaction between cost and value per-
ceptions and the quadratic term of value perceptions were significant
(y =.28, p=.05, and y = .13, p = .04, respectively). These patterns
suggest a possibility that the congruence between cost and value per-
ceptions is related to the monitoring strategy.

Third, the data were plotted on a three-dimensional response sur-
face (Edwards, 1996). Figure 3 reveals the highest monitoring strategy
when both cost and value perceptions are high. The monitoring strat-
egy exhibits a moderate level when both cost and value perceptions
are low. Among the four surface test values reported in Model 6 of
Table 4, two values representing the slope and curvature of the con-
gruence (a4 and a,) were statistically significant (Shanock et al., 2010).
RSA showed that the slope for the congruence line (X =Y) is signifi-
cant (a; = .38, p = .004) along with its curvature (a, = .53, p = .003).
These surface values indicate the somewhat weak effect of cost-
value congruence on the monitoring strategy at their moderate levels
compared with that in the low or high levels. The results confirm the
positive effect of the cost-value congruence on the monitoring strat-
egy, thus supporting Hypothesis 3.

44 | FSB strategies and employee creativity

Hypotheses 4 and 5 posited that employee creativity is positively
related to inquiry and monitoring strategies (H4) and is higher when
both strategies are high than when only one is high (H5). Results

Z2
(Monitoring
Strategy)

* X
o

Y
Pg,, (Value
ceptio ns) ?6(0

FIGURE 3 Response surface analysis for monitoring strategy.
Note: The dashed line on the floor of the graph depicts the line of
incongruence between cost and value perceptions (X = —Y). Moving
along the X = —Y line away from the center of the graph to either the
left or right demonstrates the degree of incongruence between cost
and value perceptions related to monitoring strategy. The solid line on
the floor of the graph depicts the line of congruence between cost
and value perceptions (X = Y). Moving along the X = Y line away from
the center of the graph to either the front or back shows the degree
of congruence between cost and value perceptions related to
monitoring strategy
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confirmed that inquiry and monitoring strategies are positively related
to employee creativity (y = .19, p = .02 and y = .16, p = .04, respec-
tively, Models 2 and 3 of Table 5), thus confirming Hypothesis 4. We
compared unstandardized regression coefficients associated with
inquiry and monitoring strategies by computing z scores. The differ-
ence was not statistically significant (z = .45, ns.) (Clogg et al., 1995).
These patterns indicate that both inquiry and monitoring strategies
have significant effects on creativity, and their effect sizes are
comparable.

To test Hypothesis 5, we resorted to the three-step procedure on
the basis of polynomial regression analysis, which should reveal
whether different combinations of inquiry and monitoring strategies
lead to varying levels of creativity. First, we checked if the standard-
ized scores of inquiry and monitoring strategies are different from one
another in the current sample. Table 3 shows that the two strategies
are evenly distributed to the three possible conditions of congruence
and incongruence. Accordingly, we entered the quadratic terms and
their cross-product of inquiry and monitoring strategies in the equa-
tion to predict employee creativity (Model 5, Table 5). The quadratic
terms of inquiry and monitoring were significant at the p < .10 level
(y =.13, p=.08 and y = .15, p = .09, respectively). Finally, we con-

ducted RSA to explore the curvilinear patterns. As depicted in

Figure 4, the peak of the surface is observed at the high-inquiry and
high-monitoring condition. Of the four surface test values, the con-
gruence line slope (a;) and the incongruence line curvature (a4) were
statically significant. Confirming the synergistic interplay of the two
FSB strategies on employee creativity, the congruence effect—Z,
(inquiry strategy) = Z, (monitoring strategy)—was significant and posi-
tive (a1 = .30, p = .009). Thus, Hypothesis 5 is supported.

5 | DISCUSSION

The present study investigates the FSB-creativity relationship on the
basis of the cost-value framework applied to predict distinct FSB
strategies. Moving beyond the simple main effects of costs and
values, we theorize and empirically validate their tradeoff in shaping
FSB, which then predicts creativity. Our analysis reveals distinct pat-
terns of tradeoffs between cost and value perceptions in predicting
inquiry and monitoring strategies. In addition, inquiry and monitoring
strategies exhibit significant main effects on employee creativity,
which achieves the highest level when both strategies are high.
Below, we discuss the implications and limitations of this study and

the directions for future research.

TABLE 5 Multilevel polynomial regression predicting employee creativity

Employee creativity

Variables Model 1 Model 2 Model 3 Model 4 Model 5
Gender .01 (.15 —.01(.15) .02 (.16) .01 (.15) .01 (.15)
Age .01 (.01 .01 (.01) .01 (.01) .01 (.01) .01 (.01)
Education .09 (.10 .04 (.10) .06 (.10) .04 (.10) .05 (.10)
Tenure —.01 (.01 —.01(.01) —.01(.01) —.01(.01) —.01(.01)
Inquiry strategy (inquiry) .19 (.07)* .16 (.08)* .18 (.08)
Monitoring strategy (monitor) .16 (.08)* .12 (.08) .12 (.08)
Inquiry strategy 2 .13 (08t
Inquiry x monitor —.08(.14)
Monitoring strategy 2 .15 (.09)F
Individual-level variance (52) .5059 .5027 .5003 .5002 4823
Change in variance (A5?) .0032 na. na. .0096
Proportion of explained variance 6% na. na. 1.9%
Team-level variance (7) 1975 1764 .1887 .1738 1909
Change in variance (A7) 0211 0214 .0363 na.
Proportion of explained variance 10.6% 10.1% 17.2% na.
Congruence (inquiry = monitor)

Slope (a) .30 (.11)**
Curvature (a,) .20 (.19)
Incongruence (inquiry = —monitor)

Slope (as) .06 (.11)
Curvature (a4) 36 (.18)1

Unstandardized beta coefficients are shown. Values in parentheses represent standard errors. Final estimation of fixed effects with robust standard errors

was reported.
p <.10.
*p <.05. **p < .01.
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FIGURE 4 Response surface analysis for employee creativity.
Note: The dashed line on the floor of the graph depicts the line of
incongruence between inquiry and monitoring strategies (Z; = —Z»).
Moving along the Z; = —Z, line away from the center of the graph to
either the left or right demonstrates the degree of incongruence
between inquiry and monitoring strategies related to employee
creativity. The solid line on the floor of the graph depicts the line of
congruence between inquiry and monitoring strategies (Z, = Z»).
Moving along the Z; = Z, line away from the center of the graph to
either the front or back shows the degree of congruence between
inquiry and monitoring strategies related to employee creativity

5.1 | Tradeoff between cost and value perceptions
toward FSB

The current analysis generates new insights based on the original
framework of FSB by exploring how varying combinations of cost-
value perceptions lead to distinct FSB strategies. This explicit theoret-
ical consideration and analytical modeling of tradeoffs that prescribe
the overall gain (or loss) of seeking versus not seeking feedback gener-
ate intriguing new theoretical insights on the bases of intriguing
empirical findings that complement and advance the FSB literature
beyond the consideration of the main effects (Anseel et al., 2015).
The polynomial regression analysis followed by RSA indicates that
when the cost-value comparison is dominated by either one of the
two, the inquiry strategy is significantly affected. The three-
dimensional mapping exhibits the highest inquiry strategy for the low
cost-high value condition and the lowest inquiry strategy for the high
cost-low value condition (Figure 2). Employees who recognize the
benefits of FSB with low cost attempt to maximize informational,
diagnostic gains from feedback. Under this positive incongruence with
a clear tradeoff favoring seeking over not seeking, an inquiry strategy
that offers greater opportunities for rich and accurate information is
preferred over a monitoring strategy that is less clear and subject to
interpretation (Ashford & Tsui, 1991; De Stobbeleir et al., 2011). Thus,
people with strong positive beliefs of “gain” (low cost-high value)

adopt an active and direct feedback-seeking strategy. By contrast,
people with a negative incongruence with a clear tradeoff signaling
“loss” (high cost-low value) avoid such a direct strategy as shown in
our analysis. This contrasting pattern is consistent with the primary
notion of original cost-value analysis, which assumes that people act
rationally and make decisions that minimize costs and maximize values
(Ashford & Cummings, 1983; Yuan & Woodman, 2010).

However, the cost-value tradeoff is not always that clear-cut
because costs and values oftentimes present comparable levels, pos-
ing a motivational dilemma with comparable opportunity costs of
seeking versus not seeking. The current analysis reveals that a congru-
ence condition, particularly high cost-high value, elicits high monitor-
ing strategy. In the high-high condition, despite perceived costs,
employees may still need to obtain external input to proceed consid-
ering the substantial benefit of feedback. In such cases, employees
seem to redirect their FSB efforts to indirect monitoring strategy,
without requiring extra time and high image costs, such as revealing
their desire for information (Northcraft & Ashford, 1990). The three-
dimensional RSA shows that individuals also opt to employ monitoring
strategy in the low cost-low value condition. When they perceive that
both costs and values are low, and thus feedback is not a serious issue
for resource allocation, they may use monitoring as a default low-
energy option for covert environmental scanning or surveillance.

When the two response surfaces prepared for inquiry and moni-
toring strategies in Figures 2 and 3 are considered together, interest-
ing insights related to the cost-value tradeoffs emerge. First, in the
positive incongruence (low cost-high value), direct inquiry is a pre-
ferred option. Second, in the congruence situations (high cost-high
value or low cost-low value), indirect monitoring is chosen as a cau-
tious, furtive way to seek feedback. Third, in the negative incongru-
ence (high cost-low value), individuals simply withdraw from any form
of FSB. This overall summary pattern of cost-value tradeoffs in
explaining different forms of FSB offers a nuanced understanding and

extension of the traditional cost-value framework.

5.2 | Considering both inquiry and monitoring for
employee creativity

Complementing existing studies focused on the effect of inquiry strat-
egy on creativity (Sijpbom et al., 2018; Sung et al., 2020), we investi-
gate the creativity implications of both inquiry and monitoring
(Ashford & Cummings, 1983). These two FSB strategies are distinct
and nonredundant: “As the measures of a formative model are not
redundant ... dropping a measure from a formative model may ignore
a unique part of the conceptual domain” (Anseel et al., 2015, p. 327).
Whether through inquiry or monitoring, FSB can increase employees'
exposure to different views on their task and thus foster creativity.
Our analysis confirms that both feedback inquiry and monitoring are
significant positive predictors of employee creativity.

Figure 4 shows that the level of creativity is the highest when
individuals engage in both inquiry and monitoring strategies. By con-

trast, the lowest level of creativity is observed in the low inquiry-low
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monitoring combination, and thus the congruence line—Z; (inquiry

strategy) = Z, (monitoring strategy)—is statistically significant
(a; = .30, p =.009). Interestingly, as plotted in Figure 4, compared
with the three high points where both or either one of two strategies
is high, when a high level of inquiry (or monitoring) strategy is accom-
panied by a moderate level of monitoring (or inquiry) strategy, creativ-
ity decreases to a certain degree. Although these U-shaped curvilinear
effects are marginally significant at the p < .10 level (Table 4), we
speculate that the FSB strategies may intervene with each other when
one of the two is not fully carried out, consequently disturbing the
benefit of a fully carried out strategy. Further investigations on
the comparative validity of the two feedback-seeking strategies and
their interaction are warranted.

Empirical literature on the FSB-creativity relationship remains in
its inceptive period, and numerous questions remain unanswered.
Indeed, inquiry and monitoring strategies may hold unique effects on
creativity. Different properties of feedback inquiry, such as frequency
and breadth or source variety, may predict different types of creativ-
ity, such as incremental and radical creativity (Sung et al., 2020). These
effects can also be curvilinear and moderated by situational contin-
gencies (Sijbom et al., 2018). Reflecting on the stage-dependent impli-
cations of FSB, Ashford et al. (2016) speculated that “feedback
seeking may help individuals in the phase where they are generating
ideas, whereas it may become detrimental in the phase when the idea
needs to be promoted and/or implemented” (p. 233). These authors
further asked, “Is there such a thing as too much feedback? Can con-
flicting feedback be paralyzing instead of productive?” (p. 233). In
addition, distinct types of feedback based on varying underlying moti-
vations, such as diagnostic (for corrective), normative (for social-com-
parative), and assurance (for self-validating) intents, may trigger
individuals to initiate different creative processes (Anseel et al., 2007).
These possibilities deserve further conceptual elaboration and empiri-
cal investigation to expand and enrich the theoretical understanding

of how and when employees gain creative benefits from FSB.

5.3 | Implications for practice

The current findings offer several implications for business leaders.
First, our analysis shows that when the cost-benefit tradeoff is posi-
tive, employees initiate direct inquiry, and when the costs and values
are at comparable levels, they choose indirect monitoring. Thus, orga-
nizations can predictably increase FSB among employees by decreas-
ing costs and increasing values of FSB. However, in most
organizations, employees feel uncomfortable and even nervous about
asking for input from their supervisors. To address this challenge,
organizations must develop a constructive feedback climate that high-
lights the necessity and benefits of feedback and encourages
employees to feel free to ask, particularly supervisors (Anseel
et al., 2007). Organizations may also provide leader development pro-
grams to train supervisors and managers to become good listeners
and constructive feedback-givers. Managers should also recognize

that employee FSB and offering feedback constitute an important

pathway to organizational innovation through increased creativity of
employees.

Second, organizations can promote proactive FSB among
employees by recruiting candidates with personal dispositions that
enhance their inclinations toward FSB. Although developing a positive
feedback climate is beneficial, this process is actually more compli-
cated and easier said than done because cost perceptions are mostly
related to social risks that are inherent in interactions in work settings
(Park et al., 2007; Tuckey et al., 2002). In this respect, self-efficacy
may help reduce the negative effect of cost perceptions and augment
the positive value perceptions toward FSB (Ashford et al., 2016). Rec-
ruiting or nurturing self-efficacious employees seems particularly ben-
eficial to boost proactive inquiry and direct feedback exchanges.
Correspondingly, managers should pay particular attention and per-
sonal care to silent and poorly perceived members to encourage them
to voluntarily ask for help and advice because they are less likely to
seek but more in need of feedback.

Third, our analysis demonstrates that the level of creativity is
highest when employees use both inquiry and monitoring strategies.
Given that both strategies are functional for promoting creativity,
business leaders may guide employees to balance their use of inquiry
and monitoring in accordance with situational demands and appropri-
ateness. Compared with direct inquiry, monitoring environmental cues
may introduce additional ambiguity and noise or even missed signals
that can limit creative gain (Ashford et al., 2003). Even through direct
requests, feedback often comes with hidden messages to avoid the
confrontational tone of evaluative opinions, yielding information that
is subtle, fleeting, and thus open to interpretation (Parker &
Collins, 2010). Greater challenges of extracting accurate and intended
information, particularly from monitoring, may prevent people from
maximizing the value of feedback toward creative solutions. Nonethe-
less, monitoring is particularly effective when direct inquiry is not
viewed as a normative or culturally appropriate behavior or is
not plausible owing to personal dispositions (e.g., low self-efficacy),
thus resulting in highly salient costs of FSB (Ashford et al., 2016).

5.4 | Limitations and future research directions

The present findings should be cautiously interpreted by considering
several limitations. First, the causal directions among the examined
constructs may be indefinite because all study variables were mea-
sured simultaneously. Future research may adopt a longitudinal or
experimental design to clearly establish causal relationships. Second,
in the current research design, supervisors distributed the employee
surveys to their followers, which could introduce a potential selection
bias. We believe that the selection process and accompanying bias
were not serious because, according to our communication with the
recruited managers, the teams under their supervision are relatively
small (typically including two to five members). Thus, most members
on the sampled teams seemed to participate in this study, which might
limit the potential leader selection bias. Nonetheless, this potential

bias could continue to be a confounding source. Third, owing to the
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practical limitations of the field data collection, we used abbreviated
scales that could limit the validity of the findings. The items used in
our study represent core dimensions of each variable, and the scales
exhibit sufficient construct validity. In addition, these abbreviated
scales are very strongly correlated with the full scales as shown in a
separate sample. Nonetheless, future studies may replicate the cur-
rent findings by using the full set of items and alternative measures.

Finally, the present research setting may affect the observed pat-
terns because specific cultural and national contexts shape feedback-
seeking tendencies and proactiveness (Grant & Ashford, 2008).
Although based on only a few studies, a meta-analysis showed that
cost perceptions are negatively related to inquiry but not to monitor-
ing, whereas value perceptions are positively related to both strategies
(Table 3 in Anseel et al., 2015). However, the current analysis exhibits
that cost perceptions have a negative effect on inquiry but exert a
positive effect on monitoring strategy. Korean culture is characterized
by high uncertainty/risk avoidance. Moreover, people are sensitive to
face loss and damages to their self-esteem or social images. At the
same time, owing to their collectivistic and high power-distance
values, Korean employees might be highly sensitive and eager to catch
social, evaluative information from others, particularly from their
supervisors (Lee & Lee, 2014). Given these tendencies, Korean
employees may opt for monitoring as a practical and safe alternative
to obtain feedback when they perceive the high costs of FSB, thereby
making cost perceptions a positive predictor of monitoring. Future
studies may further investigate employee FSB patterns driven by
cost-value tradeoffs and creativity in various cultural settings.

Despite these limitations, the present study meaningfully advances
the literature on FSB and creativity by theorizing and empirically vali-
dating cost-value tradeoffs as well as exploring the interplay of inquiry
and monitoring strategies to explain employee creativity. Future stud-
ies should further elaborate on the distinct formative processes, func-
tions, and contingencies of FSB that can be driven by heterogeneous
motivational underpinnings (Anseel et al, 2007). For example,
employees with learning versus performance goal orientations may
have distinct preferences and strategies for feedback seeking. In this
respect, one promising venue is the valence of feedback, because nega-
tive feedback with diagnostic information tends be more conducive for
performance improvement than does positive validating feedback
(Park et al., 2007). Additionally, although the present study focuses on
FSB as a key self-regulatory mechanism, future studies may investigate
other forms of proactive behaviors, such as voice, issue selling, task
revisions, and building social networks, all of which are increasingly

expected in dynamic and complex work environments.
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