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LETTER FROM THE EDITOR

Welcome to the third issue of the Academy of Strategic and Organizational Leadership
Journal. The Academy of Strategic and Organizational Leadership is an affiliate of the Allied
Academies, Inc., anon profit association of scholars whose purposeisto encourage and support the
advancement and exchange of knowledge, understanding and teaching throughout the world. The
ASOLJ isaprincipa vehicle for achieving the objectives of the organization. The editorial mission
of thisjournal is to publish empirical and theoretical manuscripts which advance the discipline, and
applied, educational and pedagogic papersof practical vaueto practitionersand educators. Welook
forward to along and successful career in publishing articles which will be of value to many scholars
around the world.

The articles contained in this volume have been double blind refereed. The acceptance rate
for manuscripts in thisissue, 25%, conforms to our editorial policies.

Weintendto foster asupportive, mentoring effort on the part of the refereeswhich will result
in encouraging and supporting writers. We welcome different viewpoints because in differenceswe
find learning; in differences we develop understanding; in differences we gain knowledge and in
differences we devel op the discipline into a more comprehensive, less esoteric, and dynamic metier.

The Editorial Policy, background and history of the organization, and calls for conferences
are published on our web site. In addition, we keep the web site updated with the latest activities of
the organization. Please visit our site and know that we welcome hearing from you at any time.

Beverly Little, Editor
Western Carolina University
www.alliedacademies.org
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TRAITSAND BEHAVIORS AFFECTING
VULNERABILITY TO STRESS

David E. Blevins, University of Arkansasat Little Rock

ABSTRACT

Based on data from self reports, women are more adaptable to role demands and tend to
engage in behaviors which make them less vulnerabl e to stress. Reductions in stress should result
in reduced stress-related ailments and, in turn, reduced health care costs.

INTRODUCTION AND BACKGROUND

For yearsthere has been an ongoing controversy regarding the effects of what one has (or is)
versus what one does. What one has can be as basic as inherited genes over which we have no
control, to discretionary behaviorsover whichwehavetotal control. Inbetween aremany observable
as well as unobservable concepts such ids, egos, superegos, traits, personalities, attitudes, and
behavioral tendencies. Some of the controversy seems to stem from a very old controversy
concerning the "inner states," such as ids, egos, attitudes and the like, versus actual observable
behaviors. Attemptsto explain many phenomenafrequently lead to asearch for agenethat may have
predisposed someone to behaveinacertain manner. Itisno longer sufficient to say obesity iscaused
by overeating. It is now suggested that there is a gene causing obesity. This paper represents the
beginning of asearch for acause of stress. Due to the nebulous and elusive nature of the concept of
stress, a short introduction seems appropriate.

Epidemiologica evidence suggests that middle age women are not as afflicted by
cardiovascular diseases as are middle age men. Biological differences may explain some of this
apparent immunity of women. However, even casual observation would seemto indicatethat at least
part of the explanation may lie in lifestyles which make women less vulnerable to stress. Results
presented in this paper suggest that traits and lifestyle affect vulnerability to stress and, in turn,
perceived stress. There are many other variables, but this basic paradigm seems valid enough to
justify business interest in employeelifestyles. Businesses may not be justified in attemptsto change
or learn about personal lifestyles of employees, but that is another matter entirely.

In this paper, lifestyle and stress are measured by self assessments of feelings/behaviors
allegedly associated with felt stress. Since stressis an important cardiovascular risk factor, the link
between felt stress and health is assumed to exist and is not assessed here. The link between
employee health and costs productivity, is well established. (cf. Farnham, 1991).
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Stressis not well defined nor isitsrole in our lives well understood. First studied by Hans
Selye in the 1920's, stress has been called the "genera adaptation response” (Selye, 1973) the
"emergency reaction” (Cannon, 1932), the"ergotropicreaction” (Hess, 1957), or the"fight-or-flight"
response (Quick & Quick, 1984, 6). Stresscan have at |east three sources. It can come from physical
activity (or lack of), mental activity (or lack of), or chemicals (or deficiencies). Whether the effects
of stress induced by one source is equivaent to that induced by another source is not clear. There
isevidence of strong linkages between and among dl three of these stress sources (physical, mental,
chemicd). Physical activity affects bodily chemical activity which, in turn, affects menta activity.
Thereverseisapparently also true. Recently, some studies have suggested both physical and mentd
stress affected cholesterol levels (Rosch, 1994).

And, thereisevidencethat these samethree sour ces of stress (physical, mental, and chemical)
also serve as relievers of stress. Regarding chemicals (including those coming from food), it is
apparent that there are some which should be strictly avoided. However, the worth of many depends
onthedosage. Similarly, abit of physical activity, iscalled training or exercise but large amounts of
physical activity are called exertion or strain. Those who work in the area of physica and mental
conditioning, suggest there are some physical aswell as mental exercisesthat should be avoided and
some which should be practiced. And, some physical exercises can relieve menta stress and some
mental exercises can relieve physical stress.

In general, the above three sources and relievers of stress could be said to describe a large
proportion of one's lifestyle. It follows that, given the relatively incontrovertible linkage between
stress and cardiovascular diseases, it behooves us to more closely study the relationship between
lifestyle and stress. Like many other cardiovascular risk factors, it may very well be that stressis
reducible through moderation of lifestyle.

METHODOLOGY

The data collection instrument, shown in Exhibit 1, is actually a combination of five
instruments. Items 1 through 20 of Exhibit 1 were selected items from the Bem Sex-Role Inventory
(Bem, 1974a) which containsanumber of features distinguishing it from other femininity/masculinity
scales (Bem, 1974b). These particular twenty items were those chosen by Brief, Schuler, and Van
Sl (1981, p. 182). Questionnaireitems 21 through 40 are recommended behaviors to reduce one's
vulnerability to stress (Time, June 6, 1983, 54). Items 41 through 60 of Exhibit 1, adapted from
DuBrin (1985a) measure perceived stress. Items 61 through 73 of Exhibit 1, adapted from DuBrin
(1985h) are recommended behaviors to reduce stress. Items 74 through 95 which were originally
from McLean (1979) as adapted by Quick and Quick(1984, 138) assess behaviors associated with
workaholism.

Asprevioudy mentioned, Items 1 through 20 of Exhibit 1 were selected itemsfrom the Bem
Sex-Role Inventory (Bem, 1974a) which contains a number of features distinguishing it from other
femininity/ masculinity scales (Bem, 1974b). These twenty items were included because of the
possihility that, as Bem (1974b) asserts, the sex-role dichotomy may have obscured the plausible
hypothesis that some subjects may be androgynous. That is, they may exhibit both masculine (e.g.
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dominant) and feminine (e.g. compassionate) behaviors depending on the percelved situational
appropriateness of these behaviors(cf. Barnett, 1975). Subjectsarelikely to vary intheir abilitiesto
exhibit these behaviors (cf. Bem, et. a., 1976). The ease with which they exhibit opposite gender
behaviors may be related to felt stress, hence, the need to include scales to measure femininity,
masculinity, and androgyny. Please note that these scales can be interpreted to measure adaptability
but are not meant to measure sexual appearances, preferencesor bisexuality. Of course, the sex-role
dichotomy has outlived its legality and utility in employment practices but remains a useful medical
variable (cf. Schein, 1975).
The seven mgjor variables as measured are as follows:

Masculinity (M): Odd numbered questionnaire items between 1 and 20 are said to be masculine
traits.
M = (Items 1+ 3+ 5+ 7+ 9+ 11+ 13+ 15+ 17+19)/10
Femininity (F): Even numbered questionnaire items between 1 and 20 are said to be feminine
traits.
F = (Items 2+ 4+ 6+ 8+ 10+ 12+ 14+ 16+ 18+ 20)/10
Androgyny (A): A= 2.322*(F-M) (Bem, 1974.)
Vulnerability to Stress (V1): Questionnaire items 21 through 40 are recommended behaviors reduce one's

vulnerability to stress (Time, June 6, 1983, p.54).
V1 = Sum of questionnaire items 21 through 40.
(The higher the V1, the higher the vulnerahility.)

Vulnerability to Stress (V2): Questionnaire items 61 through 73 are recommended behaviors to reduce stress
(DuBrin, 1985b).

V2 = Sum of questionnaire items 61 through 73.
(The higher the V2, the higher the vulnerahility.)
Lack-of-Sress (L): Questionnaire items 41 through 60 are statements of feelings and behaviors
indicating one is experiencing stress (DuBrin, 1985a).
L = Sum of questionnaire items 41 through 60.
(The higher the L, the less the perceived stress.)

No-Workaholic (NW): Questionnaire items 74 through 95 are characteristic behaviors of a so-called
"workaholic" (McLean, 1979).

NW = Sum of questionnaire items 74 through 95.
(The higher the NW, the less the workaholism.)

Voluntary responses to most of the items in the questionnaire shown in Exhibit 1 were
obtained from 372 women and 575 men. All werejuniorsand seniorsmaoring in businessat alarge
southern university.
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EXPECTATIONSAND HYPOTHESES

The literature, adbeit without much empirical support, suggests that behaviors increasing
vulnerability to stressand behaviors characteristic of workaholicswill beassociated with higher levels
of perceived stress for al subjects. Hence, we expected that subjects having lifestyles which make
them more vulnerable to stress, measured by either V1 or V2, would feel more stress.

In addition to stressful lifestyles, some situations are alleged to produce stress. In abusiness
school situation, it has been aleged that women will experience added stress because they are being
asked in a business school to assume atraditional masculinerole (cf. Lenney, 1977; Horner, 1972).
This aleged added stress should be particularly apparent in the present study because the subjects
were from a Deep South, traditionally male-dominated, cultural background. Thisline of reasoning
led us to the following hypotheses.

Hypothesis 1.

Hypothesis2:

Hypothesis 3:

Hypothesis4:

Hypothesis 5:

Hypothesis 6:

Hypothesis 7:

Hypothesis 8:

Generaly, subjects who are more vulnerable to stress, measured by either V1 or V2,
would feel more stress. (Supported. See Table 1.)

Generally, subjectswho exhibit lessworkaholismwill perceivelessstress. (Supported.
SeeTablel.)

Men will say they exhibit more traits which are said to be masculine (odd numbered
items 1 through 19 in Exhibit 1). (Supported. See Table 2.)

Women will say they exhibit moretraitswhich aresaidto befeminine (even numbered
items 2 through 20 in Exhibit 1). (Supported. See Table 2.)

Women will be more androgynous than men (exhibit both masculine (e.g. dominant)
and feminine (e.g. compassionate) behaviors. (Supported. See Table 2.)

Women will exhibit less workaholism than men. (Supported. See Table 2.)

Women lead alifestyle which makesthem lessvulnerableto stress. (Supported using
oneinstrument. Not supported using another instrument. See Table 2.)

Women intraditionally male-dominated situationswill perceive more stress than men
in those situations. (Not Supported. See Table 2.)
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ANALYSESAND RESULTS

An intercorrelation analyses (only parts of it are shownin Table 1) of al raw-scale variables
fromthequestionnaire plusthecreated variables(Masculinity, Femininity, Androgyny, both measures
of Vulnerability, Lack of Stress, and Non-Workaholic, suggested that the normative behaviors
frequently recommended to avoid or reduce stress are effective ones. The Lack-of-Stress variable
was sgnificantly correlated with age and with all but seven of the raw-scale lifestyle variables. The
seven exceptions were Scales 9, 20, 24, 26, 31, 40, and 61. The Lack-of-Stress variable was also
significantly correlated with al the created variables except Androgyny.

Table 1. Correlation Matrix, Major Variables, Female/Male
Variable Masculinity | Femininity | Androgyny | Vulnerability 1 |Vulnerability 2 | No-Workaholic*
Masculinity 11
Femininity -.01/.24 11
Androgyny -.77/-.67 .64/.56 11
Vulnerability 1 -.17/-.25 -.15/-.27 .03/.01 11
Vulnerability 2 -.05/-.21 -.18/-.32 -.07/-.06 42/.43 11
No-Workaholic* -.13/-.18 .03/.03 12/.18 -.06/.07 -.05/.01 11
Lack-of-Stress* .03/.15 18/.13 .09/-.02 -.31/-.29 -.32/-.32 .37/.33
* The higher the value, the less the Workaholism or Stress.

As shown in Table 2, there are significant differences in the mean responses of men and
women on the trait scales used to measure Masculinity, Femininity, and Androgyny. Asone would
expect if the scales are valid, men were found to be more masculine and women more feminine. Men
were also found to be highly significantly more sex typed, meaning they not only endorse the alleged
masculine attributes but simultaneously reject the aleged feminine attributes. Or, from another
perspective, women are less sex typed, meaning they arelesslikely to endorse their feminine gender's
alleged attributes and smultaneoudy reject the masculine gender's aleged attributes. From this
finding, we would predict women will adjust to roles requiring "male" attributes more readily than
men will adjust to rolesrequiring "female” attributes. With respect to stress, thisfinding that women
are more androgynous leads us to predict women will experience less stress when required to adjust
to male roles than will men required to adjust to female roles.
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Table 2. Mean Values of Variables
Variable Women Men t Statistic Probability Variance Estimate
Masculinity 3.49 3.69 -5.93 .000 Pooled P(F)=.806
Femininity 3.60 3.43 6.02 .000 Separate P(F)=.044
Androgyny 27 -59 9.02 .000 Pooled P(F)=.060
Vulnerability 1 43.83 45.37 -2.51 .012 Pooled P(F)=.898
Vulnerability 2 33.86 34.10 -.56 578 Pooled P(F)=.842)
No-Workaholic 12.47 68.59 6.30 .000 Pooled P(F)=.271
Lack-of-Stress 74.65 74.75 -.14 .886 Pooled P(F)=.083
* Men vs. Women Differences on these seven variables are all statistically significant except for
Vulnerability 2 and Felt Stress

Two other gender differences were found. Though neither gender was found to be very
vulnerable to stress, men were found to be more vulnerable using one measure of vulnerability.
Similarly, men indicated they are more likely to be workaholics. Again, neither gender exhibited a
high tendency toward workaholism.

CONCLUSIONS AND DISCUSSION

There isarelationship between felt stress and self-described lifestyle. Given the widespread
news coverage of lifestyle and stress, thisfirst conclusion isno longer an astute nor asurprising one.
Various behaviors which have been alleged to make one vulnerable to stress were significantly
correlated with percelved stressinthisstudy. A particularly powerful group of behaviorsthat appears
to increase felt stress is that group of behaviors characteristic of aworkaholic.

Thenormative behaviorssuggested by the popular press, by academic writers, and by medica
doctors appear to be effective in reducing the felt effects of stressin individuals. There appearsto
be many behaviors that make one less vulnerable to stress. These behaviors include not only such
common sense behaviors as eating hot balanced meals, exercising, and maintaining the appropriate
weight, but also such behaviors as giving and receiving affection regularly and smiling at least five
minutes every day.

Asonewould expect, the study found men to be more masculine and women more feminine
but more importantly found women more androgynous. Women are less sex-typed than men.
Women are less likely to endorse attributes said to be feminine and simultaneoudly reject those
attributes said to be masculine. This finding leads us to predict that women would experience less
stress when adjusting to roles requiring attributes said to be masculine than would men adjusting to
roles requiring attributes said to be feminine.

Using one measure of vulnerability, women were found to practice behaviors which make
them significantly less vulnerable than men to stress. However, it should be emphasized that neither
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gender was found to be very vulnerable. Similarly, neither was found to exhibit strong workaholic
behaviors but men exhibited significantly more than did women.

Recall that we hypothesized, but did not find, that women inthistraditionally male-dominated
situation will perceive more stress than will the men (Hypothesis 8). After seeing the results we
would now hypothesize that the women'slifestyles (lessworkaholism and fewer of the behaviorsthat
make them vulnerableto stress) coupled with more androgyny makesthem fedl lessstressdespite the
more stressful situation.

If our findings in this very special population of women approximate the adaptability and
lifestyleof the general population of working women, the increase of women in businesswill not lead
to apronounced increase in stress related aillments in women. We suspect, however, that women in
theworkplacewill be subjected to morediscrimination and unwanted harassment than will thewomen
in this study. In other words, our findings regarding felt stress may not have externa validity
especially when discrimination and harassment are considered. However, our findings regarding
androgyny, vulnerability and workaholism are expected to have external validity. That is, we believe
the behaviors associated with these concepts are rather well entrenched by the age of the subjectsin
our study. At theleast, thereisno apriori reason why either sex is likely to differentialy improve
their behaviors when they reach the workplace. In other words, although our cross-sectional data
do not dlow usto state it, we would expect alongitudinal study would show that these women will
remain more androgynous and practice hedlthier lifestyles than will the men in this study.

Much more research is needed, especially with regard to gender differences. For example,
we choseto usethe androgyny instrument as ameasure of adaptability. A replication might consider
other measures of adaptability. Regarding lifestyle, we used two vulnerability instruments and a
workaholisminstrument. One vulnerability instrument resulted in gender differences while the other
did not. Other instruments should be tried. Finally, with no additional data collection we need to
determine which of the items in these instruments have more discriminatory power. And, since we
found ageto be correlated with stress (actually L ack-of-Stress) and also correlated with more scales
in the first vulnerability instrument (the popular press one) than in the second instrument (the
academic one), some more analyses in those areas seems warranted.
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EXHIBIT 1. LIFESTYLE QUESTIONNAIRE
(Comments within questionnaire were not in the actual one used in study.)

Age Gender__ Height_ Weight
Each of the following statements was followed by the scale:  Never Always
5 4 3 2 1
Describe Yourself. How often are you:
1 Ambitious 2. Cheerful 3. Forceful 4. Childlike
5. Independent 6. Shy 7. Self-Reliant 8. Warm
9. Dominant 10. Compassionate  11. Analytical 12. Gentle
13. Athletic 14. Loyad 15. Individualistic  16. Sympathetic
17. Self-Sufficient  18. Yielding 19. Aggressive 20. Soft-Spoken
Each of the following statements was followed by the scale:  Almost Never Almost Always
5 4 3 2 1

How often does each of the following statements apply to you:

Items 21 through 40 measure Vulnerability 1

21. | eat at least one hot, balanced meal a day.

22. | get 7 or 8 hours sleep at least 4 nights a week.

23. | give and receive affection regularly.

24, | have at least one relative within 50 miles on whom | can rely.

25. | exerciseto the point of perspiration at least twice a week.

26. | smoke less than half a pack of cigarettes a day.

27. | take fewer than five alcoholic drinks a week.

28. | am the appropriate weight for my height.

29. | have an income adequate to meet basic expenses.

30. | get strength from my religious beliefs.

31. | regularly attend club or social activities.

32. | have a network of friends and acquaintances.

33. | have one or more friends to confide in about personal matters.

34. I am in good health (including eyesight, hearing, teeth).

35. | am able to speak openly about my feelings when angry or worried.

36. | haveregularly conversations with the people | live with about domestic problems, e.g. chores, money an
daily living issues.

37. | do something for fun at least once a week.

38. | am able to organize my time effectively.

39. | drink fewer than three cups of coffee (or tea or coladrinks) a day.

40. | take quiet time for myself during the day.
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Items 41 through 60 measure Lack of Stress

41.
42
43.
44,
45,
46.
47.
48.
49,
50.
51.
52.
53.
54,
55.
56.
57.
58.
59.
60.

| have been feeling uncomfortably tense lately.

| engage in frequent arguments with people close to me.
My romantic life is very unsatisfactory.

| feel indifferent about life.

Many people annoy or irritate me.

| have constant cravings for candy or other sweets.

| find it difficult to concentrate on my work.

| frequently grind my teeth.

I increasingly forget about little things like mailing a letter.
| increasingly forget about big things like appointments and major errands.
| am making far too many trips to the bathroom.

People commented lately that | do not look well.

| get into verbal fights with other people too frequently.

| have been involved in more than one physical fight lately.
| have more than my share of tension headaches.

| feel nauseated much too often.

| feel light-headed or dizzy almost every day.

| have churning sensations in my stomach far too often.

| amin abig hurry all the time.

Far too many things are bothering me these days.

Items 61 through 73 measure Vulnerability 2

61.
62.
63.
64.
65.
66.
67.
68.
69.
70.
71.
72.
73.

| try to have at least one idle period every day.

| listen to others without interrupting them.

| read books and articles that demand concentration, rather than trying to speed-read everything.

| savor food by taking my time when eating pleasant food.

| have a quiet place for retreat at home.

| plan leisurely vacations so that virtually every moment is not programmed.

I concentrate on enriching myself in at least one area other than work or school.

| live by the day or week, not by a stopwatch.

| concentrate on one task at a time rather than thinking of what assignment | will be tackling next.
| avoid irritating, overly competitive people.

| try to drink less coffee, soft drinks, or acoholic beverages and more fruit juice or water instead.

| "stop to smell the flowers," make friends with a preschool child, or play with akitten once in awhile.
| smile at least five minutes every day.
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Items 74 through 95 measure No-Workaholism

74.
75.
76.
77.
78.
79.
80.
81.
82.
83.

84.
85.

86.
87.
88.
89.
90.
91.
92.
93.
94,
95.

| seem to communicate better with my secretary (co-workers) than with my spouse (or best friend).
| am always punctual for appointments.

| am better able to relax on Saturdays than on Sunday afternoon.

I am more comfortable when | am productive than idle.

| carefully organize my hobbies.

I am usually much annoyed when my spouse (or friend) keeps me waiting.

When | play golf it is mainly with work associates.

My spouse (or friend) does not think of me as an easygoing person.

When | play tennis | occasionally see (or want to see) my boss's face on the ball before a smash.

| tend to substitute my work for interpersonal contacts; that is, work is sometimes a way of avoiding close
relationships.

Even under pressure, | usually take the extratime to make sure | have all the facts before making a decision.
| usually plan every step of the itinerary of atrip in advance and tend to become uncomfortable if plans go
awry.

| do not enjoy small talk at areception or party.

Most of my friends are in the same line of work.

| take work to bed with me when | am home sick.

Most of my reading is work related.

| work late more frequently than my peers.

| talk "shop" on social occasions.

| wake up in the night worrying about work problems.

My dreams tend to center on work-related conflicts.

| play as hard as | work.

| tend to become restless on vacation.
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THE MEASUREMENT OF SELF-EFFICACY
FOR PARTICIPATION: THE DEVELOPMENT OF
A SITUATIONAL SPECIFIC INSTRUMENT

Lisa Calongne, SUNY, Institute of Technology at Utica/Rome

ABSTRACT

The present study focuses on the question of why individuals, in a common context, differ
in thelr participation behavior. Several explanations can be suggested for this phenomenon.
Participation requiresthat individual sthink critically, continuously lear n newthings, put forthextra
effort and persist, develop new skills, and take action. Hence, variability in participation may be
attributable to a variety of individual differences (e.g., cognitive ability, personality, motives,
centrality of work, etc.). Self-efficacy theory offers another promising explanation as to why
apparently similar individuals behave very differently in similar situations. This research project
usesthetheory of self-efficacy to guide the examination of differencesin the participation behavior
of individuals.

INTRODUCTION

Employee participation is a core element in current management thinking and practice.
Employees participate and get involved through a range of behaviors, such as making decisions,
suggesting innovations, and putting forth extraeffort and hel ping others. Participationistraditionally
defined as "a process in which influence is shared among individuals who are otherwise hierarchica
unequals' (Wagner, 1994). Organizationsareincreasingly turning to employee participation asthey
cope with increased competition and new customer demands.

Individuas differ in their level of participation. Given a suggestion program or a problem
solving team, many individuals respond, but others let these opportunities pass by. It cannot be
assumed that individuals prefer participation over non-participation. Many people avoid rather than
seek participation. For example, Neumann (1989) reported that two-thirds of awork force chose not
to participate in organizationa change efforts when given the opportunity.

The present study focuses on the question of why individuals, in acommon context, differ in
their participation behavior. Several explanations can be suggested for this phenomenon.
Participation requires that individualsthink critically, continuously learn new things, put forth extra
effort and persist, develop new skills, and take action. Hence, variability in participation may be
attributable to a variety of individual differences (e.g., cognitive ability, personality, motives,
centrality of work, etc.). Self-efficacy theory offers another promising explanation as to why
apparently smilar individuals behave very differently in smilar situations. Thisresearch project uses
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the theory of self-efficacy to guide the examination of differences in the participation behavior of
individuals.

Sdf-efficacy refersto an individua's belief that he/she is capable of successful performance
in aspecific Situation. It isnot an estimation of skills; rather, it is ajudgement about what one can
do with those skills (Bandura, 1986). Self-efficacy isnot just aforetelling or prediction about future
performance; it is a belief which orchestrates and drives performance (Gist & Mitchell, 1992). As
amotivational poster says. "Whether you believe you can or you can't, you'reright." People with
high sdf-efficacy think, behave, and fed differently than people with low self-efficacy (Bandura,
1986).

Sdf-efficacy influences individua behavior through four mechanisms: choice of activities,
effort and persistence, cognitions (e.g., goals, visualizations), and affect (e.g., anxiety). Applying
these ideas to participation, individuas with high sdlf-efficacy for participation are more likely to
choose those activities which require participation, put forth the effort and persistence required to
confront barriersto participation, set highgoalsfor participation, visualize themsel ves as successfully
participating, and control their anxiety about participating. On the other hand, individuals with low
self-efficacy might avoid activities, which require participation, quit in response to the barriers to
participation, visualize negative outcomes to their participation, or experience parayzing anxiety.

Sdf-efficacy is situation specific and refers to the domain of behaviors of interest (Bandura,
1986). For example, Saks (1993) studied self-efficacy related to the domain of behavior required by
entry-level accountants. He used a measurement protocol for self-efficacy in which the set of tasks
required for successful performance was used to generate the itemsto assess self-efficacy. Similarly,
the present project defines self-efficacy interms of a specific set of activities required for successful
performance. Specificaly, this project studied activities required to successfully participate in an
organization with a structured participation program. Here, participation self-efficacy is
conceptualized as self-confidence beliefs corresponding to three dimensions of behaviors: (1) beliefs
that one can make decisionson how to best do their job; (2) beliefsthat one can put forth extraeffort
and help others; (3) bdiefs that one can suggest ideas and solve problems to improve the group's
work process.

Sdf-efficacy was originally conceptualized and tested in clinica and educational settings.
These studies concluded that self-efficacy is better than past performance as a predictor of future
performanceandthat clinica interventionswhichincrease salf-efficacy changedysfunctional behavior
(Bandura, 1977). Theseearly findingsthat self-efficacy isanimportant force driving human behavior
have led to studies in organizational contexts. A review of this research indicates support for a
relationship between sdf-efficacy and work behaviors (Sadri & Robertson, 1993). For example,
relationships have been found between self-efficacy and sales behaviors (Barling & Beattie, 1983),
attendance (Latham & Frayne, 1989), job performance (Saks, 1993), and suggesting ideas (Gist,
1989). In linewith these findings, this project proposed that participation is determined, in part, by
self-efficacy.

Given that saf-efficacy isan important predictor of future behavior, what are the sources of
determinants of salf-efficacy judgements? First and foremost, self-efficacy judgements reflect past
experiences. Success leads to high sdlf-efficacy and failure leads to low self-efficacy (Mitchell,
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Hopper, Danidls, & Falvy, 1993; Mathieu, Martineau, & Tannenbaum, 1993). Thus, it is assumed
herethat participation self-efficacy reflectspast experiences, and themeasureof salf-efficacy provides
auseful diagnostic tool to assess the current process of participation in the organization.

RESEARCH DESIGN AND RESEARCH QUESTION

The focus of this project was to apply the theory of self-efficacy to understand individual
employee differences in participation behavior. The site for the study was an organization with a
Scanlon gainsharing plan - a structured approach to employee participation. Both qualitative and
quantitative methods were used. The project began with three months of observation and interviews
of managersand employeesand concluded with a survey which assessed theindividua'sparticipation
self-efficacy.

Based on the qualitative information and the literature, participation was conceptualized as
three dimensions of behavior: (1) decison making pertaining to tasks, (2) good citizenship in the
form of extra effort and helping others, and (3) contributing to improvement in work processes
through making suggestions and problem solving. Participation self-efficacy was conceptualized as
the individual's belief that he/she can do these participation activities. The project was designed to
explore the following questions: |'s participation self-efficacy a multidimensional construct?

PARTICIPATION

Participation is traditionally defined as a process of shared influence of decision making,
information processing, and problem solving among individuals who are hierarchical unequals
(Wagner, 1994). Schuster (1990) defines employee participation as a "structured, systematic
approach to the involvement of employees in group decisions affecting work and the work
environment with goals that include reducing product cost, improving product quality, facilitating
communication, raising morale, and reducing conflict.”

Two constructsin the organizational literature are used to create aconstruct of participation
behavior: organizational citizenship behavior and innovation behavior. Organizational citizenship
behavior (OCB) has been suggested as a broader conceptualization of participation (Pasmore &
Fagans, 1992). Organ (1988) conceptudized OCB as dependability, helpfulness, and
conscientiousness. Van Dyne et d. (1992) created a new OCB instrument to measure their three
categories of OCB (i.e., obedience, loyalty, and participation). They found support for three
dimensions of participation: (1) compliance and social (2) self-focus (3) problem solving and change
agent. Compliance and socia behavior includes attending meetings, sharing information with
co-workers, and going to events outside of work which benefit the organization. Self-focusbehavior
includes putting forth extra effort and learning new ways of doing things. Problem solving and
change agent behavior includes activities such as encouraging othersto generate ideas and diffusing
change ideas across the organization.

A model of innovation behavior isalso useful for creating alarger definition of participation
behavior. Participation typically requires that employees generate innovative ideas and implement
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improvements. The origina participation in decision-making (PDM) concept addressed shared
influence in problem solving, and Kanter's innovation model provides a clarification of these
participation problem solving behaviors.

Based on the concepts of PDM, OCB, and innovation behaviors, participation in this project
isdefined as three domains of behavior: (1) decision making pertaining to tasks, (2) good citizenship
in the form of extra effort and helping others, and (3) contributing improvement in work processes
through ideageneration and problem solving. These dimensions correspond to three different scopes
of influence: anarrow job scope, influence over self-behaviors, and influence over group processes.

PARTICIPATION SELF-EFFICACY (SE-DECN, SE-HELP, SE-IDEA)

The measurement protocol used was adapted from Saks (1993) study of entry-level
accountants. His measure of self-efficacy was based on job analysis and the respondent was
presented with a list of related activities. Using a scale of O (no confidence) to 10 (complete
confidence), the individual responds for each activity. "How confident are you that you can
successfully perform thisactivity?' This measurement protocol was used to create an assessment of
participation self-efficacy.

Based on observations and interviews of employees and managers, alist of critical behaviors
for participation was created. These critical behaviors were organized according to the dimensions
of participation established inthe literature: decision making within anarrow job scope, extra-effort
and helping others, and innovation and problem solving. Out of an original list of about forty critical
behaviors, nineteen items were retained for use on the pilot instrument. These items were selected
with the objective of including items, would capture differencesin salf-efficacy within individualsand
between individuals. Each of these statements was written in the format: "I can ....." followed by a
specific description of the participation activity. For example, "l can put forth extra effort during
critical times. | can make decisions on how to best do my job. | can bring problems to the attention
of my manager." Each statement had to represent abehavior; thus, astatement like"| can understand
financia information" was discarded. Also, items were selected for which it was believed that all
employees had equal opportunities to perform. Thus, any items which were done by just a few
employees, such as going off-siteto customer locations, were not included. Based on the pilot of the
instrument, conducted during the employee monthly meetings, afew items were eliminated because
of alack of understanding of terms such as cross-training and manufacturing variance. Theitemsfor
the measure of participation self-efficacy on the training survey were kept the same as the baseline
measure with a few items added to further describe behaviors in decision making.

In order to develop scores for the three dimensions of participation self-efficacy, the
appropriateitemswere combined and averaged. The appropriateitemswere determined by the prior
categorization of items, intercorrelations, and the results of exploratory factor analysis. The initia
extraction method was iterated principa factor analysis with squared multiple correlation on the
diagonal. The proportion criteriais used to determine the number of factorsretained. This method
examines the cumulative percentages of the variance extracted by successive factors. Thefactoring
should not stop until the extracted factors account for at least 95 percent of the variance (Hair et a.,
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1984). Anobliquerotationisused which allowsthefactorsto be partially correlated with each other.
The factor loadings of .40 are considered significant and are reported (Hair et al., 1984).

RESULTS: DIMENSIONALITY OF PARTICIPATION SELF-EFFICACY

The research addressed the dimensiondlity of self-efficacy to participate. Specifically, the
conceptual map of participation self-efficacy as three dimensions was examined: (1) self-confidence
to make decisions about the job (SE-DECN); (2) self-confidence to help others and put forth extra
effort (SE-HELP); (3) self-confidence to generate ideas and solve problems to improve group
processes (SE-IDEA). This three dimensiona concept was evaluated by inspection of the
intercorrel ations between participation self-efficacy itemsand by exploratory factor analysisof those
items(N=148). (A test of the concept requires confirmatory factor analysis, thusthisanalysisisjust
exploratory).

Table 1: Intercorrelations of Participation Self-Efficacy Dimensions
LABEL ITEM 1 2 3 4 5 6 7 8 9110|1112 |13 |14 |15 |16 | 17
SE-ldeal [Share new ideas
SE-Help 2 |Speak upin 45

meetings
SE-Help 3 |Passinfo to next| 46 | 29
shift
SE-ldea4 |Express 52 | 56 | 45
thoughts about
improving area
SE-Help 5 |Extraeffort 45 135|145 | 37
SE-Help 6 |Help others 42 128 |37]139] 48
SE-Help 7 |Learn new 27 |12 |38 | 23|31 |29
machine
SE-Decn 8 [Makedecisions [ 29 | 32 |29 |44 | 35| 24 | 30
about job
SE-Decn 9 |Bring problems | 40 | 40 | 44 |48 | 37 | 25 | 38 | 69
to manager

SE-Idea 10 |Suggest ideasto| 53 | 46 | 41 | 64 | 37 |49 | 24 | 42 | 46
improve on-time
SE-Idea 11 |Problem solving| 51 | 53 | 51 |58 |50 |42 | 34 | 42 | 48 | 66
team
SE-ldea 12 |Encourageco- | 46 | 45 | 46 |39 |34 |52 |30 |28 |39 |64 |66
workers to

generate ideas
SE-ldea 13 [Suggest ideas 56 |42 | 46 | 56 | 42 | 47 | 36 |44 |50 | 73 |71 | 71

about changing
work flow

SE-Idea 14 |Company-wide | 36 | 48 | 46 | 47 |31 |34 |20 |36 |40 |58 |69 |55 |58
teams
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SE-Idea 15 [Takeownership| 47 | 41 | 46 | 46 |31 | 35|22 |30 |40 |59 |62 |53 ]|55]655
of ideas
SE-ldea 16 [Make creative | 50 | 46 | 51 [ 48 |34 | 48 | 33 |32 |39 |59 |60 |68 |56 |51 |64
suggestions
SE-Idea 17 |Encourage 38149132130 |25]133]|]14|119|19|50|52]|61]50 |55 1|51]61
others to speak
up
Mean 7.67|7.70|7.72|7.49]8.81(7.9918.01|8.588.67 |6.897.18 5.93|6.41|6.69 |6.82|6.83|5.16
S.D. 2.21|2.76|2.71|2.54|1.83(2.16|2.71|2.02|2.10|2.50|2.66 | 2.52|2.60|3.04|2.73|2.41|2.98

All correlations are significant at p > .01; All correlations are multiplied by 100; N=148

Theintercorrelations, means, and standard deviations of the self-efficacy items are presented
inTable 1. The correlation between the decision making items(8,9) is.69, and as expected, ishigher
than their correlation withitemsof the other two dimensions. Theitemsfor the other two dimensions
do not demonstrate this pattern of higher intercorrelation relative to the correlations with items of
other dimensions.

Dimensionality was a so assessed using exploratory factor analysis. Initial extraction method
was iterated principal factor analysis with squared multiple correlations on the diagonal. Using the
proportion criterion, four factors were retained. Examination of the eigenvaues of the reduced
correlation matrix showed that 4 factors accounted for 100% of the common variance. A
Harris-Kaiser rotation was used which allowsfor correlation betweenthefactors. Thefactor loadings
greater than .4 are significant and reported in Table 2.

The factor andysis partially supports the hypothesis of three dimensions of participation
self-efficacy. Most of the idea generating items (except #1 and #4) load on the first factor, the
decision making items load on a second factor, and most of the helping items (except #2) load on a
third factor. A fourth factor isindicated which includesitemsthat relate to communication (#1,2,4).
Because of the sample size (n=148) these results must beinterpreted with caution. (Theruleof thumb
for factor analysis requires 10 subjects for each item).

Table 2: Intercorrelations of Participation Self-Efficacy Dimensions

LABEL ITEM FACTOR1 FACTOR 2 FACTOR 3 FACTOR 4
SE-IDEA 1 Share ideas 50 57 57
SE-IDEA 4 Express thoughts and opinions 46 48 44 77
SE-IDEA 10 Suggest ideas ... on-time delivery 72 43 45 63
SE-IDEA 11 Problem Solving Teams 75 45 51 60
SE-IDEA 12 Encourage ... generate ideas 84 49

SE-IDEA 13 Suggest ideas about work flow 73 50 53 52
SE-IDEA 14 Company wide teams 70 52
SE-IDEA 15 Take ownership of ideas 68 51

SE-IDEA 16 Creative suggestions 76

Academy of Strategic and Organizational Leadership Journal, Volume 3, Number 1, 1999



18

SE-IDEA 17 Encourage others to speak up 76 42
SE-HELP 2 Speak up during meetings 52 66
SE-HELP 3 Pass along info to next shift 48 40 59

SE-HELP5 Extra effort 65 41
SE-HELP 6 Help others 47 61

SE-HELP 7 Learn new machine 40 61

SE-DECN 8 Make decisions about job 75

SE-DECN 9 Bring problem to manager 88 40

Values are multiplied by 100 and rounded to nearest integer.
Values greater than 40 are significant and, thus, included.

In summary, based on the intercorrelations and factor anaysis, the results of the analyses
indicate preliminary support for four distinct dimensionsto participation self-efficacy. Based onthese
analyses, four scales of participation self-efficacy were created (SE-DECN, SE-HELP, SE-IDEA,
SE-COMM). Appendix A lists the items which were used to create each of these scales. The
Cronbach coefficient alphafor the scalesare: .91 (SE-IDEA), .70 (SE-HELP), and .77 (SE-COMM).
SE-DECN isatwo item scalewith an intercorrelation of .69. The meansand the standard deviations
for the self-efficacy scales are reported in Table 3.

Table3
SEIDEA SEHELP SEDECN SECOMM
Mean 6.44 8.14 8.63 7.62
SD 2.15 1.72 1.89 2.66
N 148 148 148 148

SUMMARY AND CONCLUSIONS

The proposition advanced and tested herewasthat the broad label of "empl oyee participation”
covers three distinct dimensions of behavior on the job: (1) Decision making pertaining to tasks, (2)
good citizenship in the form of extra effort and hel ping others, and (3) contribute to improvement in
work processes. Theresponsesto the self-efficacy items on the empl oyee survey provide preliminary
evidenceto support thisconceptual map of worker participation. Employeebeliefsregarding whether
they could successfully perform various activities varied substantialy across the three types of
behavior as evidenced by the item correlations and factor anaysis results. Casua observations and
discussions also support this conclusion. Employeestypically felt very confident about how best to
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performtheir jobs. Moreover, requestsfor extraeffort from the employeeswere readily accepted, but
the same enthusiasm and self-confidence were not displayed for innovation, idea generating, and
solving problems related to improving the process.

Observationsand discussion support thefindingsthat different levelsof self-efficacy exist for different
domainsof participation. For example, typically employeesand managersdisplay high self-confidence
intheir capability to put forth extraeffort by setting and meeting very challenging production goals.
Also, theemployeestypically have considerablework experience and arevery confident about making
decisions about how to best do their jobs and how to solve problems with a particular production
item. Contrasted to this high self-confidence for participation as effort and task decision making,
lower self-confidence was indicated for activitiesrelating to idea generating and problem solving to
improve group processes. These differences between self-efficacy were useful to management as
feedback on the effectiveness of the organization's structured participation program.

SUGGESTIONS FOR FUTURE RESEARCH

From a measurement point of view, extensions of this study should explore further the
dimensiondlity of participation self-efficacy and extend the measurement of participation self-efficacy
to other sites with structured participation programs.

The purpose of this research project was to explore self-efficacy theory as a possible
explanationfor individua differencesin participation. A conceptual map of participation self-efficacy
asthreedimensionswas partially supported. Aninstrument was created which measured self-efficacy
inaspecific situation. Thisdemonstratesthe potential application of self-efficacy theory for complex
behaviorsin organizational settings. The key tasks remain to demonstrate that self-efficacy predicts
performance for complex behaviors, to understand the sources of sdf-efficacy judgments, to
understand how to interpret the meaning of self-efficacy responseswithin organizational settings, and
to design interventions which influence self-efficacy.
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APPENDIX A
Scale Items for Self-Efficacy Measures
(numbers refer to location of item on employee survey)

Participation Self-efficacy : decision-making dimension (SE-DECN)

8. | can make decisions on how to best do my job.
9. | can bring problems about the quality of abarrel to the attention of my manager.

Participation Self-Efficacy: good citizenship dimension (SE-HELP)

| can pass along information to the next shift.

| can put forth extra effort during critical production times.
| can help others complete their jobs.

| can learn to operate a new machine.

N o g w

Participation Self-Efficacy: idea generating and problem solving dimensions (SE-IDEA)

10. | can suggest ideas to improve on-time delivery.

11. | can participate in a problem solving team (sometimes called focus groups).

12. | can encourage my coworkersto generate ideas.

13. | can suggest ideas about changing the work flow process.

14. | can participate on company-wide teams (for example, the process review board, housekeeping and
safety, the 1SO 9000 audit team).

15. | can take ownership of my ideas to make it happen.

16. | can frequently make creative suggestions to coworkers.

17. I can encourage other to speak up at meetings.

Participation Self-Efficacy: communication dimension (SE-COMM)

1 | can share new ideas for improvement with my coworkers.
2. | can speak up during my area's regular meetings.
3. | can express my thoughts and opinions about how to improve my area.
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MEASURING CULTURAL DIMENSIONSAT THE
INDIVIDUAL LEVEL: AN EXAMINATION OF THE
DORFMAN AND HOWELL (1988) SCALES AND
ROBERTSON AND HOFFMAN (1999) SCALE

Robert A. Culpepper, Stephen F. Austin State University
Larry Watts, Stephen F. Austin State University

ABSTRACT

Hofstede's four cultural dimensions (Hofstede, 1980), individualisnvcollectivism, power
distance, masculinity, and uncertainty avoidance have been widely studied and linked to a number
of outcomes of interest to manager employed by cross-national companies. Based on astudy of East
Asian cultural dimensions, Hofstede and Bond (1988) have added a fifth cultural dimension,
Confucian Dynamism, determined to have wide applicability outside of East Asia.

Most of these studiesmeasur ed cultur e at the societal |evel by aggregating respondent scores
within cultures so that each culture represented one observation in further analysis. Hofstede and
others have conceded that is likely to be a great deal of intra-culture variation in cultural
orientations which is not addressed through such methodol ogy.

Recently, someresear cher shaveattempted to measurethefour original Hofstededimensions
(Dorfman & Howell, 1988) and the fifth Hofstede and Bond dimension (Robertson & Hoffman,
1999) at theindividual level. This offersa number of advantages, chief among them the ability to
link the strength of a given cultural orientation among individualstoindividual level organizational
outcomes such as job satisfaction, leadership variables, commitment, organizational citizenship
behavior, turnover, and others. Unfortunately, this line of inquiry has been hampered by lack of
evidence regarding properties of the scales used to measure these individual-level cultural
constructs, particularly regarding convergent and discriminant validity. This study uses principal
componentsanalysisto assessall five scalesasto whether they are unidimensional astheorized and
employs confirmatory factor analysisto test the convergent and discriminant validity of the scales.
Results support the unidimensionality, convergent validity, and discriminant validity of the four
Dorfman and Howell measures. Results did not support the unidimensionality of the Confucian
Dynamism scale, but rather suggested at least two dimensions. Suggestions for utilizing and
improving the Confucian Dynamism scale are offered.
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INTRODUCTION

A great deal of cross-cultural investigation into organizational processesis anchored in the
belief that behavior in organizations is culture-specific. Within this culturalist school, the work of
Gert Hofstede (1980) identifying cultural differences among 116,000 IBM employees located in 66
countries has been perhaps the most influential. Five cultural dimensions have been identified within
thisliteraturestream: individualism/collectivism, uncertainty avoidance, masculinity, power distance,
and Confucian Dynamism (Hofstede, 1980; Hofstede & Bond, 1988). Considerable research
conducted in anumber of countries has supported these dimensions, often linking them to important
societal and organi zational outcomesdimensions(e.g. Geletkanycz, 1997; Hof stede, 1983; Hof stede,
1984; Hofstede & Bond, 1988; Vitell, Nwachuku & Barnes, 1993). Though Hofstede and most other
researchers have measured and studied culture at the societal level of anayss, some have attempted
to develop measures to study culture asan individual level psychological trait (Dorfman & Howell,
1988; Robertson & Hoffman, 1999). To date little information is available on the reliability and
validity of these scales. Thishaslikely played arolein the absence of studies utilizing the individual
level scales and thus, the apparent potential of thisline of inquiry has not been realized. This study
provides much needed information on the scales properties and assesses their convergent and
discriminant validity.

Hof stede describes culture as coll ective programming of the mind that each individua carries
(Hofstede, 1984). This programming in turn affects wide-ranging behavior, much of it relevant to
organizational science. Using an ecologica factor analysis (in which the number of culturesisthe N
of the correlation coefficients) on values data, he found culture to vary along four dimensions.
Individualism is defined as the tendency of people to look after themselves and their immediate
family only and neglect the needs of society. Such societies value independence and autonomy and
are characterized by achievement-based hiring and promotion practices. In collectivist countriesone
findstight social frameworks, emphasis of group goals and decisions and social pressureto conform
to societal or group norms. Uncertainty avoidance pertains to the extent to which individuals feel
threatened by ambiguous situations. Countries high on this dimension place a high value on strict
rules, protocols and procedures which make conduct more predictable and life more secure.
Managers tend to favor low-risk decisions and lifetime employment is common. Masculinity isthe
degree to which traditional masculine values such as assertiveness, materialism and lack of concern
for others. Countries with low scores aong this dimension emphasize "feminine" values such as
compassion, concern for others, and quality of life. Power distance refersto the level of acceptance
by a society of unequal distribution of power in institutions. Superiors and subordinates are likely
to be viewed by each other as possessing very different levels of power, leading to subordinate
respect and submissiveness. In countrieswith low power distance superiors and subordinateswould
view each other as more equal in power, leading to a more cooperative stance for both parties.

Hofstede's origina study (1980), and most others in this literature stream, have identified
country as the unit of analysis, with no attention to intra-country variation. In Hofstede's study,
respondent scores regarding cultural attitudes were aggregated within each country to a single
country score. Country scores were then compared in subsequent analyses to facilitate inferences
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about cultural differences between countries. Studies employing the Hofstede dimensions (e.g.
Shackelton & Abbas, 1990) typically lead to generalizations about culture at the societal level and
thento conclusionsabout how managerial practice and organizational behavior islikely to beaffected
based on obtained respective cultural profiles.

Hofstede (1980, 1991) and others have conceded that heterogeneity in individual cultural
attitudes within agiven nationa culture may be considerable. For example, Triandis and colleagues
(Triandis, Bontempo, Villareal, Asai, & Luca; 1988; Triandis, Leung, Villarea, & Clack, 1985)
conceptualized and measured individualism/collectivism at individual level and found substantial
differences across study sampleswithin the same culture, andinthe caseof theU.S., even withinthe
same state.

This perspective views culture asapsychological trait carried by the individual, and thus may
vary considerably even among individuals within close geographic proximity to one another. Thus,
country-level generalizations may not apply to all members within a given society. For example,
Triandis and colleagues have distinguished between collectivist countries and allocentric individuals
(those adhering to collectivist values). Eventhough collectivist countriesare made up predominantly
of alocentric members, there may well be very large numbers of idiocentric individuas (adhering to
individualist values). This heterogeneity in culture appears particularly likely in countries with a
variety of ethnic groups such as the U.S, Canada, or Indonesia.

Examining cultural dimensions at the individua psychologica level appears to offer great
potentia in furthering our knowledge of cross-national behavior and management. For example, a
major opportunity isthe possibility of more easily tying individual cultural traitsdirectly to behaviors
of interest to managers such as organizational commitment, job satisfaction, absenteeism, turnover,
organizationa citizenship among many others. In addition, examining culture at this level may
increase our understanding of the linkage between cultures and subcultures and how societal culture
affectsand interactswith organizational culture. Examining cultureat theindividual level alsoenables
the examination of whether individuals whose cultural attitudes are different than the dominant
culture they live in behave differently than individuals who inhabit cultures that are consistent with
their particular attitudes. These are but afew of the surely large number of questions that might be
addressed withinthisliteraturestream. Answersto such questionsshould provevaluableto managers
and executiveswith companieswho employ individualsfrom awide variety of cultural backgrounds.

Dorfman and Howell (1988) extended thisline of inquiry by being thefirst to develop scales
assessing dl four of Hofstede's dimensions at the individual level of andysis. Scaleswere developed
and refined, leading to 22 final items. The scales were tested with a sample of managers employed
in multinational firms and representing two cultures, 243 in Mexico, and 509 in Taiwan.
Unfortunately, the only information provided about measurement properties of the new scales was
reliability coefficients. Reported reliabilities also applied to trandated versions of the English scales,
only. No factor loadings or other information relating to discriminant validity was provided.
Respective rdliabilities for Mexican and Chinese samples were .73 and .78 for the
individuaism/collectivism scale, .84 and .80 for the masculinity scale, .51 and .63 for the power-
distancescale, and .71 and .73 for the uncertainty avoidance scale. Thus, reliabilities appear at least
adequate, except in the case of uncertainty avoidance. Regarding construct validity, relationships
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between individua level culture constructs were smilar to those obtained using Hofstede's society-
level measures.

Recently Robertson and Hoffman (1999) tested the rel ationships between the individua level
Hofstede dimensions and afifth cultural dimension developed by Hofstede and Bond (1988) called
Confucian Dynamism. This dimension refersto the degree to which cultures subscribe to a number
of Confucian values that tend to be prevalent in countries with historical Confucian influence such
as China, Korea, and Japan. A high score along this cultural dimension reflects a culture's tendency
toward a future-oriented mentality. According to Hofstede and Bond, Confucian future-oriented
valuesinclude persistence, ordering relationships by status, thrift, and having a sense of shame. Low
scores along this dimension reflect a country's orientation toward the present and past. These
countries, by contrast, tend to value steadiness and stability, saving face, respect for tradition, and
reciprocation of greetings, favors, and gifts. Countriesthat scored low on thisdimensionin Hofstede
and Bond's study included Canada, Pakistan, and the United States.

Robertson and Hoffman (1999) devel oped a measure to assess Confucian Dynamism at the
individual level. It consisted of eight items, with each item assessing a different value proposed by
Hofstede and Bond (1988). The results of their study confirmed Hofstede's society-level resultsin
showing that Confucian traits can exist anywhereinthe world, not just in Asia. They first regressed
the four Hofstede dimensions on Confucian Dynamism. They then broke up the Confucian scaleinto
two components, an average score of the four future-oriented items and an average of the four past-
oriented items. Next, the four Hofstede dimensions were regressed on each component.
Relationships between the Confucian variable and other variables tended to support its construct
validity. They also uncovered an unexpected relationship, namely asignificant relationship between
uncertainty avoidance and the future-oriented Confucian component. Unfortunately, noinformation
was provided concerning scale properties such asrdiability coefficientsor factor loadings. A further
problem is that the authors are not explicit about the dimensionality of the Confucian scale. They
imply that the scale has at least two subdimensions. This weighs against aggregating the complete
scaleand relating it to other variablesasthey did in one OL Sregression analysis. Thisisbecausethe
aggregation of amulti-dimensional scale may bias estimates with that construct and other variables.

Given the apparent potential of measuring the five dimensions devel oped by Hofstede and
Bond (Hofstede, 1980; Hofstede & Bond) dimensions at the individua level, effective construct
measurement is naturally a mgor concern.. Though the Dorfman and Howell scales (1988) and
Robertson and Hoffman (1999) scale show considerable promise, they have not yet become
establishedintheliterature. Thisisat least partially attributableto thefact that very littleinformation
hasaccrued regarding the convergent and discriminant vaidity of these scales. Furthering knowledge
about the measurement properties of individual-level scales measuring the five Hofstede dimensions
may encourage more studies examining relationships between the Hofstede's dimensions with other
individual level variables, both within and across countries. The current study seeksto fill this gap
by examining the convergent, discriminant, and construct vaidity of these five scales. Confirmatory
analysis is employed to examine whether scale items are unidimensional, whether they distinguish
among theorized cultural dimensions, and whether dimensions correlate with each other and other
variables in away that is consistent with theory-based expectations.
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METHOD

Survey respondentswere 192 upper-level undergraduate students at alarge university inthe
Southwestern U.S. Sixty-four percent were employed, 14% of these full-time. Forty-five percent
of respondents were female and 55 % were mae. Despite some criticism of the use of studentsin
the past, recent research suggests that the use of students is effective in formulating cultural
constructsat theindividual level (Triandiset a., 1988; Triandiset a., 1985). Theuseof an American
sample is also appropriate since there have been as of yet no reported studies using American
respondents in assessing the Dorfman and Howell (1988) scales. Further, although the Robertson
and Hoffman (1999) study used American students, no information concerning measurement
properties was reported.

Individualism, masculinity, power-distance, and uncertainty avoidance were measured using
thescales(Table 1) devel oped by Dorfman and Howell (1988). Confucian Dynamism was measured
using the Robertson and Hoffman (1999) scale. Reliability estimates for the current study were .70
for theindividuaism/collectivismscale, .87 for themasculinity scale, .55 for the power-distancescale,
.89 for the uncertainty avoidance scale, and .42 for the Confucian scale. All items employed afive-
point variable response format with three anchors.

In the first analysis, unidimensionality of cultural dimension scales was assessed. Studies
seeking to relate cultural dimensions typicaly employ averaging or summation of item-level scores
toformasinglescaescore. Scalescoresof cultural dimensionsand posited antecedents or outcomes
are often then subjected to someform of correlationa anaysis. If scaleitemsfor agiven scaledo not,
infact, reflect aunitary construct, then estimates of relationshipswith other variables may be biased.
Principal components analysis combined with SPSS's oblimin rotation was used to examine the
unidimensionality of cultura dimension scales. Eigenvalues of one or more served as the criterion
used for extraction of factors. Scree plots were also examined to determine whether more than one
factor for each scale was evident.

Next, LISREL 8.20 and confirmatory factor andysis(CFA) wereusedto analyzeacovariance
matrix of items from al four cultural dimension scales. To test scale convergent and discriminant
validity, data-to-model fit wasassessed for null, onegeneral factor, obliquetwo-factor, obliquethree-
factor and oblique four-factor solutions. The null model posits that no relationships exist between
any of the observableindicators comprising the four scales. The one-factor model required indicators
from dl four scales to load on one general factor and implies that it is not possible to distinguish
among cultural constructs. If the scalesindeed measure theorized constructsin avalid manner, then
one would expect successive models allowing items to load on factors more consistent with the
theorized model to yield improvements in fit to the data The two-factor model forced
individuaism/collectivism and uncertainty itemsto load on onefactor and thetwo groups, masculinity
and power distanceitems, to load on asecond. Therationaefor including individualism/collectivism
and uncertainty avoidance on one scale was that individuals who are low on the former scale prefer
maximum individua autonomy and latitude and would not want to be confirmed by organizational
rules and procedures which reduce uncertainty. The three-factor solution forced
individuaism/collectivism and uncertainty items to again load one factor and specified that power-
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distanceitemsand masculinity items each load on their own factors. Thefour-factor solutionallowed
each of the four Hofstede dimensions to load on separate factors, consistent with theory. At each
stageit was expected that moving to amodel more consi stent with the theorized measurement model
would lead to statistically significant decrementsin chi square and substantial increasesinfit indexes.

Finally, convergent and discriminant validity were assessed for the Robertson and Hoffman
(1999) scale measuring Confucian Dynamism. Data-to-model fit was assessed for a null model
positing on relationships among indicators and a one-factor model that treated the eight scale items
asif they infact reflect one unitary latent construct. A second two-factor model assigning items 23-
26 (Table 1) to asubdimension reflecting future Confucian valuesand items 27-30 to asubdimension
representing past and present Confucian values. A four-factor model specifying subdimensions
suggested by the principal components analysis was tested as well. All three models were then
compared in terms of how well they fit the data. It is important to point that in the case of the
Confucian Dynamism scale, support for the four-factor mode is highly inconsistent with Robertson
and Hoffman (1999) interpretation of the Hofstede and Bond's (1988) theory, i.e. that Confucian
Dynamism is unitary phenomenon appropriately measured by a single one-factor scale. 1ndeed,
although Hofstede and Bond refer to the construct asa"dimension”, they then elaborate on thisterm
asa"cluster of values." Such acluster may not be sufficiently related to hang together in applications
of unidimensiona scale, raising serious question about scale reliability. In contrast, support for the
four-factor model in the case of the Dorfman and Howell (1988) scales is very consistent with
Hofstede's theorizing of four dimensions.

CFA was used to assess overall model -to-datafit, along with anumber of fit indexes. These
included the ratio of chi-square (2 to degrees of freedom, 2 difference tests, the comparative fit
index (CFI; Bentler, 1990; McDonad & Marsh, 1990), the non-normed fit index (NNFI; Bentler &
Bonnett, 1980), and the root mean square residual (RMSR). The CFl measuresthe improvement in
fit of the proposed model relative to a baseline represented by the null model. It also offers the
advantage of being lessinfluenced by sample size than other indexes such asthe GFI. The NNFI is
a parsmony-type indicator of overal mode fit, accounting for the number of estimated parameters
inthe model. CFI and NNFI values of .9 or greater are considered indicative of acceptable overall
fit Medsker, Williams, & Hollahan, 1994). RMSR values of less than .08 may be said to indicate
acceptable fit and those less than .05, close fit (Joereskog & Soerbom, 1993).

RESULTS

Preliminary tests of unidimensionality using principal components analysis supported
unidimensionality for al four of the Dorfman and Howell (1980) culture scales but not for the
Robertson and Hoffman (1999) Confucian Dynamism scale. For each of the four Dorfman and
Howell scales only one factor was extracted, accounting for 58% of score variance for the
individuaism/collectivism scale, 80% for themasculinity scale, 59% for the power-distance scale, and
79% for the uncertainty avoidance scale. In the case of Confucian dynamism, some four factors
exceeded the eigenvalue of one criterion. Thefirst factor accounted for only 21 % of score variance,
the second factor 16%, the third factor 15%, and the fourth factor 13%. Scrutiny of factor loadings
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for rotated oblique factors showed items to load fairly cleanly on four factors with no cross-loads.
A rationale for groupings was also somewhat apparent. Items 23, 24, and 25 comprised the first
factor and represented three of the four genera (Confucian) values. Items 27 and 30 comprised the
second factor and were both self-referencing values because both these items refer to personal
stability and personal image. Items 26 and 29 loaded on the third factor and dealt with having a
conscience and the exchange of favor and gifts. Respondents may have imputed an ethical element
to favors and gift-giving causing it to covary with the item dealing with conscience. The fourth
factor consisted of one item, item 28, dealing with respect for tradition.

Tablel
Dorfman and Howell (1988) Scales and Robertson and Hoffman (1999)
Measuring Cultural Dimensions At the Individual Level

Individualism/Collectivism
1 Group welfare is more important than individual rewards.

2. Group success is more important than individual success.
3. Being accepted by the members of your work group is very important.
4. Employees should only pursue their goals after considering the welfare of the group.
5. Managers should encourage group loyalty even if individual goals suffer.
6. Individuals may be expected to give up their goalsin order to benefit group success.
Uncertainty Avoidance
7. It is important to have job requirements and instructions spelled out in detail so that employees
always know what athey are expected to do.
8. Managers expect employees to closely follow instructions.
9. Rules and regulations are important because they inform employees what the organization expects
of them.
10. Standard operating procedures are helpful to employees on the job.
11. Instructions for operations are important for employees on the job.
Masculinity
12. Meetings are usually run more effectively when they are chaired by a man.
13. It is more important for men to have a professional career than it is for a woman to have a
professional career.
14. Men usually solve problems with logical analysis; women usually solve problems with intuition.
15. Solving organizational problemsusually requiresan activeforcibleapproach whichistypical of men.
16. It is preferable to have aman in a high level position rather than a woman.
Power Distance
17. Managers should make most decisions without consulting subordinates.
18. It isfrequently necessary for amanager to use authority and power when dealing with subordinates.
19. Managers should seldom ask for the opinions of employees.

20. Managers should avoid off-the-job social contacts with employees.
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21. Employees should not disagree with management decisions.
22. Managers should not delegate important tasks to employees.
Confucian Dynamism

23. Managers must be persistent to accomplish objectives.

24, There is a hierarchy to on-the-job relationships and it should be observed.
25. A good manager knows how to economize.

26. It isimportant to have conscience in business.

27. Personal stability is not critical to success in business.

28. Respect for tradition hampers performance.

29. The exchange for favors and gifts is not necessary to excel.

30. Upholding one's personal image makes little difference in goal achievement.

Note: Individualism/collectivism, uncertainty avoidance, masculinity and power distance scales were developed by
Dorfman and Howell (1988); the Confucian Dynamism scale was devel oped by Robertson and Hoffman (1999).

Overall CFA results supported convergent and discriminant validity of the Dorfman and
Howell (1988) scales. As expected, the null model specifying no relationships among construct
indicatorswasthe poorest-fitting model; corresponding fit indexeswere much worse than for the next
most restricted model alowingitemsto load on onegenera factor (Table2). Theoblique, two-factor
model, whichforced individualism/collectivism and uncertainty avoidanceitemsto load on onefactor
and power distance and masculinity items on a second, fit the data considerably better than the one-
factor model. This was evidenced by highly significant decrements in chi-square and marked
improvements in GFI, CFI, and RSMR. Still better fit was obtained using the three-factor model,
allowing power-distance and masculinity to load on their own separate factors. The four-factor
theoretical modd fit the databest of al, providing an additional substantial and statistically significant
drop in chi-square over that for the three-factor model. Fit indexes aso showed marked
improvements (ACFI = .05, ANNFI = .06). The final four-factor model was the only model to
exceed the .90 threshold widely considered indicative of good fit for CFl and NNFI indexes. RMSR
was also below the .08 level considered representative of adequatefit for the four-factor model only.

Table 2
Comparison of Measurement Models
Model Comparisons Ch. Sq. df Change CFI NNFI RMSR
Ch. Sq.
Dorfman and Howell (1998) Scales

Null Model 2827.10 231 - - -
One general factor 1167.59 209 1659.51* .63 .59 A1
Two correlated factors 708.66 208 458.93* .81 .79 A2
Three correlated factors 518.53 206 190.13* .88 .87 .090

Four correlated factors 366.77 203 151.76*
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Robertson and Hoffman (1999) Scale

Null mode! 359.78 28 -- -- --
One general factor 59.54 20 300.24* .88 .83 .066
Two correlated factors 27.26 19 32.28* .98 .96 .053
Four correlated factors 17.92 14 9.34 .99 .98 .036
*p<.01

Note:  Changein Ch. Sg.= change in chi-sguare relative to chi-square for the preceding model; NNFI= normed fit
index; CFl = comparative fit index; RMSR = root mean square index.

As an additional test of discriminant validity among the four Hofstede variables, phi
coefficients linking al possible pairs of the original cultural dimension constructs were successively
constrained to 1.0 (Anderson & Gerbing, 1988; Bagozzi & Yi, 1988). In other words, al possible
pairsof thefour latent constructs wereforced to perfectly correl ate with each other. Each successive
pairing caused astatistically significant worsening of fit interms of chi square aswell asaworsening
of fit indexes (ACFI, ANNFI = .04-.06).

CFA tests of the Confucian Dynamism scale (Robertson & Hoffman, 1999) did not support
the theorized one dimension (Table 2). The two subdimensions implied by Hofstede and Bond
(1988), past and present-related values and future-related values, corresponded to marked
improvementsin fit statistics (ACFI = .10, ANNFI = .13) and to asignificant decreasein chi-square.
Factor loadings for this model are shown in Table 4. The model representing the four-dimensional
factor structure suggested inthe principal componentsanaysiscorrespondedto avery dight increase
in fit statistics (ACFI, ANNFI =.01-.02) and to anon-significant decrease in chi-square. Thus, not
only isthe four-factor model isless parsimonious than the two-factor mode, it does not fit the data
significantly better.

DISCUSSION

Results suggest that the Dorfman and Howell (1988) scales do a good job of measuring
cultural dimensions at the individual level. Fit statistics for the theorized four-factor measurement
model were very good, easily exceeding the .90 threshold associated with closefit (Table 2). Close
model-to-data fit supports convergent validity and discriminant validity. Were intra-scale item
correlations generally weak, then fit indexes would be much lower than obtained levels. Likewise,
wereinter-scaleitem correl ations sufficiently strong, i.e. itemsdid not di stingui sh between constructs,
fit indexeswould a so reflect thisand be much lower. Indeed, measurement model s which combined
itemstoformfewer factors had much poorer correspondence to thedata.  One shortcoming for the
scales suggested in the Dorfman and Howell (1988) study was confirmed in this study, namely a
margina alpha coefficient (.55) for the power distance scale. It isnot clear why this should be the
caseinthat itemsappear to possess reasonable content validity and the principa componentsanaysis
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showed scalesto beunidimensiona. Theseresultsmay be data-specific since Robertson and Hoffman
(1999) reported a much higher aphafor this scale (.85).

Overdl support for the scalesin thisstudy should encourage more studiesrelating Hof stede's
cultural dimensionsto individual and company level organizational phenomenasuch as job attitudes
(e.g. commitment, job satisfaction, organizational citizenship behavior) and job behavior (e.g. job
performance and turnover). Such information would appear highly beneficial to organizations who
employ workersin number of countriesin clarifying the links between culture and important business
outcomes. Thisarea of inquiry has as of yet hardly been explored.

Resultsregarding the Confucian Dynamism scaleweremixed. The principa componentsand
CFA evidence for the multidimensionality of the scale appearsto be strong. If the scaleiscomprised
of multipledimensions, then averaging itemsto form one scale score that isthen correlated with other
variables seems unwise because estimates of such relationships are likely to be biased. Indeed, we
seeno strong rationalefor expectingitemswithin the scale to hang together sinceitems, ontheir face,
reflect values that appear to have little in common other than their Confucian origin. The alphafor
thisscale (.42) was, not surprisingly, quite low. The advisability of using oneitem to tap each of the
eight somewhat disparate values a so appears questionable. One remedy for this problem may be to
generate a larger pool of items, with severa items assessing each vaue. Items could then be
winnowed until subscales measuring specific Confucian cultural value dimensions were obtained.

Factor Loadings from Confirmatory Factor ;r?zlyesii of Dorfman and Howell (1988) Four-Factor
M easurement Model
Item Factor 1 Factor 2 Factor 3 Factor 4
Individualism/Collectivism | Masculinity Power Distance Uncertainty Avoidance
1. I1C1 .69
2. 1C2 .76
3. 1C3 .55
4. IC4 712
5. 1C5 74
6. 1C6 74
7. MASC1 .82
8. MASC2 .89
9. MASC3 .82
10. MASC4 .87
11. MASC5 91
12. POWER1 .63
13. POWER2 .58
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14. POWER3 74
15. POWER4 .67
16. POWERS .84
17. POWERG .79
18. UNCERT1 a7
19. UNCERT2 .79
20. UNCERT3 .87
21. UNCERT4 .92
22. UNCERT5 94

Note:  Theitem designations above correspond to the item list for original scales given in the Table 1. Factors
1 and 2 correlated .74; Factors 1 and 3 correlated .77; Factors 1 and 4 correlated .59; Factors 2 and 3
correlated .61; Factors 2 and 4 correlated .42; Factors 3 and 4 correlated .71. Scale apha coefficients
are asfollows: .70 for individualism/collectivism, 89 for masculinity, .55 for power distance, and .89 for

uncertainty avoidance.

Onethread of commonality inthe Confucian items, suggested by Hofstede and Bond (1988),
is the past/present aspect of items 23-26 and future nature of items 27-30. Indeed, current results
suggest that treating the Robertson and Hoffman (1999) scale as two-dimensional with past/present
and future-related values components may be tenable in that fit statistics for this model were quite
good. The four-factor model offered no significant gain in data-to-model fit and was also less
parsmonious. Thus, current data suggest that discriminant and convergent validity for atwo factor
model of Confucian Dynamismissupportable using the Robertson and Hoffman (1999) scale. Future
studies may well employ thisscale astwo-dimensional but should beexplicit about the dimensiondity
of the scale.

Factor Loadings from Confirmatory Factor Anal;/rsts)loefdlf?obertson and Hoffman (1999) Using Two-Factor
M easurement M odel
Item Factor 1 Factor 2
Present/Past-Related Values Future-Related Values
1. CONFDYN1 .65
2. CONFDYN2 .69
3. CONFDYN3 .79
5. CONFDY N4 .52
6. CONFDY N5 72
7. CONFDYNG6 49
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8. CONFDYN7 .48
9. CONFDYN8 .76

Note:  Theitem designations above correspond to the item list for original scales given in the Table 1. Factors
1 and 2 correlated .68. All factor loadings corresponded to t-values of 5.82 or higher.

There remainsthe possibility, however, that the two-factor structure workswell not because
of theoretical commonal ity among subscal eitems, but because of the different nature of wording used
inthe two sets of items. Scrutiny of scale itemsrevealsthat for items 23-26, respondents are asked
whether they agree that a given value is good, while in items 27-3- respondents are asked to agree
that a given valueisbad. Such differences in wording have been shown to give rise to artifactual
factors when assessing scale properties (e.g. Shriesheim, 1989).

A limitation of this study may beits use of asample consisting entirely of Americans. To our
knowledge, the Confucian Dynamism scale has not been yet been tested with respondents from other
cultures, and samplesfrom other cultureswill be necessary to build confidenceinthe scalesreliability
inother partsof theworld. The Dorfman and Howell scales, however, wereoriginally developed and
tested with entirely non-American respondents, so that the addition of the current American sample
increases the confidence that the measures can reliably measure these constructs across cultures. In
addition, the testing of an English language scale devel oped by English-speaking researchers with a
sample of native English speakersis particularly helpful. Thisis because trandation of scales with
English language origin often leadsto adrop inrdiability and scaleintegrity (e.g. Jong-Wook, Price,
& Muédller). Inother words, if the scale does not even hold up under conditionsinvolving American
respondents, thenit isdoubtful that it will do so upon tranglation, given the subtle meaning shiftsthat
are so difficult to avoid.
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ABSTRACT

Thispaper exploresthe nature of managerial commitment by focusing on two different types
of organizational changes, namely downsizing and quality improvement. These changes have
permeated in organi zations sincethe eighties and they ultimately share the same businessgoal ; they
aim to enhancing competitiveness. Our research has background in two main assumptions. First,
commitment has become an element of the dynamics of business strategy and change (Ghewamat
1991), and second, managerial commitment processesare not well under stood although managerial
commitment is commonly stressed in the organizational change literature. The literature seemsto
be quite consistent on the argument that therole of managersisacritical factor for the effectiveand
successful change management (see e.g. Kotter 1996). Thispaper drawsmainly ontheliteratureon
commitment. Findings from empirical, qualitative case study are classified in two types of
commitment. Empirical findings call into question the general assumption that managers are
committed professional s dedicating themsel ves to company goals and to large-scale changes. This
case study reveals that managerial commitment to change is a complex construct. Commitment is
a dynamic and multi-faceted concept rather than an either or phenomenon. The behavioral
conseguences of commitment may be different depending on several organization- and manager-
related factors. Commitment seemsto be contextual and it is shaped by dynamics specific to certain
cultural and social settings.

INTRODUCTION

Althoughtherecurrently isagrowing knowledge base of major organizational transformations
such asdownsizing and TQM in the organizational and management literature (e.g. Cameron 1994,
Deming 1989; Juran and Gryna 1988; Tomasko 1990) research on the commitment processes of
managers to these kind of changes seems to be rare. In the literature, a position-bound manageria
commitment to change is an assumption which has not been caled into question. It is assumed that
managersare loya professionals dedicating themsel vesto the company’ s goals. Asresearchers have
paid less attention to how managers occupy roles on different levels, more systematic knowledge is
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needed about thisissue. Research isneeded, in particular, to increase the understanding of the nature
of manageria commitment inthe context of change. We believe that the context of changeisfruitful
for exploring the topic and discovering new aspects of this phenomenon. As under conditions of
complexity and uncertainty traditional beliefs may be inadequate, the context of alarge-scale change
may, therefore, reveal new insightsinto the topic. In this paper, we explore the nature of manageria
commitment to organizational change, and the factors affecting commitment formation.

This paper is based on the Finnish case studies that €licit from practical actors the waysin
which they describe and understand the issues. The paper proceeds to refining and clarifying the
concepts and building theory. Case studies are exploratory in nature and, therefore useful in
establishing theoretical conceptualizations from the ground upwards.

THEORETICAL BACKGROUND

Our theoretical framework is mainly based on the literature on commitment. According to
Meyer and Allen (1997: 8), the meaning of commitment have two different directions. The first
involves efforts to describe that the nature of commitment that defines the relationship between an
individual and some object can vary. The second involves attemptsto distinguish among the objects
to which an individua becomes committed.

Mowday et al. (1982) report that thereisno agreement on the nature of commitment among
researchers. Rather, they tend to ascribe their own meaningsto the term. In addition, such concepts
asloyalty, alegiance, engagement and attachment are often used as synonyms of theterm. Meyer and
Allen (1997, dso Allen and Meyer 1990) suggest that commitment consists of three main elements:
affective, continuance, and normative. Affective commitment means an individua’s emotiona
attachment to and identification with an object. Continuance commitment refers to an awareness of
the costs related to leaving an organization. Normative commitment is a feeling of obligation to
continue employment. Porter et a. (1974) suggest that an individual’s identification with an object
is characterized by three factors: a strong belief in the organization’s goals, a willingness to exert
considerableeffort on behalf of the organi zation and adesire to maintain organizational membership.
The objects to which an individual becomes committed can differ. When we think that someone is
committed, we typically think that she/he is committed to something. For example, we can focuson
commitment to the organization, thejob, thetask, the career, the profession and so on. Theliterature
of organizationa behavior emphasizes the commitment to the organization. However, Reichers
(1985) argues that organizations comprise different constituencies, each with its own targets and
values. Commitment can be best understood asacollection of multiply commitments. Consequently,
conflict may exist among an individua’s commitments, and individuals may have different objects of
commitments. There is no consensus about the definition of commitment, but many writers would
probably agree on the following idea: commitment reflects the “psychologica bond* that ties an
individual to an object but that the nature of the bond can vary (cf. Meyer and Allen 1997).

In this paper, our interest is in the nature of commitment: the relationship or the
“psychological bond“ between a manager and a large-scale organizational change. Commitment
research is largely focused on the quantitative measurement of commitment. Consequently,
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individuas are easily understood as objects that are caused to behave or react by forces acting on
them. In this paper, both approaches are combined, and managerial commitment is explored by data
gathering on managers own perceptionsof their beliefsand actions concerning commitment. Instead
of understanding a manager as a “reactive object”, we are interested in the ways in which managers
view their attitudes and behavior.

METHOD

The research method of data-gathering is through taped, in-depth interviews. There are 24
interviews of top and middle managers. All interviews are transcribed. The managers represent
different business branches: severa industrial branchesin Finland, as well as services such as bank,
hotel and restaurant. The interview material was made sense by usin the following way. Wewent in
details through the material and separated from it instances which had relevant meanings from the
commitment perspective (Stake 1995: 75). The instances were named conceptually and listed. This
listing was further grouped into more general and abstract core themes. This process was repeated,
and findly the materia became condensed and formed into more conceptua (Lamsa 1998;
Savolainen 1997; 1994.) We present the empirica findingsin two conceptual types of commitment
as aresult of our interpretation.

EMPIRICAL FINDINGS

We have classfied the nature of managerial commitment to change in two types. reward-
based and trust-based commitment. Both types and factors affecting the formation of both of these
types of commitment formation are highlighted very shortly below.

Rewar d-based commitment refersto the advantages which managers believethey can gain by
committing. For example, a statement of a manager in a downsizing company highlights this as
follows:. “ Thisisawell-paidtask, | haveafamily and everything, but if afairy godmother would come
and say to me that there is a possibility to become a member of asmall company...there isa smdl
teamand ... Anyway, if somebody would pay mefivethousand more, | would leave”. Reward-based
commitment arises from the principle of personal utilities. The mainideaisthat managers commit to
change because they think it is important for themselves personally. The estimated advantages
associated with participating are higher compared to the losses. Consequently, the perspectiveto the
commitment isthat of an actor her-/himself: commitment to change is reflected through one’s own
personality. Thisrefers also to instrumentality. In other words, the interests of a firm are important
because through them some persona benefits can be achieved. If a manager is not committed to
changethereisawaysarisk that benefits may belost. The “psychological bond” that ties amanager
to organizational changeistheintent to gain persona benefits. Managerslargely think therelationship
inacalculative way, and rational prediction seemsto be an important part of it. Commitment islike
“a commodity”. It occurs when attitudes and behavior are adopted to gain specific rewards
personally, and the possibility to gain rewards requires one’s own charge.
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The factors which underlie the reward-based commitment formation are the following:
economic advantages, status and social benefits, and interesting content of a task. They can be
materialy, socially or psychologically rewarding. If managers evaluate that they need some of the
factors and the situation of a change satisfies the need, they seem to prefer committing to change to
quitting. Consequently, by trying to control the factors an organization may influence upon thistype
of commitment in practice.

Trust-based commitment refers to the perspective of other than self in commitment
formation. Thefollowing statement of atop manager from the company undergoing the process of
quality improvement highlightsthisasfollows:. “1t istop management’ sduty to beresponsiblefor the
success and survival of a firm ... without committing to change this company would loose her
competitive ability and, asaconsequence, our peoplewould not have work anymore*. Instead of the
intent to gain personal benefits, trust-based commitment iscreated through emotional and val ue-laden
bonds between a manager and an object, i.e. the organization. The ideais that managers commit to
change because they think it is valuable and emotionally important as such. It isconceivable that the
elements of emotionality and morality of commitment are embedded within trust (cf. Wicks et al.
1999). Commitment is not important for personal reasons but for reasons which are outside the saif.
It seemsto arisein socia relations between people, and/or as a managerid belief of the good intent
of change. A recognition of communal perspective instead of individua one is in focus. The
emotional and value-laden aspect of commitment seems to enable managers to move beyond a
rational prediction to the direction of faith and reliance. Some kind of dependence on other people
also seems to be relevant.

The factors which underlie the trust-based commitment formation are the following: feeling
of being competent, feeling of safety and caring, possibility to participate in common val ue-setting,
consistency, integrity and openness in interaction, fairness of social procedures, congruence in the
values of a manager and the intent of change, and the image of an organization. As a whole, trust-
based commitment formation implies managers reliance on other persons, especialy peers or
supervisors, good intent of change, and afair process in a change implementation.

DISCUSSION AND CONCLUSIONS

Our findings call into question the general assumption that managers are committed
professional s dedicating themselvesto company goalssuch asalarge-scale change. According to the
findings from this study, managerid commitment is a complex construct, and its behavioral
consequences may aso be different depending on several factorsthat are related to the organization
and to persona aspects. Commitment is a dynamic and complex concept rather than an either or
phenomenon. It seemsto be contextual, and it is shaped by dynamics specific to certain cultural and
socia settings. Therefore, commitment can not be easily or rationally controlled by an organization.
These findings suggest that the commitment of middle managers, in particular, may be acomplicated
issue. Their commitment to change can sometimesbe questioned. The context of alarge-scale change
may be critical especidly in the sense of eroding commitment, and there can be arisk that a manager
leaves the company. To conclude, the commitment of managers is not as sdlf-evident as the
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commitment literature seemsto assume. Literature and research should not only pay attention to the
commitment of employees -- the perspective which traditionally has been in focus -- but that of
managers, too. This seems to be especially essential when it is aquestion of professional managers
who are not in the position of ownership.

The general assumption in the commitment literature suggests that people need material,
social or psychologica incentives and rewards which motivate them to identify with an organization.
Although we see rewards as an important part of commitment formation, we suggest that using
rewards is not a sufficient base for commitment formation. Rewards are meant to satisfy the needs
of individuas, and one can never know all those needs. Therefore, we propose that much more
emphasis than in prior research should be put on studying trust-based managerial commitment
formation and factors affecting it. Trust has been insufficiently discussed and examined in the
commitment literature although more attention has been paid lately to this concept in manageria and
organi zational research (e.g. Dobson and White 1995; Hosmer 1995; Wick et al. 1999). For example,
Dobson and White (1995: 474) argue that trust is amorally desirable phenomenon in and between
organizations, and that it can be afeasible implicit contractual mechanism among partners (see also
Hosmer 1995). This study has explored the concept of trust as a type of commitment and shown
empiricaly what factors may be relevant in commitment formation. However, further research is
needed to investigate this phenomenon more thoroughly.

As stated above, the nature of managerial commitment can be different depending on severa
factors. We propose that managers commitment to change can reflect varying combinations of the
two types of commitments presented in this study: reward- and trust-based commitments. It can be
concluded that both types of commitments are needed to achieve “realistic and good* commitment.
Reward-based commitment isimportant becauseit may help amanager to berealistic, and not relying
on the organization blindly. However, in its extreme form it may lead to opportunism and greed.
However, it hardly provides a complete understanding of commitment on its own. Trust-based
commitment is also needed for the following reasons. First, it may help a manager to avoid
opportunism which in turn may have negative effects on the organization. Second, it may have a
positive influence on the organization for economic reasons. Third, it can be an emotional and mora
gluethat bindsindividualsto an organization and tasks. Therefore, creating trust-based rel ationships
can beasuccessful meansto achieveorgani zational goals, for example, good atmosphere and positive
image. But good human communities are not only a means for other goals. They are goals as such,
and we suggest that trust may play an important role in them. However, relying alone on trust-based
commitment may lead to naivety. That iswhy it is proposed here that the “sensible’ combination of
the two types of commitments presented above is needed.
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ABSTRACT

Snce the emergence of womenin theworkfor ce, controversiesover pay equity and treatment
in the workplace have ensued. In more recent years, the efforts of the pay equity movement have
brought theissues of compar able worth and gender -based wage discriminationto light. Despitethe
growing concer ns, many companies are still dow to accept the reality of comparable worth issues
within their organizations. Corporate restructuring, especially when dealing with pay scales, can
be along and tedious process at best. Without strong backing from upper-management, the issue
of gender-based wage discrimination can become a moot issue. To ensure that the issue of
comparable worth is addressed within an organization, all levels of a firmmust take an activerole
in becoming knowl edgeabl e about the problemswith compar able worth aswell asany court rulings
surrounding this ever-growing dilemma.

INTRODUCTION

Perhaps the most confusing aspect of comparableworth iswhat actually defines gender wage
discrimination. Comparable worth, also known as pay equity, is not to be confused with “equal pay
for equal work,” whichisthelaw of theland. Equal pay for comparable work isan entirely different
subject. Equal pay for equal work requires that a woman be paid the same as a man, or another
woman, who is doing exactly the same job. Comparable worth, by contrast, focuses on paying an
entire profession or occupation the same amount, which is determined by some outside authority to
be of the same “worth” or value to an employer. Theideaisthat individua workers who perform
jobs of substantially comparable valueto their employer should be paid smilar wages. For instance,
if the work done by an accountant is deemed to be asvaluableto an employer asthat done by atypist,
the law would require the two employees to earn the same wage.

Hattiangadi and Shaffer (1999) define comparable worth as the notion that the "value" of a
jobto an employer or to society can be objectively measured, and dissmilar jobs can be ranked based
ontheir calculated value. Comparable worth proponents believethat pay for afemale-dominated job
should rise if it is evaluated to be “as valuable as’ a higher-paid, male-dominated job. Unlike the
equal pay for equal work doctrine, comparableworth proponentsbeievethe standard should beequal
pay for work of equal value. They believe women are “forced” into low-wage industries and
occupations, which depresstheir wages, despite the fact that thisisillega under Title V11 of the Civil
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Rights Act (Scheibel, 1989). Whether industry and occupation is aforced decision or isactualy a
choicefor womenisthe subject of considerable debate. Hattiangadi and Shaffer (1999) indicated that
it seems unlikely in today’ s environment where women are becoming doctors and managers, that
discrimination dictates occupational choice. Infact, some evidence suggeststhat women may choose
certain occupations because they offer more flexibility and lower penalties for workforce absences.

The objectives of thisinvestigation are to: define comparable worth and offer a perspective
of the problem, to analyze current and future stati stics aswell asfactors contributing to gender-based
wage discrimination, and to offer solutionsto comparable worth based on current company policies
implemented acrossthe nation. The purpose of this paper isto develop the reader’ s understanding
of comparableworth and how it affects women and minorities. Analysisof current trendsin gender-
based discrimination and factors leading to thisbiaswill allow individual sand companiesto recognize
and define potential problems within an organization. In addition, solutions based on plans
implemented by companieswill be addressed. The datagathered in this study came exclusively from
secondary sources. The sources were limited to journal articles and books dated from the 1980s to
the present.

WOMEN IN THE WORK FORCE

The past century has seen enormous change in the woman’s place in the world. From the
suffrage movement of the 1920s, to the influx of women workers in the 1970s and 1980s, women
havefaced opposition from society aswell astheworkplace. Government policieswereimplemented
to bear the brunt of prejudices. However, women and minorities seemed to have failed in other
aspects. Affirmative action may have aided many women and minorities in landing jobs, however,
the business world failed to improve attitudes and prejudices of the predominantly white-malefields
to which women and minorities were now a part. Aswomen began climbing the corporate ladder,
the glass ceilings of big business continued to prevent many able women from ever succeeding and
moving up in acompany. Much has been done to try to break the glass ceilings, but remnants till
remain in many traditionally male dominated fields (Reichenberg, 1986).

Perhaps the most disheartening problem faced by women today is that, on the average,
employed women receive less pay than employed men. Based on 1990 U.S. Census Bureau figures,
the average median yearly earnings for full-time women workers was only 71% of the comparable
men’s figures (U.S. Department of Labor’'s Women's Bureau, 1997). This, of course, does not
necessarily mean women are being treated inequitably or unethicaly, it could merely reflect
differencesin the types of jobs held by women and men. But it most likely does not. Significant pay
differentials still exist within job categories, aswell as across them. For example, based on the same
1990 figures, women’ s earnings as a percent of men’s within job categories included the following:
66% for service workers, machine operators, assemblers, and inspectors; 65% for transportation
workers; 64% for executives and managers; and 57% for sales. While other gaps are somewhat
smaller, they exist for virtualy every category of job. The gender gap, in what are considered the
prime earning years of 35-44, is even larger. Across al full-time workers in that age category,
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women's pay is equal to only 69 percent of men's (U.S. Department of Labor’s Women's Bureau,
1997).

Should public and private employers restructure their wage scales, at some costs to
themsalves and possibly to society at large, in order to achieve just compensation based on the
comparable worth doctrine? Schuler (1989) reports that the statistics addressing the levels at which
women and minorities are paid clearly demonstrate inequity. That is, female and minority worker
occupations tend to garner wages and salaries that are consistently lower than in those occupations
that are dominated by male workers. Moreover, for those women and minorities that do somehow
gain entrance to those occupations dominated by males, there is the tendency to earn less on the
average than their male counterparts.

The issue here is whether true worth can be established for jobs by workers who perform
comparable duties; that is, can comparable worth become ingrained in public sector personnel
practices? The concept of comparable worth, while fairly recent, fails to have a consensus for a
universally-accepted definition. In fact, there continues to exist substantive controversy regarding
the true meaning of this concept. Abbasi, Murrey, and Hollman (1996) suggest that comparable
worth:

...\ngeneral, itisamethod of solving the problem of gender-based wage disparities; itscentral
premiseisthat every job has worth to the employer or to society that can be measured and
assigned anumerical valueusing a‘worth point’ system based on skills, effort, responsibility,
and working conditions. Each job could then be remunerated at the same rate as other jobs
with the same numerical value - there would be equal pay for comparable worth.

Not only isthe current system unjust to women, but it al so imposes significant costs on society. For
instance, the knowledge that these wage discrepancies exist can lead to resentment, poor job
performance, tension, and conflict between the sexes. In addition, these wage discrepancies result in
several unfortunate consequences for both the workers and society. For one thing, many men and
women who are motivated by high salary potential rather than genuineinterest or aptitude now enter
professions for which they are ill-suited. Such misplaced incentives frequently lead to job
dissatisfaction and poor job performance.

Furthermore, depressed wages in fields such as child-care and elementary education lead to
less qualified people entering these jobs, and to personnel shortagesin fieldsthat are essential to our
society’ sfuture. Given that the comparable worth issueisfar from being resolved, it continuesto be
the basis of controversy.
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COMPARABLE WORTH AS A BARGAINING TOOL

Schuler, Beutell, and Y oungblood (1989) found that although the comparable worth issue
appearsto be “dead” in the courts, it is not, in that:

...proponents continue to look for the “right” case to either establish the validity of the
comparable worth theory under Title VII or to strong-arm a negotiated settlement. In
addition, one should expect to see a continued increase in comparable worth demands at the
bargaining table. Bargaining isafar less costly avenue than litigation and one where the tools
of politicsand power at dl levels are more efficiently and effectively displayed and deployed.

The politics between groups within the work-place continue to be controversial, particularly
with regard to the issue of bargaining for comparable worth. That is, management and unions
confront many similar obstacles, and they share many of the same goals in attempting to resolve
common labor problems, foremost of which is compensation (Schuler, 1984). The question arises
whether comparableworth should be abargaining process. Withthetraditional format for addressing
and resolving problems that arise in the labor-management relationship, the bargaining table may be
the natural placeto begin the resolution of such problems. Wage and salary schedulesthat have been
negotiated over the years, are not the product of unilateral imposition, but rather, the product of
bilateral agreement between labor and management. These parties are uniquely qualified to address
issues relative to wage and salary structures. Thus, bargaining over the comparable worth issue for
these parties constitutes nothing more than a continuation of bargaining over the relative worth of
certain jobs (Schuler, 1984).

According to Shuler (1984) by engaging in the bargaining process, both unions and
management can locally control the result and avoid the uncertainty and expense of litigation.
Furthermore, collective bargaining is a process that the parties can use to their mutual advantage.
All of the strategiesthat apply to normal bargaining must aso be considered when comparable worth
isat issue.

Further Schuler (1984) notesthat the issue, which must be addressed when comparableworth
israised at the bargaining table, is whether management must bargain over thisissue. This depends
on the context in which theissueisraised. The approach to bargaining on comparable worth may
vary, depending on the labor union. Considering that union requests may include ageneral increase
for agroup of employees the results could be too detrimenta to other employees. In addition, the
language used throughout negotiations must evince a more genera commitment on the part of the
employer and the union not to discriminate on the basis of many factors, including sex. A
determination of whether aparticular comparableworth proposal isamandatory subject of bargaining
ultimately requires an examination of the particular language at issue.
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Given that comparable worth adjustments are normally wage and/or saary related, it is
arguable that they are mandatory subjects of bargaining. The anaysis may be more difficult where
the language proposed is very general or where the union that proposes a study could be
commissioned to evaluate the employer’s work-force.

When the analysis of aproposal indicatesthat it isamandatory subject of bargaining, the duty
to bargainwill arise. Shuler, Beutell, and Y oungblood (1989) note that the duty to bargain, however,
does not compel either party to make a concession but, rather, compels them to negotiate over the
issue.

OPPONENTS OF COMPARABLE WORTH

Opponents of comparable worth dispute the clam that the current wage system is unfair.
According to those opposing comparableworth, women arefreeto choose whatever work they wish.
They maintain that the pay differences among jobs are not the result of discrimination, but of market
forces, especially the excessive demand among women for certain kinds of work. Moreover, they
say, the dignificance of these wage discrepancies is greatly exaggerated, since numerous
nondiscriminatory factors affect the wage differential. Many women, they argue, have entered the
work force much more recently than men, so their wages are typically lower. Women also tend to
have less continuity in their jobs because of maternity leave and child rearing responsibilities, which
again causes a differential in wages (Thompson, 1996).

Additionally, opponents believe that when the rhetoric is stripped away, comparable worth
constitutes a tinkering with one of the basic laws of our economy — the law of supply and demand.
If wage rates are artificially created without regard to supply and demand, there would be a serious
disruption of our economy, which among other results, could mean an end to collective bargaining
between employers and labor organizations representing employees. Artificially high wage rates
create inequities in pay among many employees (Thompson, 1996). The legidative or judicia
imposition of comparableworth would have exactly the opposite effect from what itsproponentsnow
clam. Such imposition, in al likelihood, would ingtitutionalize "female jobs' and "male jobs." The
increased mobility of womeninto higher paying jobs, through voluntary effortsand through vigorous
enforcement of TitleVII Civil RightsAct of 1964, the Equal Pay Act of 1963, the Elliott-Larsen Civil
Rights Act, and the Michigan Handicappers Civil Rights Act, and local anti-discrimination lawvswill
achieve the results sought by proponents of comparable worth without drastically upsetting the
economy. Reliance upon the unknown and, to many experts, unknowable concept of comparable
worth would indl likelihood |ead to the reduction of emphasisand enforcement of the present means
by which women are steadily moving into previousy male-dominated jobs (Scheibel, 1988).

Hattiangadi and Shaffer (1999) note that men traditionally have invested more into their
careers in terms of education and training so that they are able to compete more effectively than
women for higher paying jobs. Opponents of comparable worth believe it would significantly hurt
women workers -- the very people it tries to help. Pay would rise for incumbent workers, but the
increased cost to employers would reduce employment opportunities for women and might lead to
increased outsourcing or the provision of fewer benefits. Opponents also believe raising pay for
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female-dominated occupations could reduceincentivesto pursue non-traditional careers. Andif pay
rose for an occupation while employer demand remains constant, too many individuals will pursue
the occupation -- leading to mis-allocated labor and economic inefficiency.

Findly, it iseasy to think of instances where the implementation of comparable worth would
be inherently "unfair”. If two mae dominated jobs are paid differently, but are valued to be equd, is
it "fair" not to raise pay for the lower-paid occupation merely because it is dominated by men? Isit
"fair" to valuejobs once every fiveyears, or should it be done more often?Isit "fair" to stop making
wage ad] ustments when an occupation shiftsfrom being female-dominated to gender-neutral ? Inthe
end, opponents of comparableworth believethat it ssemsunlikely that comparable worth would lead
to a more "equa" pay distribution as proponents suggest. Rather, it would represent a costly,
arbitrary, and ultimately ineffective market intervention. Opponents believe that comparable worth
legidation, whereby some government entity would impose its own measurement on the value of
dissmilar jobs, would result inaconfused set of ever-changing government standards and prolonged
litigation for devising empl oyer-compensation practices (Thompson, 1996). Employersmust be able
to take into account market influences and the worth of particular jobs to their own companies.

FACTORS CONTRIBUTING TO BIASIN THE WORKPLACE

Schuler, Beutell and Y oungblood (1989) report that there is another political variable that
deserves attention relative to the comparable worth dilemma. That is, women and minoritiestend to
be discriminated against when compared to their male counterparts regarding wage and salary
schedules. Scheibel, (1988) noted that no one questions the fact that women and minorities earn, on
the average, less than two-thirds of what men earn. Also, it isindisputable that there has been little
progress in eliminating this disparity over the past 20 years..

There are severa relevant notables for women and minority workers. First, they make up a
larger part of the part-time work-force than do their male counterparts, particularly in seasonal or
casual work. Thistrend appears to be escalating, in that the number of these workers in part-time
employment hasmorethan doubled within the past decade. Further, with the growth of flexiblework
schedules, job sharing, etc., this trend will continue to escalate. Second, these workers are more
likely to take jobsthat have easy entrance and exit pointsthan aretheir male counterparts. They leave
the work-force more often than do their male counterparts which result in their salability decreasing.
For women, it is estimated that they spend on average less than haf of their working lives actually
employed outside the home, due to child-bearing and rearing aswell as care-taking of elderly parents
or significant others. Third, women and minority workersmay earn|essbecause of their occupational
choices. Given that women, in particular, select traditional “female-held” jobs (e.g., teaching,
nursing, clerical and service work), this wage and salary disparity will continue. Minority workers
tend to select those jobs having little upward mobility, due to inadequate educational preparation,
poor or absent career counseling, and the effects of racism and other formsof discrimination. Fourth,
these workers may receive lower wages and salaries because they tend to defer to the choices of
othersfor career pursuit. Thisisparticularly the case for women, who defer to their husbands. Fifth,
these Workers may earn less than their mae counterparts because of inadequate educational
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preparation. Last, lower wages and salaries for these workers may be areflection of their tendency
to select occupations having less hazardous working conditions, which would suggest a marked
differentiad (Deavers & Hattiangadi, 1999). Mulcahy and Anderson (1986) provided an example of
this by saying that jobs that are indoors and that have more pleasant surroundings prove to be safer
than, for instance those consisting of construction workers, telephone repairers, and tree surgeons.
To these, nurses add that “ Even when female jobs are judge to be equal to or of greater worth than
maejobs, such jobsoften pay less because of employer reliance on commonly biased market factors.
Stedl and Lovrich ( 1987) bdieve that the politicization of the comparable worth issue spans dll
workers and all states, particularly from a public personnel perspective.

THE FUTURE OF COMPARABLE WORTH

Despite the seemingly slow progress of current attitudes and legidation, the issue of
comparable worth has come along way since its controversial beginning. The change of attitudes
over time as well as the predicted outcome of comparable worth in the future is discussed. In
addition, preventative measures which although may only offer partial solutionsare outlined aswell.

Current and Future Status

Inthe U.S. inthelast ten years, atrend toward comparableworth programs has been evident.
The issue has been debated in state and local legidatures, integrated into collective bargaining
agreements, and tested in the courts. City employees in Chicago, San Francisco, and San Jose, and
state employees in Michigan and New York, among others, have successfully negotiated pay
adjustments for predominately femalejob categories. The private sector has been more resistant to
comparable worth adjustments, but in at least one case involving comparable worth claims, the
Sumitomo Corporation of America settled along-standing dispute over pay inequities in jobs filled
mostly by women by putting a comparable worth program into place (Siegel 1989).

Siegd (1989) reported that comparable worth was clearly a public policy issuefor the 1980s
and will continue to be so during the 1990’s, as questions of job value as determined by job
evaluation criteriacometo thefore. Thelatter are viewed as both partial solution and problem. That
is, the main criticism of job evaluation systems found by Treiman in the 1979 National Academy of
Sciences, were problems of the choice of factors and factor weights, the ultimate subjectivity of
judgments, and the use of different job evaluation plans for different segments of an organization's
work-force. Further, 40% of the difference between equally valued male and female dominated jobs
(intermsof job eval uation factorsand wei ghts) appearsto beattributableto differencesinwork-force
experienceand on-the-job training and, morefundamentally, attributableto motherhood. Asa resullt,
job evaluation systems and the market-val uation of occupations appear to have institutionalized the
under-evaluation of female dominated jobs.

Those factors which should mitigate this situation in the evolving future are: interest in the
issue by labor unions and collective bargaining on the issue; awareness and identification of biasin
job evaluation criteria and weights; legidation; civil rights enforcement; the aggressive pursuit of
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male-dominated jobs by career-oriented women and minorities, changing cultura values on the
economic and socia role of women and minorities; and, institutional supports, such as convenient
accessto child-carefacilities. Golpher (1983) noted that a successful comparable worth lawsuit will
be expensive and difficult to prove, which will invariably result in fewer such cases being pursued in
the future. To infer, however, that comparable worth cases will no longer be pursued is untrue.
Thompson (1996) noted that while the Ninth Circuit Court has effectively foreclosed future
comparable worth actions, the Fifth Circuit and D.C. Circuit Courts appear more than willing to
consider discrimination casesthat are based on theories compatible with comparable worth. Thus,
plaintiffs who can establish prima facie cases having gross statistical disparity can shift the burden

In recent months, the Clinton administration and the AFL-CIO have resurrected the gender
pay gap issue. The labor federation recently launched a " pay equity” campaign with a push for new
legidation in 22 states and President Clinton has proposed a $14 million equal pay initiative which
would toughen enforcement of the Equal Pay Act (EPA) and TitleVII andincreaseviolator penalties.
Bothinitiativesareframed asattackson workpl ace discrimination agai nst women, which these parties
clamisthe primary cause of the more than 25 percent gender pay gap. President Clinton has made
frequent referencesto workplace discrimination and the "gender pay gap." And AFL-CIO president
John Sweeney has stated that: " No issue touches more working familiesor ismoreimportant to their
living standards than equal pay." Deavers and Hattiangadi (1999) noted that an assessment of the
"equity" of compensation intoday's labor market requires, however, a careful examination of trends
inwages and compensation and the economic, legal, and institutional determinants of compensation.
Certainly, equal pay isaconcernto everyone. But U.S. equal opportunity lawsprohibit discrimination
in pay and work assignment and mandate "equal pay for equal work."

In today’s world, even ambitious women still have a struggle to win the opportunity of
proving their equality to men. The Harvard Business School, in a recent survey of 1,000
businessmen, found that 41% viewed women executives with undisguised misgivings. The business
world needs to modify its attitudes toward women if it isto appeal more effectively to the young
adults. Sincethe dayswhen women won the right to vote, we have been hearing about the “equality
of the sexes,” but it did not immediately follow in al fields. Among young adults, equality has now
arrived in many areas. Some of their hair and clothing styles provide superficial indications of the
new equality, but it liesdeeper than this, likethe social acceptance of theworking wife, theincreasing
roleof thefather inchild-care, and the entrance of womeninto several previoudy al-maeeducational
ingtitutions. Proportionately more women work today than a decade ago, and the percentages will
increase still more in the years ahead. Even more significantly, women want job equality with men
to an extent greater than ever before. But, aside from the ethical, social, and legidative pressuresto
achievegreater employment equality for women, the many employment prejudicesagainst them make
little sense from a business viewpoint. The bias does not exist to the same extent in education and
government. Consequently, businesses are losing many promising young adults smply because of
outmoded attitudes (Gardner & Daniel, 1998).

Proportionately morewomenwork today than adecade ago, and the percentageswill increase
still moreintheyearsahead. Even more significantly, women want job equality with men to an extent
greater than ever before. But, aside from the ethical, social, and legidative pressures to achieve
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greater employment equality for women, the many employment prejudices against them make little
sense from a business viewpoint. The bias does not exist to the same extent in education and
government. Consequently, businesses are losing many promising young adults smply because of
outmoded attitudes.

What role will women play in the labor force of the 21st century? According to the 1997
Labor Bureau, of the 26 million net increase in the civilian labor force between 1990 and 2005,
women will account for 15 million or 62 percent of net growth. In 1990 women were 45 percent of
the labor force and will become 47 percent of the civilian labor force in 2005. In 1970 and 1980,
women's share of the labor force was only 38 percent and 42 percent, respectively. Projections for
the period 1990-2005 indicate that menwill leavethelabor forcein greater numbersthan women--by
more than 4 million. Men will, however, continue to remain the mgor segment of labor force
participants.

Femalelabor force participation in dl racia groups will rise during the period between 1990
and 2005. Women of Hispanic and Asian origin will have the fastest growth--both at 80 percent. Net
labor force growth for al women between 1990 and 2005 is projected to be 26 percent. Black
women'slabor force growth of 34 percent will also exceed the average for al women. Whitewomen
will remain the dominant female participants, but their labor force growth of 23 percent will be the
lowest among all female groups (U.S. Department of Labor’s Women’s Bureau, 1997).

L abor force participation rates--the percentage of persons of working age who are actually
working or looking for work--are a so expected to rise for women, while those of men will continue
to decline dowly. Participation rates for both white and black women are expected to exceed 60
percent, but for the first time, during the decade at the turn of the century, white women's
participation rate (63.5 percent) is projected to exceed that of black women (61.7 percent). The
projected rate for women of Hispanic origin will be 58.0 percent in 2005, up from 53.0 percent in
1990. During this same period, the enormous risein labor force participation for Asian women will
result in a projected participation rate of 58.9 percent-just sightly above that of Hispanic women
(U.S. Census Bureau, 1997).

Of the 106 million women aged 16 and over in the United Statesin 1998, 64 million werein
the civilian labor force-working or looking for work. Six out of every ten women age 16 and
over-59.8 percent—were labor force participants in 1998. For women between the ages of 20-54,
nearly three out of four were labor force participants. Historically, black women have had higher
labor force participation rates than white and Hispanic women. Between 1994 and 1996, however,
black and white women had virtually identical rates—approximately 59 percent. Hispanic women
participated at arate of about 53 percent. Sincethat time, black women have edged ahead with a62.8
percent participation rate in 1998. White and Hispanic women participated at 59.4 and 55.6 percent,
respectively. Hispanic women are gradually narrowing the participation gap between themselvesand
their white counterparts (U.S. Census Bureau, 1997).

Women'’ s share of the labor force reached 46 percent in 1994 and has remained at thislevel.
By 2005, women are projected to comprise 48 percent of the labor force. Educational attainment is
a reliable predictor of labor force participation. The higher the level of education, the lower the
unemployment rate. The presence and age of children aso affects the participation rate of women.
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Mothers with teenagers are more likely to be in the labor force than those with younger children.
Mothers with children age 14 to 17, none younger, participated at a rate of 79.4 percent; with
children age 6 to 13, none younger, 77.9 percent; with children under age 6, 65.2 percent; and with
children under age 3, 62.2 percent. There were 61 million working women in 199874 percent (45
million) were employed full time, while 26 percent (16 million) worked part time (U.S. Department
of Labor’s Women's Bureau, 1997).

According to the U.S. Census Bureau, in 1997 women still continue to earn less than men.
Median weekly earningsfor full-timewage and salary women workersin 1998 were $456 for women
and $598 for men. In other words, women earned only 76 percent of what men earned. When
comparing median weekly earningsamong women, whitewomen at $468, continueto earn morethan
black women, $400, and Hispanic women, $337. In fact, the 1998 median weekly earnings for white
women was identical to black men’sand higher than that of Hispanic men, $390. Occupations with
the highest median weekly earnings for women in 1998 were: pharmacists, $985; physicians, $966;
lawyers, $951; electrical and electronic engineers, $931; computer systems anaysts and scientists,
$890; and physica therapists, $887 (Note: This is based on occupations with at least 50,000
employed women).

Prevention M ethods

Demographic, ethical and legidative forces have been moving dowly but inexorably to
eliminate the gender-based wage gap that has characterized economiessincetheearliest times. There
are eight states that have implemented comparable worth statutes. Connecticut, lowa, Minnesota,
Montana, New Y ork, Oregon, Washington, and Wisconsin. Of the eight states, seven found gender-
related disparitiesbetweenitsjob classes. Gardner and Daniel (1998) noted public employee unions
are comparable worth/pay equity's most influential political supporters, but union support usually
diminishes in the wake of pay equity adjustments. Implementation has produced unanticipated
consequences. inlowa, for example, pay adjustmentsgeneraly did not benefit more senior employees
but rather, in many cases, raised individual employees saaries above those of their supervisors.
Gardner and Danidl (1998) noted each state analyzed job classes systematically, but severa states
modified the consultant-provided systems due to a belief that widely-used methods undervalued
female predominant job classes. Gardner and Daniel (1998) aso believe that comparable worth/pay
equity implementation has both technical and political dimensions and that important value choices
must be made throughout the process.

For women, there is already evidence that work/family issues are a priority in employment
policy considerations. As more women are not only working, but working longer hours, employers
are finding they must offer employee benefits which allow working women to better balance the
demandsof family and home. Unfortunately, current lawsoften restrict employersfrom offering some
types of flexible work arrangements. For example, although women express a strong preference for
measures that allow them to trade overtime pay for paid time off, Congress has been unable to enact
legidation of thistype. In general, current workplace lawsand regul ations reflect an industrial model
based on ardatively low-skilled, homogeneous workforce. But thismode isinappropriateintoday's
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environment, and will becomeincreasingly obsoleteinthe 21st century. What will berequired instead,
is a workplace model that alows for considerable flexibility for both firms and workers, and
recognizes the heterogeneity of today's workforce ( Daniel, 1998).

Itisincreasingly important to devel op astrategy that involvesall employeesin building gender
awarenessfor businessgrowth and success. These strategieswill empower managersand co-workers
to develop a balanced understanding of news reports, legidative action and public and private
corporate policy on gender issues such as sexua harassment, discrimination, comparable worth,
family leave and equal access. Firgt, if our sociadizing process, through education and counseling, is
steeringwomeninto only thetraditional femaleoccupations, let’ sattack that problem. Already many
companies are making available to schools women who work in non-traditional jobs to explain to
America s youth the wide range of opportunities for women in the corporate world. More can and
should be done. Schools should carefully review the way they steer young people into jobs—telling
al students without regard to sex where the opportunities lie that will best suit their talent.  Second,
educational opportunitiesfor women aready intheworkplace should be stressed. Companiesshould
be committed to these programs and hope the Legidatures will work with industries to ensure that
these human resource opportunities are fostered as a nationwide policy. Third, government and
private employers should focus on individual merit, not rigid classification in determining wages
(Gardner & Daniel, 1998)

Theissue of comparable worth has emerged as a potentially serious challenge to unprepared
personnel/human resource managers. Grider and Shurden (1987) suggest that personnel managers
should prepare now to address comparable worth by taking the following five actions: become pro-
active and learn more about the subject, review job anaysigjob evaluation programsfor any signs of
ma e-fema ebias, check compensation programs and methodsfor mae-femalebias, conduct aHuman
Resource inventory, correlating job assignments with skills, experience, and knowledge, and findly
review corporate strategic plans. Grider and Shurden (1987) believe personnel managers should
constantly monitor the present environment to identify factors that may have a substantial impact on
thelr organizations.

The management of public personnel will have to continue modification, consequently
focusing upon such attendant issues as job eval uation, criteria evaluation, factor weighting, etc. Job
evaluation, which entails any and al factors used to measure the value of jobs, skill and effort
requirements, responsibilities, and working conditionswill proveintegral. Moreover, the procedures
of job evaluation will need to be continually modified, given that the traditional job-to-job relative
standard will have to give way to the application of fixed standards for factors to a set of jobs.
Further, job evaluation processes will have to be more efficiently quantified, so the high amount of
human subjectivity that is now present will be virtualy eliminated. This will, in turn, negate the
inconsi stency among eval uatorsrel ativeto interpretation and/or application of eval uationinstruments
(Abbasi, Murrey & Hollman, 1996).

This is particularly important, when jobs involve a smal number of compensable factors.
Further, job evaluation methods must be changed, so that there isincreased capability of evaluators
inreflecting differencesamong jobs. Here, the traditional job classification system must give way to
the point-factor system that usesasum of compensablefactorsto determinejob worth, and thuswage
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and/or salary structure. While there are frequently legitimate reasons for pay differentials between
women and men in comparable jobs, such as the length of service in a certain position, unfair
differences gtill exist. The comparable worth issue will remain a major topic in the business world
for years to come, and it will be an important issue to employers who want to stay out of the
courtroom. Thebusinessworld still hasmuchtolearn, but astimes change so will our attitudes about
women and minorities in the workforce (Abbasi, Murrey & Hollman, 1996).

POSSIBLE SOLUTIONSTO THE COMPARABLE WORTH ISSUE

Comparable worth focuses on paying an entire profession or occupation the same that is
determined by some outside authority to be of the same “worth” or value to an employer. From an
historical perspective, the derivation of the comparable worth issue is related to the Equal Pay Act
of 1963, which provided that workers would receive equal pay for equal or substantialy equivalent
work. The past century has seen enormous change in the woman's place in the world. From the
suffrage movement of the 20’s, to the influx of women workersin the 70 and 80's, women have
faced opposition from soci ety aswell astheworkplace. Perhapsthe most disheartening problem faced
by women today is that, on the average, employed women receive less pay than employed men.

Based on 1990 U.S. Census Bureau figures, the average median yearly earningsfor full-time
women workers was only 71% of the comparable men’s figures. Comparable worth became a
politica issue when one of the State of Washington’s public employees union, American Federation
of State, County, Municipa Employees (AFSCME), sued the State in District Court. Here,
AFSCME dleged that the State violated the 1964 Civil Rights Act by refusing to implement a
comparable worth study that was conducted by a consultant who had been hired by the State.
Comparable worth has also become a very useful bargaining tool for most companies. By engaging
in the bargaining process, both unions and management can locally control the result and avoid the
uncertainty and expense of litigation. Further, in that collective bargaining is a process which the
parties can use to their mutual advantage, dl of the strategies that apply to normal bargaining must
also be considered when comparable worth is at issue.

There have been several factorsthat have been said to contribute to the biasinthe workplace.
First, they make up a larger part of the part-time work-force than do their male counterparts,
particularly in seasonal or casual work. Second, these workers are more likely to take jobs that have
easy entrance and exit points than are their male counterparts. Third, women and minority workers
may earn less because of their occupational choices. Fourth, these workers may receivelower wages
and salariesbecause they tend to defer to the choicesof othersfor career pursuit. Fifth, theseworkers
may earn lessthan their male counterparts because of inadequate educational preparation. Last, lower
wages and salaries for these workers may be a reflection of their tendency to select occupations
having less hazardous working conditions, which would suggest a market differential.

Sincethe 1984 Supreme Court ruling that permitted women to bring suit on the grounds that
they are paid less than men holding the same job the financia costs are getting high for employers,
relative to paying for litigation. Moreover, additional, perhaps prohibitive, financial costs would be
attendant for employers given wage and salary increases after these suits. To date, the courts have
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falled to rule definitively on the comparable worth issue. The argument continues with one side
advocating remedid action to increase equity while the other side maintains that the current system
isfair, and that any attempt to alter the system will cause great harm to society.

There has been an obvious change of attitude regarding comparable worth, in the last ten
years, atrend toward comparable worth programs has been evident inthe U.S., astheissue has been
debated in state and local legidlatures, integrated into collective bargaining agreements, and tested
inthe courts. For women, the driving force for change has been the dramatic increase in labor force
participation. Thereis already evidence that work/family issues are a priority in employment policy
considerations. It hasbecomeincreasingly important to devel op astrategy that involvesal employees
in building gender awareness for business growth and success. These strategies will empower
managersand co-workersto devel op abaanced understanding of newsreports, legidativeactionand
public and private corporate policy on gender issues such as sexual harassment, discrimination,
comparable worth, family leave and equal access.

The comparable worth issue will continue to manifest during the 1990s and beyond as long
aswage and sdlary disparities between women and minorities and their male counterparts continues
to exist. As a result, the management of public personnel will have to continue modification,
consequently focusing upon such attendant issues as job evaluation, criteria evaluation, factor
weighting, etc. Job evaluation, which entails any and all factors used to measure the value of jobs,
skill and effort requirements, responsibilities, and working conditionswill proveintegral. Moreover,
the proceduresof job evaluation will need to be continually modified, giventhat thetraditional job-to-
job relative standard will have to give way to the application of fixed standards for factors to a set
of jobs. Further, job evaluation processeswill have to be more efficiently quantified, so that the high
amount of human subjectivity that is now present will be virtually eliminated. This will, in turn,
negate the inconsistency among evaluatorsrelative to interpretation and/or application of evaluation
instruments.

This is particularly important, when jobs involve a smal number of compensable factors.
Further, job evaluation methods must be changed, so that there isincreased capability of evaluators
inreflecting differencesamong jobs. Here, the traditional job classification system must give way to
the point-factor system that usesasum of compensablefactorsto determinejobworth, and thuswage
and/or salary structure.

While there are frequently legitimate reasons for pay differentials between women and men
in comparable jobs, such as the length of service in a certain position, unfair differences still exist.
The comparable worth issue will remain amajor topic in the business world for yearsto come, and
it will beaimportant issue to employers who want to stay out of the courtroom. The businessworld
still has alot to learn, but as times change so will our attitudes about women and minorities in the
workforce.

CONCLUSION

Therehasbeen aobviouschangeof attitude regarding comparableworth, inthelast ten years,
a trend toward comparable worth programs has been evident in the U.S., as the issue has been
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debated in state and local legidatures, integrated into collective bargaining agreements, and tested
inthe courts. For women, the driving force for change has been the dramatic increase in labor force
participation. Thereis already evidence that work/family issues are a priority in employment policy
considerations. It hasbecomeincreasingly important to devel op astrategy that involvesall employees
in building gender awareness for business growth and success. These strategies will empower
managersand co-workersto devel op aba anced understanding of newsreports, legidative action and
public and private corporate policy on gender issues such as sexual harassment, discrimination,
comparable worth, family leave and equal access. Grider and Shurden (1987) believe that the
comparableworth issue may provide the stimulus needed to revitalize what the P/HR department can
contribute to an organization. Grider and Shurden (1987) believe comparable worth can aso be the
catalyst that restores an organi zation to a position of prominence and growth because of animproved
image and increased productivity. Crockett (1997) discussed that asanation, we must band together
to ensure recruitment and retention of the best talent available, in our economy, we do not have a
person to spare.
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POSITIONING THE ORGANIZATION
OF THE NEW MILLENNIUM

L aetitia Radder, PE Technikon, South Africa

ABSTRACT

Thespeed of changeisaccel erating, leading to greater complexity and added turbulenceand
discontinuity in the business environment.  Although some conventional principles of positioning
may still contribute to an under standing of the positioning dilemma, the positioning paradigm can
no longer follow a model of strategic fit and sustaining competitive advantage. Thispaper suggests
a dynamic approach to positioning based on interrelated and interactive positive feedback loops,
complex interrelationships, complex learning and continuous challenging of the positioning
paradigm. Research data was obtained from historical research on positioning and management
from in-depth interviews with representatives of the five leading groups of South African clothing
retailers and from analysis of company documentation.

INTRODUCTION

The concept of positioning dates back to the late 1960s and early 1970s, when it was
popularized by Riesand Trout inaseriesof articlesreferred to asthe” positioning era’ (Kotler, 1984:
273). Twenty-fiveyearslater, in 1995, the concept of positioning was mentioned 16,917 times just
in American publications (Trout & Rivkin, 1996, ix) indicating the attention captivated by the
concept.

Although positioningisdefinedinnumerousway (Ries& Trout, 1981,2; Kotler & Armstrong,
1994, 258; Knee & Walters, 1985, 20; DiMingo, 1988, 35), for purposes of this paper it can be
understood as a process comprising dl the actions of the organization which might have a bearing
on the perceptions, decision-making and satisfaction of itsstakehol ders, aswell ason therel ationships
between them.

There is little doubt about the role of positioning in a business' success. In the 1992,
Woolworths, a leading South African retail chain, followed an international upmarket move and
introduced higher-priced, designer-type fashions. However, this move met with unprecedented
resistance form customers and a 38 percent drop inearnings. Where the organi zation of the past had
bought clothing in large quantities enabling long manufacturing runs which kept prices affordable, it
now had to contend with high-fashion goods in short runs using imported materials which were
subject to currency fluctuations (Ireton, 1992, 4). Woolworths was forced to return to its previous
position of providing anarrow range of high-quality fashionable clothing at consistently good prices,
whereafter sales again picked up (Crotty, 1992, 59-61). The Woolworths example shows that
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organizations need to pay particular attention to their customers needs and find the right balance
between quality, price and fashion to maintain an effective position in the market.

The Woolworths experience echoes Berry’s (1982, 45) sentimentsthat in“...an era of cut-
throat retall competition, few if any, strategic responses are more critica to a retailer than
positioning.” Rigger (1995, 994) adds that the position of aproduct isitsreal source of competitive
power and the key to product success, while Wind (1990, 387) arguesthat "an effective positioning
strategy is ... critical to the accomplishment of the firm's marketing and business objectives."

Positioning is fundamentally a top-management concern and is hence directly influenced by
the management paradigm adhered to by the organization. Prior to the mid 1990s, a maor
proportion of Western managers, as well as Western management textbooks, followed the model of
strategicfit rather than that of strategicintent (Hamel & Prahalad, 1989, 65). Theformer emphasized
the search for advantages that are inherently sustainable and minimize risk. It has a close link with
eguating success with consensus, consistency, uniformity and order; and with identifying a godl,
learning about conditions, setting a plan and then carefully following the plan with controls in place
to minimize errors in its implementation (Stacey, 1996, xix; Miller, 1993, xv). A similar line of
thought was often also applied in determining competitive advantages and positioning strategies.

Accelerated change and the rate of environmental turbulence and discontinuity experienced
by organizations world-wide are, however, eroding successful strategies of the past. Theseredlities
together with interdependent networks of interrelationships and feedback processes in the
environment, compel organizations to approach positioning in the next millennium from a dynamic
perspective.

This paper proposes a contemporary approach to positioning against a backdrop of
conventional thought, developmentsin the environment and challenges posed to the organization of
the future.

METHODOLOGY

Qualitative research, particularly in terms of historical research and the case study method,
served asthe framework for the research. The historical research process alowed conventional and
contemporary thought on management and positioning to be critically analyzed and conclusions to
be drawn on the basis of which relevant aspects could be related to the organization of the future.

Thecaseanayssconsisted of in-depth, unstructured, personal interviewswithrepresentatives
of the five groups of South African clothing retailers identified as being leaders in their field
following a comprehensive andyss by F & T Weekly, Sunday Times and Financial Mail. The
analysis was based on evauation criteria such as stable performance over one, five and ten year
periods; sales, taxed profit and total assetsamongst thetop 100 companieslisted on the Johannesburg
Stock Exchange; and market capitalization of thetop 150 market |leadersin South Africa. Apart from
the interviews, non-confidential company documentation as well as journa and newspaper articles
published on these organizations over aten year period were also analyzed.

Conclusionsdrawn from both the historical researchandthe caseanaysisserved asreferences
for the construction of the dynamic approach to positioning proposed by this paper.
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POSITIONING: A CONVENTIONAL PERSPECTIVE

A scrutiny of literaturerevealsan array of differing interpretationsof the concepts concerning
position and positioning. These interpretations are best grouped into product and/or market
positioning which can be viewed from a psychological as well as from a market perspective

Ries and Trout (1981, 2) approached positioning form a psychological perspective,
emphasizing that “...positioning is not what you do to the product, but what you do to the mind of
the prospect.” Accordingly, the ultimate marketing battleground was believed to be the mind of the
consumer, and the better the understanding of how the mind works, the better the understanding of
how positioning works.

However, as marketers do not want to leave their products or organizations' positions to
chance, they have to plan positions that will afford their products and outlets the greatest advantage
in selected target markets. Marketing mixes are designed to create those planned positions (Kotler
& Armstrong, 1994, 258) and reflect a market perspective of positioning.

A market positionisarrived at by analyzing customer expectations and behavior patternsand
identifying specific opportunities within groups of customers who respond favorably to specific
market offerings. By means of differentiation, itis*...possible to create a market position which is
aufficiently different from that of competitors, which can...be defended and, more importantly, serve
as a base to develop the business further” (Knee & Walters, 1985, 20). Concepts often mentioned
inrelation to market positioning are those of store positioning ((Dunne, Lusche & Gable, 1995, 108;
Berry, 1982, 45); a product focus (Wind, 1990, 387); afocus on the brand (Cravens, 1994, 307);
image, as well as the promotion mix (Levy & Weitz, 1992, 523).

Many of the above descriptions of market positioning, however, also contain apsychological
component. Thisinterrelation is recognized by Kotler (1997, 295) who portrays positioning as an
act of designing the firm's offering and image so that they occupy a meaningful and distinct
competitive positioninthetarget customers’ mind. Psychological positioning can thus be described
asforging adistinctive corporate identity closely based on marketing positioning factors (DiMingo,
1988, 35).

CORNERSTONES OF POSITIONING

Positioning is often approached on either the operative, instrumental level (Kotler &
Armstrong, 1994; Mercer, 1992; Levy & Welitz, 1992; Davidson, Sweeney & Stampfl, 1984), or on
the strategic decison level (Rigger, 1995; Van Biljon, 1991; Wind, 1990; Lovelock, 1984).
| rrespective of the approach, anumber of variablesregularly featurein positioning research literature.
These cornerstones are segmentation (Jobber, 1995), differentiation (Porter, 1985), competitor
analysis (Aaker & Shansby, 1982), customer analysis (Day & Wendey, 1988), internd analysis
(Rigger, 1995) and systems analysis (Muhlbacher, Dreher and Gabriel-Ritter, 1994).

Segmentation is mentioned by almost all the positioning researchers studied, although they
differ inthe emphasis which isplaced on segmentation and target marketing. Jobber (1995, 224), for
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example, maintained that “...target market selection...has accomplished part of the positioning job
already.”

The second element mentioned by most researchers is differentiation. 1n a differentiation
strategy, the organization seeks to be unique in its industry along some dimensions that are widely
valued by buyers (Porter, 1985, 14). Differentiation can be created with any of the aspects of the
marketing mix or anywhere along the consumption chain. It can also be based on services, personnel,
distribution channel coverage, expertise, performance and image (Kotler, 1997, 283). Choosing the
particular aspect of differential to promote, however, depends on the potential value it provides to
the customer.

Authors such as Aaker and Shansby (1982, 56-62) focus strongly on competitor analysis.
Highly competitor-centered approaches may, however, have the disadvantage of “...too high
preoccupation with costsand controllableactivitiesthat can be compared directly with corresponding
activitiesof closerivals’( Day & Wendey, 1988, 2). Thismay result in aloss of customer focus. A
balanced view of differentiation, linking competitor analysis to customer analysisis required.

Brown (1993, 45) addsthe capabilitiesof the organization to the cornerstones of positioning.
He identified “three Cs of positioning”, viz. customer needs, competitors offerings, and the
organization’s ability to offer something better than competitors. Rigger (1995, 996) supports the
views of Brown by stressing the importance of an internal analysis. He holdsthat before adecision
about a position ismade, an organization needsto identify its resources, values and goals, aswell as
any limitations or constraints.

Although competitors and the firm itself are major influencers of the latter’ s position, other
stakeholders also play an important role. Marketing researchers are increasingly recognizing that
relationship and network building are as important as other marketing instruments. M Uhlbacher,
Dreher and Gabriel-Ritter (1994, 290) expressed their surprise at the fact that “...none of the
...positioning approaches have incorporated any of the research results on relationship building and
networking.” This requires a systems analysis approach to positioning.

A CALL FOR A CONTEMPORARY APPROACH

On the eve of the next millennium, it is generaly accepted that the speed of change is
accelerating, leading to greater complexity and added turbulence and discontinuity in the business
environment (Banner & Gagné, 1995, 220). The increasing turbulence in the market makes it
particularly difficult to predict the future. Successful past strategies have been eroded and what has
previousy been successful in one market, cannot guarantee successin the future in the same or other
markets (Hooley, Saunders & Piercy, 1998, 21). Asaresult, planning horizons have been shortened.
Although a number of the conventional principles of positioning may still contribute to an
understanding of the positioning dilemma, the positioning paradigm can no longer bethat of strategic
fit. Organizations of the new millennium can no longer search for advantages that are inherently
sustainable and would minimize risk, but need to effectively cope with uncertainty and risk.
Uncertainty is the result of fear patterns and alack of trust in the creative processes of life. Fear-
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based projections into the world of form create objects of fear which are then reacted to, creating
more uncertainty (Banner & Gagné, 1995, 222). A loop of interrelations is thus formed.

In an attempt to manipulate their external environments with policies and strategies,
organizations produce effects, which other groupingsdo not likeand will attempt to manipulate. The
result isan escalating cycle of chaos and order. Thereis, however, arelationship between chaosand
order: the one is a mirror image of the other. Wheatley (1992, 7) describes this relationship as a
continuous process where a system can leap into chaos and unpredictability, yet within that state be
held within parametersthat are well-ordered and predictable. Thismeansthat any deterministic non-
linear feedback system can either operatein anegativefeedback manner to produce stableequilibrium
behavior, or be driven by positive feedback to generate explosively unstable behavior.

The notion of positive and negative feedback can also be applied to organizations. Presume
that the organization compares the outcome of its past actions to desired outcomes and discovers a
discrepancy between thetwo. If the organization’s actions are controlled by some form of negative
feedback, the result will be subsequent actions that reduce the discrepancy until it disappears.
Negative feedback has a dampening effect and leads to a state of stable equilibrium. It hence results
in smple learning where organizations learn from the consequences of past actions and, without
guestioning the paradigm driving the action, smply amend subsequent actions. However, when the
discrepancy between past actions and desired outcomes leads to a questioning of the paradigm and
its underlying assumptions, positive feedback occurs (Stacey, 1996: 65). The questioning may lead
to the amendment of the paradigm and subsequent amendment inaction. Thereisthusadoubleloop
in which the actions as well as the paradigm driving the actions are amended. The result is complex
learning which is essentidly destabilizing and revolutionary, but at the same time necessary for
innovation and credtivity.

The above redlities of uncertainty, chaos, order and feedback clearly indicate an
interdependence inthe environment. Events occurring in China, Europe or the USA have an aimost
immediate impact on South Africa or any other country; hence, for example, the incredible
fluctuationsin exchange rates. Interdependence necessarily resultsin aweb of actions, interactions
and reactions.

It seems reasonable to argue that, should the contemporary organization wish to effectively
cope with positioning amidst the effects of change, uncertainty, feedback and environmental
interdependence, positive feedback and complex learning need to be incorporated into its thinking
about positioning. A contemporary approach to positioning based on feedback, interaction and
interdependence is therefore proposed.

A DYNAMIC APPROACH TO POSITIONING

Figure 1 shows a smplified illustration of the proposed dynamic approach to positioning.
Fundamental to this approach is the notion of circular feedback processes and mutual, nonlinear
interactions. For explanation purposes it is presumed that the process starts at point A with the
discovery by the organization of the consequences following the actions of others. These actions
may, inter dia, be the result of the positioning efforts of the organization influencing the decision-
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making processes of consumers. These actions may also be affected by consumers needs,
expectations, experiences and relationships with the organization and its members. Based on its
discovery (point A), the organization now has to choose (point B) among alternative courses of
action in exercising the positioning process (point C). Its response is once more fed back to the
stakeholders in the environment, who will again go through the process of choosing how to react to
the consequences of the organization’s actions. Circular feedback loops are thus formed.
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FIGURE 1: A DYNAMIC POSITIONING APPROACH
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In choosing how to act, the organization may prefer to smply amend its future actions
according to the consequences of past actions and not question the positioning paradigm: in other
words, attempt to move to a state of equilibrium. If thisis the case, smple learning occurs (loop
ABC). Alternatively, when discrepancies between the past actions of the organization and desired
outcomes lead to the questioning and the subsequent amendment of the positioning paradigm and its
underlying assumptions, loop ADE isformed. Positive feedback hence resultsin complex learning.

The second element of the dynamic positioning process concernstheinteraction between the
organization and the environment, particularly the market. In addition to chaos, uncertainty,
turbulence and constant change, contemporary organizations may also discover that the strategy
paradigms of the past twenty years areincreasingly inadequate to cope with changing circumstances
in the market (Hooley, Saunders & Piercy, 1998, 24-25). The following trends are expected to
become even more important in the near future;

¢ Themarket linksindustrial economics, total quality management, financia investment
and business process re-engineering. It will thus be the dominant force shaping
business strategy.

¢ Traditional boundaries based on conventiona product markets will blur and become

irrelevant, and this blurring will become the norm. There will thus be networks of
interlinked product markets. (Already supermarkets and clothing retailers have
moved into financial services and banking).

¢ For many organizations the future will not be one of traditional competition, but one
of collaboration and partnership to alow them to focus on core competencies.
Strategic aliances will thus be necessary.

¢ Keeping a balanced score card will involve evaluating the benefits delivered to all

stakeholders in the organization.

These predictions underline the critical importance of building market sensing and organizational
learning capabilities, so asto allow organi zationsto understand what ishappening and act proactively.

Animportant interaction | oop between the organization and the market environment asshown
inFigure 1 particularly concernsthe stakeholders. A stakeholder is any individua or entity whose
actions affect, or are affected by, the actions of the organization. Because of these mutual
interactions, each stakehol der hasa stakeinwhat the organi zation does, and viceversa. Stakeholders
(also calledinterest groups) are thusthe claimantswho depend on the organization for the redlization
of someof their goals, while the organization, in turn, depends on stakehol dersfor thefull realization
of its own mission and goals (Rowe, Mason, Dickle, Mann & Mockler, 1994, 132; Wilson, Gilligan
& Pearson, 1992, 19; Thompson, 1993, 130). Important direct stakeholders include investors,
employees, customers, suppliers and the loca community. Secondary stakeholders include
regulators, civic institutions and pressure groups, media and academic commentators, trade bodies
and competitors (Wheeler & Sillanpag, 1997, x).
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It is generally understood that in increasingly dynamic and competitive markets the
organizationsthat are most likely to succeed are those that take notice of stakeholders’ expectations,
wants and needs and gear themselves to satisfying these better than their competitors do. Loyal
relationships are increasingly dependent upon how a company is perceived to create “ added value’
beyond the commercial transaction (Wheeler & Sillanpds, 1997, ix). There is no reason why
customers should buy one organi zation’ s offerings unlessthey arein some way better at serving their
wants and needs than those offered by competing organizations (Hooley, Saunders & Piercy, 1998,
6). If the organization wantsto build lasting relationshipswith its stakeholders, it hasto addresstheir
expectationsthroughout thetotal experienceoffered. The positioning message can play apivotal role
in this regard.

Effectively addressing stakeholders needs and expectations, however, requires a constant
interaction with the environment. By gathering and analyzing externa information, managers
constantly receiveimpressions, or snapshots, of their environments. Collectively these snapshotsmay
constituteapicture of the current environment and serve asaframework for determining strategy and
action. Inastable environment these snapshots are similar to each other and past snapshots and they
can reassure the organization that it can continue business as usual. But the more unpredictable and
dynamic the environment, the more diverse the current snapshots are. In such an environment the
organization may beforced to changeits understanding of external reality and even the way inwhich
it does business if it wants to remain competitive. This implies that managers need to involve
themselves, aswell aseveryone elseintheir organizations, in complex learning and in chalenging the
existing paradigms. In dealing with requirements from the environment the organization is thus
always in a state of quasi-equilibrium. Each time it acts and the stakeholders respond, a new
temporary balance isachieved. Asall typesof equilibrium in dynamic environments are unstable, it
itsrather amatter of heading towardsamoving target, but never quitereaching it (Gummeson, 1995,
394).

The efficiency with which an organization handles the processes discussed above greatly
depends on its organizational dynamics. Should it subscribe to flexible organizational structures,
participative leadership and empowerment of employees, the scene is set for the organization to
develop into alearning entity. Flexibility furthermore enables the organization to better cope with
the increased level of complexity and uncertainty and to take full advantage of the changing
environment. This may often be the key to identifying opportunities that others might not see and
to exploiting these opportunities rapidly and fully. In order to generate extraordinary value for
stakeholders, an organization therefore has to learn better than its competitors and apply that
knowledge throughout its business faster and more widely than competitors do.

Organi zational dynamicscanrepresent theorganization’ sdifferential advantageor competitive
edge. A differential advantage is often referred to as the organization’s strengths or distinctive
competencies relative to competition. Porter (1980) argues that a competitive advantage is mainly
created in two ways. through cost leadership or through differentiation. Cost leadership is attained
through aggressive construction of efficient scale economies, the pursuit of cost reductions through
experience effects, tight cost and overhead control and cost minimization in research and
development, services, sales force, advertising, and the like. Differentiation implies creating
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something that is seen as unigue in the market. Under such a strategy organization strengths and
skills are used to differentiate its offerings form those of its competitors along some criteriathat are
valued by consumers.

Successful competitive advantages, however, invariably attract imitators who want to share
in the success and respond by copying and even trying to improve the advantage (Reimann, 1989,
39). It can be expected that the larger and more profitable the advantage, the greater will be the
efforts of competitors to copy it. Williams (1992, 29) argues that “time, the denominator of
economic value, eventualy renders nearly al advantages obsolete”. Williams's theory is clearly
illustrated by devel opments in the competitive advantage paradigm. In the 1960s a strong emphasis
was placed on technology development as a source of competitive advantage. The 1970s added an
emphasison cost control and quality assurance, empl oying the dimens onsof inspection, measurement
of results, statistical andysis and process improvement. During the 1980s the emphasis moved to
total quality management (TQM) and itsdimensionsof employeeempowerment, team accountability,
customer-focus and speed (Miller, 1993, 18). In the late 1990s even good vaue for money,
acceptable service levels and technology seem to have turned into competitive necessities.

It may therefore betimefor yet another paradigm shift, that of viewing competitive advantage
from a dynamic, holistic perspective. It isthus suggested that competitive advantage, which isthe
consequence of the creative employment of organizational dynamics in providing sustained
stakeholder delight, is seen as a positional as well as a performance superiority relative to
competitors.

It is shown in Figure 1 shows an interrelationship exists between strategy formulation and
organizational dynamics. The latter will influence how the organization approaches the positioning
process. Should it attempt to do so from the perspective of strategic fit and adjustment of its
strategy accordingly, itislikely to still operate within a system which finds competitive advantages
that can be sustained over along period of time and thus minimizesrisk. However, if it is assumed
that the organization of the future is a living organism that moves with time, it should endorse
flexibility and complex learning and continuously challenge the paradigm driving the positioning
process.

CONCLUSIONS

The proposed dynamic approach to positioning the organization of the next millennium
broadens the conventional beliefsin competitive advantage and positioning to include the notions of
feedback loops, double-loop complex learning, and a shifting organizational paradigm. Positioning
is hence viewed as dl those actions of the organization which might have a bearing on the
perceptions, decison-making and satisfaction of its stakeholders, as well as on the relationships
between them.

Following a dynamic approach to positioning will enable the organization to incorporate
change, uncertainty, interdependence and interrelations into the positioning process. It also allows
the organization to challenge its current positioning paradigm. Such an action, however, requires
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vibrant organizational dynamics characterised by creativity, innovation, flexible organizational
structures, participative leadership, positive feedback and complex learning.

Based on theresearch reported inthis paper it isexpected that organizationswhichinthe next
millennium till adhere to amodel of strategic fit and approach the positioning process accordingly,
may in future be less competitive than their counterparts which follow a dynamic approach. Further
research is, however, required to quantify the long-term effect of the proposed contemporary
approach on the profitability of the organization.
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