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ABSTRACT 

The present study examines the incremental effects of interpersonal and informational 

justice over three time periods on organizational citizenship behavior (OCB) with data collected 

in the aftermath of a hurricane. Results indicate a possible recency effect in longitudinal justice 

perceptions, such that recent justice perceptions are more influential in predicting OCB than past 

justice perceptions. Additionally, two individual coping styles, approach and avoidance, were 

examined as moderators of the justice/OCB relationship. Using uncertainty management theory, 

we hypothesized that higher levels of avoidance coping would be associated with more 

uncertainty at the individual level, making justice perceptions more influential in predicting 

OCB, but higher levels of approach coping would be associated with less uncertainty at the 

individual level, making justice perceptions less influential in predicting OCB. The hypotheses 

were mostly supported for OCB directed toward individuals (OCBI), but not for OCB directed 

toward the organization (OCBO).  

 

INTRODUCTION  

 

The justice literature has slowly begun to examine the dynamic nature of justice, with 

some studies attempting to predict within person differences of justice perceptions over time 

(Holtz & Harold, 2009; Lilly, Virick & Hadani, 2010) and other studies focusing on the 

incremental impact of justice over time on outcome variables (Ambrose & Cropanzano, 2003; 

Hausknecht, Sturman & Roberson, 2011). Despite the interest in longitudinal justice effects, 

there still remains a dearth of studies on the topic and a lack of clear focus on applicable theory. 

Some justice theories implicitly assume justice perceptions are constant once formed, and 

therefore, the use of current justice theory to explain justice over time is sometimes difficult. 

Indeed, there is a tendency in longitudinal justice research to combine justice theory with 

theories outside the field to fully explain what happens with justice over time. We believe, 

however, that justice theory alone can be used to make predictions about justice over time. The 

purpose of this study is to use uncertainty management theory as a possible explanation to 

examine the incremental impact of justice over time on OCB and to investigate the role of 

individual coping behaviors in this relationship. Specifically, we examine whether coping style 

increases or reduces the influence of justice perceptions on OCB. 

This study contributes to the literature in several ways. First, it addresses the 

understudied topic of justice over time, and examines the impact of longitudinal justice 
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perceptions on OCB, a critical component in healthy organizational functioning (Podsakoff, 

Mackenzie, Paine & Bachrach, 2000). Second, the study uses grounded justice theory alone as 

the basis of examining longitudinal effects of justice without combining justice and non-justice 

theories. This allows a cleaner interpretation of justice findings. Third, it investigates the impact 

of individual coping style on the relationship between justice and OCB to ascertain if individual 

coping style ameliorates the fair process effect (Folger, Rosenfield, Grove & Corkran, 1979; 

Lind, 2001) commonly found in cross-sectional justice research. 

 

LITERATURE REVIEW  

Justice over Time 

A number of justice studies have suggested that justice over time is important in the 

workplace, with some research examining the impact of initial justice perceptions on subsequent 

events and perceptions. For example, researchers have found that justice measured at time 1 has 

an impact on perceptions of test fairness three weeks later (Bauer, Maertz, Dolen & Campion, 

1998), on actual turnover measured three years later (Tekleab, Takeuchi & Taylor, 2005), and 

influences the acceptability of arbitrators by disputing parties three months later (Posthuma, 

Dworkin & Swift, 2000). These studies suggest that initial perceptions of justice are somewhat 

constant over time. In contrast to these studies, other researchers have examined how justice 

perceptions over time tend to fluctuate depending upon favorability of a particular outcome 

(Ambrose & Cropanzano, 2003; Thornhill & Saunders, 2003). Studies have also focused on 

explaining specific within-subject differences in justice over time (Holtz & Harold, 2009; Lilly et 

al., 2010) or the incremental impact of justice over time (Hausknecht et al., 2011). 

A common element seemingly prevalent in more recent studies is that they have 

struggled to find a unifying theory of justice that fully accounts for justice over time. Earlier 

studies using social exchange theory (Blau, 1964), equity theory (Adams, 1963), or 

organizational justice theory based on the fair process effect (Lind, 2001) were primarily 

interested in examining how initial perceptions of justice influenced later variables (Bauer et al., 

1998; Posthuma et al., 2000; Tekleab et al.,  2005; Thornhill & Saunders, 2003). Thus, the 

stability found in social exchange relationships, equity comparisons, and the fair process effect 

was sufficient in explaining the results. 

Recent studies, however, have focused more on explaining within-subject differences in 

justice over time or on the incremental impact of justice over time on specific outcome variables. 

It is more difficult to use social exchange theory, equity theory and the fair process effect when 

researchers detect changes in perceptions over time. For example, assume a researcher predicts 

justice perceptions of an initial event to fluctuate from high to low over several time periods. 

Using the norm of reciprocity in social exchange as the basis of a hypothesis, the researcher 

would have to predict the exchange relationship itself somehow changed at each measured time 

period. Using equity theory, the researcher would have to predict the equity fraction used for 

comparison changed at each measured time period. Using the fair process effect would not work 

at all since the premise of the fair process effect is that once individuals perceive fair procedures 

at work, that perception of fairness carries over to other aspects in the workplace.  

Fairness heuristic theory (Lind, 2001) is another theory used at least partially to explain 

longitudinal effects of justice over time (Lilly et al., 2010). Fairness heuristic theory focuses 

primarily on the ability of individuals to use past fairness decisions to develop a heuristic about 
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future decisions. Studies have shown that the fairness heuristic is formed quickly (Van den Bos, 

Vermunt & Wilke, 1997), and that first impressions of justice influence subsequent perceptions 

of justice. A shortcoming of fairness heuristic theory concerning justice over time is that it does 

not take into account uncertainty and change. Even if there is complete certainty when forming 

impressions of justice at time 1, the environment can change, making subsequent perceptions the 

exact opposite of what is predicted by fairness heuristic theory. As many commonly used justice 

theories are not the most suitable for examining longitudinal perceptions of justice, researchers 

have combined justice theory with non-justice theory to predict the effects of justice over time.  

We discuss some of these theories next. 

 

Non-justice Theory in Longitudinal Justice Research 

Theories used to account for longitudinal perceptions of justice include Gestalt 

characteristics theory (Ariely & Carmon, 2000), Golembiewski, Billingsley and Yeagerôs (1976) 

framework of change, Brunerôs model of the perceptual process (1957), and reconstructive 

memory (Carli, 1999; Loftus, Altman & Geballe, 1975; Sanitioso, Kunda & Fong, 1990). In each 

of the studies discussed below, these non-justice theories were combined with justice theory to 

account for longitudinal justice effects. 

Gestalt characteristics theory (Ariely & Carmon, 2000), used by Hausknecht et al., (2011) 

argues that individuals experience a series of events and experiences over time, and when 

forming overall evaluations of those experiences, use those evaluations to form an experience 

profile (Gestalt characteristics) that are the basis of future judgments. The authors link Gestalt 

characteristics to fairness heuristic theory by suggesting that the fairness heuristics formed 

through repeated exchanges with supervisors in fairness heuristic theory is similar to forming an 

experience profile as described in Gestalt characteristics theory. Their study found evidence of 

justice trends being positively related to job satisfaction and organizational commitment, and 

being negatively related to turnover intentions. 

Golembiewski et alôs (1976) classification of change was used by Holtz and Harold 

(2009) to theorize that within-person justice perceptions over time will be consistent with alpha 

change, but not with beta or gamma change. Alpha change refers to within-person changes that 

occur when respondents change their standing on a construct, but the interpretation of the 

construct rating scale and the conceptualization of the construct is constant. Beta change occurs 

when the rating scale is re-interpreted, and gamma change refers to a respondentsô fundamental 

change in the conceptualization of the construct. Their study found that overall justice 

perceptions do change over time, consistent with alpha change, but not beta or gamma change. 

The authors argue that uncertainty management theory supports the idea of justice perceptions 

being subject to an alpha change, but being resistant to beta and gamma change.  

Lilly et al., (2010) also tested within-person perceptions of justice over time. They tested 

competing hypotheses (primacy and recency) to understand whether perceptions of justice over 

time were dynamic or remained constant. They used fairness heuristic theory as the basis of the 

primacy effect hypothesis, and Brunerôs (1957) model of the perceptual process and 

reconstructive memory as the basis of the recency effect hypothesis. The authors claim fairness 

heuristic theory supports a primacy effect since fairness heuristics form early perceptions which 

tend to remain constant, but Brunerôs (1957) model and reconstructive memory support a 

recency effect that causes justice perceptions to either become more polarized over time or to 
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fluctuate over time. Their study found that procedural justice perceptions tend to fluctuate over 

time due to intervening work decision outcomes, a similar finding to that of Holtz and Harold 

(2009).    

The preceding studies have pulled from theories outside of the justice literature to explain 

changes in perceptions of justice over time. The present study attempts to use only current justice 

theory to make predictions about longitudinal perceptions of justice, and considers justice theory 

used in recent studies: fairness heuristic theory and uncertainty management theory. Hausknecht 

et al., (2011) report fairness heuristic theory conceptually includes the element of time since the 

theory is based on perceptions of justice to be formed based on repeated exchanges with 

supervisors, procedures and outcomes, but they do not use it as the basis for their hypotheses. 

Lilly et al., (2010) also suggest fairness heuristic theory may also have some predictive ability in 

justice over time, but only use it for one hypothesis. Holtz and Harold (2009) draw upon 

uncertainty management theory (Lind & Van den Bos, 2002; Van den Bos & Lind, 2002) and 

suggest an alpha change in justice perceptions may occur. We believe uncertainty management 

theory may be used to make predictions about longitudinal justice perceptions and to explain the 

moderating effects of coping style on justice over time. Our arguments are contained in the 

following paragraphs. 

 

Relationship between Justice and OCB and Uncertainty Management Theory 

Uncertainty management theory (Lind & Van den Bos, 2002; Van den Bos & Lind, 2002) 

suggests that individuals rely on justice judgments most when they are experiencing uncertainty. 

The theory is built on the idea that fairness, or justice, allows individuals to experience some 

control over their situation. Seminal works on process control, for example, propose that 

individuals will accept unfavorable outcomes if they are allowed some control over the process 

through voice, or reliance on consistent and unbiased procedures (Folger et al.1979; Greenberg 

& Folger, 1983). When uncertainty is present, individuals use justice judgments to manage their 

reactions to the situation, and the salience of uncertainty increases the influence of justice 

perceptions on other aspects of the organization.  

Studies using uncertainty management theory have found that uncertainty combined with 

mistreatment amplifies the negative reactions from employees to a larger degree than when 

mistreatment alone was considered (Tangirala & Alge, 2006; Thau, Aquino & Wittek, 2007; 

Thau, Bennett, Mitchell & Marrs, 2009). In addition, some individuals tend to experience higher 

levels of uncertainty than others, and these individuals reported stronger negative reactions as 

well (Thau et al., 2007). Some element of uncertainty is ever-present in most workplaces, and 

this may be why justice effects are so powerful. For example, an alpha change, which occurs 

when respondents change their standing on a construct, should occur when levels of uncertainty 

increase or decrease. As uncertainty increases and becomes more salient to an individual, an 

alpha change in justice perceptions should occur that causes justice perceptions to become more 

influential.   

 Because the future is almost always uncertain and the present is often uncertain, 

uncertainty management theory supports the premise that perceptions of justice should influence 

constructs that are theoretically related to justice at all time periods. Essentially, we are making 

the following logical analysis: (1) people facing uncertainty rely on justice perceptions to make 

sense of their situation and to manage their reactions to uncertainty, (2) the future is almost 
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always uncertain while the present is often uncertain, and (3) therefore, people will almost 

always rely on justice perceptions to make sense of their future situation and will often rely on 

justice perceptions to make sense of their present situation.  

Justice effects should thus be influential at all time periods, but more influential in current 

time periods than prior time periods because current uncertainty should be more salient than past 

uncertainty. As a result, we hypothesize there should be an incremental effect of justice over 

time on individual work attitudes and behaviors.  

H1: There is an incremental effect of interpersonal (informational) justice over time on OCB, 

such that later perceptions of interpersonal (informational) justice will be associated with 

later perceptions of OCB beyond the effect of earlier interpersonal (informational) justice 

perceptions. (i.e., Time 2 justice perceptions will be associated with time 2 OCB beyond the 

effect of time 1 justice perceptions, and time 3 justice perceptions will be associated with 

time 3 OCB beyond the effect of time 1 and time 2 justice perceptions.)  

 We chose OCB as the outcome variable of interest because of its long history of being 

related to justice perceptions and because of its importance in the effective functioning of an 

organization. OCB is helping behavior in organizations that is commonly broken into two 

categories: 1) behavior directed toward the overall organization; and 2) behavior directed toward 

particular individuals in the organization (McNeely & Meglino, 1994; Williams & Anderson, 

1991). Organizational justice is generally considered an antecedent of OCB (Fassina, Jones & 

Uggerslev, 2008; Moorman & Byrne, 2005), and researchers have suggested that OCBs are 

related to organizational effectiveness (see Podsakoff, et al., 2000, for a review). Thus, any 

research that helps clarify the antecedents of OCB is a worthwhile endeavor. 

We chose to focus on interpersonal and informational justice, and not procedural justice, 

for the following reasons. While interpersonal justice has been linked to extra-role behaviors, 

such as those found in OCB (Aquino, 1995; Colquitt, 2001), procedural justice is more closely 

linked to system-wide issues (Cropanzano & Prehar, 1999; Moye, Masterson & Bartol, 1997) 

such as rule compliance (Aquino, 1995). Informational justice has been linked to collective self-

esteem (Colquitt, 2001), a form of group self-esteem which is based partly on how actively 

individuals participate in group activities (Luhtanen & Crocker, 1992). Since OCB, by definition, 

requires an assessment of oneôs behavior within a group setting, we believe informational justice 

is a good fit with the OCB construct. 

 

Individual differences in uncertainty. We argue that uncertainty is ever-present in the 

workplace to some degree, and this is why justice perceptions are so influential. However, for 

some individuals, uncertainty seems to be more prevalent than for others. For example, studies 

have shown that internal locus of control is positively related to higher job performance and job 

satisfaction (Chen & Silverthorne, 2008; Judge & Bono, 2001), and negatively correlated with 

depression and causal uncertainty (Tobin & Raymundo, 2010). Studies have also shown that 

external locus of control and negative affect are positively related to causal uncertainty (Tobin & 

Raymundo, 2010). Thus, individuals with an internal locus of control are less likely to 

experience uncertainty than individuals with an external locus of control. Self esteem is also 

likely to have an impact on perceived uncertainty. 

Gibbons and Buunk (1999) proposed that individuals who were chronically uncertain 

about themselves engaged in high levels of social comparison orientation, the act of constantly 
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engaging in social comparisons to increase self-understanding. In their study of uncertainty 

management theory, Thau, et al. (2007) used Gibbons and Buunkôs argument to propose that 

people who are predisposed to make frequent social comparisons (chronically uncertain) also 

react more strongly to fairness information than those who make less frequent comparisons. The 

common element, of course, is uncertainty. Therefore, we look at another individual 

characteristic that could enhance uncertainty ï coping style. 

 

The Moderating Role of Coping Style 

A number of studies suggest the way individuals cope with stress can impact their 

reactions to a particular situation. Roth and Cohen (1986) describe two basic categories of 

coping responses: 1) approach coping, or trying to change the situation by confronting the 

situation, and 2) avoidance coping, or trying to avoid dealing with the situation. The coping 

strategy chosen by the individual depends partly upon the individualôs appraisal of the situation. 

If the appraisal indicates something can be done about the situation, approach coping is 

dominant. If the appraisal indicates nothing can be done about the situation, avoidance coping is 

dominant (Lazarus, 1993, p. 239). Generally speaking, greater approach coping is associated 

with better psychological outcomes while greater avoidance coping is associated with poorer 

psychological outcomes (Holahan & Moos, 1990; 1991; Vitaliano, Maiuro, Russo & Becker, 

1987). 

Researchers in coping often examine the antecedents and consequences of coping to 

better understand how individual coping style impacts the situation. For instance, some studies 

looking at avoidance coping have found that fear, anxiety and depression are positively related to 

avoidance coping (Barker, 2007; Duhachek & Oakley, 2007; Pakenham, 2006), while self- 

esteem is negatively related to avoidance coping (Barker, 2007). Studies examining approach 

coping have found that anxiety was not significantly related to approach coping (Pakenham, 

2006). However, anger was positively related to approach coping (Duhachek & Oakley, 2007) 

and feelings of threat were negatively related to approach coping (Scheck & Kinicki, 2000). In 

general, studies on coping report that avoidance, or escapist, coping strategies are consistently 

associated with poor mental health outcomes, while approach coping strategies are sometimes 

associated with negative outcomes, sometimes positive outcomes, and sometimes neither 

(Folkman & Moskowitz, 2004, p. 747).  

Based on coping research, it seems reasonable to expect an individual engaging in an 

avoidance coping style is more likely to experience uncertainty than an individual engaging in an 

approach coping style. This expectation is based on the premise that individuals engaging in an 

approach coping style generally will not experience increased fear and anxiety (Duhachek & 

Oakley, 2007; Pakenham, 2006), and will approach the situation to resolve it, thus leading to 

reduced levels of uncertainty. On the other hand, individuals engaging in an avoidance coping 

style generally believe nothing can be done about the situation (Lazarus, 1993). As a result, fear 

and anxiety are increased (Barker, 2007; Duhachek & Oakley, 2007; Pakenham, 2006), and 

avoidance of the situation leaves it unresolved, thus leading to heightened levels of uncertainty. 

Uncertainty management theory is based on the premise that in situations of uncertainty, 

individuals rely more on justice perceptions to cope with the uncertainty. Thus, we believe 

individuals who are more likely to experience uncertainty will rely more heavily on justice 

perceptions than individuals who are less likely to experience uncertainty. Since avoidance 
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coping leads to higher levels of uncertainty than approach coping, we hypothesize that 

individuals who engage in an avoidance coping style will allow justice perceptions to influence 

their attitudes and behavior more than individuals who engage in an approach coping style. 

H2: There will be a positive moderating effect between perceptions of justice and an 

avoidance coping style on OCB. 

H3: There will be a negative moderating effect between perceptions of justice and an 

approach coping style on OCB. 

As uncertainty increases for individuals with an avoidance coping style, they will rely on 

current justice perceptions to make sense of their situation. Essentially, the influence of justice 

on individual attitudes and behavior will be stronger for those with an avoidance coping style 

and will be weaker for those with an approach coping style.  

 

METHOD  

 

The data for the study were collected after a recent hurricane using a snowball collection 

method. The context of a natural disaster allowed us to presume levels of uncertainty existed 

within the sample, a necessary condition for using uncertainty management theory. The 

hurricane also allowed us to presume that stress and coping would be a salient issue with 

respondents, and thus, measures of coping would be particularly relevant. 

Students in management classes were given an opportunity to receive extra credit by 

asking a full-time employee over the age of 30 to complete a series of three surveys about a 

recent hurricane and their experience in returning to work after the hurricane.  Snowball data 

collection has been used frequently by researchers in recent years (Eaton & Struthers, 2002; 

Jandeska & Kraimer, 2005; Rotondo, Carlson & Kincaid, 2003; Treadway, Hochwarter, Kacmar 

& Ferris, 2005). In a study of hurricane-induced stress, Hochwarter, Laird and Brouer (2008) 

collected data in one sample by giving undergraduate students course credit for distributing five 

surveys to full-time employees, similar to our method of asking students after a hurricane to 

distribute surveys to full time employees over the age of thirty. Because we wished to measure 

employee attitudes within four weeks of the hurricane, a snowball sample allowed us to meet this 

deadline. The four week time period was to ensure that uncertainty surrounding the hurricane 

and its aftermath were not forgotten. Indeed, many people and businesses in a large area 

surrounding the school were still without power and running water several weeks after the storm.   

The cover sheet to the survey was entitled, ñEmployee reactions to Hurricane Ike,ò and 

the cover sheet stated that the purpose of the survey was to learn about individual experiences in 

returning to work after Hurricane Ike. Participants were thus given an appropriate frame of 

reference for their responses. The thirty year age requirement was to ensure that respondents 

were more likely to have a stable job in which uncertainty caused by a hurricane would be a 

major disruption in their normal work routine. Younger respondents, such as college students 

who often move from job to job during school, would be less likely to see a major disruption at 

work since their work schedules are often unstable to begin with. 

The hurricane made landfall in the US on September 13, and classes resumed at the 

university on September 22. The first survey was distributed and completed between October 2 

and October 9; the second survey was distributed and completed between November 4 and 

November 11; and the third survey was distributed and completed between December 2 and 
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December 9. Out of a total of 324 questionnaires distributed, 255 were returned, yielding the 

response rate of 78.7%. After screening for missing data, we eliminated 42 responses, resulting 

in a final sample size of 213. Respondents were from 14 different industries. Average age was 

43.35, and approximately 49% were men and 45.5% were women (5.5% did not respond). All 

had been affected by the hurricane, although only 1.2% reported that either they or one of their 

family members suffered from actual physical injury as a result of the hurricane. Many lost 

power (86.7%), with 39.9% reporting they were without electricity for over six days. Although 

35.2% of the respondents returned to work two days after the storm, 23.9% did not return to 

work until after September 19, over six days after the storm hit. In December, 31% of the 

respondents reported that people were still talking about the hurricane at work three months later. 

 

Measures 

All variables were measured using either a 7-point Likert scale or a 5-point Likert scale. 

For the organizational behavior scales and the coping scales, the items asked how often 

respondents engaged in certain behavior or how often they reacted a certain way to stress 

episodes. The response format for these two scales was, 1 = never and 7 = always. The justice 

scales asked respondents to what extent supervisors engaged in certain behaviors. Following the 

example of Colquitt (2001), these items used a 5-point scale with 1 = to a very small extent and 5 

= to a very large extent. 

 

Coping response. Items measuring coping response strategies were measured at time 1 

and were taken from the coping response inventory (Moos, 1993). Coping strategies are 

categorized into two main dimensions ï 1) approach or avoidance and 2) cognitive or behavioral. 

For approach coping strategies, we used two subscales: positive reappraisal (a cognitive strategy) 

and problem solving (a behavioral strategy). For avoidance coping strategies, we used the 

following two subscales: cognitive avoidance (a cognitive strategy) and emotional discharge (a 

behavioral strategy). These four subscales were used by Valentiner, Holahan, & Moos (1994) as 

representatives of approach and avoidance coping; thus, we follow their example and do the 

same in the present study. Each subscale consisted of 6 items, and sample items include the 

following: ñTry not to think about the problemò (cognitive avoidance); ñYell or shout to let off 

steamò (emotional discharge); ñMake a plan of action and follow itò (problem solving); and ñTry 

to see the good side of the situationò (positive reappraisal). The cognitive avoidance and 

emotional discharge scales were added together to get one score for the avoidance coping and the 

problem solving and positive reappraisal scales were added together to get one score for the 

approach coping scale. 

 

Justice. The items for interpersonal justice and informational justice were measured at all 

three time periods and were taken from Colquittôs (2001) scale. Interpersonal justice was 

measured with four items, and informational justice was measured with five items. Sample items 

include, ñTo what extent does your supervisor treat you in a polite mannerò (interpersonal 

justice), and ñTo what extent does your supervisor explain work procedures thoroughly at workò 

(informational justice). 
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Organizational citizenship behavior (OCB). Sixteen items were used to measure OCB, 

with eight items representing OCB directed toward the individual (OCBI) and eight items 

representing OCB directed toward the organization (OCBO). These items were measured at all 

three time periods and were taken from Lee and Allenôs (2002) scale. Respondents were asked 

how often they engaged in behaviors such as ñShare personal property with others to help their 

workò (OCBI) and ñTake action to protect the organization from potential problemsò (OCBO). 

 

 

ANALYSES AND RESULTS 

 

We used SmartPLS 2.0 M3 (Ringle, Wende, & Will, 2005) to analyze the measurement 

and structural models. Unlike a covariance-based structural equation modeling (SEM) used in 

LISREL, Partial Least Squares (PLS), a component-based SEM, was chosen because it is more 

flexible in terms of both distribution assumptions (e.g. multivariate normality is not necessary) 

and sample size requirements (Chin, Marcolin & Newsted, 2003). Considering the purpose of the 

study and the ratio between the number of the constructs in the models and the sample size, we 

believed that using PLS would be a more appropriate choice. 

 

Measurement Model 

To validate psychometric properties (i.e. discriminant validity, convergent validity, and 

reliability) of the constructs in SmartPLS, both measurement and structural models technically 

have to be run simultaneously. However, we would proceed to evaluate the structural model only 

if the CFA results of the measurement model were satisfactory. As a result of the first run, using 

0.6 as a cutoff value, we eliminated six items of the approach construct (3 items from positive 

reappraisal and 3 items from problem solving) and six items of the avoidance construct (3 items 

from cognitive avoidance and 3 items from emotional discharge). It is not uncommon to have 

low internal consistency in coping scales because using one coping response could reduce the 

need to use other responses from the same category (Holahan, Moos, Holahan & Brennan, 1997; 

Moos & Holahan, 2003; Timko, Cronkite & Moos, 2010). Indeed, in a study of stressors and 

avoidance coping, Timko, et al. (2010) created an avoidance coping scale by combining two 

items of a cognitive nature with six items of a behavioral nature. Our scales thus combine three 

cognitive items and three behavioral items for both the approach coping style and the avoidance 

coping style. 

Noticeably, the results of the subsequent run improved, in that they attested discriminant 

validity, convergent validity, and reliability of all the constructs as described below. As shown in 

Table 1 in Appendix, the square root of the average variance extracted (AVE) of each of the 

constructs was greater than its correlation with all the other constructs, thus demonstrating 

discriminant validity (Gefen & Straub, 2005). In addition, while there were still some cross-

loading items between those of informational justice and those of interpersonal justice, we 

decided to retain the items, because not only were the differences of the loadings very small 

(from 0.1-0.3), they also had been well validated by previous researchers (e.g. Colquitt, 2001). 

Furthermore, the majority of the items in fact reasonably loaded (> 0.6) on their own factors, 

showing evidence of discriminant validity (Gefen & Straub, 2005). The t-statistics of all the 

items loading on their respective factors (ranging from 7.48 to 123.2) were significant at the 
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0.001 level, strongly exhibiting a high degree of convergent validity (Gefen & Straub, 2005). 

Finally, both composite reliability and Cronbachôs alpha coefficients of all the constructs 

exceeded 0.8, indicating satisfactory reliability (Fornell & Larcker, 1981; Nunnally, 1978). 

Taken together, these results demonstrated the quality of the measurement model. Thus, we then 

turned to examine the structural model. 

 

Structural Model  

To examine the significance of the paths in SmartPLS, a bootstrapping procedure (n = 

213 with 500 samples) was performed. Running two models for interpersonal justice and two 

separate models for informational justice, we found the results appeared to be somewhat similar. 

In the PLS models, we controlled the effects of OCBI and OCBO by linking those at earlier 

times to those at later times (e.g., OCBI T1 was linked to OCBI T2, OCBO T2, OCBI T3, and 

OCBO T3). The moderating terms were generated using an algorithm demonstrated in the work 

of Chin et al., (2003). The first hypothesis states there is an incremental effect of justice over 

time on OCB, such that time 2 justice perceptions will be associated with time 2 OCB beyond 

the effect of time 1 justice perceptions and time 3 justice perceptions will be associated with time 

3 OCB beyond the effect of time 1 and time 2 justice perceptions. To test this hypothesis, we 

examined the beta coefficients and p-values between justice at each time period and OCB at each 

time period. If the beta coefficients between justice and OCB have greater significance (lower p-

values) at later time periods than in earlier time periods, there is evidence of an incremental 

effect of justice over time on OCB, suggesting a possible recency effect triggered by uncertainty. 

Additionally, there is evidence of an incremental effect of justice over time if the beta 

coefficients between justice and OCB are significant at later time periods, but not significant at 

earlier time periods. For example, if the beta coefficient between justice at time 1 and OCB at 

time 2 is not significant, but the beta coefficient between justice at time 2 and OCB at time 2 is 

significant, there is evidence that time 2 justice perceptions are associated with OCB at time 2 

beyond the effects of time 1 justice perceptions.
1
 

 

Relation between interpersonal justice and OCB. Regarding interpersonal justice (see 

Figure 2), interpersonal justice at time 1 overall explained about 19% of the variance in 

interpersonal justice at time 2, and accounting for the effect of time 1, interpersonal justice at 

time 2 overall explained about 36% of the variance in interpersonal justice at time 3. At time 1, 

interestingly, none of the relationships were significant except for the direct relationship between 

interpersonal justice and OCBO (b = 0.17, p < 0.001), as shown in Figure 2 in Appendix. 

At time 2, interpersonal justice was found to be a significant predictor of both OCBI (b = 

0.29, p < 0.001) and OCBO (b = 0.29, p < 0.001). Comparing this result to the relationship 

between interpersonal justice at time 1 and OCB at time 2, we found that interpersonal justice at 

time 1 was not a significant predictor of OCBI at time 2 (b = -0.1, ns), but was a significant 

predictor of OCBO at time 2 (b = -0.12, p < .05). Since the p-value is not significant for OCBI 

and is weaker for OCBO (p < .05 versus p < .001), this indicates the effects of interpersonal 

                                                
1 This procedure is similar to that used by Ambrose and Cropanzano (2003) in a longitudinal study in which they 

hypothesized perceptions of justice will be related to job attitudes after controlling for previous perceptions of 

justice. We also tested hypothesis 1 using their method of multiple regression analysis and found similar results.  
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justice at time 2 on OCB at time 2 are greater than the effects of interpersonal justice at time 1 on 

OCB at time 2, supporting hypothesis 1. At time 3, interpersonal justice was also found to be a 

significant predictor of both OCBI time 3 (b = 0.16, p < 0.01) and OCBO time 3 (b = 0.16, p < 

0.01), while the relationship between interpersonal justice at time 2 and OCB at time 3 were 

insignificant (b = -0.13, ns for OCBI; b = -0.15, ns for OCBO). This again indicates an 

incremental effect of justice over time on OCB in support of hypothesis 1. 

 

Relation between informational justice and OCB. Regarding informational justice (see 

Figure 3 in Appendix), we found that informational justice at time 1 overall explained about 21% 

of the variance in informational justice at time 2, and accounting for the effect of time 1, 

informational justice at time 2 overall explained about 27% of the variance in interpersonal 

justice at time 3. At time 1, informational justice was found to be a significant predictor of both 

OCBI (b = 0.2, p < 0.001) and OCBO (b = 0.3, p < 0.001). 

At time 2, informational justice was also found to be a significant predictor of both OCBI 

(b = 0.32, p < 0.001) and OCBO (b = 0.32, p < 0.001). Comparing this result to the relationship 

between informational justice at time 1 and OCB at time 2, we found that informational justice at 

time 1 was not a significant predictor of OCBI at time 2 (b = -0.1, ns), but was a significant 

predictor of OCBO at time 2 (b = -0.13, p < .05). Since the p-value is not significant for OCBI 

and is weaker for OCBO (p < .05 versus p < .001), this indicates the effects of informational 

justice at time 2 on OCB at time 2 are greater than the effects of informational justice at time 1 

on OCB at time 2, supporting hypothesis 1. Finally, at time 3, informational justice was found to 

be a significant predictor of both OCBI (b = 0.13, p < 0.05) and OCBO (b = 0.18, p < 0.001). 

Comparing this result to the relationship between informational justice at time 2 and OCB at 

time 3, we found that informational justice at time 2 was not a significant predictor of OCBI at 

time 3 (b = 0.01, ns), but was a significant predictor of OCBO at time 3 (b = -0.13, p < .05).  

Again, the comparison shows either a non-significant result for OCBI or a weaker significance 

value for OCBO (p < .05 versus p < .001), indicating support for hypothesis 1. 

 

 Avoidance coping as a moderator. Hypothesis 2 stated there would be a positive 

moderating effect between perceptions of justice and an avoidance coping style on OCB. The 

moderating terms were generated in SmartPLS, using an algorithm in line with the interaction 

approach demonstrated in the work of Chin et al., (2003), and the hypothesis was tested at each 

time period. As seen in Figure 2, there was no moderating effect between perceptions of 

interpersonal justice and avoidance on OCB at time 1 (b = -.22, ns for OCBI; b = -0.13, ns for 

OCBO). However, at time 2, there was a positive interaction between interpersonal justice and 

avoidance on OCBI at time 2 (b = 0.2, p < .01), but not on OCBO at time 2 (b = 0.12, ns). There 

was also a positive interaction between interpersonal justice and avoidance at time 3 on OCBI 

time 3 (b = 0.14, p < .05), but not on OCBO time 3 (b = -0.06, ns). 

The results for informational justice found similar results as shown in Figure 3. There 

was no interaction between perceptions of informational justice and avoidance at time 1 (b = -

0.23, ns for OCBI; b = -0.13, ns for OCBO), but there was a positive interaction between 

perceptions of informational justice time 2 and avoidance on OCBI time 2 (b = 0.17, p < .01) and 

no interaction on OCBO time 2 (b = 0.15, ns). At time 3, there was a positive interaction between 
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informational justice and avoidance on OCBI at time 3 (b = 0.19, p < .05), but not on OCBO at 

time 3 (b = -0.07, ns).  

 

Approach coping as a moderator. Hypothesis 3 stated there would be a negative 

moderating effect between perceptions of justice and an approach coping style on OCB. The 

hypothesis was tested in each time period. As shown in Figure 2, there was no moderating effect 

between perceptions of interpersonal justice and approach on OCB at time 1 (b = -0.1, ns for 

OCBI; b = -0.05, ns for OCBO). At time 2, there was a negative interaction between 

interpersonal justice time 2 and approach on OCBI at time 2 (b = 0-.12, p < .05), but not on 

OCBO at time 2 (b = -0.08, ns). At time 3, there was a negative interaction between interpersonal 

justice time 3 and approach on OCBI at time 3 (b = -0.14, p < .05), but not on OCBO at time 3 (b 

= -0.08, ns). 

For informational justice shown in Figure 3, there was no significant interaction between 

informational justice and approach on OCB at time 1 (b = -0.07, ns for OCBI time 1; b = -0.08, 

ns for OCBO time 1) nor at time 2 (b = -0.04, ns for OCBI; b = -0.08. ns for OCBO). At time 3, 

there was a significant interaction between informational justice time 3 and approach on OCBI 

time 3 (b = -0.18, p < .001), but not on OCBO time 3 (b = -0.13 ns). 

Comparing the findings on interpersonal and informational justice, we found that the 

results appeared to be rather similar, except for the following. First, at time 1, while the 

relationship between interpersonal justice and OCBI was not significant, the relationship 

between informational justice and OCBI was strongly significant. Second, at time 2, while the 

relationship between interpersonal justice and OCBI was negatively moderated by an approach 

coping style the relationship between informational justice and OCBI was not.  

 

DISCUSSION 

 

The first hypothesis stating there will be incremental effects of justice over time was 

supported. We believe uncertainty management theory helps explain this finding because 

uncertainty in current time periods should be more prevalent or salient than uncertainty in past 

time periods. Presumably, some issues with uncertainty are resolved as time progresses and more 

information becomes available to individuals allowing them to better understand the past. 

Because of this, perceptions of justice in the current time period with higher levels of uncertainty 

were more influential in the current time period than perceptions of justice in past time periods. 

This finding also suggests there may be a recency effect in justice over time, such that recent 

events are more influential in predicting justice perceptions than past events. This finding is 

similar to that found by Holtz and Harold (2009) and Lilly et al., (2010), but contradicts the 

findings reported by Hausknecht et al., (2011). While the Holtz and Harold (2009) and Lilly et 

al., (2010) studies suggest a recency effect occurs due to within-person changes over time, 

Hausknecht et al., (2011) suggest that perceptions of justice are formed through a series of 

experiences over time, thus forming a fairness heuristic that acts as a template for evaluating 

future judgments.  

Experimental studies on uncertainty management theory have found that when 

uncertainty was made salient, justice manipulations were stronger than when uncertainty was not 

salient (Van den Bos, 2001; Van den Bos & Miedema (2000). Essentially, any kind of 
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uncertainty can boost the influence of justice, not just uncertainty in the workplace. Indeed, one 

study in support of uncertainty management theory created feelings of uncertainty by asking 

participants to consider their feelings about death (Van den Bos & Miedema, 2000). Because 

uncertainty appears to be influential in forming justice perceptions, the context of a natural 

disaster used in the present study allowed us to take advantage of uncertainty in two different 

contexts ï a work context of uncertainty in terms of when the organization would be back on a 

normal business schedule and a home context of uncertainty in terms of when home repairs 

would be completed and water and electrical power would be restored. Although we did not 

measure uncertainty directly, we believe the uncertainty created by a natural disaster increased 

the influence of justice perceptions as described by uncertainty management theory. Indicators of 

uncertainty felt by respondents included the following facts: many participants (39.9%) reported 

losing power for over six days; 23.9% reported not returning to work for six days; and 31% of 

respondents reported that people at work were still talking about the hurricane three months later. 

Cleanup in the state of Texas was still not complete after six months, and the cleanup effort 

affected both homeowners and organizations in Texas (FEMA, Aug 11, 2010). Thus, at each 

time period, respondents as a whole were not ñfinishedò with the hurricane; therefore, 

uncertainty at each time period could have caused perceptions of justice in the current time 

period to be more influential than past perceptions of justice. 

The high level of uncertainty felt by the general population should have created a context 

in which justice perceptions become more salient as described in uncertainty management 

theory. However, individual reactions to uncertainty may also influence perceptions of justice or 

individual behavior. Thus, the premise of hypotheses 2 and 3 take into account individual 

reactions to stressful situations which could increase or mitigate feelings of uncertainty.   

The second hypothesis stated there will be a positive moderating effect between 

perceptions of justice and an avoidance coping style on OCB. Prior literature on coping suggests 

that fear, anxiety and depression are positively related to avoidance coping (Barker, 2007; 

Duhachek & Oakley, 2007; Pakenham, 2006). In addition, individuals engaging in an avoidance 

coping style generally believe nothing can be done about the situation (Lazarus, 1993). We argue 

the combination of fear, anxiety, depression, and the belief that nothing can be done creates a 

condition of uncertainty for the individual engaging in avoidance coping. This uncertainty then 

leads to justice perceptions becoming more influential in determining future behavior and 

perceptions of organizational variables. Hypothesis 2 was supported for OCBI, but not for 

OCBO. 

The third hypothesis stated there will be a negative moderating effect between 

perceptions of justice and an approach coping style on OCB. This hypothesis is based on 

literature stating that individuals engaging in an approach coping style generally will not 

experience increased fear and anxiety (Duhachek & Oakley, 2007; Pakenham, 2006). Thus, these 

individuals will approach the situation to resolve it, leading to reduced levels of uncertainty 

overall. According to uncertainty management theory, reduced uncertainty should result in 

justice perceptions being less influential in determining future behavior and perceptions of 

organizational variables. Hypothesis 3 was supported for OCBI at time 3 for interpersonal justice 

and informational justice, but only for OCBI at time 2 for interpersonal justice. 

The finding that coping style is a significant moderator only for OCBI, and not for 

OCBO, indicates that coping style and justice perceptions may be more influential at the 
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individual level and less influential at the organizational level. The reason for this finding may be 

due to the context of the study, a natural disaster. Natural disasters are felt at the individual level 

by people in close proximity to one another. It is difficult to ignore the hardships of people right 

next to you; thus, the most noticeable behaviors may be those specifically related to individuals. 

Many of the OCBI items fit directly into the types of helping behavior one might see at work 

after a disaster (e.g., ñShow genuine concern and courtesy toward coworkers, even under the 

most trying business or personal situationsò). In contrast, the OCBO items may seem much less 

important after a disaster (e.g., ñShow pride when representing the organization in publicò).   

The finding that individuals engaged in an approach coping style were less influenced by 

informational justice perceptions at time 3 than at time 2 may be explained by using uncertainty 

management theory.  It is not unreasonable to assume that uncertainty created by the hurricane 

was stronger at time 2 than at time 3, causing justice perceptions to have more impact in earlier 

time periods. During the four week period from time 2 to time 3, at least some repairs and 

cleanup would have been completed, reducing overall uncertainty to some degree at time 3. 

However, uncertainty could be very salient at time 2 for people trying to juggle work duties with 

home repairs, especially regarding informational justice issues such as explanations about altered 

work procedures or schedules in response to the hurricane. If individuals engaging in an 

approach coping style cannot get closure on the hurricane, the resulting uncertainty could lead to 

more reliance on justice perceptions in predicting OCB. Indeed, uncertainty management theory 

states that fairness will matter more for employee behavior when employees are experiencing 

uncertainty (Lind & Van den Bos, 2002). As overall uncertainty is reduced at time 3 (and 

individuals engaging in approach coping are likely to take an active role to reduce uncertainty), 

justice perceptions become less influential in predicting employee behavior. 

Although overall uncertainty is likely to be stronger at time 2 as discussed above, the 

interpersonal aspects of being treated politely and with respect may not be very meaningful to 

individuals focused on solving problems associated with the hurricane if there is a general 

societal expectation of polite treatment. This statement is based on results showing a direct 

positive relationship between interpersonal justice and OCBI, but a negative interaction of 

interpersonal justice x approach coping style on OCBI. Individuals using an approach coping 

style may be less concerned with interpersonal justice, in general, and more concerned with 

concrete results.  

Interpersonal justice perceptions are based partly upon making social comparisons with 

how others are treated. For example, individuals judge whether a particular action is respectful or 

not based on observing examples of both respectful and disrespectful behavior. Gibbons and 

Buunk (1999) proposed that individuals who engaged in high levels of social comparisons were 

chronically uncertain, while Thau et al., (2007) found that people who are high in social 

comparison orientation react more strongly to fairness information than those who are lower in 

social comparison orientation. Thus, people who experience low levels of uncertainty, such as 

those who engage in approach coping, are less anxious and are likely to make fewer social 

comparisons in interpersonal justice judgments. Therefore, they are less likely to let justice 

perceptions influence their organizational behavior regardless of time period. 

 

CONCLUSION 
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Studies of justice over time are rare, perhaps because good quality longitudinal data is 

difficult to obtain. However, the robust nature of organizational justice suggests that longitudinal 

justice studies may enhance our understanding of how to utilize this construct in a practical and 

meaningful way in the workplace. For example, cross-sectional studies often refer to the fair 

process effect (Folger et al., 1979) in which individuals who believe a decision process is fair are 

more accepting of the outcome than those who do not believe the process is fair, but does this 

effect continue over time? The present study and some earlier studies have found that either the 

effects of justice perceptions or the perception of justice itself may change over time (Ambrose 

& Cropanzano, 2003; Hausknecht et al., 2011; Holtz & Harold, 2009; Lilly et al., 2010; 

Thornhill & Saunders, 2003).  

Limitations of the present study include attrition and no direct measure of uncertainty. 

The first survey administration produced 255 surveys, the second produced 218 surveys (85.4% 

retention rate), and the third produced 213 surveys (83.5% retention rate). To deal with 

participant attrition, and to ensure no self-selection or possible participant non-random bias had 

occurred, we used a procedure recommended by Goodman and Blum (1996). Specifically, a 

dichotomous variable was created to differentiate between participants who responded to all 

three surveys (stayers) and participants who responded only to Time 1 (leavers). Logistic 

regression was performed using the dichotomous variable of stayer/leaver as the dependent 

variable and interpersonal justice time 1, informational justice time 1, OCBI time 1, and OCBO 

time 1 as the independent variables. Results indicated that none of the regression coefficients 

were significant (p < .84 for interpersonal justice; p < .79 for informational justice; p < .19 for 

OCBI; p < .10 for OCBO), suggesting there was no non-random bias in the data.  

Although there was no direct measure or manipulation of uncertainty, we believe the 

context of a natural disaster provides an environment of uncertainty that can be assumed when 

using uncertainty management theory as the basis for hypotheses. Indeed, Lind and Van den Bos 

(2002) suggest that times of turmoil (e.g., the aftermath of a hurricane) create a level of 

uncertainty most likely to need fairness-related actions. The level of uncertainty may vary by 

individual, of course, but the use of approach and avoidance coping to theoretically define this 

level of uncertainty allows us to again use uncertainty management theory as the basis for 

hypotheses. Additionally, several researchers using uncertainty management theory as the 

theoretical basis for their studies do not directly measure uncertainty (Rosen, Harris & Kacmar, 

2011; Tangirala & Alge, 2006; Thau et al., 2007; Thau et al., 2009 ï Study 1). 

 One practical implication of the present study for managers is the knowledge that 

employee coping style may increase or reduce the influence of fair procedures in the workplace. 

Presumably, organizations will want employees to engage in approach coping strategies at work 

since this coping behavior focuses on resolving the situation and reducing uncertainty for the 

individual employee as well as others affected by the stressful situation. Training employees in 

approach coping strategies might be useful, therefore, in reducing response time to customer 

complaints or reducing the time needed to resolve typical workplace issues such as 

interdepartmental disputes. However, employees engaged in approach coping behavior tend to be 

less influenced by justice perceptions, possibly making major investments in fair procedures and 

the communication of those procedures to employees a costly endeavor with fewer benefits than 

expected. Of course, for ethical reasons and legal reasons, managers should attempt to create and 

implement fair procedures in the workplace. However, early studies on the fair process effect 
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(Folger, et al., 1979) suggesting that fair procedures ameliorate negative employee reactions to 

work decision outcomes may be too comprehensive in scope by painting a majority of employees 

with one brush.  

Future research should focus on providing a unifying theory of justice over time. We 

believe uncertainty management theory is a good starting point for this discussion, and greater 

understanding of longitudinal justice perceptions will enhance our ability to bring academic 

research closer to practical management application. We specifically acknowledge the 

contribution by Lind and Van den Bos (2002) suggesting there is a cost to fair procedures; 

sometimes it is more efficient and more cost-effective to use procedures that are less fair. Thus, 

researchers need to develop a more comprehensive perspective of how justice influences 

individuals over time, so that organizations will not waste an investment of time and resources 

into procedures that may not benefit the organization.   

 

REFERENCES 

 

Adams, J. S. 1963. Toward an understanding of inequity. Journal of Abnormal and Social 

Psychology. 67: 422-436. 

Ambrose, M. L. & Cropanzano, R. 2003. A longitudinal analysis of organizational fairness: An 

examination of reactions to tenure and promotion decisions. Journal of Applied Psychology, 

88: 266-275. 

Aquino, K. 1995. Relationships among pay inequity, perceptions of procedural justice and 

organizational citizenship. Employee Responsibilities and Rights Journal, 8: 21-33. 

Ariely, D., & Carmon, Z. 2000. Gestalt characteristics of experiences: The defining features of 

summarized events. Journal of Behavioral Decision Making, 13: 191ï201. 

Barker, D. B. 2007. Antecedents of stressful experiences: Depressive symptoms, self-esteem, 

gender, and coping.  International Journal of Stress Management, 14: 333-349.  

Bauer, T. N., Maertz, C. P., Dolen, M. R. & Campion, M. A. 1998. Longitudinal assessment of 

applicant reactions to employment testing and test outcome feedback. Journal of Applied 

Psychology, 83: 892-903. 

Blau, P. 1964. Exchange and power in social life. New York: Wiley. 

Bruner, J.S. 1957. On perceptual readiness. Psychological Review. 64: 132-133. 

Carli, L. L. (1999). Cognitive reconstruction, hindsight, and reactions to victims and 

perpetrators. Personality and Social Psychology Bulletin. 25: 966-979. 

Chen, J. & Silverthorne, C. 2008. The impact of locus of control on job stress, job performance 

and job satisfaction in Taiwan. Leadership and Organization Development Journal, 29: 572-

582. 

Chin, W. W., Marcolin, B. L., & Newsted, P. R. 2003. A Partial Least Squares Latent Variable 

Modeling Approach for Measuring Interaction Effects: Results from a Monte Carlo 

Simulation Study and an Electronic-Mail Emotion/Adoption Study. Information Systems 

Research, 14:2, 189-217. 

Colquitt, J. A. 2001. On the dimensionality of organizational justice: A construct validation of a 

measure. Journal of Applied Psychology. 86: 386-400. 



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

24 

 

Cropanzano, R. & Prehar, C. A. 1999, April. Using social exchange theory to distinguish 

procedural from interactional justice. Presented at the 14
th
 annual meeting of the Society for 

Industrial and Organizational Psychology, Atlanta, GA. 

Duhachek, A. & Oakley, J. L. 2007. Mapping the hierarchical structure of coping: Unifying 

empirical and theoretical perspectives. Journal of Consumer Psychology, 17: 218-233. 

Eaton, J. & Struthers, C. W. 2002. Using the internet for organizational research: A study of 

cynicism in the workplace. CyberPsychology & Behavior, 5: 305-313. 

FEMA. Aug 11, 2010. Hurricane Ike six months later: Confronting the challenges ï in 

partnership. http://www.fema.gov/hazard/hurricane/2008/ike/anniversary.shtm  

Fassina, N. E., Jones, D. A. & Uggerslev, K. L. 2008. Relationship clean-up time: Using meta-

analysis and path analysis to clarify relationships among job satisfaction, perceived fairness, 

and citizenship behaviors. Journal of Management, 34: 161-188. 

Folger, R., Rosenfield, D., Grove, J. & Corkran, L. 1979. Effects of ñvoiceò and peer opinions on 

responses to inequity. Journal of Personality and Social Psychology, 37: 2253-2261. 

Folkman, S. & Moskowitz, J. T. 2004. Coping: Pitfalls and Promise. Annual Review of 

Psychology, 55: 745-774. 

Fornell, C. & Larcker, D. F. 1981. Evaluating Structural Equation Models with Unobservable 

Variables and Measurement Error. Journal of Marketing Research, 18:1: 39-50.  

Gefen, D. & Straub, D. 2005. A Practical Guide to Factorial Validity Using PLS-Graph: Tutorial 

and Annotated Example. Communications of the Association for Information Systems, 16: 

91-109. 

Gibbons, F. X. & Buunk, B. P. 1999. Individual differences in social comparison: Development 

of a scale of social comparison orientation. Journal of Personality and Social Psychology, 

76: 129-142. 

Golembiewski, R. T., Billingsley, K., & Yeager, S. 1976. Measuring change and persistence in 

human affairs: Types of change generated by OD designs. Journal of Applied Behavioral 

Sciences, 1: 133ï157. 

Goodman, J. S. & Blum, T. C. 1996. Assessing the non-random sampling effects of subject 

attrition in longitudinal research. Journal of Management. 22: 627-652. 

Greenberg, J. & Folger, R. 1983. Procedural justice, participation, and the fair process effect in 

groups and organizations. In P. B. Paulus (Ed.), Basic group processes: 235-256. New York: 

Springer-Verlag. 

Hausknecht, J. P., Sturman, M. C. & Roberson, Q. M. 2011. Justice as a dynamic construct: 

Effects of individual trajectories on distal work outcomes. Journal of Applied Psychology, 

96: 872-880. 

Hochwarter, W. A., Laird, M. D., & Brouer, R. L. 2008. Board Up the Windows: The Interactive 

Effects of Hurricane-Induced Job Stress and Perceived Resources on Work Outcomes. 

Journal of Management, 34: 263-289. 

Holahan, C. J. & Moos, R. H. 1990. Life stressors, resistance factors, and improved 

psychological functioning: An extension of the stress resistance paradigm.  Journal of 

Personality and Social Psychology, 58: 909-917. 

Holahan, C. J. & Moos, R. H. 1991. Life stressors, personal and social resources, and depression: 

A 4-year structural model. Journal of Abnormal Psychology, 100: 31-38. 

http://www.fema.gov/hazard/hurricane/2008/ike/anniversary.shtm


 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

25 

 

Holahan, C. J., Moos, R. H., Holahan, C. K. & Brennan, P. L. 1997. Social context, coping 

strategies, and depressive symptoms: An expanded model with cardiac patients. Journal of 

Personality and Social Psychology, 72: 918-928. 

Holtz, B. C. & Harold, C. M. 2009. Fair today, fair tomorrow? A longitudinal investigation of 

overall justice perceptions. Journal of Applied Psychology, 94: 1185-1199. 

Jandeska, K. E. & Kraimer, M. L. 2005. Womenôs perceptions of organizational culture, work 

attitudes, and role-modeling behaviors. Journal of Managerial Issues, 17: 461-478.  

Judge, T. A. & Bono, J. E. 2001. Relationship of core self-evaluations traits ï Self- esteem, 

generalized self-efficacy, locus of control, and emotional stability ï with job satisfaction and 

job performance: A metal-analysis. Journal of Applied Psychology, 86: 80-92. 

Lazarus, R. S. 1993. Coping theory and research: past, present and future. Psychosomatic 

Medicine, 55: 234-247. 

Lee, K. & Allen, N. J. 2002. Organizational citizenship behavior and workplace deviance: The 

role of affect and cognitions. Journal of Applied Psychology, 87: 131-142. 

Lilly, J. D., Virick, M. & Hadani, M. 2010. The dynamic nature of justice: Influential effects of 

time and work outcomes on long-term perceptions of justice. Social Justice Research, 23: 37-

59. 

Lind. E. A. 2001. Fairness heuristic theory: Justice judgments as pivotal cognitions in 

organizational relations. In J. Greenberg and R. Cropanzano (Eds.), Advances in 

organizational justice, 56-88. Stanford, CA: Stanford University Press. 

Lind, E. A. & van den Bos, K. 2002. When fairness works: Toward a general theory of 

uncertainty management. In B. M. Staw & R. M. Kramer (Eds.), Research in organizational 

behavior, vol. 24: 181-223. Boston: Elsevier. 

Loftus, E., Altman, D. & Geballe, R. (1975). Effects of questioning a witness on later 

recollections. Journal of Police Science and Administration. 3: 162-165. 

Luhtanen, R. & Crocker, J. 1992. A collective self-esteem scale: Self-evaluation of oneôs social 

identity. Personality and Social Psychology Bulletin, 18: 302-318.  

McNeely, B. L. & Meglino, B. M. 1994. The role of dispositional and situational antecedents in 

prosocial organizational behavior: An examination of the intended beneficiaries of prosocial 

behavior. Journal of Applied Psychology, 79: 836-844. 

Moorman, R. H. & Byrne, Z. S. 2005. How does organizational justice affect organizational 

citizenship behavior? In J. Greenberg and J. A. Colquitt (Eds.), Handbook of organizational 

justice: 355-380. Mahwah, NJ: Erlbaum. 

Moos, R. 1993. Coping Responses Inventory ï Adult form manual. Odessa, FL: Psychological 

Assessment Resources. 

Moos, R. H. & Holahan, C. J. 2003. Dispositional and contextual perspective on coping: Toward 

an integrative framework. Journal of Clinical Psychology, 59: 1387-1403. 

Moye, N. A., Masterson, S. S. & Bartol, K. M. 1997, August. Differentiating antecedents and 

consequences of procedural and interactional justice: Empirical evidence in support of 

separate constructs. Presented at the 56
th
 Annual Meeting of the National Academy of 

Management, Boston, MA. 

Nunnally, J. C. 1978. Psychometric Theory. McGraw-Hill, NY.  

Pakenham, K. I. 2006. Investigation of the coping antecedents to positive outcomes and distress 

in multiple sclerosis. Psychology & Health, 21: 633-649.  



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

26 

 

Podsakoff,  P. M., Mackenzie, S. B., Paine, J. B. & Bachrach, D. G. 2000. Organizational 

citizenship behaviors: A critical review of the theoretical and empirical literature and 

suggestions for future research. Journal of Management, 26: 513-563. 

Posthuma, R. A., Dworkin, J. B., & Swift, M. S. 2000. Arbitrator acceptability: Does justice 

matter? Industrial Relations 39: 313-35. 

Ringle, C.M., Wende, S., & Will, S. 2005. SmartPLS 2.0 (M3) Beta, Hamburg, 

http://www.smartpls.de.  

Rosen, C. C., Harris, K. J. & Kacmar, K. M. 2011.  LMX, context perceptions and performance: 

An uncertainty management perspective. Journal of Management, 37: 819-838. 

Roth S. & Cohen, L. J. 1986. Approach, avoidance, and coping with stress. American 

Psychologist, 47: 813-819. 

Rotondo, D. M., Carlson, D.S. & Kincaid, J. F. 2003. Coping with multiple dimensions of work-

family conflict. Personnel Review, 32: 275-296. 

Scheck, C. L. & Kinicki, A. J. 2000. Identifying the antecedents of coping with an organizational 

acquisition: A structural assessment. Journal of Organizational Behavior, 21: 627-648. 

Sanitioso, R., Kunda, Z., & Fong, G. T. (1990). Motivated recruitment of autobiographical 

memories. Journal of Personality and Social Psychology, 59(2), 229-241. 

Tangirala, S. & Alge, B. J. 2006. Reactions to unfair events in computer-mediated groups: A test 

of uncertainty management theory. Organizational Behavior and Human Decision 

Processes, 100: 1-20. 

Tekleab, A. G., Takeuchi, R. & Taylor, M. S. 2005. Extending the chain of relationships among 

organizational justice, social exchange, and employee reactions: The role of contract 

violations. Academy of Management Journal, 48: 146-157. 

Thau, S., Aquino, K. & Wittek, R. 2007. An extension of uncertainty management theory to the 

self: The relationship between justice, social comparison orientation, and antisocial work 

behaviors. Journal of Applied Psychology, 92: 250-258. 

Thau, S. Bennett, R. J., Mitchell, M. S. & Marrs, M. B. 2009. How management style moderates 

the relationship between abusive supervision and workplace deviance: An uncertainty 

management theory perspective. Organizational Behavior and Human Decision Processes, 

108: 79-92.  

Thornhill, A. & Saunders, M.N.K. 2003. Exploring employeesô reactions to strategic change 

over time: The utilization of an organizational justice perspective. Irish Journal of 

Management. 24: 66-86. 

Timko, C., Cronkite, R. C. & Moos, R. H. 2010. Do parental stressors and avoidance coping 

mediate between parental depression and offspring depression? A 23-year follow-up. Family 

Relations, 59: 121-135. 

Tobin, S. J. & Raymundo, M. M. 2010. Causal uncertainty and psychological well-being: The 

moderating role of accommodation. Personality and Social Psychology Bulletin, 36: 371-

383. 

Treadway, D. C., Hochwarter, W. A., Kacmar, C. J., & Ferris, G. R. 2005. Political will, political 

skill, and political behavior. Journal of Organizational Behavior, 26: 229-245. 

Valentiner, D. P., Holahan, C. J. & Moos, R. H. 1994. Social support, appraisals of event 

controllability, and coping: An integrative model. Journal of Personality and Social 

Psychology, 66: 1094-1102. 

http://www.smartpls.de/


 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

27 

 

Van den Bos, K. 2001. Uncertainty management: The influence of uncertainty salience on 

reactions to perceived procedural fairness. Journal of Personality and Social Psychology, 80: 

931-941. 

Van den Bos, K. & Lind, E. A. 2002. Uncertainty management by means of fairness judgments. 

In M. P. Zanna (Ed.), Advances in experimental social psychology, vol. 34: 1-60. Boston: 

Elsevier. 

Van den Bos, K. & Miedema, J 2000. Toward understanding why fairness matters: The influence 

of mortality salience of reactions to procedural fairness. Interpersonal Relations and Group 

Processes, 79: 355-366.  

Van den Bos, K., Vermunt, R. & Wilke, H. A. M. 1997. Procedural and distributive justice: 

What is fair depends more on what comes first than on what comes next. Journal of 

Personality and Social Psychology. 72: 95-104. 

Vitaliano, P.P., Maiuro, R. D., Russo, J. & Becker, J. 1987. Raw versus relative scores in the 

assessment of coping strategies. Journal of Behavioral Medicine, 10: 1-18. 

Williams, L.  J. & Anderson, S. E. 1991. Job satisfaction and organizational commitment as 

predictors of organizational citizenship and in-role behaviors. Journal of Management, 17: 

601-617. 



 
 ______________________________________________________________________________ 2013 Proceedings of the Southwest 

Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

28 

 

APPENDIX  

 

TABLE 1  

Means, Standard Deviations, Bivariate Correlations, Reliabilities, and Square Roots of the Average Variance Extracted  

(n = 213) 

 
            Mean (SD) CR CA 1 2 3 4 5 6 7 8 9 10 11 12 13 14 

1 Approach 5.11 (0.98) 0.88 0.86 0.76 
             2 Avoidance 2.89 (0.99) 0.87 0.85 -0.37**  0.68 

            3 Inform T1 3.68 (0.97) 0.92 0.89 0.36**  -0.10 0.83 
           4 Inform T2 3.69 (0.83) 0.91 0.88 0.20**  0.02 0.46**  0.82 

          5 Inform T3 3.73 (0.83) 0.92 0.88 0.14*  -0.07 0.50**  0.52**  0.83 
         6 Inter T1 4.06 (0.95) 0.93 0.90 0.36**  -0.16 0.75**  0.36**  0.38**  0.88 

        7 Inter T2 4.04 (0.83) 0.93 0.90 0.20*  -0.11 0.41**  0.74**  0.48**  0.44**  0.88 
       8 Inter T3 4.03 (0.82) 0.93 0.90 0.23**  -0.21**  0.50**  0.50**  0.68**  0.49**  0.60**  0.88 

      9 OCBI T1 5.04 (0.98) 0.92 0.90 0.43**  -0.32**  0.24*  0.15*  0.10 0.17 0.16*  0.11 0.77 
     10 OCBI T2 5.14 (0.90) 0.89 0.86 0.22**  -0.25**  0.17 0.36**  0.13 0.14 0.36**  0.27**  0.46**  0.72 

    11 OCBI T3 5.14 (0.89) 0.90 0.88 0.13 -0.17 0.17 0.28**  0.21*  0.14 0.24**  0.30**  0.33**  0.58**  0.73 
   12 OCBO T1 5.27 (1.16) 0.94 0.92 0.52**  -0.31**  0.34**  0.18**  0.14*  0.34**  0.25**  0.22**  0.63**  0.32**  0.21**  0.80 

  13 OCBO T2 5.33 (1.11) 0.93 0.92 0.25**  -0.20**  0.22*  0.40**  0.27**  0.20*  0.42**  0.36**  0.36**  0.59**  0.43**  0.56**  0.80 
 14 OCBO T3 5.30 (1.06) 0.93 0.91 0.24**  -0.12 0.22*  0.27**  0.36**  0.14 0.26**  0.40**  0.26**  0.38**  0.59**  0.46**  0.69**  0.79 

 Note: SD = standard deviation; CR = composite reliability; CA = Cronbach's alpha; the shaded diagonal values are the square root of the average variance extracted (AVE) for each construct;  
** Correlation is significant at the 0.01 level (2-tailed); * Correlation is significant at the 0.05 level (2-tailed). 
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FIGURE 1 

Results of Path Analysis for Interpersonal Justice (n = 213) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Notes. * p < 0.05, ** p < 0.01, *** p < 0.001 in one-tailed tests. Dashed line represents insignificant 

path. This figure has been simplified from the models run in SmartPLS e.g. the paths of OCBI and 

OCBO from earlier to later times, as control variables, are not shown for clarity purpose. 
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Results of Path Analysis for Informational Justice (n = 213) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Notes. * p < 0.05, ** p < 0.01, *** p < 0.001 in one-tailed tests. Dashed line represents insignificant 

path. This figure has been simplified from the models run in SmartPLS e.g. the paths of OCBI and 
OCBO from earlier to later times, as control variables, are not shown for clarity purpose. 
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2
 = 0.27 

 

OCBI T1 
R

2
 = 0.21 

 

OCBO T1 
R

2
 = 0.31 

 

OCBI T2 
R

2
 = 0.30 

 

OCBO T2 
R

2
 = 0.42 

 
 

OCBI T3 
R

2
 = 0.40 

OCBO T3 
R

2
 = 0.52 

 

InformT2 x 
Approach 

InformT3 x 
Approach 

InformT2 x 
Avoidance 

InformT3 x 
Avoidance 

0.46***  
(t = 6.91) 

0.52***  
(t = 7.43) 

0.3***  
(t = 5.4) 

0.2***  
(t = 3.28) 

0.32***  
(t = 5.46) 

0.32***  
(t = 5.71) 

0.13* 
(t = 2.05) 

0.18***  
(t = 3.47) 

-0.04 
(t = 0.28) -0.08 

(t = 0.61) 

0.15 
(t = 1.23) 0.17** 

(t = 2.86) 

-0.07 
(t = 0.55) 

-0.13 
(t = 1.11) 

0.19* 
(t = 2.23) 

InformT1 x 
Approach 

InformT1 x 
Avoidance 

-0.07 
(t = 0.33) 

-0.08 
(t = 0.46) 

-0.13 
(t = 0.88) 

-0.23 
(t = 0.87) 
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CAREER FUTURE AND INTENT TO REMAIN: INSIGHT INTO THE 

MECHANISM IN THE CHANGE CONTEXT  

Veena P. Prabhu, California State University, Los Angeles, vprabhu@calstatela.edu 

 

 

ABSTRACT 

 

The dual purpose of the paper was to first test the relationship between an employeeôs intent 

to remain with the organization and career future in the change context. Secondly we tested 

for potential moderators and mediators at the organizational and individual level. The results 

provided robust evidence for the relationship between intent to remain and career future. 

Furthermore proactive personality and managerial communication moderated while job 

satisfaction completely mediated this relationship. Job performance, affective commitment to 

change and perceived organizational support did not affect this relationship. Implications for 

organizations and future research are discussed. 

 

INTRODUCTION  

 

Arthur, Hall, and Lawrence (1989) defined career as ñthe evolving sequence of a personôs 

work experiences over timeò and pointed out that the true essence of career lies in the 

actualityðñEveryone who works has a careerò (p. 9).  They appropriately illustrated the point 

that career is basically the relationship between the individual and the organization and how 

this relationship fluctuates over time.  Thus the study of careers is the study of both individual 

and organizational change (Van Maanen, 1977).   

 

Careers have changed dramatically with advances in technology (Coovert, 1995; Freeman, 

Soete, & Efendioglu, 1995; Howard, 1995; Van der Spiegel, 1995) and with increased global 

competition (Rosenthal 1995).  Thus todayôs borderless world is characterized by 

technological advances and companies are competing for survival.  The assumption that an 

organization would provide lifetime employment has undoubtedly become a mythðñboth 

parties know that the [employment] relationship is unlikely to last foreverò (Cappelli, 1999, p. 

3).  Add to this the element of change and one has the perfect recipe to a chaotic and uncertain 

environment which in turn demands that employees start charting and navigating their own 

careers.  Thus, there is renewed interest among individuals to take responsibility for their 

careers and among researchers to investigate the effect of organizational change on those 

careers (e.g., Sullivan, Carden, & Martin, 1998).   

 

Several authors have noted that understanding the strategies and behaviors applied by 

individuals to achieve career success is of vital importance (Bell & Staw, 1989; Judge & 

Bretz, 1994).  However there is hardly any research which has studied the effect of an 

employeeôs intention to remain with the organization as a potential predictor of career future. 

Intuitively this is especially true in a change context which is marked with uncertainty. Hence 

if an employee intends to remain with an organization he or she will take steps to ensure that 

their career advances and will take advantage of every growth opportunity. In the present 

study we have concentrated on the construct of career future because in the backdrop of 

change, individuals are bound to be concerned about their job security and whether they 

anticipate óto climb the ladderô if they continue to work for the same organization.  Although 

the extant literature lacks an appropriate definition for the construct of career future we have 

mailto:vprabhu@calstatela.edu
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operationalzed it as an employeeôs belief about having not only having job security but also 

prospects for career advancement via growth opportunities in the present organization.  

 

The purpose of this paper is dual in nature. Firstly we plan to test the significance of the 

relationship between an employeeôs intent to remain with the organization and career future.  

Furthermore we would like to provide some insight into the mechanism of this relationship. 

With this aim in mind we conducted in-depth research based on the extant literature of 

organizational change and careers and included six potential factors, three at the individual 

levelðproactive personality, job satisfaction and job performance and three at the 

organizational levelðmanagerial communication, affective commitment to change and 

perceived organizational support.   

 

Following is brief discussion of each of these variables and a list of the anticipated hypotheses 

studied and testing in this paper.  

Hypothesis 1: In a change setting intent to remain with the organization will have a 

significant relationship with career future 

 

Proactive Personality 

 

Bateman and Crant (1993) defined the construct proactive personality ñas a dispositional 

construct that identifies differences among people in the extent to which they take action to 

influence their environmentò (p. 103).  They further developed the Proactive Personality Scale 

(PPS) to measure this construct and provided evidence for the scaleôs convergent, 

discriminant, and predictive validity with results from three studies.  Since then, a number of 

studies have consistently demonstrated the validity of the proactive personality construct, as 

assessed by the PPS (e.g., Becherer & Maurer, 1999; Bateman & Crant, 1999, Crant, 1995, 

1996; Crant & Bateman, 2000; Kirkman & Rosen, 1999; Parker & Sprigg, 1999).   

 

Proactive personality (PAP) is a unique disposition not captured by other typologies such as 

the five-factor model; Crant and Bateman (2000) found only moderate correlations with the 

five-factor model of personality.  Furthermore, Crant (1995) found that PAP predicted sales 

performance above and beyond conscientiousness and extraversion.  Additionally, Bateman 

and Crant (1993) showed that PAP is distinct from self-consciousness, need for achievement, 

need for dominance, and locus of control.  All these studies provide further evidence for the 

discriminant validity of PAP. 

 

In an interesting study by Seibert, Crant, and Kraimer (1999), PAP was associated with career 

success even after accounting for predictors, such as demographics, human capital, 

motivation, type of organization, and type of industry.  In another longitudinal study they also 

found PAP to be positively related to career initiative, which consequently has a positive 

impact on career progression and career satisfaction (Seibert, Kraimer, & Crant, 2001).  Based 

on the above discussion we anticipate that proactive personality will moderate the relationship 

between intent to remain with the organization and career future. 

Hypothesis 2: In a change setting proactive personality will moderate the relationship 

between intent to remain and career future. 

 

Job Performance and Job Satisfaction 
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The range of job-related outcomes usually considered in work design research has been 

criticized as being too limited.  However, traditional outcomes such as job satisfaction 

(intrinsic) and job performance (extrinsic) will certainly remain central to the agenda; hence 

these two outcomes were chosen in the present study.  Intrinsic success is also important 

because of its relation to life satisfaction (Lounsbury, Park, Sundstrom, Williamson, & 

Pemberton, 2004).  In the present study job satisfaction was defined as an individual's global 

feeling about his or her job (Spector, 1997).  Dispositional characteristics incline people to a 

certain level of satisfaction (see Bowling, Beehr, Wagner, & Libkuman, 2005).  intrinsic 

nature of job 

 

Based on the above discussion and the intrinsic nature of job performance and job satisfaction 

we anticipated a meditational framework: 

Hypothesis 3: In a change setting job satisfaction will mediate the relationship 

between intent to remain and career future. 

Hypothesis 4: In a change setting job performance will mediate the relationship 

between intent to remain and career future. 

 

Managerial Communicationðdual role 

 

Another important factor in employeesô support for change which has gained importance in 

recent years is managerial communication, which is also predominantly important in the 

entire organizational change process (Armenakis & Harris, 2002; Lewis, 1999).  It is 

generally defined in terms of a process through which companies basically prepare employees 

for change by stating and clarifying issues related to the change (Lewis, 1999). 

Communication helps employees to gain a better understanding for the need for change, as 

well as to have some insights on the personal effects which may be caused by the proposed 

change (Armenakis & Harris, 2002). The process perspective suggests that when employees 

receive adequate and suitable communication in a change context (i.e. appropriate 

justification for, and information about, the change and timely feedback), they will have more 

favorable attitudes toward the change which, in turn, should result in positive organizational 

outcomes. 

 As seen above managerial communication plays a very important role during 

organizational change and adversely affects an employeeôs perceptions about job security and 

general feedback about their work. Given its importance we anticipated that managerial 

communication will have a dual effectðit will act as both a mediator and a moderator. 

Hypothesis 5a: In a change setting managerial communication will mediate the 

relationship between intent to remain and career future. 

Hypothesis 5b: In a change setting managerial communication will moderate the 

relationship between intent to remain and career future. 

 

Affective Commitment to Change and Perceived Organizational Support 

 

Commitment, in a broad sense, can be defined as ña force [mind set] that binds an individual 

to a course of action of relevance to one or more targetsò (Meyer & Herscovitch, 2001).  

Conner and Patterson (1982) noted that ñthe most prevalent factor contributing to failed 

change projects is a lack of commitment by the peopleò (p. 18).  Thus commitment to 

organizational change is unquestionably one of the most imperative factors involved in 

employees' support for change projects (Armenakis, Harris, & Feild, 1999; Coetsee, 1999; 
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Conner & Patterson, 1982; Klein & Sorra, 1996).  Conner (1992) aptly described commitment 

to change as ñthe glue that provides the vital bond between people and change goalsò (p. 147).  

Meyer and Allen (1991) argued that this force, or mind-set, can take different forms: desire 

(affective commitment), perceived cost (continuance commitment), or obligation (normative 

commitment). In the present study the affective form of commitment to change (desire to 

provide support for the change based on a belief in its inherent benefits) was used.   

 

Blau (1964) viewed work as a form of social exchange that involved an undefined series of 

transactions which consequently obligates both parties involved in the social interaction. Thus 

effort and loyalty are traded for material and social rewards (e.g., Etzioni, 1961; Gould, 1979; 

Levinson, 1965; March & Simon, 1958; Mowday, Porter, & Steers (1982). Social identity 

theory proposed that employees ñremain loyal when they feel that their organizations ... value 

and appreciate themò (Tyler, 1999, p. 235).  Eisenberger, Huntington, Hutchison, and Sowa 

(1986) suggested that employees' commitment to their organization is partially based on their 

perception of the organization's commitment to them. They conceptualized employees' 

perceptions of their organization's commitment as ñperceived organizational supportò (POS) 

and defined it as ñglobal beliefs about the extent to which the organization cares about their 

well-being and values their contributionsò (Eisenberger, Huntington, Hutchinson, & Sowa, 

1986, p. 501).  They further developed a measure for POSðSurvey of Perceived 

Organizational Support.  Its validity and reliability have been tested in several studies 

(Eisenberger, Fasolo, & Davis-LaMastro 1990; Eisenberger et al., 1986; Garstka, 1993; 

Hutchison & Garstka, 1996; Shore & Tetrick, 1991; Shore & Wayne, 1993).  Moreover, 

Shore and Tetrick (1991) demonstrated that perceived organizational support and 

organizational commitment are distinct constructs.  POS ñmay be used by employees as an 

indicator of the organization's benevolent or malevolent intent in the expression of exchange 

of employee effort for reward and recognitionò (Lynch, Eisenberger, & Armeli, 1999, pp. 

469-470). Studies have also shown that POS is related to intention to leave (reverse of 

intention to remain) the organization (Allen, Shore, & Griffeth, 2003; Wayne, Shore, & 

Liden, 1997).   

 

The above discussion leads to the hypothesis of the potential mediating role of affective 

commitment to change and perceived organizational support. 

Hypothesis 6: In a change setting affective commitment to change will mediate the 

relationship between intent to remain and career future. 

Hypothesis 5b: In a change setting perceived organizational support will moderate the 

relationship between intent to remain and career future. 

 

METHODOLOGY  

 

Research Setting and Participants 

 

 

Data for this study was collected from a non-profit organization located in the United States, 

having approximately 900 employees working in offices spread out throughout a southeastern 

state.  This organization was chosen because it had recently experienced a major restructuring.   

 

Data was collected via a self-report online survey.  The survey administration process began 

by sending an email to all the employees with the consent of the management, inviting them 



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

 

  

35 

to participate in the survey.  The email was in the form of an information letter.  It clearly 

stated that participation in the survey was voluntary and that the survey responses would be 

completely anonymous.  It further informed the prospective respondent that no member of the 

management would have access to the data.  One day prior to sending the email the on-line 

survey was posted on the organizationôs intranetðthereby preventing the chance of a non-

employee filling the survey.  The survey consisted of close-ended questions.  However, on the 

request of the management certain additional items (open-ended questions) not included in 

this study were also added with the sole aim of getting constructive feedback from its 

employees with respect to the restructuring.  After three weeks another reminder email was 

sent to the employees.  The on-line survey resulted in 275 usable questionnaires, which gave a 

decent response rate of 31.3%.  A sizeable amount of respondents used in our analyses aged 

over 50 years (42.6%) while the lowest range was between 20-29 years (4.6%), and 60.6 

percent of the respondents were women, 63.5% were Caucasian while 26.6% were African 

Americans, . Table 1 provides a demographic profile of the respondents.  

TABLE 1  

 

Demographic Profile of Survey Respondents 

 

Variable N % 

Gender 

 Females 

 

171 

 

62.2 

Race 

 Caucasian 

 African American 

 Hispanic 

 Native American 

 Asian 

 Other 

 

177 

75 

1 

2 

1 

4 

 

64.4 

27.3 

.4 

.7 

.4 

1.5 

Age 

 20 ï 29 years 

 30 ï 39 years 

 40 ï 49 years 

 > 50 years 

 

 

13 

38 

100 

118 

 

4.7 

13.8 

36.4 

42.9 

Tenure (Organization) 

 < 1 year 

 1 ï 5 years 

 6 ï 10 years 

 11 ï 20 years 

 > 20 years 

 

 

11 

47 

53 

88 

72 

 

 

4 

17.1 

19.3 

32 

26.2 

Tenure (Job position) 

 < 1 year 

 1 ï 5 years 

 6 ï 10 years 

 11 ï 20 years 

 > 20 years 

 

 

20 

125 

49 

53 

20 

 

 

7.3 

45.5 

17.8 

19.3 

7.3 
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Note: N = 275 

 

TABLE 1  Continued 

 

Demographic Profile of Survey Respondents 

 

Variable N % 

Job Position 

 County Extension 

Coordinator 

 Regional Extension Agent 

 Regional Specialist 

 State Specialist/University 

Faculty 

 State-wide Administrators 

 Administrative Staff 

 Para-profession  

           (Locally funded Agents &  

           Agent Assistants) 

 Others 

 

 

 

46 

 

73 

13 

29 

 

4 

47 

35 

 

 

17 

 

 

16.7 

 

26.5 

4.7 

10.5 

 

1.5 

17.1 

12.7 

 

 

6.2 

Note: N = 275 

 

Measures  

 

Career Future 

 

Career future was measured by using a part of the Index of Organizational Reactions (IOR) 

scale developed by Dunham and Smith (1979).  The IOR assesses satisfaction with 

supervision, financial rewards, kind of work, physical conditions, amount of work, company 

identification, co-workers, and career future.  Five items related to career future was used 

which were obtained from Cook, Hepworth, Wall, and Warr (1981, pp. 42-45).  Several 

studies have used this scale reporting coefficient alpha values which ranged from .82 to .83 

(Lee & Johnson, 1991; McLain, 1995; Taylor, Tracy, Renard, Harrison, & Carroll, 1995).  

The present study reported a Cronbachôs alpha of .84.   

 

Intent to Remain 

 

Employeeôs intent to remain with the organization was measured using a scale from Robinson 

(1996). This four-item scale asked employees to respond to three Likert-type questions about 

how long the employee intends to remain with the employer, the extent to which he/she would 

prefer to work for a different employer, the extent to which he/she has thought about changing 

companies, and one binary question (ñIf you had your way, would you be working for this 

employer three years from now?ò).  This scale had a modest reliability with Cronbachôs alpha 

measuring .88.   

 

Proactive Personality. 
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PAP was measured by using the shortened version of Bateman and Crant's (1993) 17-item 

Proactive Personality Scale (PPS) created by Seibert, Crant, and Kraimer, (1999).  The 

shortened version consists of 10 items which were selected as they had the highest average 

factor loadings across the three studies reported by Bateman and Crant (1993).  These three 

studies presented evidence for the scaleôs reliability (Cronbachôs alpha across three samples 

ranged from .87 to .89, and the test-retest reliability coefficient was .72 over a 3 month 

period) and convergent, discriminant, and criterion validity.  Seibert et al (1999) mentioned 

that the deletion of 7 items did not result in a major effect on the reliability of the scale (17-

item Ŭ = .88; 10-item Ŭ = .86).  These items were summed to arrive at a proactive personality 

score.  Responses were indicated on a seven-point Likert scale ranging from 1 ("strongly 

disagree") to 7 ("strongly agree"), with such items as "I excel at identifying opportunities" and 

"No matter what the odds, if I believe in something I will make it happen."  Internal 

consistency (coefficient alpha) obtained in the current study was .89, in line with that reported 

by Bateman and Crant (1993). 

 

Job Performance 

 

Job performance was measured by using a self-report scale consisting of two single items.  

The first item was coined by Ferris, Witt, and Hochwarter (2001) and measured the overall 

job performance of the employee aimed at serving as a self-appraisal.  It read as follows: 

ñPlease circle the number besides the adjective which best describes your job performance in 

your opinion:  1 (weak or bottom 10%), 2 (fair or next 20%), 3 (good or next 40%), 4 (very 

good or next 20%), or 5 (best or top 10%).ò  Since a single-item measure cannot yield 

estimates of internal consistency reliability, one more similar item was used which also 

measured the overall job performance.  The item was based on a 6-point Likert scale in which 

employees rated themselves and were asked the following: ñPlease circle the number besides 

the adjective which best describes your job performance in your opinion: 1 = Unacceptable, 2 

= Very poor, 3 = Poor, 4 = Good, 5 = Very Good, 6 = Outstanding.ò   

 

The likelihood that any particular cognition will be retrieved as an input to some decision or 

behavior decreases with an increase in the amount of time since its most recent activation 

(Wyer & Srull, 1986) and the amount of material in the same content domain encountered 

during that temporary period (Keller, 1987).  This suggests that intervening items between 

two similar items will increase the likelihood of the respondent to either compute a new 

response or engage in an effortful search of long-term memory.  Hence in the survey 

instrument the two overall job performance items were separated by several items as well as 

open ended questions.  Reliability of this scale was within acceptable range (Cronbachôs alpha 

= .78). 

 

Job Satisfaction 

 

Job satisfaction was measured by using four sub-scales of the Job Satisfaction Survey (JSS; 

Spector, 1997).  JSS measures ñoutcomeò satisfaction facets such as pay, benefits, 

promotions, supervision, work itself, co-workers, and working conditions (Spector, 1997).  

Four sub-scales of the JSS (benefits, rewards, co-workers and work itself) were used in this 

study with each subscale consisting of four items. Respondents indicated the extent of their 

agreement with each item on a 7-point Likert-type scale (1 = strongly agree, 7 = strongly 

disagree).  Cronbachôs alpha measured for the four sub-scales were benefit satisfaction (Ŭ = 
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.79), reward satisfaction (a = .84), co-worker satisfaction (a = .72) and work itself 

satisfaction (a =.83). 

 

Managerial Communication 

 

Managerial communication was measured by using a subscale of the Communication 

Satisfaction Questionnaire (CSQ) (Downs & Hazen, 1977). The CSQ is a 40-item instrument 

that has demonstrated a high degree of validity and reliability across a number of 

organizations, and in multiple contexts (Clampitt & Downs, 2004). Although several factors 

are identified by Downs and Hazen (1977) as indicators of overall communication satisfaction 

in the workplace, the focus of the present study was specifically related to the dimension that 

assesses employeesô satisfaction with communication with their immediate supervisor or 

manager. Specifically this dimension is identified as personal feedback in the original 

instrument. It assesses how satisfied employees are with information they receive about their 

job, recognition of their efforts, and how well supervisors understand problems faced by 

employees. A 7-point Likert response format (ranging from 1 = very dissatisfied to 7 = very 

satisfied) was used to measure employeesô satisfaction to the five items. Previous studies that 

have assessed the internal consistency of the individual dimensions of the CSQ have reported 

coefficient alphas of .80 (Pincus, 1986) and .84 (Crino & White, 1981) for the personal 

feedback dimension. A more recent study examining the psychometric properties of the CSQ 

(Gray & Laidlaw, 2004) reported a coefficient alpha of .86 for the personal feedback 

dimension. The reliability found in the present study was in tune with these studies as 

Cronbachôs alpha was .90.   

 

Affective Commitment to Change 

 

This variable was measured using a sub-scale of the scale developed by Herscovitch and 

Meyer (2002) to measure commitment to change. The scale consisted of 22 items of which 

seven items assessed affective commitment (e.g., ñI believe in the value of this changeò) 

which was used in this study.  Responses were made using a 7-point Likert-type scale ranging 

from 1 (strongly disagree) to 7 (strongly agree).  This scale exhibited strong reliability with 

Cronbachôs alpha measuring .95.  

 

Perceived Organizational Support  

 

Perception of organizational support was measured using the nine-item short version of the 

Survey of Perceptions of Organizational Support (Eisenberger, Fasolo, & Davis-LaMastro, 

1990).  Items (e.g., ñMy organization really cares about my well-beingò) were presented on a 

5-point Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly agree). Higher 

scores reflect more favorable perceptions of support. The scale had high reliability as 

Cronbachôs alpha = .91.   

 

Demographic data.  

 

The survey also included items inquiring about the subjects' age, gender, ethnicity, and job 

tenure. Gender was dummy coded 0 for female subjects and 1 for male subjects. (See Table 1 

for a summary of the measures). 
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DATA ANALYSIS  

 

Analysis 

 

In the present study the data was analyzed by using hierarchical linear regression.  To test for 

mediation Barron and Kenny (1986) suggested a three-step procedure: 1) the mediator was 

regressed on the independent variable, 2) the dependent variable was regressed on the 

independent variable, and finally 3) the dependent variable was regressed on both the 

independent variable and on the mediator.  However, to test for complete mediation the 

independent variable needs to be controlled in the third step. Hence a simple regression was 

performed for step one, but for steps two and three a hierarchical linear regression was 

employed. A formal test of the significance of mediation was provided by the Sobel test 

(1982) (see MacKinnon, Warsi, & Dwyer, 1995).  

 

To test the moderation hypothesis the first step in the moderated multiple regression was to 

create an interaction termðsimply multiply the predictor and moderator variable.  However, 

this may cause multicollinearity (i.e. high correlations) because predictor and moderator 

variables generally are highly correlated with the interaction term.  Centering (putting the 

scores into deviation score form by simply subtracting the sample mean from all the 

individualsô scores on the variable, thus producing a revised sample mean of zero) the 

variables reduces the multicollinearity  problem (see Cohen, Cohen, West, & Aiken, 2003).   

 

The predictor and the moderator main effects were entered into regression equation first 

which was done in a hierarchical fashion (Cohen & Cohen, 1983). This was followed by 

entering the interaction term (Holmbeck, 1997).  A significant interaction term would confirm 

the moderator effect exists following which we would compute predicted values of the 

dependent variable for representative groups, at the mean and 1 standard deviation above and 

below the mean on the predictor and moderator variables (Aiken & West, 1991; Holmbeck, 

1997).  These values were then used to generate a figure summarizing the form of the 

moderator effect (Frazier, Tix, & Barron, 2004).  Finally, we tested the statistical significance 

of the slopes of the simple regression lines between the predictor and the dependent variable 

for specific values of the moderator variable (Aiken & West, 1991).   

 

RESULTS 

 

Descriptive statistics 

 

Table 2 displays means, standard deviations and correlations among all the variables.  

Correlations among the independent and mediator variables had a median value of .19 and a 

maximum value of .33, with a maximum variance-inflation factor less than 2; hence, 

multicollinearity was not a severe problem that would preclude interpretation of the 

regression analyses (Neter, Wasserman, & Kutner, 1983).  Intent to remain was significantly 

and positively related to career future (r = .39, p = .001).  Given the proposed mediational 

framework all the four factorsðaffective commitment to change (r = .41, p = .01); 

managerial communication (r = .65, p = .01); job performance (r = .21, p = .01); and job 

satisfaction (r = .59, p = .01) were significantly correlated with career future. 

 

TABLE 2  
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Descriptive Statistics and Zero-Order Correlations among Variables  

 

 Variables M SD 1 2 3 4 5 6 7 

1 Career Future 3.62 .81 -       

2 Intent to Remain 5.39 1.25 .39** -      

3 Proactive 

Personality 

5.48 .81 .21** .13* -     

4 Job Satisfaction  5.75 1.01 .59** .63** .22** -    

5 Job Performance 3.32 .95 .20** .20** .33** .22** -   

6 Managerial 

Communication 

4.28 1.25 .65** .31** .19** .56** .05 -  

7 Affective 

Commitment to 

Change 

5.01 1.40 .41** .17** .18** .43** .09 .43** - 

8 Perceived 

Organizational 

Support 

4.67 1.26 .61** .38** .11 .60** .03 .65** .48** 

Note. N = 275; 
**

p < .01. 

 

Hypotheses Testing 

 

For testing hypothesis 1, we ran a simple regression and found a robust significant 

relationship between intent to remain with the organization and career future (ß = .38, p = 

.001; R
2
æ = .14, p = .00).   

 

For testing the meditational hypotheses which suggested the mediating role, in the 

relationship between intent to remain and career future, we first regressed intent to remain on 

the mediator .  This was followed by a two-step hierarchical linear regression (see Table 3).  

In step one, intent to remain was regressed on career future, followed by step two wherein 

intent to remain was controlled and the mediator was introduced.  Finally we calculated the 

Sobelôs test (Preacher & Leonardelli, 2001).  Formula for the test was drawn from 

MacKinnon, Warsi, and Dwyer (1995).  Table 3 summarizes the results of the regression 

analyses.  

 

TABLE 3  

 

Summary of Hierarchical Regression Analyses: Mediation effect of Job Satisfaction in 

the relationship between Intent to Remain and Career Future  

 

  
 

Sobel Test 

  ß
  

ȹ R
2
 z p 

Regression 1
a 

  .40***    

 Intent to remain   .63***     

Regression 2
b 

     

 Step 1  .15***    

      Intent to remain         .39***     

 Step 2  .20***    
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      Intent to remain         .03  3.18 .001 

      Job Satisfaction .57***     
a
Dependent variable is Job Satisfaction 

b
Dependent variable is Career Future 

Note. N = 275. ***p<.001. 

 

As shown in Table 3, the regression coefficient for job satisfaction was significant in 

contributing to career future when intent to remain was controlled indicating the mediating 

role of job satisfaction (ß = .38, p = .001; R
2
æ = .14, p = .00).  The statistical significance of 

intent to remain became insignificant in step 2, which suggested that job satisfaction 

completely mediated the relationship between intent to remain and career future. The Sobel 

test (1992) revealed significant evidence of mediation by career future, z = 2.81, p = .004.  We 

did not find support for the meditational role of job performance, managerial communication, 

affective commitment to change and perceived organizational support. 

 

For the moderational framework we found support for the moderating role of proactive 

personality and managerial communication 

TABLE 4  

 

Summary of Regression Analyses: Moderation effect of Proactive Personality in the 

relationship between Intent to Remain and Career Future  

 

 ß
  

ȹ R
2
 

Step 1  .18***  

Intent to Remain .37***   

Proactive Personality    .17**  

Step 2  .03** 

Intent to Remain .36***   

Proactive Personality    .18***   

Intent to Remain X Proactive Personality .17**  

Dependent variable is Career Future 

Note. N = 275, **p< .01. ***
 
p< .001. 

 

TABLE 5  

 

Regression Slopes Depicting the Association between Intent to Remain and Career 

Future at different levels of Proactive Personality 

 

Note. N = 275; ***p< .001. 

 

TABLE 6  

 

Interaction Slopes SE t 

Intent to Remain X Proactive Personality    

      High 1.09***  .30 3.59 

      Mean .98***  .26 3.66 

      Low .87***  .23 3.74 
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Summary of Regression Analyses: Moderation effect of Managerial Communication in 

the relationship between Intent to Remain and Career Future  

 

 ß
  

ȹ R
2
 

Step 1  .46***  

Intent to Remain .21***   

Managerial Communication .58***   

Step 2  .01* 

Intent to Remain .18***   

Managerial Communication .57***   

Intent to Remain X Managerial Communication -.10*  

Dependent variable is Career Future 

Note. N = 275, *p< .05. ***
 
p< .001. 

 

TABLE 7  

 

Regression Slopes Depicting the Association between Intent to Remain and Career 

Future at different levels of Managerial Communication 

 

Note. N = 275, * p< .05, *** p < .001 

 

FIGURE 1 

 

Moderation effect of Proactive Personality in the relationship between Intent to Remain 

and Career Future 

 

 

Interaction Slopes SE t 

Intent to Remain X Managerial Communication    

      High -.13***  -4.11 -.69 

      Mean -.07* -2.33 .92 

      Low -.02 -.55 1.91 
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FIGURE 2 

 

Moderation effect of Managerial Communication in the relationship between Intent to 

Remain and Career Future 

 

 

 
 

 

DISCUSSION 

 

The present study was an initial attempt to study to study the effect of intent to remain on 

career future. Furthermore the study aimed at delineating the process/mechanism through 

which intent to remain affects career future through proactive personality, job satisfaction, job 

performance, affective commitment to change, managerial communication and perceived 

organizational support.  We found that at proactive personality and managerial 

communication interact with intent to remain and affect an employeeôs career future. We also 

found that job satisfaction completely mediates the relationship between intent to remain and 

career future.  .  This study adds to both the field of proactive personality and career as well as 

organizational change as it is an initial attempt to study proactive personality in the backdrop 

of change. 

 

Practical implications 

 

The above findings have several practical implications especially from an applied perspective, 

this type of research is important as it gives more insight on how organizations can recognize 

and leverage from those exhibiting proactive personality. Hence companies need to invest in 

them even more if they want their organizational change process to be more effective and 

smooth.  There is hardly any doubt in the fact that proactive people are an asset to the 

company, however it is up to the company to make sure that they do not lose such an asset.  It 
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is important for them to be convinced that their career has a future in the company.  There is a 

possibility that in the event of job insecurity and less scope for success proactive personality 

employees might seek brighter pastures.  Thus it is of vital importance that employers should 

make sure that their proactive employees are assured that they will progress in their career 

within the organization.  Our results have shown that proactive individualsô affective 

commitment to change and managerial communication affects their belief in their career 

growth.  It is therefore vital that organizations provided employees with as much information 

about the change and encourage a two way communication.  Additionally, they should be 

provided with performance feedback and discuss their job satisfaction to assure they are 

satisfied with their job and their work performance.  

 

Limitations of the study 

 

Data for this study was collected anonymously.  Although limiting any inference of causality 

among the study variables, protecting respondentsô anonymity provided benefits by 

potentially reducing the method bias (see P. M. Podsakoff, MacKenzie, Lee, & N. P. 

Podsakoff, 2003).  This is a particularly important aspect in the present study as it related to 

organizational change which is often characterized by high levels of distrust and uncertainty 

and which may lead to biased responses if participants believe their identity could be revealed 

to management. This, in turn, may result in a less of internal validity if respondents are 

hesitant to provide honest responses to the survey questions for fear of repercussion (Green & 

Feild, 1976). 

 

Data was collected from a single organization even though a limitation but conducting the 

study in one organization helped avoid impending confounding factors, such as type of 

industry, resources, and markets (Pritchard et al, 1988; Mukherjee, Lapreô, & Wassenhove, 

1998). 

 

Another limitation was related to common method variance as the data were collected from a 

single source. P. M. Podsakoff, MacKenzie, Lee, and N. P. Podsakoff (2003) mentioned that 

one of the most common variables assumed to cause common method variance is the 

tendency for participants to respond in a socially desirable manner. They argue that 

respondents may have less evaluation apprehension and therefore are less likely to edit their 

responses to be more socially desirable when anonymity is assured. In the present study the 

responses were completely anonymous thereby protecting the respondentôs identity.  

Although this does not completely eradicate the problem of common method bias but it does 

alleviate it.  This is a particularly important aspect in the present study since organizational 

change environment are often characterized by high levels of distrust and uncertainty (Buono 

& Bowditch, 1989), which may lead to biased responses if participants believe their identity, 

could be revealed to management. This, in turn, may result in a less of internal validity if 

respondents are hesitant to provide honest responses to the surrey questions for fear of 

repercussion (Green & Feild, 1976). 

 

Also inflated correlations between the independent and the dependent reduce power to detect 

interactions (Evans, 1985) and this was not a problem as we had two significant interactions 

in the study.  Brockner, Siegel, Daly, Tyler, and Martin (1997) noted that if common method 

variance explains significant relationships, there is no rationale why there should be a 

significant relationship at one level but not on another.   
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Future Research 

 

Following are some ideas for future research.  Careers may be subjectiveðthe individualôs 

internal apprehension and evaluation of his or her career, across any dimensions that are 

important to that individual; or objectiveðindividualôs external perspective that describe 

more or less tangible indicators of the individualôs career situation (Van Maanen, 1977, p. 9).  

Future study could replicate this study by measuring career future both subjectively and 

objectively.    

 

This study could also be replicated by comparing data across cultures example U. S. and 

Japan as Japanese employees exhibit higher work centrality, and give greater importance to 

job security and stability than do employees in the U.S.(England & Misumi 1986; Lundberg 

& Peterson 1994).   

 

Further it would be interesting to observe how the results of this study vary across 

demographic variables especially age.  Although in the present study we collected data for age 

we hardly had any variation in the age as a major portion of the respondents were either above 

40 or 50 years.  Age plays an important role as seen in the organizational change literature 

with older workers being more resistant to changes in job changes since they are worried that 

they may have to start afresh especially if there is no significant value for their job experience 

of past working skills (Campbell & Cellini 1981; Hansson et al. 1997).  Another important 

demographic variable is workforce diversity as careers have changed with increased 

workforce diversity (England & Farkas 1986; England, Reid, & Kilbourne 1996; Johnston & 

Packer 1987).   

 

Finally the effect of organizational change is better captured by longitudinal data.  It would be 

interesting to observe if the present results would differ in a longitudinal study.  
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INVESTIGATING THE EFFECTS OF HUMAN RESOURCE FLEXIBILITY ON 

FIRMôS PERFORMANCE: THE DETERMINANT ROLE OF HUMAN RESOURCE 

PRACTICE FLEXIBILITY  

Bainan Zhang, University of North Texas, bainan.zhang@unt.edu 

 

ABSTRACT 

Previous literature has theoretically and empirically found that human resource (HR) 

flexibility can positively impact firmôs performance. HR flexibility has three components, HR 

practice flexibility, employee skill flexibility and employee behavior flexibility. However, the 

interrelationship between the three components and the function of each component within 

the whole HR flexibility framework are not theoretically examined. Based upon strategy 

human resource management (SHRM) literature and the concepts of resource and 

coordination flexibility, the author proposed that HR practice flexibility determines the 

flexibility in employee skill and behavior. Besides, the author also proposed that the impact of 

HR flexibility on firmôs performance is determined by how flexibility employeeôs skill and 

behavior are. 

 

INTRODUCTION  

Flexibility is an important method for organizations to survive in uncertain environment. It 

helps firms to meet dynamic market demands in a timely manner (Milliman, Von Glinow, & 

Nathan, 1991; Sanchez, 1997).  According to Upton (1995), the reason why flexibility is so 

elusive is that firms have failed to take into account the role of people, focusing primarily on 

technology. Thus, he concluded that flexibility depended much more on people than on any 

technical factor. In other words based upon the argument of Upton, if employees are flexible 

enough to deal with any new requirements or changes occurring in their working 

environments, organizations will have more chances to survive in turbulent environments. 

Milliman et al. (1991) argued that human resource management system must be able to adjust 

to the varied environment through designing a flexible system and ensure that employees are 

equipped with appropriate skills and behaviors to continually adapt to the environment. 

 

Flexibility is the ability of a firm to respond to various demands from its dynamic competitive 

environment (Sanchez, 1995). Being viewed as a critical organizational capability, flexibility 

enables a firm to adapt to diverse and changing requirements from the external environment 

(Snow and Snell 1993; Wright and Boswell 2002) and to achieve and maintain competitive 

advantage and superior performance (Sanchez 1995; Hitt, Keats and DeMarie, 1998). The 

necessity and benefit of firms having flexibility in human resources (HR), which is the 

adaptability of employee attributes such as knowledge, skill, and behaviors, as well as of HR 

practices to changing environment condition, has been a topic of discussion among scholars 

(Bhattacharya, Gibson, & Doty, 2005; Lengnick-Hall & Lengnick-Hall, 1988; MacDuffie, 

1995; Ngo & Loi, 2008; Wright and Snell, 1998; Milliman, Von Glinow, & Nathan, 1991). 

This is especially true in business environment characterized as rapid economic changes and 

shifting strategic demands (Hitt, Keats, & DeMarie, 1998).  HR flexibility, as one of 

important aspects of organizational flexibility (Ngo and Loi, 2008), can be conceived as the 

extent to which the firmôs human resource possess skill repertoires that can give a firm 

options to pursuing strategic alternatives in firmôs competitive environment (Wright & Snell, 

1998). Wright and Snell (1998) proposed that HR flexibility is composed of three sub-

dimensions: employee skill flexibility, employee behavioral flexibility, and HR practice 

flexibility.  

mailto:bainan.zhang@unt.edu
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In recent literature, several empirical researches have found that HR flexibility can contribute 

to firmôs performance from different perspectives (Beltr§n-Martín, Roca-Puig, Escrig-Tena & 

Bou-Llusar, 2008; Lepak, Takeuchi, & Snell, 2003; Ngo & Loi, 2008; Bhattacharya et al., 

2005). Besides, most of these studies examined such positive relationships based upon 

resource-based view. According to this perspective, HR flexibility is a kind of valuable, firm 

specific and inimitable capability.  Therefore, HR flexibility is a source of firmôs sustainable 

competitive advantage (Bhattacharya et al., 2005). It is worth noting that current empirical 

studies, such as those mentioned above, always looked HR flexibility as a whole in the 

process of building relationship with firmôs performance.  

 

Few literatures have particularly examined how flexibility in HR practices, as an important 

component in HR flexibility; contribute to the whole system of HR flexibility which is a firm 

levelôs flexibility. Besides, the relationship between skill flexibility and behavior flexibility 

need further examination due to ambiguous illustration of Wright and Snell (1998) and 

continuing ignorance by subsequent researchers. This research will examine these weaker 

points in literature and plan to explore functions and roles which HR practices play in the 

system of HR flexibility. Especially, this research will examine whether the flexibility of HR 

practice will influence flexibility of other two factors and finally influence the flexibility of 

the whole HR system. 

 

LITERATURE REVIEW  

 

Human Resource Flexibility 

 

The RBV of the firm is a valid framework in the HRM field (Wright et al., 1994). Based upon 

this theory viewpoint, HR flexibility can be viewed as an internal trait or characteristic of a 

firm because HR flexibility refers to the extent to which employees possess skills and 

behavioral repertoires that can provide a firm with options to pursue strategic alternatives 

(Wright and Snell, 1998). First proposed by Wright and Snell (1998) and then empirically 

examined by Bhattacharya et al. (2005) and Ngo & Loi (2008), HR flexibility can be defined 

through three dimensions or components (Wright and Snell, 1998). 

1.  Employee skill flexibility refers to the ónumber of potential alternative uses to which 

employee skills can be   appliedô and óhow individuals with different skills can be 

redeployed quicklyô (Wright and Snell, 1998: 764ï765). This means that, if employees 

of a firm possess a broad variety of skills and they can perform different job duties upon 

request, the firm is said to have a high degree of employee skill flexibility. Adopting are 

source-based view, Bhattacharya et al. (2005) mentioned that this type of flexibility 

could be a source of competitive advantage for firms, since these broad-based skills are 

valuable and difficult to imitate or replicate. 

2. Employee behavior flexibility refers to the extent to which employees possess a broad 

repertoire of behavioral scripts that can be adapted to situation-specific demands. If 

employees are able to apply these behavioral scripts appropriately under various 

conditions, rather than follow standard operating procedures, it helps the firm to adjust 

and respond to the changing situations and thereby increase its competitiveness (Wright 

and Snell, 1998:765ï766). 

3. HR practice flexibility can refer to the extent to which the basic practices lend 

themselves to application across different jobs or different sites, or the speed with which 
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practices can be changed. HRM practices can be described in terms of both resource and 

coordination flexibility (Wright and Snell, 1998:761ï762). Bhattacharya et al. (2005) 

further argued that firms that possess this type of flexibility not only could achieve 

strategic consistency across different units and enhancing responsiveness to 

environmental changes, but also build a capability that is difficult to imitate and non-

substitutable. 

This model also applied the thought of Sanchezôs (1995) concepts of resource and 

coordination flexibility into the three components of HR flexibility. According to Sanchez 

(1995), strategy flexibility depends jointly on the inherent flexibilities of the resource 

available to the firm and on the firmôs flexibility in applying those resources to alternative 

course of action. Resource flexibility refers to whether there is a larger range of alternative 

uses to which a resource can be used and whether the cost and time of switching to an 

alternative resource is low. Coordination flexibility refers to the flexibilities in configuring 

chains of resources and redeploying resources effectively. 

 

In Wright and Snellôs model (1998), employeeôs skill and behavior flexibility both contain 

resource flexibility and coordination flexibility. Resource flexibility in employee skills refers 

to the number of potential employeeôs skills which could be alternatively applied to firmôs 

production and operation needs (Snell and Dean, 1992). Coordination flexibility in 

employeeôs skills refers to how individuals with different skills can be redeployed quickly in 

the value chain.  The resource flexibility in behaviors refers to how many different behavioral 

repertoires employees could possess for different situations. Coordination flexibility in 

behaviors refers to how employees who possess a variety of behavioral scripts could apply 

them in appropriate situations. As to Wright and Snell (1998), higher coordination flexibility 

in employeeôs behaviors increases the likelihood of the firm identifying new competitive 

situations and responding appropriately. 

 

HRM system can affect firm profitability through improved labor productivity, through 

greater cost efficiency, and by adding value through human assets (Becker & Gerhart, 1996; 

Becker & Huselid, 1998). These authors also suggest that effective HR systems could lead to 

acquiring, motivating, and developing intellectual assets that can be a source of competitive 

advantage. These claims highlighted HRMôs value-adding role. Bhattacharya et al. (2005) 

empirically examined the relationship between HR flexibility and firmôs financial 

performance (firmôs productivity, profitability and cost-efficiency). They found that all the 3 

components of HR flexibility are positively related to firmôs financial performance. Ngo and 

Loi (2008) asserted that HR flexibility fulfills all the conditions set by Barney (1991) as a 

source of firmôs sustainable competitive advantage which should drive high firm 

performance. Beltrán-Martín et.al (2008) found that HR flexibility could positively influence 

a broader range of firmôs performance rather than single financial performance such as 

increasing consumer satisfaction and consumer retention. Youndt and Snell (2004) ever 

argued that HR flexibility could help firm develop new process of innovation by encouraging 

member to think new idea and give positive feedback to organization. 

 

Parallel to the HR flexibility model proposed by Wright and Snell (1998), there is another 

vein research about HR flexibility with a different name, labor flexibility. Labor flexibility 

can be categorized into two aspects, functional flexibility or internal flexibility and numerical 

flexibility or external flexibility (Atkinson, 1984; Kalleberg, 2001; Valverde et.al, 2000). 

According to Roca-Puig, Beltrán-Martín, Bou-Llusar & Escrig-Tena (2008), functional 
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flexibility is firmôs internal labor flexibility with focus on ease with which people can move 

between tasks and jobs in the organization. It is the effort made by the firm to incorporate and 

develop workersô competences and skills, so that workers can be assigned to other jobs or 

departments within the firm. This description of functional flexibility is similar to what other 

researcherôs explanation (e.g., Beltr§n-Martín et.al, 2009; Valverde et.al, 2001; Van den Berg 

and van der Velde, 2005). 

 

Roca-Puig et.al (2008) noted that firms could adopt various human resource management 

practices in order to improve internal flexibility. The author especially emphasized the 

importance of training and selection to achieve functional flexibility by recruiting highly-

educated people and intensive training with different skills and abilities. The author also 

proposed that numerical flexibility (external flexibility) can be also achieved by related HR 

practices such as contingent worker, hourly-wages and short-term contract. However, the 

result of Roca-Puig et.al (2008) showed that functional flexibility and numerical flexibility is 

substitutable and they cannot simultaneously positively relate to firmôs performance. This 

result is consistent to the finding of Cappelli and Neumark (2004) that employer can only 

choose one of them for their human resource police. 

 

Beltrán-Martín et.al (2008) established a mixture model of HR flexibility, which included 

functional flexibility (Atkinson, 1984; Kalleberg, 2001; Van den Berg and van der Velde, 

2005), skill malleability (Maurer, Wrenn, Pierce, Tross, & Collins, 2003) and behavior 

flexibility (Wright and Snell, 1998). However, this model does not contain HR practice 

flexibility. The authors argued that high performance work systems (HPWS) could increase 

the HR flexibility they proposed. High performance work systems (HPWS) can contribute to 

firmôs performance (e.g., Arthur, 1992, 1994; Delaney & Huselid, 1996). Beltr§n-Martín et.al 

(2008) here defined HPWS with four components, training, staffing, appraisal and rewards. 

The authors proposed that training and staffing could broaden employeeôs skill and 

competence of conceiving alternative method of doing the job. Developmental appraisal could 

encourage employee participate into decision-making and broaden employeeôs working role. 

Equitable rewards will also directly link employeeôs performance to their competence, which 

elicit employeeôs discretionary behavior and initiatives. 

 

The empirical test of Beltran-Martin et.al (2008) made a leap that they first tested HR 

flexibility (functional flexibility, skill malleability, and behavior flexibility) is the mediator be 

HR practices (HPWS) and firm performance. If the three components of HR flexibility 

proposed by Beltran-Martin et.al (2008) are examined under the lens of Wright and Snellôs 

HR flexibility model (1998), they are only rest on ñresource flexibilityò level. This is because 

the authors defined functional flexibility as ñemployeeôs ability to accomplish diverse taskò, 

skill flexibility as ñhow easily employee can learn new skill and abilityò, behavior flexibility 

as ñshowing a variety of behavior repertoire in different circumstance.ò These three 

definitions do not reflect any factors belonging to coordination flexibility, which highlight the 

speed and efficiency of redeploying and reconfiguring such ability, skill and behaviors. On 

the other hand, the authors did not figure out whether a bundle of more flexible HR practices 

contingent on firmôs strategy could impact more on the ñHR flexibilityò in their model. That 

is to say, if the HR practices are not flexibly implemented, how do these HR practices 

effectively influence functional, skill and behavior flexibility?   
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The study of Beltrán-Martín, Roca-Puig, Escrig-Tena & Bou-Llusar (2009) is a total summary 

of Wright and Snellôs HR flexibility model (1998), the measurement of Wright and Snellôs 

model by Bhattacharya et.al (2005) and functional flexibility (Van den Berg and van der 

Velde, 2005). The authors established a new model with name internal labor flexibility, which 

includes intrinsic labor flexibility (equal to functional flexibility), skill and behavior 

flexibility and relational flexibility. The authors first examined these flexibilities under the 

lens of Sanchezôs strategy flexibility (1995, 1997) and RBV view. However, the author 

admitted that their model is only at a certain point of time without dynamic concern; this is 

because their model only assimilates the resource flexibility of Sanchezôs strategy flexibility 

model without incorporating coordination flexibility. Therefore, the author proposed in their 

future research plan to incorporate the ideal of Wright and Snellôs ñcoordination flexibilityò 

into their model. 

 

Careful examining each component of internal labor flexibility, intrinsic labor flexibility is 

defined as employee can work on different task under diverse circumstance, which is similar 

to the first aspect of Wright and Snellôs resource flexibility in employeeôs skills. Wright and 

Snell defined resource flexibility in skills as two aspects. One is ñemployee who possesses 

broad sets of skill enabling them to accomplish a large number of diverse tasksò (1998:764). 

The second aspect is ñemployee develops broader skills for future useò (1998:764). This is 

same as the skill flexibility component in intrinsic labor flexibility, where it is defined as 

ñemployees obtain new skills and abilities with anticipation of future skill requirementò 

(Beltrán-Martín et.al, 2009: 1582). Therefore, the model of Wright and Snell (1998) could 

cover most of the components proposed by Beltrán-Martín et.al in 2009. Moreover, the skill 

flexibility in Wright and Snellôs model also cover the idea that firm could flexibly choose 

between developing internal employee with broader skills or hiring contingent workers with 

narrower skills set externally for temporary projects. This flexibility which is able to cover 

externality and internality within Wrightôs model has been excluded by Beltrán-Martín et.al 

because their model is only based upon internal employee. 

 

The internal labor flexibility model of Beltrán-Martín et.al (2009) did not mention the impact 

of HR practices on such a system, which is a big difference from Wrightôs model. Beltrán-

Mart²n et.al (2009) put ñanalyzing the antecedent of internal labor flexibilityò into their future 

research plan, which implied that further examining the determinant of HR flexibility would 

be necessary. The model of Wright and Snell (1998) is different from the model of Beltrán-

Mart²n et.al (2009) but seems to contain more ñflexibilityò and ñdynamicò factors. Until then, 

there is still no particular research figuring out the determinants of HR flexibility and how 

each of its component interact together to achieve such flexibility. This will be the core issue 

discussed in the subsequent part of this study. 

 

The Inner-Mechanism of Human Resource Flexibility 

 

Most researchers only regarded HR practice flexibility, skill flexibility and behavior 

flexibili ty as 3 parallel components in HR flexibility. Bhattacharya et.al (2005) found that the 

three flexibilities separately contribute to firmôs financial performance. Until then, only 

Wright and Snell (1998) illustrate the inter-relationship between the three components within 

HR flexibility, ñHRM practice can vary in terms of their own flexibility and can play an 

influential role in determining the flexibility or inflexibility of the skills and behaviors of 

employees.ò (1998: 761) However, subsequent researches seemed to ignore this relationship 
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and deeper theoretical and empirical researches related to such relationship are rare. 

Therefore, a systematical understanding of the inter-mechanism between HR flexibilityôs each 

component will better explain why HR flexibility could contribute to firmôs performance.  

 

A fundamental factor of achieving skill and behavior flexibility is first through achieving 

resource flexibility in skills and behaviors. Skill flexibility highlights that employee should 

possess broader skill sets so they can get the abilities to work in different capacities and 

situations. Behavior flexibility highlights that employee should possess a broader repertoire of 

behavioral scripts which can be adapted to situation-specific demands. This elicits a 

fundamental question, how can employee get such flexible skills and behaviors? Wright and 

Snell (1998: 767) proposed that HR practices can promote flexibility within a firm through 

developing a wide range of employee skills and behavior repertoires.  

 

In HR flexibility literature, specific discussion about the determinants of skill and behavior is 

rare. Related literatures which lend evidences to such relationship, however, are affluent 

within SHRM literature (none-flexibility vein). Wright and McMahan (1992) proposed a 

conceptual model of strategic human resource management. HRM practices is the central crux 

in this model where it is first influenced and determined by firmôs strategy and simultaneously 

determine human resource capital pool (skill and abilities) and human resource behaviors. 

Human resource behavior in this model is also determined by skills and abilities, therefore 

such behaviors determine firm level outcome such as financial performance. Wright and 

McMahan (1992) also cited the behavioral perspective of SHRM developed by Schuler and 

Jackson (1987).  In the model of Schuler and Jackson (1987), business strategy determines 

what kinds of employeeôs role behavior are required and HR practices develop such role 

behaviors according to business strategyôs need.  Another example of behavior perspective is 

from Miles and Snowôs (1984) description of different types of behavior necessary for 

strategy, where the authors assumed that HR practices should vary among different strategy 

types to elicit accorded different behaviors and skills which are necessary to carry out the 

strategy.  

 

 

Wright, McCormick, Sherman & McMahan (1999) empirically examined the influence of 

human resource practices on employeeôs skill, behavior and performance with sample from 

refinery industry. They argued that selection practice could help firm identify individual with 

potential skills and abilities. Training practice could increase and maintain each individualô 

job-related skills and provide opportunities for individuals who broaden their skill base. 

Programs such as training and appraisals may motivate employees to engage in discretionary 

behaviors which contribute to the achievement of the firmôs goals and socialize employees 

into firmôs culture and norms. The influential effects of HR practices on discretionary 

behaviors are consistent to what McDuffie (1995) argued that employeeôs discretionary 

behaviors (e.g. activities, decision-making, etc.) could provide value to the firms. This is also 

consistent with Wright and Snellôs argument that ñthe key to attaining behavioral flexibility is 

enlarging and eliciting the range of discretionary behaviors that result in positive 

organizational outcomes.ò (1998: 766) 

 

Wright et.al (2001) further explained the model of HRM component within the RBV view. 

The authors here gave HR practices a new name ñpeople management practicesò, which 

included 8 factors such as staffing, training, rewards, appraisal and some new elements such 
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as participating and communication. Other researchers such as Becker and Huselid (1998) 

provided an even detailed model to date; their model suggested that business strategies drive 

the design of the HR system. The HR system directly impacts employee skills and motivation 

and the structure and design of work. These factors influence employee behavior, which 

translates into improved operating performance. This drives profits and growth, and the final 

consequence is market value. 

 

Although the models illustrated above do not take flexibility into consideration, they can still 

effectively support flexibility in HR practices as a determinant on skill flexibility and 

behaviors flexibility. According to HR practices, flexibility refers to the extent to which such 

practices could be applied across different situations and how quickly such practices can be 

redeployed and re-synthesized. More specific, the flexibility in HR practice required that the 

components of HR practices such as selection, training and appraisal should be applied 

generally across the whole situations within the firm with fast speed. Therefore,  a  broad 

spectrum of  skills, abilities and novel behavior scripts can be developed and elicited by 

related HR practices across all the possible working tasks and working situations according to 

firmôs dynamic and changing business strategy.  Employees who possess such broader range 

of skills, behavior scripts are more able to perform in non-routine circumstances demanding 

creativity and initiative (Huang and Cullen, 2001). 

Wright and Snell (1998) mentioned that HR practices can positively influence behavior 

resource flexibility through broader job descriptions and flexible operating procedures. The 

author especially emphasized that job rotation is a very effective way for employee to face 

new task requirement and situations, which can broaden behavior repertoire. In fact, resource 

behavior flexibility is related to employeeôs motivation to a large extent. This is just what 

McDuffie noted as ñmotivation to exhibit discretionary efforts.ò According to the empirical 

study of Wright et al. (1999), training and performance-based compensation as two HR 

practices elements could play the role of motivating employees to engage in discretionary 

behavior that contributes to achieving firmôs goals. Schuler (1992) noted that specific HR 

practices which are contingent on business strategy could motivate employee to exhibit 

needed role behaviors. Based upon these arguments from literature, it can be summarized that 

the flexibility-oriented HR practices (e.g. training and appraisal) can elicit employeeôs 

behavior flexibility through exhibiting motivation and discretionary behaviors for different 

working situations and task environments.  It has to be mentioned that, as what Wright and 

Snell stated (1998: 766), a bundle of inflexible HR practices would decrease the resource 

flexibility in behaviors and this is also valid for skill resource flexibility. This argument also 

implied that there is big difference between HR practice flexibilityôs influence and HPWSôs 

influence on skills and behaviors (Beltrán-Martín et.al 2008). HPWS in Beltrán-Martín et.al 

(2008) is not defined as a bundle of practices which could be consistently applied to each 

situation and task of firm across different time with fast speed. It is possible that the flexibility 

achieved by HPWS might be only at a static time and situation phrase without further 

flexibility across different situations and periods. Therefore, a proposition can be provided as 

below. 

        Proposition 1. Flexibility-oriented HR practices significantly influence of resource 

flexibility in employeeôs skill and behavior; the higher the flexibility in HR practices 

which can be matched to each situation and task within a firm, the higher the resource 

flexibility will be in skills and behaviors. 

 

The role of coordination flexibility in employeesô skills and behaviors 
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According to Wright and Snell (1998), coordination flexibility in skills and behaviors refer to 

how human resource (e.g. employees) with broad range of different skills and behavioral 

repertoire can be redeployed in the value chain. Within the HR flexibility scale developed by 

Bhattacharya et.al (2005), coordination flexibility in skill was described such as ñfirm can 

shift employees to different jobs when neededò and coordination flexibility in behavior was 

described such as ñPeople in our firm readily change their work habits as demanded by 

changes in the working environment.ò Sanchez (1997) defined ñcoordination flexibilityò with 

three aspects, ñdefining the uses to which an organizationôs resources will be applied, 

configuring chains of resources the firm can use in term of firmôs business strategy, and 

deploying firmôs resources through organizational systems and processes which apply 

available resources to target use.ò  Based upon these literatures, therefore, we can re-explain 

coordination flexibility in skill and behavior as to how firm quickly configure needed skills 

and behaviors from human resource pool and deploy them to required working tasks and 

situations contingent on firmôs current business strategy. 

Several literatures can support that HR practices act as the role of coordinating skills and 

behaviors. Wright et.al (2001) stated that it is people management system (a bundle of 

multiple HR practices) which could influence human capital pool (skills, ability) and elicit the 

desired employee behavior. Furthermore, these HR practices are the means of firms to keep 

required skills and behaviors in terms of changing environmental and strategic contingencies 

(Wright et.al 2001, p. 705). Delery and Doty (1996) adopted the agency theory (Eisenhardt 

1998, Fama, 1980) and stated that firms can enact policies and procedures to elicit necessary 

employee behaviors if firms are clear about what kinds of behaviors they need.  The authors 

also argue that behavior is a function of ability (skill) and motivation. Therefore, firms should 

set up HR practice to retain individual with required skills and abilities. Firms should also use 

HR practices to ensure that employees can be motivated to behave in ways consistent with 

business strategy (Delery and Doty 1996:808).    

 

I can use the 3 elements strategy typology (defender, prospector and analyzer) developed by 

Miles and Stone (1978) to interpret how the flexibility in HR practices could determine the 

coordination flexibility in skills and behaviors.  According to Delery and Doty (1996), the HR 

practices for defender-type firm should focus on fostering and maintaining product-specific 

skills and knowledge through formal training. HR practices in such firm should pay much 

attention on long-term career path, development-oriented performance appraisal, high amount 

of employment security and voice for long-term working commitment. And all of these HR 

practices are consistent to defender strategyôs core value, lower cost and efficiency.  In 

contrast, HR practices for prospector-type firm pay less attention on job-specific skills and 

behaviors but put more effort on seeking contingent employees from external job market 

(Wright and Snell, 1998). Because this typeôs firms are constantly changing in products and 

markets, they prefer results-oriented appraisal system with less care about employeesô 

participation, long-term commitment and voice.  

 

As Wright and Snell (1998) proposed, HR flexibility is a kind of firmsô dynamic fit according 

to firmôs flexibility business strategy.  Linking back to the strategy typology of Miles and 

Stone (1978), this flexibility-oriented strategy should be consistent with analyzer-type 

strategy. Therefore, flexibility-oriented HR practices should encompass both the characteristic 

of defender and prospectorôs HR practice pattern. Just like Wright and Snell (1998) proposed, 

a mean of skill coordination flexibility is that firms could either keep a smaller group of 
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employee with broader range of skills through training process or hire more contingent 

employees with narrower but more specific skills through proper selecting and recruiting 

process. This understanding can be tied to research on human resource architecture (Lepak 

and Snell, 1999; Lepak and Snell, 2002) where firm should use different human resource 

solutions (architecture) according to whether employees are closer to their strategy core 

(Lepak and Snell, 2002). According to Lepak and Snell (2002), firms should adopt ñinternal 

developmentò on those knowledge-based employees with high strategic value and uniqueness 

through extensive training, education and building commitment. On the other hand, firm 

should adopt external contracting and outsource to get employee who are less valuable and 

unique to their strategy. Thus, coordination flexibility in skills covers both internal flexibility 

and external flexibility like what Atkinson (1984) and Kalleberg (2001) mentioned. 

 

Actually, various different HR practices could be conducted to achieve coordination 

flexibility in skills and behaviors. For example, job design or job descriptions (Delery and 

Doty, 1996; Wright and Snell, 1998; Wright et.al, 2001) are effectively HR practices which 

could achieve coordination flexibilities both in skill and behaviors. Job descriptions can be 

either narrowly defined to particular task requirement or can be broader and flexible for 

diversified working task and situation contingent on firmôs strategy need. Such flexible job 

description, coupled with flexible training program, can equip employee with broader range 

of skills for flexible task requirement (from clearly defined job task to brand new ambiguous 

job task).  More important, a bundle of different HR practices (Wright et.al., 1999; Wright 

et.al., 2001) can also achieve coordination flexibility in behaviors. A mixture of behavior-

oriented and result-oriented appraisal and compensation practices, coupled with flexible job 

rotation process, can encourage employee show different working behaviors in different 

working situations. Employees could either show standard working behavior for clear-defined 

task requirement or show discretionary none-routine behaviors (Beltrán-Martín et.al 2008) 

with innovation and creation if they are facing new working assignments and new working 

environments 

 

It is obvious that there are many kinds of formulations of different HR practices to actualize 

coordination flexibility in skill and behaviors. According to behavioral perspective (Jackson, 

Schuler, & Rivero, 1989; Schuler and Jackson, 1987; Schuler, 1992), employeeôs behavior is 

the mediator between strategy and firm performance and working behavior is elicited by 

proper HR practices associated with business strategy. Employee must exhibit such behaviors 

to carry out required strategy. This viewpoint is consistent with Mile and Stoneôs (1984) 

description of the different types of behaviors necessary for strategies within the 3 

componentsô strategy typology (Miles and Stone, 1978). Tying such understanding to 

coordination flexibility, the flexibility of HR practices would determine how flexible the 

coordination of skill and behavior are. This emphasizes the coordination and congruence 

among all the available HR practices across different situations and functions. More 

important, such flexibility is determined by how efficient and quick such HR practices can 

respond to strategy need and is also influenced by the speed of HR practicesô implementation. 

Just like Wright and Snell (1998) mentioned, certain HR practices such as compensation will 

have more immediate impact on employeeôs behavior rather than other practices such as 

training or selection. Therefore, it is clear that the coordination flexibility in skill and 

behaviors are related to firmôs performance more tightly than mere resource flexibility. To 

summary the statement in this part, a proposition can be offered. 
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 Proposition 2: Coordination flexibility in skill and behavior is more important than 

resource flexibility because it directly influences the actualization of flexible business 

strategy through exhibiting and configuring a flexible and broader repertoire of 

behaviors based upon a broader range of skill sets.  

      Proposition 3: The degree of coordination flexibility in skills and behaviors are influenced 

by the extent to which how flexible those associated HR practices are. Coordination 

flexibility is greater when such HR practices could more efficiently and quickly respond to 

strategy need and exhibit impact on skills and behaviors towards the strategy goals. 

 

How does HR flexibility contribute to firm performance?  

 

An assertion of Bhattacharya et al. (2005) can briefly summarize a characteristic of HR 

flexibility, the author noted that the HR flexibility components might represent a process 

effort, which indicates that firm might keep an ability to react and adapt to changing 

environment. Besides, the author went on arguing that those HR practices in non-change 

situations are more like a content effect, which singly associates with high firm performance. 

My proposition suggests that such process effort must be ground in content effort and it is the 

ability of reacting to change environment with extant content factors.  If HR flexibility is 

more like a process, which component within this process can directly influence firm 

performance? Which components exhibit the role of supporting such influence through that 

direct factor? 

 

 

Bhattacharya et al. (2005) empirically found that HR flexibility can individually positively 

influence firmôs performance. This empirically finding is further empirically supported by 

Beltrán-Martín et.al (2008), who found that HR flexibility is a mediator between High 

Performance Work System (HPWS) and firm performance. In this empirical study, HPWS is 

a bundle of different HR approaches focusing on improving employeeôs skill, motivation.  

Here, HPWS has similar traits with the HR practice bundle mentioned by Wright et al. (1999) 

because they are both ñcontent effortò mentioned by Bhattacharya et al. (2005), which is 

different from HR flexibility.  

 

The model of HRM system in SHRM literature had no concern of flexibility (i.e. Wright and 

McMahan, 1992; Wright et.al, 2001; Delery and Doty, 1996). In such a model, firmôs 

performance is determined by firmôs human capital pool (KSA) and employeeôs behaviors, 

which are determined by HR practices. On this relationship chain, HR practices are the 

mediator between HR practice and firm performance. Wright and Snell (1998) believed that 

HR flexibility is the updated outcome of HRM system when firms are facing dynamic 

competitive environment. This implied that HR flexibility should have great relationships 

with SHRM system in stable environment. This is why Wright and Snell called it ñflexibility 

in strategic HRMò (1998:761). Wright and Snell (1998) broadly depicted flexibility in SHRM 

as ñthe extent to which the firmôs human resource possess skills and behavioral repertories 

that can give a firm options for pursuing strategic alternatives in firmôs competitive 

environment, as well as the extent to which the necessary HRM practices can be identified, 

developed, and implemented quickly to maximize the flexibilities inherent in those human 

resourcesò (p.761). This means that, even under the perspective of flexibility within dynamic 

environment, skills and behaviors are still the determinants for firmôs strategic goal. Besides, 
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such skills and behaviors are still influenced and determined by related HR practices. Such 

relationship is still consistent with the relationships within stable SHRM models. 

 

The advantage of HR flexibility is that this system is a kind of dynamic capability because it 

focuses on how to adapt and fit employeeôs attribute such as skills, knowledge and behaviors 

to changing environment conditions through fulfilling strategic need in such dynamic 

environment (Bhattacharya et al., 2005).  The quality of such adaption can be finally reflected 

at how firm maintain a dynamic and flexible relationship between the link of HR behaviors 

and firm performance. Such relationship can analyze why HR practices flexibility can be 

positively related to firmôs performance, which is examined by Bhattacharya et al. (2005). HR 

practice flexibility is not only a bundle of HR practices (content) but it focuses on the ability 

of how to flexibly apply and deployed necessary HR practices to different situations and 

units. More important, the most important factor of HR practice flexibility is how flexible and 

quickly such practices could be reconfigured and redeployed consistent with firmôs strategic 

need (Wright and Snell, 1998; Bhattacharya et al., 2005). Such flexibility can be manifested 

by the extent to which how skills and behaviors can be reconfigured, redeployed quickly and 

flexibly for the strategy need. The degree of flexibility of HRM system is mostly determined 

by how flexible the HR practices within such a system. Besides, the flexibility of HRM 

system can be manifested by the degree of flexibility in HR skills and behaviors when skills 

and behaviors are deployed towards firmôs strategy goal.  Below proposition can be offered.  

 

Proposition 4: The whole system of HR flexibility is influenced by the flexibility in HR 

practices as the extent to which such HR practices can be applied across a variety of 

situations and sites and the extent to which such HR practices can be quickly 

reconfigured and redeployed consistent with firmôs strategy. 

 

Proposition 5: HR flexibilityôs contribution to firmôs performance will be greater when 

employees possess a wider variety of behavior scripts couple with broader range of 

skills (resource flexibility) and the necessary HR practices could rigidly and quickly 

configure, synthesize and deploy those HR resources (coordination flexibility) aligned 

with firmôs strategic goals. 

 

DISCUSSION 

This article summarized and analyzed previous literature about Human Resource flexibility to 

examine the inner-mechanism of human resource (HR) flexibility as a firmôs dynamic 

capability in the process of adapting and coordinating employeeôs skill and behaviors to 

changing business strategies within unpredictable environment.   Linking previous theoretical 

and empirical studies on HR flexibility literature and SHRM literature, this article found that 

the flexibility of human resource practices act as the crux role within the system of HR 

flexibility. Although flexibility in human resource practices cannot directly influence firmôs 

performance, it determines the flexibility in employeeôs skill and behavior and coordinates 

skill and behavior to firmôs need. Skills and behavior flexibility is the outcome and effect of 

HR flexibility, which directly influence firmôs performance. Thus, the flexibility of HRM 

system will be greater if HR practices could be flexibly and quickly implemented aligned with 

firmôs varying strategies to configure and deploy necessary employeeôs skills and behaviors 

for firmôs strategy goal. 
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Besides this important finding of such internal mechanism, the literature which supports and 

explains HR flexibility is across diversified research veins. According to Wright and Snell 

(1998), the basic framework of HR flexibility is based upon SHRM literature and Sanchezôs 

strategy flexibility (1995, 1997).  Previous literatures have abundantly demonstrated that 

RBV of the firm is a valid and reasonable theoretical framework in HRM and SHRM research 

field (Wright et.al., 1994; Wright and McMahan, 1992; Wright et.al., 1999; Wright et.al., 

2001; Beltrán-Martín et.al 2008), which greatly highlight the employeeôs skills, ability and 

behaviors are firmôs crucial resources or even sustainable competitive advantage (Wright 

et.al., 1994) for achieving high performance.  

 

The strategy flexibility thought of Sanchez was grounded in the background that firms are 

facing uncertain and changing environment (Sanchez, 1997). Therefore, HR flexibility cannot 

cease at RBV view. Wright et.al (2001) mentioned that the difficulty of firm to achieve 

dynamic capabilities in changing environment greatly stem from firmôs human structure and 

firms should adopt the model of HR flexibility (Wright and Snell, 1998) to elicit new skills 

and behaviors to achieve such dynamic capability. Bhattacharya et al. (2005) believe that HR 

flexibility is a kind of dynamic capability because it is a ñprocess effectò which adapts firmsô 

resource of skill and behavior to the need of changing environment. This understanding 

apparently advances RBV view with a relative static lens.  

   

LIMITATION AND FUTURE RESEARCH DIRECTION  

 

This theoretical research paper is not without limitation. As to Sanchezôs argument (1995), 

the resource available to firm also include relational resource which owned and controlled by 

other firm but firm can still access, and market resource which firm can obtain from market 

transaction. Firmôs flexibility should also reflect how firm access and deploy resources from 

this two channels. Valverde et.al (2000) put forward numerical flexibility as a different 

dimension of HR flexibility. Numerical flexibility highlights that firm should manipulate and 

adjust the number of labor input through managing flexible working hours or using external 

labor market through short-term contract or even lay-off. This study do not take numerical 

flexibility into account, which may further the understanding of HR flexibility. Another 

limitation of this paper is that the influence of organizationôs culture is not concerned. Ngo 

and Loi (2008) proposed that HR flexibility, especial behavior and HR practice flexibility are 

positively related to firmôs flexibility and adaptability oriented culture.  Such culture can also 

positively relate to firmôs performance. Further research can examine whether organizationôs 

culture which calls for flexibility can be seen as a product or result of HR flexibility system or 

it is independently make sense parallel to HR flexibility.  

 

The limitations above are not exhaustive and this study calls for further research at several 

aspects. First of all, Wright et al. (1999) suggested that employeesô participation into 

decision-making and problem-solving process would enhance the HR practicesô influence on 

firmôs performance. The study on employeeôs participation can be extended to employeeôs 

voice (LePine and Dyne, 2001; Delery and Doty, 1996), which reflects employeeôs initiative 

of positively making suggestions to firm. This is especially important for those firmsô in 

changing environment (LePine and Dyne, 2001). Griffin et.al (2007) proposed that firm 

should foster employeeôs positive adaptive behaviors to make change initiatively instead of 

being passively flexible to the changing environment.  Initiative change advances the 

flexibility understanding of HR flexibility because such system only reflects a passive 
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capability to manage change contingent on the environment.  Also currently the research on 

initiative change is mainly on individual level such as voice and change-oriented OCB (Choi, 

2007), it provides a future research direction for HR flexibility on how to initiatively 

manipulate flexibility in skill and behavior ahead of firmôs environment.  

 

Bhattacharya et.al (2005) developed a measuring scale for each component of Wright and 

Snellôs HR flexibility model. Based upon this scale, further research should empirically 

examine the interdependency between the three components and to see if behavior and skill 

flexibility is the mediator between HR practice flexibility and firmôs performance. This would 

be a good practice from flexibility perspective to respond Wrightôs (2003) call for next 

generation SHRM research through empirically testing how HR practices impact firmôs 

performance. 

 

 

CONCLUSION 

 

In sum, the paper contributed to the literature of HR flexibility by examining the inter-

mechanism of HR flexibility and figuring out the factors which determine and influence such 

flexibility.  The paper found that the theoretical framework of HR flexibility is greatly 

influenced by the RBV view (Barney, 1991). On the other hand, the flexibility traits of this 

model which concentrate on adapting and coordinating firmôs human resource for changing 

business environment make it beyond firmôs competitive advantage because HR flexibility is 

a process of configuring and deploying firmôs resource contingent on firmôs environment and 

strategy. Thus, HR flexibility is firmôs dynamic capability because it is a process of integrate, 

reconfigure and release resources (Eisenhardt & Martin, 2000). It is also a process of skill 

acquisition and accumulation of organizational assets (Teece, Pisano, & Shuen, 1997). 

 

It is expected that this paper is not limited to be viewed with the SHRM lens but it can also 

consolidate the understanding of RBV view and dynamic capability from the perspective of 

human resource.  
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ABSTRACT 
 

The importance of Organizational Theory (OT) for firms to successfully expand into global 

markets is evidenced by the increasing research and pragmatic approaches in dealing with cultural 

differences (Yaeger & Sorensen, 2011, Minkov, 2013, Cummings & Worley, 2009). This has 

been especially important with the focus on cultural awareness and adaptability. As firms have 

moved from Global Learners to Global Launchers and begin to operate as Global Leaders 

(Ashkenas, Ulrich, Jick, & Kerr, 2006), the ability for leader/managers to rapidly adapt to local 

cultures becomes a critical competency (Schein, 2010).  

This paper focuses on the lived experience of four leader/managers in a large multi-national 

corporation (MNC) as they grapple with effectively adjusting to local culture.  The purpose of 

this paper is to examine the impact of executive coaching and to provide overall insights into 

cultural adaptability.  

The research approach includes a literature review and four case studies within the same 

MNC. The literature review provides operating definitions for culture and executive coaching.  

The discussion investigates the importance of macro- and micro-cultures, cultural awareness 

approaches, coaching as an organizational development (OD) intervention, and the application of 

the SOAR framework (Strengths, Opportunities, Aspirations, and Results) as an executive 

coaching approach (Newman, 2011, Stavros & Hinrichs, 2009). 
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INTRODUCTION  

 

The importance of Organizational Theory (OT) for firms to successfully expand into global 

markets is evidenced by the increasing research and pragmatic approaches in dealing with cultural 

differences (Yaeger & Sorensen, 2011, Minkov, 2013, Cummings & Worley, 2009). This has 

been especially important with the focus on cultural awareness and adaptability. As firms have 

moved from Global Learners to Global Launchers and begin to operate as Global Leaders 

(Ashkenas, Ulrich, Jick, & Kerr, 2006), the ability for leader/managers to rapidly adapt to local 

cultures becomes a critical competency (Schein, 2010).  

Cummings and Worley (2009) noted the practice of Organization Development (OD) is 

increasing in organizations outside of the US. This may be attributed to more rapid development 

of emerging economies, greater availability of technical resources, and an emergence of global 

economy. At the same time, a highly individualized OD practice of executive coaching is 

emerging as an effective tool to support leader/mangers in motivation, learning, and development 

(Newman, 2011).  When a leader/manager is able to quickly adapt to both the global and local 

culture of a firm, better alignment, communication, and understanding is created. For the 

purposes of this paper a leader/manager is a supervisor or a manager of mangers. By calling out 

both leader and manager, it acknowledges both the achievement of business results and 

developing empathetic and respectful treatment of members of working teams in which the 

leader/manager is a member. 

Despite the fact operating globally is not a recent phenomenon nor is the practice of executive 

coaching, the integration of effective people practices across cultural boundaries can be seen as an 

impactful best practice. Utilizing executive coaching to support leader/mangers in developing a 

competency of cultural adaptability can be critical to both global and local effectiveness.  

There have been many studies to define and deal with cultural differences (Minkov, 2013, 

Schein, 2009) and an increasing number of studies regarding the efficacy of executive coaching 

(Newman, 2011, Cummings & Worley, 2009).  There is a gap in studies focused on coaching for 

cultural adaptability. In addition, the research that exists (Goodman, 2011, Yedreshteyn, 2008) 

utilizes quantitative and qualitative research approaches that do not get to the level of the lived 

experience. The author has been an OD practitioner and executive coach for more than fifteen 

years. She was employed as an external executive coach by a multinational corporation (MNC) 

for global leader/managers as many struggled to adapt to their current assignments. Through this 

unique access to these leader/mangers over a period of six months, a deep understanding of the 

lived experience can be contributed to the extant theory.  

This paper builds upon current cultural awareness and adaptability literature and explores 

the journey of four leader/managers in one large MNC as they grapple with effectively adjusting 

to local culture.   Hatch (2006) defines a MNC as an entity that has sales and sourcing on a truly 

multinational scale. The firm is not separated into a domestic versus international units but is 

designed as multidivisional based on products or regions. The purpose of this paper is to examine 

the impact of executive coaching specifically applied to leadership development involving 

cultural adaptability.  The research approach includes a brief literature review and four case 

studies within the same MNC. The literature review provides operating definitions for culture, 

cultural adaptability, and executive coaching.  The discussion furthers the notion of the 

importance of macro- and micro- cultures, cultural awareness, coaching as a valued  

organizational development (OD) intervention, and the application of the SOAR framework 

(Strengths, Opportunities, Aspirations, and Results). 
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STUDY APPROACH 

 

Since the lived experience of the four leader/managers is highly subjective, an approach to 

make sense of their reality can be the Subjectivist Problematic approach as proposed by Cunliffe 

(2010).  Since the author had a six month relationship with the subjects and was a participant in 

the lived experience, she could capture and analyze the reflections and interpretations for their 

contextual meanings and compared to extant theory.  Since these case studies are from one MNC 

and one executive coach, variables of corporate culture and contextual interpretation are held 

constant. There are potential issues with generalizability for these same reasons. It is through their 

stories and struggles that a deeper knowledge is gained for the importance of supporting 

leader/managers to develop cultural adaptability competence.  

Several themes were recognized from the contextual analysis:  cultural adaptability, group 

norms, macro- and micro-cultural influences, and global experience. In this paper, cultural 

adaptability is defined as the capability to become aware of and appreciate both global and local 

cultures and to co-create new more effective local culture.   

 

Context: Company Background 

MidEarthCo (fictitious name) is a large multinational corporation that operates in over 160 

countries. It is based in the U.S. with assets over $20 billion and more than 30,000 employees. 

Only recently, the majority of those employees are located outside of North America. What 

distinguishes this organization is its longevity.  It is over 100 years old. MidEarthCo(MEC)ôs 

efforts in globalization generally followed the path outlined by Ashkenas et al. (2006). MEC 

could now be considered a Global Leader.  

For leader/managers, MEC distinguishes two aspects of achieving performance goals. They 

refer to the ñWhatò and the ñHowò goals are achieved. ñWhatò is considered the more objective 

and technical aspects of goal achievement. ñHowò is the more subjective, behavioral, relational, 

and interpersonal aspects of achieving the goal.  This is closely aligned to Kotterôs (1990) 

juxtaposition of managers v. leaders. Managers focus on ñWhatò while leaders focus on ñHowò.  

MEC has shifted to a greater concern for ñHowò a leader/manager conducts himself/herself. 

Historically, the ñWhatò was a singular focus for performance management. Currently, there is a 

recognition that a both/and is needed. Being a company with a long history, a transition from 

more authoritarian management approaches continues to progress towards high involvement 

approaches that require leadership and engagement.  To this end, supervisors and middle 

management are referred to as leader/managers.  

The author was employed as an external executive coach for MEC for over ten years. A 

recent focus of the coaching assignments has been to work with high potential leader/mangers to 

refine their ñHowò: to improve how they are working with their teams and collaborating with 

partners.  Many of the authorôs assignments have been with what are termed as ñEx Patsò or 

expatriates. These are leader/managers working in other than their home country. The designation 

has evolved since the expectation is no longer to return the leader/manger to his or her home 

country but to develop him/her for increasingly important global leadership assignments.  

 

LITERATURE REVIEW  

Defining Culture 

Schein (1990) provided a merged definition of culture as:  
ñCulture can now be defined as a pattern of basic assumptions, invented, discovered, or developed by a 
given group, as it learns to cope with its problems of external adaptation and internal integration, that 
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has worked well enough to be considered valid and, therefore is to be taught to new members as the 
correct way to perceive, think, and feel in relation to those problems.ò (p.116) 

 
Schein (1990) further analyzed culture to distinguish three levels of culture: (a) observable artifacts, (b) 

values, and (c) basic underlying assumptions. The  layer of basic underlying assumptions is the most difficult to 
access but also the level where executive coaching needs to operate.   

Understanding culture is particularly important when dealing in different cultures. Those are most evident in 
different geographies but occur in different firms, occupations, and even teams. As more firms operate globally and 

more multicultural teams are employed, the need for cross-cultural analysis has emerged.  
Minkov (2013) provided different concepts of culture that are currently utilized in cross-cultural theory. 

These are: culture as systems of behavior, objective culture, culture as a set of meanings, and culture as a subjective 
human construct. He draws from Hofstedeôs conceptualization of culture as a metaphor for mental software. It is 

invisible but resides in peopleôs minds as collective mental programming. Minkov (2013) is not as interested in 

determining the best theoretical culture definition as providing a clear empirical operationalization for cross-cultural 
analysis. This means that culture needs to be unpacked to its variables to be useful. In unpacking culture, one needs to 

choose practical aspects. Minkov chose values, norms, beliefs, behavioral intentions, and attitudes for practical aspects 
of cross-cultural analysis. Seemingly, Minkovôs choice of practical aspects aligns well with aspects used for creating 

behavioral team agreements (Schwarz, Davidson, Carlson, & McKinney, 2005). 

The above definitions and unpacking of culture as phenomena covers culture as it 

appears at multiple levels.  Next, a focus on the macro-cultural aspects will be considered.  

Cummings and Worley (2009) built upon Hofstedeôs classic work to offer cultural 

contexts for different geographic regions ï or macro-cultures. Cultural dimensions were 

examined in terms of five values: context orientation, power distance, uncertainty avoidance, 

achievement orientation, and individualism.  All of these dimensions operate on a continuum ï 

low to high.  

¶ Context Orientation - refers to the extent to which meaning in communication is carried in 

the words or language.  

¶ Power Distance - refers to the extent to which differences in status and power differences 

are accepted.  

¶ Uncertainty Avoidance - refers to the extent to which the unfamiliar or unpredictable is 

tolerated by members of that group.  

¶ Achievement Orientation - refers to the extent to which assertiveness and the acquisition 

of material goods is valued by members.  

¶  Individualism - refers to the extent to which people feel responsible for themselves. On 

the opposite side of the continuum is a collective orientation. 

Many other culture studies offer variations of the above themes for the cultural 

dimensions. Most utilize an approach of mapping onto a visual continuum.  For example, Deal 

and Prince (2003) proposed seven dimensions for their approach to cultural awareness. Those 

dimensions were: 

1. Source and Expressions of Identity:  Collective ċ ========= Č Individual 

2. Sources and Expression of Authority:  Equal  ċ ========== Č Unequal 

3. Goals and Means of Achievement:  Tough ċ============ Č Tender 

4. Responses to Uncertainty and Change: Dynamic ċ========= Č Stable 

5. Means of Knowledge Acquisition:  Active ċ============= Č Reflective 

6. Orientation to Time: Scarce ċ====== =============== Č Plentiful 

7. Response to Natural and Social Environment: Doingċ======= Č Being  

Firms that offer cultural awareness services such as Project GLOBE ® and 

GlobeSmart® offer mapping similar to what is depicted in Figure 1.  
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Figure 1.0 ï Visual Mapping of Cultural Dimensions 
 

The differences mapped are at the underlying assumption level. The ongoing cultural 

analysis work provides mapping for most geographic regions. The differences are both interesting 

and in some cases stark. This supports Cummings and Worleyôs (2009) assertion that when 

dealing with organizations outside the United States, OD approaches need to be adapted to fit the 

cultural and economic development context.  Since OD interventions often occur in corporations, 

it is important to consider the dynamic of the corporate development in dealing with the 

complexity of culture. It also supports an increasing focus on leadership development.  

 

Ashkenas et.al. (2006) provided insights into a general path that firms follow in 

moving from operating locally to globally. This path is to move from global learners to global 

launchers and finally to global leaders. Global launchers have learned through pilot attempts 

and lower risk partnerships how to operate in other geographies. Eventually, partnerships may 

evolve into wholly owned units or new locations are created when global launchers develop 

into global leaders.  As global leaders, these firms work to remove boundaries, especially 

geographic boundaries. Systems, structures, processes, and culture must be revised to 

accommodate fluidity. A global, regional, and local orientation has been an effective 

consideration in designing integrated systems, structures, processes, and micro-cultures. This 

can achieve global synergy and local responsiveness of a global leader. The benefits of 

reaching the level of global leaders are those of innovation from appreciating and leveraging 

diversity. 

 

Miller, Fitzgerald, Murrell, Preston, and Ambekar, (2005) provided additional insights 

into how firms can be more successful going global. At the global launcher stage, 

partnerships need to be successful. This requires the development of shared norms and trust 

in building a mutual alliance.  Co-creating a mutual culture is essential for the foundation of 

a partnership.  Well designed and locally appropriate OD interventions are effective in 

creating mutual culture. Appreciative Inquiry (AI), as an OD intervention, has proven to be 

particularly suited to creating a mutual culture where potentially different business 

philosophies, values, and practices are involved. Since AI helps the alliance partners 
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appreciate and respect the differences, building a new culture from perceived strengths can 

occur.  

Miller, et al. (2005) go on to acknowledge another OD intervention to support 

transcultural strategic alliances. They recommend one-on-one coaching for leader/mangers to 

achieve a synergistic culture. An awareness of the macro (geographic region or corporation) 

level to appreciate other cultures needs to be considered for effective alliances.  

Scheinôs (2010) focus on leadership for organizational culture necessitated 

distinguishing operational levels of culture. His intent was to acknowledge the influence of 

macro-culture but focus on micro-cultures and subcultures since this is where there is 

leverage for a leader/manager.  Scheinôs breakdown is as follows: 

o Macro-cultures-National/geographic, ethnic and religious, occupational (e.g. medicine, 

law, engineering that exist globally). * The author includes MNC culture.  

o Micro-cultures ï Micro systems within or outside organizations ï (e.g. task force 

teams).  

o Subcultures ï Occupational/ functional groups within organizations such as sales, 

product engineering, administrators, teachers, doctors or nurses 

The leadership challenge in a micro- or subculture is to break down boundaries. 

Creating a ñCultural Islandò of empathy, understanding, and safety is needed for open 

communication. Each micro- or subculture creates its own values, norms, beliefs, and 

behaviors to facilitate the goal of the group.  Initial differences in values and underlying 

assumptions must be exposed so that more useful values and assumptions are co-created. 

One of the most important cultural assumptions to be exposed is how to deal with 

status differentiation. This assumption has a great deal of impact on open communication and 

safety. An expectation for innovation and creativity cannot be achieved if members have 

differing views and behavior towards real or perceived status differences. For many micro-

cultures (task teams) the level of cultural artifacts can be seen through T-shirts, hats, or other 

team identifying objects.  As accessible and important as micro-culture is to a leader/manager, 

the macro-culture is foundational to how members of a multi-cultural team connect.  

 

Executive Coaching 

Positioning executive coaching as an intervention has been unclear due to its multiple roots. 

Executive coaching was developed from several disciplines (e.g. counseling, psychology, 

organizational behavior (OB), and organizational development (OD)). Justifiably, from its many 

roots, executive coaching could be placed in the more generalized area of organizational theory 

(OT). 

Newman (2011) offers a necessarily broad definition for executive coaching that 

acknowledges the International Coaching Federation (ICF) and OD values. Executive coaching is 

a partnership of client and coach in a creative process involving self-efficacy that leads to positive 

change, including results at individual, group, and organization levels. Executive coaching can be 

as unique as the coachôs approach and the clientôs need. At base, executive coaching is a helping 

relationship with clients that draws upon multiple coaching roles of trusted thought partner, 

process facilitator, and diagnostician (Newman, 2011). 

For the purposes of this paper, executive coaching provided the opportunity to gain deep 

insight into the thinking, awarenesses, and actions taken by leader/managers as they dealt with 

multi-cultural teams. Through a series of conversations, reflections, and multi-rater feedback, the 

coach helped the client make sense of how to operate in different cultures. The successes of the 

coaching relationships were objectively measured by improvements in employee survey items 
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referring to ñHow.ò Subjective measures of progress include the clientôs self-assessment of 

change and the clientôs manager seeing marked improvement in the clientôs ñHowò.  

One of the catalysts of client progress was a personal strategic visioning approach the coach 

initiated using the SOAR (Strengths, Opportunities, Aspirations, Results) framework (Stavros & 

Hinrichs, 2009).  

SOARÊ, developed by Stavros & Hinrichs, has its basis in AI. It is a strength-focused 

whole system approach to create organizational transformation.  Like cultural theory, SOAR 

can be applied to an organizational, department, team or individual level. SOAR employs a 

series of conversations to engage the organizational entity in creating a strategic vision and a 

strategy to achieve the vision.  The following are questions to the client to conduct the SOAR 

conversation in an executive coaching relationship:  

¶ What would you like to create for yourself or your organization? Tell me what that 

would look/feel like?  

¶ S - What strengths and capabilities do you have that will help create that future?  

¶ O- What are the opportunities that indicate the possibility of this vision? What are 

accelerators or barriers (external or internal) to achieving the vision? 

¶ A- What do you aspire to create? What would inspire you?  

¶ R- What would indicate that you are on track? What would be a powerful feedback 

mechanism to help you stay on track for your vision?  

¶ For this week, what awareness should be your focus? What could you do (Action) to 

move forward? What will you do? (Commitment) 

Please see the appendix for a template for the questions/reflections of a SOAR session.  

Literature Review Conclusion 

A literature review to provide foundation and perspectives on culture and executive 

coaching was provided.  The following is a list of salient points derived from the above research:  

o Cultural adaptability is a critical global leadership competency for MNCs .  

o Cultural awareness is needed for cultural adaptability. This is important  at all levels, 

macro-, micro-, and subculture 

o Underlying assumptions must be made explicit in order to deal effectively with micro-

cultures.  

o A climate of safety, understanding, and empathy must be created for micro-cultures to 

create or alter underlying assumptions, values, and behaviors. A ñcultural islandò 

approach can facilitate creating the needed climate.  

o Executive coaching is an impactful intervention for supporting leader/managers through 

complex transitions involving multiple cultures.  

o Strength-focused approaches such as Appreciative Inquiry and SOAR facilitate 

transitional and transformational change.  

The above learnings are applied to four case studies involving cultural adaptation in one 

MNC.  

 

 

 

MEC CASE STUDIES: EXECUTIVE COACHING FOR CULTURAL 

ADAPTABILITY  GENERAL EXECUTIVE COACHING APPROACH FOR MEC  

MEC employs what could be strictly defined as external coaches for their executive 

coaching. However, these executive coaches have institutional knowledge by virtue of either 

having been long term (retired) employees or long term consultants for MEC. All of the executive 
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coaches have been trained as coaches and provided coaching for more than ten years in order to 

be allowed to provide this level of coaching.  

The executive coaching process is initiated by local unit leadership. The local unit can be 

located anywhere in the world.  Local leadership identifies a leader/manager that could benefit 

from an executive coaching relationship. In many cases, this has been as a result of employee 

survey results that did not meet the expectations for ñHowò the leader/manager operates. Since 

the reward system was altered to include ñHowò evaluations, more intention has been focused on 

this leadership aspect.   

The coaching relationship was contracted for approximately six months. In most cases, the 

leader/manager client connected virtually with his or her assigned coach every other week for an 

hour. A high level MEC coaching process is provided in the Appendix. 

The initial phone calls were dedicated to creating the relationship, understanding the roles, 

and clarity on what the client wanted to create, the project.  This phase was critical since the 

client must feel safe and understand the unconditional commitment that the executive coach had 

for the client. If this helping relationship was not well established, it was unlikely that the client 

would engage in the openness, self-discovery and development needed.  

SOAR was used to gain clarity and facilitate the discovery of the possibilities the client 

wanted to create. In addition, the Strengths and Opportunities conversations became information 

to compare to the multi-rater feedback on the clientôs strengths and developmental opportunities.  

The bi-weekly conversation flow can be characterized as ñWhatôs so?, So what?, What 

now?  In each meeting, awarenesses and actions were identified to forward the clientôs project. 

For the case studies, the clientsô projects were a significant improvement in their ñHowò. At the 

root of improving ñHowò was the awareness that the clients needed to more effectively adapt to 

local culture.  

After the relationship was solidified, the next phase was to provide qualitative multi-rater 

feedback. The client identified 12-15 interview participants that represented direct reports, peers, 

partners, and their immediate manager. Specific instructions were provided to make sure that the 

client did not just identify advocates but also challengers.  

The interview protocol included questions about the clientôs business challenges, 

strengths, opportunities for development, ideas for managerial support, and thoughts on how the 

interview participants could support the client. The interviews were conducted using a strength-

focused whole system approach.  The executive coach created a feedback report. This report was 

for the client. It was the clientôs choice as to whom and to what level the information in the 

feedback report would be shared.  

The next phase involved the client creating an action plan. A meeting was conducted to 

share the action plan with the immediate manager, HR manager, and executive coach. The 

balance of the coaching relationship was focused on achieving the action plan.   

Specific Coaching Approach for Four Leader/managers 

The author, as an executive coach, was involved in a three to six month coaching 

relationship with four MEC leader/managers. Based on the situation and agreement with the 

client, the executive coach also operated as an OD content expert. These four leader/managers, 

referred to as Klaus, Franz, John, and Kristoff, determined that they wanted to develop a stronger 

competency in cultural adaptability as one approach to addressing their ñHowò.  

When cultural adaptability was identified as a coaching project, targeted approaches were 

added to the general coaching process to address cultural adaptability. These approaches were: 

¶ Macro-cultural (geographic regions and MECôs cultural dimensions) awareness using 

GlobeSmart®.  
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¶ Micro-cultural (direct reports team) awareness and development using the local internal 

OD consultant. This internal OD resource provided ongoing support and cultural islands. 

¶ Appreciative Inquiry into best experience of adapting to local culture.   

The above approaches focused on cultural awareness at the level of underlying 

assumptions. Additional awarenesses and actions were taken by the individual leader/managers. 

Next, the stories of Klaus, Franz, John, and Kristoff are offered.  

 

Klausô Leadership Journey 

Klaus was born and grew up in East Germany prior to the fall of the Berlin wall. When he 

first joined MEC, he was in an engineering position in Germany. Klaus had a PhD and spoke 

multiple languages. He progressed quickly in part due to the recognition of his technical 

expertise. Soon, he was promoted to supervision in product support. His first supervisory position 

was in a new unit located in Russia. Klaus was fluent in Russian. His wife is Russian. Klaus 

adapted well to the Russian unitôs culture. The challenges of an extreme workload and scarce 

resources common to a new unit were overcome. In that situation, decisiveness was needed and 

expected. He learned a role expectation of exercising authority.   He found Russians to be more 

motivated by personal loyalty than goal achievement. As a result of the unit successes, Klaus was 

offered another promotion which involved moving to the US.  

Klaus is intelligent and willing to take risks. This was evidenced by his willingness to 

accept the promotion to the US. He was chosen as a manager of product support for a major 

product line in the heartland of America. He was unaware that he had received the promotion 

over one of his direct reports that had been with the company for twenty years. Klaus struggled to 

understand his U.S. team with their expectation of consensus and engagement. In addition, his 

direct reports had little to no global exposure. Most had not traveled outside the US nor were able 

to speak a second language. He reported dealing with Russians to be easier to understand and 

manage. Upon reflection, he acknowledged he made some early mistakes. He made several 

unilateral decisions, had difficulty delegating, and behaved in an authoritarian manner. His direct 

reports attributed this to being typically German. It is unclear if his national macro-culture was a 

more influential than the MEC corporate culture.  

Klausô executive coach recommended he take the GlobeSmartÈ assessment. He was not 

surprised by the comparative analysis and felt there was some validity. It was helpful but he 

acknowledged the information as stereotypes. None of his direct reports were exactly like the US 

or MEC analysis and he was not typically German.  The cultural dimensions did offer useful 

underlying assumptions to consider. He realized he needed to develop more towards the 

collective, egalitarian, indirect, and relationship ends of the continuums (see figure 1). 

In the safety of the coaching relationship, Klaus discovered and developed his ability to 

engage his employees and communicate more effectively. He utilized the local internal OD 

consultant to conduct ongoing team building sessions. These were similar to Scheinôs cultural 

islands. New working agreements were created. Klaus asked his people for help in his adapting to 

the US. His direct reports were not as open to learning from Klausô global experience and cultural 

diversity. They assumed that Klaus should be the only one to adjust ï which he did.  In addition, 

Klaus realized the need to create new relationships and networks beyond his immediate team. 

This included other functions, customers and wage employees.  

Klaus learned he needed to be especially careful with email. He tended to be direct in face 

to face communication and realized he was even more direct on email. This had been a source of 

misinterpretation. He decided to adopt a habit of stopping and reflecting on any email prior to 

sending. He also learned to add relationship creating comments along with the technical 

responses. Again, this served to shift him towards the relationship end of the continuum. 
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What was surprising about Klaus was his immediate response to blame himself for anything 

that went wrong.  What was not surprising about Klaus was his insatiable desire to learn about 

anything that would help improve the people side of doing business. After only two months in the 

coaching relationship, a pulse employee survey was conducted and there was a complete 

turnaround in his low scoring ñHowò items.  

Executive coach insights: Klaus is an impressive leader/manager that will be contribution to 

MECôs global future. Klaus felt being coached improved his cultural awareness and adaptability. 

His continuing success will be due to his dedication to learning, creating relationships, and the 

ongoing support from an effective internal OD consultant.  

Franzôs Leadership Journey 

Franz was born in Germany. His first job after university was with MEC. Franz 

progressed steadily through his highly technical reliability field. He became a global resource 

for the company due to his reliability expertise. Franz was also multilingual. He was 

especially fluent in English. This could be because he married an American. Although fluent 

in English, the nuances of American humor and decorum were challenges.  

The macro-culture of a reliability profession, the German focus on task over 

relationship, and MECôs need for product consistency all reinforced Franzôs directness in 

doing what he deemed the right way. Political correctness/savvy was not high on his list of 

competencies to be developed. Despite Franzôs desire to move up in the company, he still 

operated more as an individual contributor than making the shift to managing others or 

managing managers (Charan, Drotter, & Noel (2001). 

The ExPat opportunity in the U.S. was welcomed for both the promotion and his wife 

getting back to within a few hours of her hometown. Franz was not fully aware that meeting 

the needs of the global product would require quickly expanding his team. His team would be 

mostly co-located in the Midwest but there would also be global virtual team members.  In 

addition, two team members had been assigned to him after lack of performance and 

behavioral issues on other teams.  Franzôs team, like Klaus, was predominately composed of 

members who had little global exposure. At the central unit, there was a  lack of diversity.  

Franz took the GlobeSmart® assessment. Despite his fluency, the questions were 

confusing. He had wished he had taken the assessment in German. He was surprised to see his 

emphasis on task. Through the coaching relationship, Franz focused on relationships. He 

considered the concept of equifinality. This allowed him increased flexibility to go beyond his 

belief in one right answer..  

Franz engaged the same internal OD consultant as Klaus to work with his team. With 

continuing effort, great progress was made. There were issues with initial conversations that 

were not safe. The internal OD allowed for the team to provide Franz with feedback to 

address the poor results of his ñHowò items in the employee survey. Some participants later 

described the conversation as brutal and felt that a manager should not be subjected to such 

public feedback. To Franzôs credit, he accepted and worked with the feedback. The OD 

consultant was able to work with the group until it developed as a team. It did require 

removing the two non-performing members that seemed intent on preventing the team from 

creating their micro-culture values and working agreements.  

Once the micro-culture of the team was clarified, Franz became more energized and 

optimistic. The product challenges were daunting but those had not caused him as much 

concern as dealing effectively with people ï in any culture. His manager, colleagues, and 

partners all commented on his evident improvement in working with his immediate and 

extended teams. Franz believed that if he retook the GlobeSmart® assessment, he would have 
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shifted to the relationship end of the continuum. His continuing path is not without bumps, 

but due to Franzôs willingness to accept feedback, the trend should be positive.  

Executive coach insights: The author found it interesting that the majority of her Expat 

cultural adaptability clients were German. She was inclined to attribute the challenges of adapting 

more to their US teams that had a lack of diversity and global experience.  Franz directed his 

cultural adaptability efforts towards balancing relationships along with task continuum (see figure 

1). One of his biggest issues was a shift to the role of leader/manager since he was successful as 

an individual contributor and had power from his expertise. MEC will continue to support him on 

his journey due to his critical expertise and increased global capabilities. The ongoing efforts of 

the internal OD consultant are critical for sustainability of Franzôs team progress.  

Johnôs Leadership Journey 

John was born in the USA. He joined MEC as a mid career hire. Despite his short tenure 

with the company, he quickly progressed through increasingly important assignments. His 

movement may be attributed to his detailed knowledge of Lean manufacturing approaches and his 

capacity for innovation and vision.  Many of the interview participants described him as an ñout 

of the boxò thinker.  

Prior to his current assignment, he was an ExPat in Argentina. In that assignment, he 

worked closely with the plant manager to turnaround that factory. Situationally, the project 

required more use of an authoritarian and task oriented approach for fast cycle time 

implementation. Regardless of his initial lack of fluency in the language, a different culture, and a 

great amount of change, John was able to be effective in the high profile project. He was effective 

in adapting to the local culture. This was evidenced by his willingness to learn the language and 

take part in many national cultural events. As a result of this unitôs successes and his relationship 

with the plant manager, he was promoted to operations manager for a factory in his home state.  

Johnôs operations team was multicultural but predominately US citizens. John came to 

realize that every unit at MEC had its own unique local culture. The culture at the factory 

supported slow change and required consensus at every step. This was very different from the 

Argentinian factory where change was embraced and managers were expected to be directive. To 

adapt to his new culture, he needed to shift from the status/authoritarian side of the continuum to 

the egalitarian side (see figure 1). 

Based on his employee survey results and a unilateral action that engendered upset with his 

colleagues, John was assigned an executive coach to improve his ñHowò. It was evident that an 

immediate need was to create a more effective operations team and improve relationships with 

the other functional areas (John as a member of this leadership team). Creating a micro-culture 

for the two teams was an action item John created even before his multi-rater interviews were 

conducted.  

A different internal OD consultant was engaged to work with both levels of teams. For 

Johnôs operations team, each member took the Myers-Briggs Type Indicator (MBTI)® 

assessment. This was used instead of GlobeSmart® to uncover underlying assumptions and as 

input to creating working agreements. The insight for John was that he was a visionary and 

gained energy from innovation and change. This proved to be valuable to John individually as he 

realized his difference from other members of his team. This was reinforced by the interviews.  

An important realization was that he needed to slow down and bring others along with him 

towards his vision. Discussion with his executive coach clarified that he needed to be one step 

ahead of the organization and guide them rather than push them. Because of Johnôs intelligence, 

he needed to discover a way to engage his mental capacities while building consensus. He 

decided that if he focused on learning all aspects of operations, becoming more culturally 

adaptable, and learning how to ñsell not tellò would be a sufficient challenge. He also sought to 
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regain the joy in work. He is seeking to find a position that would afford him the ability to be 

innovative and visionary. Operations was a great learning opportunity but did not align with his 

personality or capacities for the long term.  

Executive coach insights: It was a surprise that returning to oneôs home region could afford 

the greatest challenge in cultural adaptation. It became clear that macro-cultures are important but 

micro-cultures have more immediate influence. For cultural adaptability, there must be cultural 

awareness in all situations. An assumption of knowing the culture is not effective.  

Kristoffôs Leadership Journey 

Kristoffôs journey may be the most interesting and complex story of cultural adaptation. 

Kristoff is a German national managing a branch office in Sweden that recently consolidated with 

the Danish branch. Kristoff reports to an Irish national. The consolidation of the branches 

necessitated a move from the small 1990ôs style office to a larger office that could provide a 

modular design. 

He requested coaching to deal with managing this diverse group. He was aware of his 

challenges in adapting to a multicultural team while delivering the needed business results.  

Kristoff took the GlobeSmart® analysis to gain additional perspective for the end of year 

and new location move challenges. His macro-cultural comparison results are provided in Figure 

2.  

 
 

Figure 2. GlobeSmart® Consolidated Assessment 

 

Kristoff found the analysis to be interesting and somewhat helpful. The focus on macro-

cultures did not specifically address his micro-culture (team dynamics) issues.  A local internal 

OD consultant was not available to assist Kristoff with his immediate micro-culture needs. His 

executive coach suggested her willingness to operate in the role as an OD consultant content 

expert until the internal OD consultant could be engaged.  

Through his client/coach conversations, Kristoff realized the location change was an 

opportunity to breakdown the boundaries that kept individuals in country teams rather than 

functional teams. At the same time, his managerôs focus was making the year end numbers. 

Kristoff noted that his manager seemed to embody the corporate GlobeSmart® values and 

assumptions.  

Independent Collective

Egalitarianism Status

Risk Restraint

Direct Indirect

Task Relationship

= Denmark

= Sweden

= Germany
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There was a limited window of opportunity to move from a Swedish, Danish, German, and 

functional cultures to a MEC Nordic culture. All branch employees participated in meetings to 

design the new location. The focus was on creating their new micro-culture at all three levels of 

culture ï artifacts, values, and assumptions. All employees were given voice, only a few were not 

pleased with the results. The new location design provided more open spaces and group working 

areas. Employees that preferred separate offices with doors were not accommodated in the desire 

for no change. Breaking down the boundaries even extended to technical aspects by consolidating 

the branch information onto one server.  

By engaging everyone in the effort, a solid start to the co-creation of the MEC Nordic 

culture was accomplished. Kristoff and his coach designed the first meeting in the new location. 

The first day in their new location was a celebration and a large group strengths-focused session 

to create working agreements. His focus can now shift to achieving year end results.  

Executive coach insights: The executive coaching process was not strictly followed in this 

case. Kristoff had an immediate need so the coaching relationship went beyond to include OD 

expertise while dealing with Kristoffôs cultural adaptation opportunity. This case showed the 

power of multiple OD approaches such as strength-focused (AI) interventions and executive 

coaching brought to bear on an organizational issue.  

 

RECOMMENDATIONS  

 

These case studies emphasize the importance of cultural adaptation in the increasingly 

globalization of firms. From the experience across these stories, the following recommendations 

are offered.     

¶ Executive coaching is an impactful individualized OD intervention that can support a 

leader/manager in his or her rapid and effective cultural adaptation. 

¶ Every promotion or career transition involves a cultural adaptation. At minimum, there is a 

micro-cultural transition. 

¶ Macro-cultural awareness is helpful to provide cultural sensitivity and avoid taboos but 

harmful if assumptions are made that individuals fit the stereotype.  

¶ To sustain the effectiveness of a micro-culture, a person with OD expertise should be engaged 

to create ñcultural islandsò.  

¶ Employees that have limited global experience benefit from greater exposure to multicultural 

teams.  

¶ An understanding of additional factors impacting cultural awareness (e.g. gender, age, and 

personality) is suggested for future research. 

The above recommendations are not substantively different than recommendations that 

would be provided to most organizational development efforts that are not necessarily focused on 

cultural adaptation. This indicates the adaptability of OD interventions.  

Conclusion 

The acceleration of globalization calls for rapid and effective cultural adaptation. 

Leader/managers need to effectively operate Glocally (both global and local). In this paper, a 

brief review of cultural adaptation literature and four case studies were offered to support the 

application of executive coaching to support leader/manager cultural adaptation.  
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APPENDIX  

High Level MidEarthCo (MEC) Executive Coaching Process 

 
SOAR Protocol 

Question to Client  Reflection - Coach  

What would you like to create for yourself or your 

organization?  

 

Tell me what that would look/feel like?   

S - What strengths and capabilities do you have that 

will help create that future?  

This is what occurred to me as you were 

speaking? (Share thoughts - mark in things 

that are exciting or impactful)  

O- What are the opportunities (external trends) that 

indicate this vision would be useful?  

Here is what I heard? (Reflect back 

positively)  

A- What do you aspire to create? What would inspire 

you?  

Let me ask you this. . (Ask appropriate 

questions to gain clarity)  

R- What would indicate that you are on track? What 

would be a powerful feedback mechanism to help you 

achieve your vision?  

 

Connecting 
& Clarity

Dialogue & 
Discovery

(SOAR)

Interviewing 
& Feedback

Action 
Planning

Implementa-
tion & 

Follow up

MEC Coaching Process
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Now where are you?   

In the next week, what could you do (Action)?  What else are you willing to do? . (Push for 

a stretch)  

Who might you talk to (conversation)?  Who else?. . (Push for 3 conversations)  

What might you pay attention to (Inquiry)?   

What will you do? (Commitment)  So next time we talk, I will ask you about 

your progress on these ñnò things. . (Recap 

commitments for clarity)  

 

 

 

  



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

 

  

80 

TWO FACES OF NORMATIVE ORGANIZATIONAL COMMITMENT? AN 

ANALYSIS OF THE EVIDENCE  

Stephen Jaros, Southern University, Stephen_jaros@subr.edu 

 

     ABSTRACT 

The dominant paradigm in organizational commitment research is the TCM, the ñthree 

component modelò developed by Allen & Meyer (1990), which proposes that employees 

experience affective, continuance, and normative based commitments at work. Of these, the 

most controversial is normative commitment, which has been criticized for having poor 

construct validity (cf. Bergman, 2006). Recently, Meyer and Parfyonova (2010) published a 

defense of normative commitment (NC), arguing that it has a greater behavioral explanatory 

power than has heretofore been realized. This defense is based on their idea that NC actually 

has ñtwo facesò, one reflecting an employeeôs sense of ñindebted obligationò to their 

organization, the other reflecting a sense of ñmoral dutyò (cf. Gellatly, Meyer, & Luchak, 

2006). In this paper, i critically analyze the two-faces concept, arguing that it is not well-

supported by empirical evidence and has weak theoretical foundations. Implications for future 

research into the NC construct are discussed. 

 Work commitment is among the most frequently researched topics in the field of 

organizational behavior. In their recent meta-analysis, Cooper-Hakim and Viswesveran 

(2005) found that more than 500 journal articles addressing the topic have been published 

over the preceding 20 years, and despite the recent introduction of similar concepts such as 

ñwork engagementò and ñjob embeddednessò (cf. Jaros, 2009), there is little sign that interest 

in work commitment is flagging, probably because of its reasonably strong linkages to 

important employee attitudes and behaviors, such as job satisfaction, organizational 

identification, turnover intentions, turnover, and citizenship behaviors (cf. Klein, Becker, & 

Meyer, 2009). Within work commitment research, the dominant paradigm is the ñthree 

component modelò (TCM), first described by Allen and Meyer (1990). Allen and Meyer 

proposed that an employeeôs experience of organizational commitment has three dimensions 

reflecting affective (emotion-based), continuance (cost-based), and normative (obligation-

based) mindsets. This model has been the subject of extensive empirical and theoretical 

research (Meyer & Matlin, 2010) and has been used to study organizational commitment, as 

well as commitment to other foci such as jobs, supervisors, teams, and occupations.  

 However, while existing research has confirmed the general validity of the TCM, its 

components have not been evaluated as equally valid. Affective organizational commitment 

has been found to have strong theoretical and empirical foundations (Klein, Becker, & Meyer, 

2009). Continuance organizational commitment has been characterized by a controversy over 

its dimensionality (Powell & Meyer, 2004) but at least one dimension, the ñhigh sacrificesò 

concept, has been found to be a strong predictor of employee behavior and has firm roots in 

the sociology of work (Becker, 1960). In contrast, normative organizational commitment 

(NC) has a troubling conceptual and empirical history. In her comprehensive review of 

normative commitment, Bergman (2006) noted a number of problematic aspects of this 

construct, including conceptual redundancy with affective organizational commitment 

(correlations between the two constructs are often .6 or greater), and a frequent failure to 

contribute significantly to the prediction of attitudinal and behavioral outcomes when 

affective commitment is controlled for. Others, such as Jaros (2007), have noted a lack of 

correspondence between the scale items used to measure NC (the ñnormative commitment 

scaleò, or NCS, developed by Allen & Meyer, 1990) and the constructôs definition, or have 

argued that NC might actually be a form of continuance commitment (Powell & Meyer, 2004) 
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or a precursor of commitment, not a separate distinguishable form of commitment (cf. Cohen, 

2007). Taken together, these criticisms call into question the validity of NC as a dimension of 

organizational commitment and of its place in the TCM.   

 In response to these criticisms of the NC construct, Meyer and Parfyonova (2010) 

recently published a defense of the concept designed to rehabilitate its reputation among work 

commitment researchers and firm-up its status as one of the pillars of the three-component 

model. While their review of NC is wide-ranging, central to this defense is the notion, first 

broached by Gellatly, Meyer, and Luchak (2006), that normative organizational commitment, 

traditionally conceptualized as a unidimensional construct reflecting commitment based on an 

employeeôs sense that they are obliged to remain a member of the organization and contribute 

to its well-being, actually has ñtwo facesò, or dimensions, one reflecting a sense of ñindebted 

obligationò to the organization,  the other reflecting a sense of ñmoral dutyò.  Gellatly et al.ôs 

ñtwo facesò concept was echoed by Meyer, Becker, and Van Dick (2006) and since then by 

others (e.g., Meyer & Matlin (2010); Corstjens, 2011; Meyer, Stanley, and Parfyonova, 2012). 

Based on a review of recent research into profiles of organizational commitment, Meyer and 

Parfyonova (2010) argue that these two dimensions do in fact exist, and have different 

implications for attitudinal and behavioral outcomes. They also provide a theoretical 

justification of the ótwo facesô concept of normative organizational commitment. Thus, other 

researcherôs criticism of NC as a viable commitment construct is based on a faulty 

understanding of its nature.  

 But are Meyer and Parfyonova (2010) and others who support a reconceptualization of 

NC as having this dual nature correct? The purpose of this paper is to critically evaluate the 

ñtwo facesò reconceptualization of normative organizational commitment. First, the details of 

that reconceptualization are reviewed. Next, Meyer and Parfyonovaôs interpretation of 

research findings, which they claim provide support for the existence of two dimensions of 

normative commitment, is critically analyzed. Third, their theoretical justification for a ñtwo 

facesò reconceptualization is assessed. Finally, in light of the findings of this paper, the future 

of normative commitment as an aspect of the TCM is discussed. 

 

Two faces of Normative Commitment 

 The roots of the ñtwo faces of NCò concept lie in an argument made by Gellatly, 

Meyer, and Luchak (2006).  These authors tested hypotheses developed by Herscovitch and 

Meyer (2001) about how the three components of organizational commitment ï affective, 

continuance, and normative ï would combine in commitment profiles to influence employee 

attitudes and behavior. In a nutshell, Herscovitch and Meyer predicted that, consistent with 

prior research, a high level of affective commitment would have a strong influence on 

favorable (from the organizationôs point of view) employee behaviors, such as reducing the 

likelihood of turnover and increasing the likelihood of citizenship behaviors. But they also 

argued that high levels of continuance commitment (CC) and normative commitment (NC) 

would have a tempering effect on this relationship. This is because affective commitment 

(AC) is a function of oneôs internal, self-motivated desire to be a member of an organization, 

whereas CC is a product of external forces compelling one to remain (costs of leaving are 

prohibitive), and NC also has a significant external-compulsion component via the feeling of 

being obliged to remain. Herscovitch and Meyer (2001) argued that when all three forms of 

commitment are at a high level, these NC and CC based feelings of compulsion to commit to 

the organization would temper the internal-driven AC basis, thus reducing the impact of the 

latter on positive behaviors. Thus, they predicted that a commitment profile characterized by a 

high level of affective commitment but low levels of continuance and normative commitment 



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

 

  

82 

would actually have a stronger, more positive impact, on outcomes like turnover and OCB 

than would a profile characterized by high levels of all three kinds of commitment, or a high 

level of affective commitment and either normative or continuance commitment, and a low 

level of the remaining form of commitment.  

 However, in testing these hypotheses, Gellatly et al. (2006) found that, contrary to 

Herscovitch and Meyer (2001)ôs propositions, for both turnover intentions and OCB, a profile 

that combined high levels of AC and NC (and low CC) was associated with significantly 

lower levels of turnover intentions and higher levels of OCB than was the high-AC only 

profile. They also found that NC tended to have a negative effect on OCB when CC was high 

but AC was low. To explain these findings, Gellatly et al. (2006) proposed that NC has a dual 

nature, one ñfaceò reflecting a sense of ñindebted obligationò, the other reflecting a sense of 

ñmoral imperativeò towards the organization. The former ñfaceò is manifest when high levels 

of NC are experienced simultaneously with high levels of CC  (while AC is at the same time 

low), because in the absence of high AC, high CC is theorized to create a ñcontext effectò that 

causes the obligations that create the high level of NC to be experienced in a negative, 

externally-compelled way (as in ñI must remain with this organization in order to save faceò). 

This is because CC itself is posited as being experienced as a somewhat negative form of 

commitment, one reflecting being ñtrappedò in the organization due to high exits costs. This 

ñindebted obligationò face is expected to have only a weak, possibly even negative, 

motivational effect on favorable job outcomes. In contrast, when AC is high, NC is 

experienced as a sense of moral duty, a state characterized by a ñstrong desireò to remain with 

and help the organization, because when AC is high, it is believed to create a context effect 

that causes NCôs obligations to be experienced as something coming from within ourselves, 

reflecting our own internally-chosen hopes, values, and aspirations (cf. Meyer, Stanley, and 

Parfyonova, 2012). This ñmoral dutyò face is posited to have strong, positive influences on 

favorable work outcomes, thus adding to the impact of AC on favorable work correlates. 

Finally, when CC and AC are both high, the expectation is that the context effect of AC 

should be stronger than that of CC, causing high NC to be experienced as shading more 

towards the ñmoral dutyò face (Gellatly et al., 2006). The implication of the two-faces concept 

is that, when it comes to doing things that are usually favorable for the organization, like not 

quitting but also engaging in citizenship activities, a commitment profiled characterized by 

high NC and AC and low CC should be the most powerful, positive predictor, having a 

greater impact than the high AC-only profile. The high CC/NC profile (with low AC) should 

have far weaker positive effects, perhaps even negative effects on, favorable organizational 

outcomes, since its motivation is exclusively external and compelled.  

 The argument put forward for ñtwo facesò of NC  by Meyer and Parfyonova (2010) is 

fundamentally the same as that proposed by Gellatly et al. (2006). But, Meyer and Parfyonova 

flesh-out the Gellatly et al. perspective in two ways. First, and most importantly, they argue 

that the two-faces concept is supported by empirical research published since Gellatly et al. 

(2006). Gellatly et al. was one of the first studies to test the Herscovitch and Meyer (2001) 

propositions about profiles of organizational commitment, but between 2006 and 2011, other 

papers appeared that have done so as well, and Meyer and Parfyonova cite these findings as 

being supportive of the notion that the nature of NC changes from one face to the other as it is 

experienced in conjunction with either high levels of AC or high levels of CC.   

 Second, Meyer and Parfyonova attempt to provide a more elaborate theoretical 

justification for the two-faces reconceptualization of NC. They do this by drawing on Self-

Determination Theory such as that proposed by Deci and Ryan (1985, 2002): when high NC 

is combined with high AC, its moral duty face is experienced as the result of a form of 
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ñautonomous regulationò, a form of regulation characterized by a desire to commit to the 

organization emanating from within the employee, reflecting his or her hopes and aspirations, 

whereas when high NC is combined with high CC its indebted obligation face is experienced 

as external and introjected regulation, i.e., external forms of control that people naturally tend 

to resist and therefore are less motivating. The key idea here is that humans tend to be willing 

to, among other favorable outcomes, remain members of the organization (turnover) and put 

forth more effort on its behalf, including going ñabove and beyondò the call of duty (OCB), if 

their motivational basis is internally-driven (high AC/NC combination) than if it is externally 

compelled (high CC/NC combination).  In the next sections of the paper, I evaluate the 

adequacy of Meyer and Parfyonovaôs claims about the existence of supportive empirical 

evidence, and the adequacy of their motivational bases for the two-faces concept. 

 

Two-faces analyzed: Empirical evidence 

 As noted above, Meyer and Parfyonovaôs (2010) advocacy of the two-faces of NC 

concept is based on both empirical evidence and theoretical justification. Of the two, the 

former is most important, since the purpose of the theoretical justification is to explain 

empirical findings that they allege support the two-faces concept. But, if the empirical 

evidence really does not provide support for the two-faces concept, than the need for a 

theoretical explanation that would support a two-faces view dissipates. In this section, I 

review Meyer and Parfyonovaôs claims about the empirical evidence to see whether their 

conclusion that it supports a two-faces reconceptualization of NC is justified. Since this 

review involves interpreting largely the same empirical evidence that Meyer and Parfyonova 

review, my analysis runs the risk of being, from the point of view of the third-party reader, 

merely an alternative, subjective evaluation of that evidence, skewed in favor of my 

argument. In other words, my analysis may read like a ñset the straw man up, knock the straw 

man downò analysis. Thus, to mitigate this, I will quote extensively from Meyer and 

Parfyonova (2010) so that the reader will be able to better-judge whether I am characterizing 

their claims correctly or not. I will also cite specific evidence from the record of empirical 

studies so that my claims about this evidence can be more fairly evaluated. These results are 

summarized in the Appendix.  

 One important paper cited by Meyer and Parfyonova  is Wasti (2005), who studied 

commitment profiles among Turkish employees. According to Meyer and Parfyonova, Wasti  

 

ñéfound that intention to stay with the organization and loyal boosterism (a 

form of OCB) were greater in the AC/NC-dominant profile group (i.e., strong 

AC and NC and weak CC) than in the AC-dominant group. This finding 

suggests that NC contributes beyond AC to stay intentions and discretionary 

behaviorò.  (p. 286). 

 

While this is true as far as it goes, Wasti (2005) also found no significant differences between 

the high AC/NC profile and high AC profile with respect to job stress, work withdrawal, and 

altruism towards colleagues. Thus, for these important outcome variables, high NC did not 

contribute to prediction above and beyond high NC, which contradicts the idea that when 

experienced with high AC, NC is experienced as a ñmoral dutyò face rooted in a positive 

motivational force that enhances the impact of AC on outcomes.  

 Also, Wasti (2005) reported the results of a second study, called ñstudy-2ò, in which 

she used a measure of continuance commitment that contained only ñhigh sacrificesò items. 

This type of measure is considered to be more reflective of the CC construct than measures, 
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such as the original Allen and Meyer (1990) continuance commitment scale, which include 

ñlow alternativesò items as well (cf. Powell & Meyer, 2004; Jaros, 2009).  The results of 

Wastiôs study-2 revealed that the high AC/NC profile did not significantly differ from the 

high-AC profile on intent to stay, work withdrawal, or job stress, again contradicting the two-

faces concept. Moreover, the high NC/AC profile did not differ statistically from the high 

CC/NC profile on these outcomes either.  Since the two-faces concept argues that the NC/AC 

profile should be characterized by a sense of ñmoral dutyò, reflecting a positive, internally-

motivated state, whereas the high NC/CC profile should be characterized by the more 

negatively-perceived external motivational state of ñindebted obligationò, meaning the high 

NC/AC profile should have been associated with clearly higher levels of intent to stay and 

lower levels of work withdrawal and job stress, these findings contradict the two-faces 

concept even more strongly. Wasti herself concluded "Thus, it appears that affective 

commitment above a certain level yields desirable outcomes and accompanying high levels of 

normative and/or continuance commitment does not contribute significantly to the prediction 

of outcomes." (p. 11), a conclusion that also is not consistent with two-faces theory. 

 Another study cited by Meyer and Parfyonova in support of the two-faces concept is 

Somers (2009). Somers examined the influence of commitment profiles on aspects of 

employee withdrawal and job stress. Meyer and Parfyonova (p. 287) argue that: 

Somers (2009) é.. found that turnover intention was lowest among the fully-committed and 

AC/NC-dominant profile groups. Turnover intention for these groups was significantly lower 

than in the uncommitted and CC-dominant groups ð more importantly, it was also lower 

than in the AC-dominant and CC/NC-dominant groups. 

This is partially correct. While Somers (2009) did find that the AC/NC dominant 

group had significantly lower turnover intentions than the CC/NC dominant group, he did not 

find this to be true of the AC-dominant group, because this group did not emerge in the 

cluster analysis and thus no comparisons including this profile are reported. Also, while the 

high AC/NC profile was associated with lower levels of job stress and carryover stress than 

the high CC/NC profile, the high CC/NC and high AC/NC profiles did not significantly differ 

on job search and tardiness, and the high CC/NC profile was actually associated with lower 

absenteeism levels, all of which contradict two-faces theory. At best, these findings provide 

mixed support for the idea that an NC/AC profile is characterized by a ñmoral dutyò 

motivation while a CC/NC profile is characterized by a less-motivating ñindebted obligationò 

motivation.  

 Similarly, Meyer and Parfyonova cite another study by Somers (Somers, 2010) as 

supportive of the two-faces concept. Somers (2010) examined the relations between 

commitment profiles and actual turnover behavior. Meyer and Parfyonova state (p. 287) that: 

 

When Somers (2010) compared profile groups on actual turnover, he again 

found the lowest rates in the fully-committed and AC/NC-dominant profile 

groups, although only the former differed significantly from the other groups. 

 

Meyer and Parfyonova argue that this finding is supportive of the two faces concept, but 

contrary to two-faces theory, the AC/NC profile did not significantly differ from either the 

AC or CC/NC profiles with regard to turnover behavior or absenteeism (table 3, page 451). 

However, consistent with two-faces theory, the AC/NC profile did have higher levels of 

staying intentions and person-organizational value congruence than the AC or CC/NC 

profiles. Taken together, the findings of Somers (2010) provide mixed support for two-faces 
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theory, with relations with two outcomes being as predicted, but also two results that are 

unsupportive, and these unsupportive findings were with regard to actual work behaviors. 

 Yet another study cited by Meyer and Parfyonova as supportive of the two-faces 

concept is Marcovitz, Davis, and Van Dick (2007): 

 Marcovitz, Davis, and van Dick (2007) found the highest levels of intrinsic job satisfaction 

among those with fully-committed, AC-dominant, and AC/NC-dominant profiles. The 

satisfaction of employees with CC/NC-dominant profiles was considerably lower and similar 

to that for the uncommitted and CC dominant profile groups. (p.288). 

This account corresponds to my review of the Marcovitz et al. findings, but again, 

they are not entirely supportive of a two-faces view. While the two-faces concept does predict 

that the NC/AC profile will have higher levels of intrinsic job satisfaction than the NC/CC 

profile, it also proposes that the NC/AC profile will have higher levels of intrinsic job 

satisfaction than high AC profile, which was not found in this study. 

 Finally, since the publication of Meyer and Parfyonova (2010), two other studies have 

appeared that bear on the two-faces concept. Corstjens (2011) tested two-faces-related 

hypotheses on a sample of undergraduate and graduate business students studying in the 

Netherlands. His analysis found some support for the two-faces concept. Students with high 

AC/NC profiles had higher levels of perceived organizational support, saw themselves as 

having more of a relational psychological contract with the organization, and reported higher 

levels of relative autonomy than did students characterized by a high CC/NC profile. But, 

much of the evidence contradicted the two-faces theory: On only the ñrelational contractò 

factor was the AC/NC profile significantly different from the AC profile, nor did the AC/NC 

profile differ from the AC profile or  the CC/NC profile on negative affect, positive affect, 

promotion motivational focus, prevention motivational focus, or perceptions of having a 

transactional psychological contract, all of which findings were contrary  to Corstjenôs 

expectations that NC is characterized by ñindebted obligationò and ñmoral imperativeò 

dimensions. 

 Last but not least, Meyer, Stanley, and Porfyanova (2012) conducted a test of Meyer 

and Herscovitch hypotheses, including the two-faces theory, on a sample of human services 

workers. Unlike other studies, which employed either k-means cluster analysis or median 

splits to create commitment profiles, Meyer et al. (2012) used an advanced procedure, Latent 

Profile Analysis, to study differences across commitment profiles with respect to a variety of 

motivational and self-reported behavioral correlates, namely need satisfaction, autonomous 

vs. controlled regulation, in-role performance, positive and negative affect, general health, 

and work engagement. Meyer et al. (2012) argue that the finding that a high NC/AC profile 

was more strongly with favorable outcomes than was the high-CC only profile is supportive 

of the notion that when combined with high AC, NC is experienced as a moral duty. But, their 

LPA approach did not reveal the existence of a high NC/CC profile or a high AC profile in 

the sample and thus it was not possible to make comparisons assessing the central claims of 

the ñtwo-facesò concept.  

 

Summary of empirical research 

 Contrary to the view of Meyer and Parfyonova (2010), my conclusion is that the 

notion that normative commitment is characterized by a sense of ñmoral imperativeò when 

experienced in conjunction with high levels of affective commitment but a sense of ñindebted 

obligationò when experienced with a high level of continuance commitment is not strongly 

supported by the existing empirical evidence. Recall that according to the two-faces concept, 

a profile characterized by High NC and AC should be associated with significantly higher 
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levels of positive work correlates (like OCB) and lower levels of negative correlates (like 

turnover behavior) than the AC only profile, and especially, the high NC/CC profile. This 

latter profile, high NC/CC, should provide the starkest contrast with high NC/AC, since high 

NC/AC is the purest form of the ñmoral imperativeò concept and high NC/CC is the purest 

form of the ñindebted obligationò concept.  To summarize the results described above and 

indicated in the Appendix, across the seven studies that have generated data that bear on the 

two-faces proposal, we find the following:  
  

1) High NC/AC vs High AC only: Comparisons supporting two-faces theory: 7, comparisons 

inconsistent with the theory: 16. 

2) High NC/AC vs High NC/CC: Comparisons supporting two-faces theory: 9, comparisons 

inconsistent with the theory: 13. 

 This pattern of results is not supportive of two-faces theory. For the comparison 

between the high NC/AC and high AC profiles, the non-support rate for the theory is 69% (7 

supportive findings, 16 unsupportive findings), and for the NC/AC versus NC/CC 

comparison, the one that should show the starkest results in favor of the two-faces theory, 

fully 59% of the reported comparisons across all seven studies do not support this theory, only 

41% are supportive of it. Thus, the available evidence seems to counter the idea elaborated by 

Meyer and Parfyonova (2010) that normative commitment has ñtwo facesò, one characterized 

by ñmoral dutyò when experienced with a high level of AC, and the other experienced as an 

ñindebted obligationò when experienced with a high level of CC. This evidence, taken as a 

whole, suggests that ñtwo facesò hypothesis is mostly inconsistent with the findings of 

relevant research. Yet importantly, when high NC does not contribute significantly, above and 

beyond what AC contributes, to the AC/NC profileôs association with favorable work 

outcomes, it never harmed that relationship either: the results from the seven studies show no 

cases where the AC/NC profile had significantly lower mean scores on favorable 

outcomes/correlates or higher mean scores on unfavorable outcomes/correlates, than did the 

high-AC only profile, meaning that when high NC did not help, it at least did not hurt, ACôs 

relationship with these correlates. Thus, these results, while unsupportive of two-faces theory, 

are also not supportive of Meyer and Herscovitch (2001), who predicted a tempering effect of 

high NC on the impact of high AC, such that the high-AC profile should have a more positive 

impact on favorable work outcomes than a high AC/NC profile. 

 

Motivational theory and normative commitment 

 Meyer and Parfyonova (2010) argue that Self-Determination Theory (SDT, cf. Deci & 

Ryan, 1985) provides the motivational basis for the two-faces of NC hypothesis. They state 

(p.288): 

According to SDT, motivation varies along a continuum of autonomy, from 

external regulation (i.e., to attain externally controlled rewards or avoid 

punishment), through introjected regulation (i.e., to meet one's own or others' 

expectations and avoid shame), to fully autonomous regulation (i.e., to achieve 

valued goals and self-expression). Moreover, it has been shown that 

autonomous forms of motivation lead to more favorable job outcomes than less 

autonomous forms. 

 

Meyer and Parfyonova propose that affective commitment is derived from work experiences 

that create a sense of autonomous regulation, which explains its strong positive relations with 

favorable job outcomes, while continuance commitment is associated with external regulation 

which explains its weak, sometimes even negative, relations with favorable job outcomes. In 
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contrast, they argue that normative commitment has a split personality, two faces which 

emerge depending on how AC and CC are being experienced.  AC and CC influence how NC 

is experienced; they provide a context for it. If AC is high, then NC is experienced as a sense 

of ñmoral dutyò characterized by autonomous regulation, and thus high NC significantly adds 

to high ACôs contributions to favorable job outcomes. In contrast, if CC is high (and AC is 

low), then NC adopts its other face, that of ñindebted obligationò, a face rooted in 

introjected/external regulation, thus having only a weak, if any, positive impact on favorable 

job outcomes. 

 However, given that the empirical evidence reviewed in the previous section does not 

support the notion that NC is experienced as having two different dimensions, what 

motivational bases would explain these unsupportive research findings? 

  In their meta-analysis of the Meyer and Allen three-component model of 

commitment, Meyer et al. (2002) found that affective commitment was strongly associated 

with favorable job outcomes. Normative commitment was also associated with favorable job 

outcomes, ñalbeit not as stronglyò (p. 20). Continuance commitment was found to be 

unrelated, or negatively related, to these kinds of outcomes. This conclusion is consistent with 

what is often found in previous studies of the three-component model utilizing regression 

analysis or structural equation modeling : Concerning favorable job outcomes, NC sometimes 

adds to the prediction of these outcomes above and beyond affective commitment, sometimes 

it does not (cf. Jaros, 2009; Bergman, 2006). This conclusion is also consistent with the 

results of the seven profiles studies analyzed above: Contrary to the two-faces hypothesis, 

sometimes, high NC adds to the positive relationship with favorable outcomes provided by 

high AC, sometimes it does not (i.e., sometimes, a high AC/NC profile is associated with a 

higher mean score on a favorable correlate than the high AC-alone profile, sometimes it isnôt).   

 So what motivational basis is consistent with these findings? Contrary to Meyer and 

Parfyonova (2010), who argue that high NC is characterized by autonomous regulation when 

experienced with high AC and external/introjected regulation when combined with high CC 

and low AC, I argue that NC is characterized generally, regardless of whether AC or CC is 

high or low, by introjected regulation. Deci & Ryan, (1985, 2002) describe introjected 

regulation as being in-between autonomous (internal) and external regulation: on one hand, 

the source for this form of motivation is external; involving factors such as meeting otherôs 

expectations. On the other hand, the person has internalized these expectations, so they also 

are experienced, at least partially, as coming from within ourselves, as part of our own values 

and aspirations. Meyer and Parfyonova (2010) argue that introjected regulation underlies only 

the ñnegativeò face of NC, that of ñindebted obligationò (p. 288):  

 

ñé.introjection has a conflicted nature and is associated with feelings of 

shame and guilté.. It is unlikely that such a form of motivation will lead to 

high levels of discretionary effort and, as such, cannot account for the evidence 

linking NC to OCB (Gellatly et al., 2006; Meyer et al., 2002) and discretionary 

support for organizational changeéò 

 

 In my view, Meyer and Parfyonova err in assigning introjected regulation purely 

negative shading. It does have a conflicted nature, but this means it is not associated only with 

feelings such as shame and guilt. Since these external expectations have been partially 

internalized, they also reflect the personôs hopes and values (cf. Deci & Ryan, 2002), which 

can lead to positive motivational outcomes as well (Meyer, Becker, and Vandenberghe, 

2004). This view also comports with the classic, unidimensional, conceptualization of 
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normative commitment, which is posited to reflect ñ..a sense of obligation that derives from 

the internalization of normative influencesò (Meyer & Parfyonova, 2010: 284). An employee 

high in NC feels obliged to comply with organizational requirements (an external force), but 

these requirements have been internalized as correct (an internal force). Together, this 

describes an introjected motivational basis for NC, one that is lukewarm-positive compared to 

the purely-positive motivation of AC and the still-less-positive, sometimes negative, 

motivation of CC. Thus, while NC tends to have a positive relationship with favorable 

outcomes, this positive relationship is weaker than that of AC, such that in regression research 

it sometimes contributes positively to the prediction of favorable work outcomes above and 

beyond AC, sometimes it does not (Meyer et al., 2002); and in profiles research, sometimes 

high NC significantly contributes to the positive  relationship (as reflected by mean scores) 

that high AC has  with a favorable work outcome and sometimes it does not. What causes 

these different ñsometimesò to manifest themselves is not yet known, but the evidence of 

existing empirical research is that the two-faces of NC hypothesis is clearly not the answer.  

 In summary, Self-Determination Theory does indeed seem to provide a sound 

motivational explanation for the empirical findings reviewed in the previous section, at least 

in terms of explaining the findings that, most of the time, a high NC/AC profile is not more 

strongly associated with favorable work correlates than a high AC-only profile.  A 

unidimensional conceptualization of NC, characterized by introjected regulation, is also more 

consistent with the finding reported above that the  NC/AC profile is often not differently-

associated with positive work correlates when compared to the NC/CC profile: If NC only has 

a single ñfaceò, and does not shade to ñindebted obligationò or ñmoral dutyò when combined 

with high CC and AC respectively, then the differences between these profiles will be only 

that reflective of a difference between high AC and high CC, meaning these profiles will have 

similar relations with favorable work correlates more often than if NC has ñtwo facesò that 

widen the rift between these profiles and their comparative relations with these correlates. 

 

Conclusion: Two-faces reconsidered? 

 The analysis presented here indicates that (a) the available empirical evidence is not 

supportive of a ñtwo facesò reconceptualization of normative commitment, and (b) 

motivational theory is more supportive of the traditional unidimensional conceptualization of 

normative commitment centered on the concept of reciprocal obligation (cf. Meyer & 

Herscovitch, 2001).  Nevertheless, it is possible that the available research does not provide 

enough evidence to conclusively reject the two-faces point of view. The most obvious reason 

is that there have only been seven studies conducted that test this hypothesis, a small sample 

size. This is why my review does not take the form of a quantitative integration of prior 

research findings, such as a meta-analysis ï there are just too few existing studies to conduct 

one that would produce meaningful results. Maybe as research evidence accumulates, the 

existing seven studies will prove to be anomalous outliers swamped in a sea of evidence 

supportive of two-faces theory.  Beyond that, there are some other issues not considered by 

Meyer and Parfyonova (2012) that could revitalize the two-faces concept. 

 One issue pertains to how normative commitment is measured. The original scale used 

to measure NC, the normative commitment scale (NCS), was developed by Allen and Meyer 

(1990). A revised scale, designed to better-differentiate NC from affective commitment, was 

introduced by Meyer, Allen, and Smith (1993), but this scale has proven to actually correlate 

more-strongly with AC than does the original Allen and Meyer version (cf. Meyer et al., 

2002). There is also a growing recognition that the NCS, in either its 1990 or 1993 forms, has 

not evolved such as to keep up with more recent changes in its conceptualization (cf. 
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Bergman, 2006; Jaros 2007, Meyer & Parfyonova, 2010) such as the two-faces 

reconceptualization. These versions of the NCS, which were used in all seven studies cited 

above, were designed to assess, respectively, an employeeôs sense of internalized norms (the 

1990 NCS), while the 1993 version was revised somewhat to emphasize norms rooted more 

specifically in the employeeôs sense of obligation to the organization (cf. Jaros, 2009), and 

these emphases are reflected in the item-wording of both versions of the NCS. The original 

eight-item 1990 NCS has items that vaguely allude to being loyal to oneôs organization. These 

items do not seem squarely focused on either indebted obligation or moral duty.  

 In contrast, two of the six items of the 1993 NCS contain the word ñobligationò, as in 

ñI do not feel any obligation to remain with my current employerò. Other items mention 

remaining with the organization as something to be done to avoid ñfeeling guiltyò if the 

employee were to leave.  Generally speaking, the items in the 1993 NCS seem to shade much 

closer to a sense of ñindebted obligationò, a sense that one must remain or else one will 

experience social or psychological costs. In contrast, arguably none of the items clearly reflect 

the notion of ñmoral dutyò, which Meyer and Parfyonova (2010) describe as a ñstrong desireò 

to remain because it is the right and moral thing to do.  

 Thus, it may be that the seven studies analyzed above did not reveal a preponderance 

of profile relationships with favorable job correlates consistent with two-faces theory because 

the measures used to capture normative commitment did not tap these ñfacesò. Perhaps it is 

the case that to properly assess whether normative commitment is a bi-dimensional construct, 

these dimensions or ñfacesò should be tapped directly. For example, an item such as ñI 

believe it is morally correct to dedicate myself to this organizationò would seem to directly 

tap the ñmoral dutyò dimension, whereas an item such as ñSince this organization has treated 

me well, I would feel guilty if I were to leave itò would seem to capture the concept of 

ñindebted obligationò (cf. Jaros, 2007). If the NCS were revised to contain two sub-scales, 

each with multiple items specifically dedicated to capturing the indebted obligation and moral 

duty dimensions, then perhaps empirical research into commitment profiles would indeed 

show findings more consistent with the two-faces hypothesis.  

 On the other hand, there are reasons to be doubt whether even a more accurate 

measurement of the two proposed dimensions of NC will produce findings more favorable to 

the theory. Many of these studies have utilized measures of continuance commitment that do 

not reflect that construct very well. Continuance commitment is typically measured using the 

eight-item CCS (Allen and Meyer, 1990). Factor-analytic findings show that, contrary to the 

intent of its developers, this scale tends to break down into two distinct factors, one 

representing economic and social sacrifices that would have to be made in order to leave the 

organization, the other a perceived lack of employment alternatives (cf. McGee & Ford, 

1987).  Many researchers argue that the ñsacrificesò sub-dimension is consistent with the 

concept of CC, whereas the ñalternativesò sub-dimension is not (for full discussions, see 

Meyer et al. 2002; Powell & Meyer, 2004; Jaros, forthcoming). These researchers recommend 

deleting the ñalternativesò items from the CCS, yet in all but one of the seven profiles studies 

examined above, researchers used versions of the CCS that included ñalternativesò items, the 

lone exception being Wasti (2005)ôs second study.  

 While again far from conclusive, the results of Wastiôs second study do not bode well 

for two-faces theory. Using a measure of CC that included only ñsacrificesò items, the second 

study found no significant differences between the high NC/AC profile and the high NC/CC 

profile across three outcomes: turnover intentions, work withdrawal, and job stress. Since 

these profiles embody the purest forms of the proposed ñmoral dutyò and ñindebted 

obligationsò mindsets, these results are particularly unsupportive. In contrast, in studies that 
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used a measure of CC that included ñalternativesò items, the findings vis-à-vis the high 

NC/CC profile were supportive of two-faces theory about 50% of the time (9 supportive, 10 

unsupportive). Why might using a measure of CC devoid of ñalternativesò items be less likely 

to produce profile results consistent with two-faces theory? Recall that according to two-faces 

theory, CC is characterized by external compulsion, which people tend to naturally resist. 

Wanting to leave oneôs organization but being compelled to remain due to a lack of other 

employment alternatives would indeed seem likely to cause an employee to feel locked in 

place against oneôs will, an unpleasant situation. But Powell and Meyer (2004) and Jaros 

(2007) note that ñsacrificesò can have a positive connotation. For example, if an employee 

remains with his/her organization because they have built a rich set of rewarding social 

relationships at work that would have to be sacrificed if they left, it is likely that they would 

view this situation in a positive, not negative, light. Remaining with the organization would 

be something desired by the employee, not something to be resented. And indeed, Powell and 

Meyer (2004) found a strong positive correlation (.34, p < .01) between ñsacrificesò only CC 

and affective commitment, which was at odds with meta-analytic research showing that CC, 

when measured using scales including ñalternativesò items, and AC are essentially 

uncorrelated (Meyer et al., 2002). This means that a basic belief underlying two-faces theory, 

that CC is experienced in a quasi-ñnegativeò, externally-compelled way, may not be correct, 

and thus if NC is actually being influenced by a CC that is more pleasant/positive in nature, 

then the ñshadingò of NC should be more positive, more consistent with oneôs desires, as 

well. If so, these ñtwo facesò should  no longer be conceptualized so starkly different, if they 

should be regarded as separate ófacesô at all, and are unlikely to be revealed as such in 

empirical research using ñsacrificesò only measures of CC.  

 Also, there is some evidence that normative commitment is a more salient, powerful 

predictor of favorable work outcomes in non-western cultures (cf. Bergman, 2006; Meyer & 

Parfyonova, 2010), cultures that have more collectivist cultural values that socialize people 

into respecting their obligations to organizations. This implies that the two-faces hypothesis, 

which posits that high NC adds to the prediction of favorable work outcomes above and 

beyond high AC, is likely to be more valid in these cultural contexts. But, it could also be true 

that in collectivist cultures, high NC would add more to the prediction of favorable work 

outcomes when combined with high CC as well, thus negating a ñtwo facesò effect.  To date, 

only two of the profile studies reviewed above have been conducted in a non-western culture, 

those reported in Wasti (2005), which tapped samples of Turkish workers. While the results 

of this study are not encouraging to two-faces theory (see Appendix), Turkey is not as fully-

collectivist as other cultures, particularly those in East Asia, such as China and Japan. Future 

research is needed that assesses the two-faces hypothesis via studies of employees in this part 

of the world. 

 The study of organizational commitment continues to remain relevant to both 

management scholars and practitioners. As companies operating in dynamic, global markets 

seek to cut costs wherever possible, they have an interest in motivating employees to engage 

in favorable work behaviors such as exceptional job performance and OCB activities, as well 

as to not engage in unfavorable behaviors such as absenteeism and tardiness. The available 

research suggests a modest role in this process for normative commitment, sometimes adding 

to the positive impact of affective commitment on favorable work outcomes, sometimes not, 

but not tempering/harming that impact, meaning that managers interested in gaining the 

benefits of having highly committed employees should still seek to foster this form of 

commitment among them, since it will seemingly either help foster more favorable work 

outcomes or else have a neutral, non-harmful, effect.  While this available evidence does not 



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

 

  

91 

support a ñtwo facesò reconceptualization, and our assessment of motivational bases and 

measurement issues suggest that future evidence is unlikely to be supportive, this evidence is 

not conclusive, and future research, particularly studies that address the measurement and 

cultural issues discussed above, is needed to provide a definitive assessment. 
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APPENDIX:  

SUMMARY OF EMPIRICAL RESULTS ASSESSING THE ñTWO FACES OF NCò 

PROPOSAL 

A Yes in a cell indicates the result is consistent with ñtwo-facesò hypothesese, except for 

those indicated by ñwrong directionò. No indicates that the result is inconsistent with ñtwo-

facesò hypothesis. Blank cells indicate the profile comparison was not evaluated in the study.  

Study Correlates  Significant mean 

differences between the 

high AC/NC profile and é 

 

  High AC High 

NC/CC 

Gellatly et al. 

(2006) 

Intent to 

stay 

Yes  

 OCB Yes  

    

Wasti (2005)A Turnover 

intent 

Yes  

 Work 

withdraw 

No  

 Loyal 

booster 

Yes  

 altruism No  

 Job stress No  

    

Wasti (2005)B Turnover 

intent 

No No 

 Work 

withdraw 

No No 

 Job stress No No 

    

Somers (2009) Turnover 

intent 

 Yes 

 Job 

search 

 No 

 Lateness  No 

 absence  Yes 

(wrong 

direction) 

 Job stress  Yes 
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 Carryover 

stress 

 Yes 

    

Somers (2010) Turnover 

intent 

Yes Yes 

 Turnover No No 

 Absence No  No 

 Person-

Org Fit 

Yes Yes 

    

Markovits et al. 

(2007) 

Instrinsic 

JS 

No Yes 

    

Corstjens 

(2011) 

Negative 

Affect 

No No 

 Positive 

Affect 

No No 

 Prevent-

Focus 

No No 

 Promo-

Focus 

No No 

 Relative 

autonomy 

No Yes 

 POS No Yes 

 Relational 

Contract 

Yes Yes 

 Transacti

onal 

Contract 

No  No 
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EXPLORATION AND EXPLOITATION  IN  

THE FACE OF INSTITUTIONAL CONSTRAINTS  

John De Leon, The University of Texas at Arlington, jdeleon@uta.edu 

 

ABSTRACT 

 

The number of articles concerning exploration and exploitation has multiplied since the 

seminal piece by March (1991), yet many would argue that a cohesive and complete theory of 

organizational learning has yet to emerge (Crossan, Maurer, & White, 2011). We apply the 

theoretical perspectives of the resource-based view of the firm (Barney, 1991) and 

institutional theory (DiMaggio & Powell, 1983) to help advanced our understanding of the 

relationship between organizational learning and performance. We argue that firms are 

constrained by firm resources, that determine the overall ability of a firm to achieve 

performance levels, by firm structures, that limit efficiency but provide legitimacy, and by 

institutional and market forces, that guide and direct the firm in its individual decisions. In 

order to maximize performance firms must successfully choose among multiple constraint 

and reward structures.  

 

EXPLORATION AND EXPLOITATION  IN  

THE FACE OF INSTITUTIONAL CONSTRAINTS  

 

The seminal piece in the organizational learning literature, March (1991), has over 2,300 

citations according to ISI Thompson citations index. While the vast numbers of articles on 

organizational learning has demonstrated that it can draw the attention of both practitioners 

and researchers alike, a lot has still been left unexplored. Crossan, Maurer, & White (2011) 

have argued that despite the advances made in the field, a cohesive theoretical perspective has 

yet to develop. As the rate of change in competitive environments increases exponentially, the 

motivation by which organizations add new knowledge to their existing knowledge stocks and 

by which they develop and improve products and processes and enter or explore existing 

markets becomes increasingly important to understand. Although the organizational learning 

literature, in the context of explore and exploit decisions, has been examined in multiple 

contexts and domains, there remains a scarcity of literature that examines why the firm makes 

those decisions in light of various environmental and firm constraints.  

 

March (1991) emphasized the role of balancing both the need to exploit current knowledge 

stocks for sustained and sure returns but to also explore new areas in order to discover and 

innovate new solutions and products. Since then, the balance between proper levels of 

exploration and exploitation and how firms achieve that balance, has been of particular 

interest to researchers and practitioners alike (e.g. Aspara, Tikkanen, Pontiskoski, & 

Jarvensivu, 2011; Fang, Lee, & Schilling, 2010; Gupta, Smith, & Shalley, 2006; Kauppila, 

2010; Lavie & Rosenkopf, 2006; Lavie, Stettner, & Tushman, 2010; Raisch, Birkinshaw, 

Probst, & Tushman, 2009). We argue that in order to understand where the proper balance for 

the firms lies that maximizes financial returns and ensures long term survival, we must 

consider the firm and the field in which it acts (Gustafsson & Autio, 2011).  Although 

Crossan et al. (2011) recognized the need to consider the institutional contexts of firm 

decisions, and Friedland & Alford (1991) argued that we cannot understand firm decisions 

without the social contexts in which they are made, there remains a lack of research 

examining organizational learning and institutional influences simultaneously.   
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The resource-based view of the firm can help enlighten the possible courses of action that the 

firm has available to it, but to understand why the firm chooses to make its particular choice, 

we must first consider the organizational field in which it participates. We first highlight key 

points in the organizational learning, resource-based, and institutional theory literatures. 

Second, we develop propositions on how resources influence the exploration and exploitation 

choices available to the firm, how the organizational field influences and limits the structure 

of the firm reducing the number of viable options, and lastly we discuss how the 

organizational field further helps reduce the possible choices the firm will make. Lastly, we 

address conclusions and limitations within our theory development. 

 

THEORY  

 

As noted, we attempt to integrate the resource-based view of the firm and institutional theory 

to contribute to our understanding of organizational learning literature and firm choices to 

explore and exploit. We first offer a brief review of the organizational learning literature, then 

of the resourced-based literature, and lastly of institutional theory.  

 

Organizational Learning 

 

All firm actions require learning at some level (Gupta et al., 2006), thus those firms that learn 

the best have a strategic advantage over those firms that struggle with adding and using new 

knowledge to the benefit of the firm. The use of the terms exploration and exploitation to 

describe broad categories of learning was popularized by March (1991). March described 

exploitative learning as being a refinement of existing knowledge, products, or procedures. 

Exploitative learning takes existing knowledge and learns how to better implement, execute, 

or extend it. In contrast, explorative learning involves search and risk taking in an attempt to 

identify possible new solutions. Explorative learning is a process of discovery and 

experimentation that results in traditional concepts of innovation and variety.  

 

While typically operationalized within the strategic literature using patent classes, with the 

citation of previously used patent classes indicating exploitation, and new classes representing 

exploration (e.g. Phelps, 2010), others have argued that the terms can be used in any number 

of ways to include firm decisions to develop or create new products, cultivate or enter new 

markets, or to become more efficient at current technology over adopting new technology 

(e.g. Beckman, 2006; Cao, Xi, & Zeng, 2008; He & Wong, 2004).  Related is the concept of 

absorptive capacity,  the firmôs ability to identify, assimilate, and capitalize upon information 

to commercial ends (Cohen & Levinthal, 1990). To further clarify the relationship Lane, 

Koka, and Pathak (2006) divided absorptive capacity into three different types of learning: 

exploratory, transformative, and exploitative learning. In this paper, we use exploration and 

exploitation specifically in regards to the creation or improvement of products, respectively, 

although the arguments could easily be extended to reflect processes or markets. 

 

Although the basic concepts of exploration and exploitation are very well understood, there 

are at least two issues that remain unresolved. The first is in regards to the relationship 

between exploitation and exploration, that is, are the concepts two ends of one continuum, or 

are they orthogonal with each concept representing a distinct category. In the seminal piece, 

March (1991) argues that the concepts are along a single continuum and rests the argument 
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upon the assumption of limited or scarce resources. That is, to over simplify the argument, 

because resources are limited firms must choose to allocate resources either to one activity or 

another, as a result firms cannot pursue either exploration or exploitation without sacrificing 

their ability to pursue the other. In response, others have argued that not all resources are 

scarce or limited. Take for instance knowledge, which is not consumed, and can be 

considered infinitely reusable and in some instances obtained with minimal costs (Gupta et 

al., 2006). This can be seen in Katila & Ahuja (2002), who conceptualize exploration and 

exploitation as orthogonal and operationalize them as the scope and depth of patent citations 

and also in He & Wong (2004) who operationalize them as separate innovation strategies. 

While there are intangible resources that do not function as traditional tangible resources, 

March (1991) also proposes that, because each type of learning is reinforced through different 

organizational structures, the pursuit of one leaves the firm ill-positioned to purse the other. In 

this tradition several have conceptualized the concepts as continuous and have operationalized 

them as such, for instance Lavie & Rosenkopf (2006), Miller, Zhao, & Calantone (2006)  and 

Phelps (2010).We have adopted the conceptualization of the concepts as continuous. 

Although some resources may not be consumable, the firm is limited in its ability to purse 

both strategies if by nothing other than time.  

  

The other issue that remains contested is how the firm can optimally balance the need to 

explore and exploit. While this paper intends to highlight where exactly that optimal balance 

lies, previous researchers have looked at the means by which firms are able to balance the two 

demands.  Within this stream of study, researchers have proposed two basic solutions, either a 

punctuated equilibrium model that looks at the firm engaging in only one type of activity at a 

time and switching between the two, so that over time the firm balances between both 

demands (e.g.Perretti & Negro, 2006) and a more popular stream that looks at ambidexterity, 

that is how firms can balance the between both activities at the same time by managing either 

different organizational structures or relationships (e.g. Tushman & O'Reilly, 1996; Phelps, 

2010). It must also be noted that there is a third stream, albeit not as popular or researched, 

that argues that firms cannot balance between both activities and instead should specialize in 

either exploitation or exploration (Benner & Tushman, 2003).  

 

The question of where balance lies hinges on the content in which exploration and 

exploitation are viewed. For instance Piao (2010) consider them in the context of product 

development within the hard disk drive industry and came to the conclusion that exploitation 

follows exploration, and should be done with some temporal overlap. Similarly, Dittrich & 

Duysters (2007) considered the issue within the context of alliance networks and concluded 

that firms must form alliances for exploration purposes before exploitation purposes. Both 

these studies imply that knowledge must first be gathered then applied. Taking the firm as a 

whole, with the development of multiple products and activities, arguments for ambidexterity 

become much stronger. Lavie & Rosenkopf (2006) argued that firms balance both across time 

and across domains, such that as a whole the firm is balanced although within a particular 

domain, they heavily focus upon one activity or another.  Similarly Raisch et al. (2009) 

looked at balancing across multiple levels and Vos, Sirdeshmukh, & Voss (2008) looked 

mainly across domains. We adopt a related position throughout this paper; in particular, 

Benner & Tushman (2002) proposed that the exploration and exploitation controversy can be 

viewed on a scale of newness. We suggest that in the context of product development, firms 

must choose for each product, how ñnewò products will be interpreted by the organizational 
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field, and then must have a portfolio that matches that newness for the specific competitive 

context of the firm.  

 

Resource-Based View Of The Firm  

 

The resource based view of the firm, helps to bring clarity to how balance can be achieved 

within the context of the exploration-exploitation dilemma. Originally Barney (1991) argued 

that abnormal rents can be earned from resources to the extent that they are valuable, rare, 

inimitable, and non-substitutable; later Barney proposed  the VIRO framework, under the 

VRIO framework a firms resources must be valuable, rare, inimitable, and the firm must be 

properly organized to take advantage of the resources in order to have a sustainable 

competitive advantage.  

 

While the main thrust of the resource-based view is that a firm achieves sustainable 

competitive advantage by acquiring and controlling valuable, rare, inimitable, non-

substitutable resources and by having the organizational structures available to use them 

(Barney, 1991; Ray, Barney, & Muhanna, 2004), the perspective contributes to the 

organizational learning literature through its fundamental assertions. Barney (1991) argued 

that what separated RBV from the traditional, historical schools of thought at the time was 

that he, Barney, assumed firms were heterogeneous in regards to strategically relevant assets 

and that assets are not perfectly mobile. In contrast the traditional IO perspectives that 

assumed that firms are homogenous in terms of strategically relevant resource allocations 

within an industry or strategic group and that resources are highly mobile such that any 

differences will be short lived. These important distinctions enlighten the discussions on 

balance between exploration-exploitation, arguing that the optimum balance for a firm must 

be determined in light of the resource allocation and organization of the firm; Specifically an 

over arching, industry or business wide prescription for balance is not possible to determine. 

As a matter of necessity, researchers looking to examine the issue must first consider the 

collection of resources held by the firm in determining the proper course of strategic decisions 

(Conner, 1991; Penrose, 1959; Wernerfelt, 1984). Further, under the resource-based view, the 

firm is viewed as a bundle of productive resources (Penrose, 1959) that are accumulated over 

time rather than acquired (Dierickx & Cool, 1989). It is this path dependency that further 

limits the firm and helps enlighten our discussions on organizational learning and the role of 

institutional pressures. 

 

Institutional Theory  

 

Institutional theory is concerned with the processes and pressures within an environment that 

lead firms to adopt similar structures in an attempt to gain legitimacy, with the outcome being 

isomorphism (Hawely, 1968).  Most notable within this field is the work by DiMaggio & 

Powell (1983) who argued for two specific types of isomorphic pressures, competitive and 

institutional, although Powell (1991) argued that both market and institutional pressures were 

the same in that they amount to economic pressures to conform. Institutional isomorphism has 

focused on three specific types of pressure: coercive, mimetic, and normative, (DiMaggio & 

Powell, 1983) although a different classification by Scott (1991) has looked at seven different 

forms.  Coercive isomorphic pressures examine both the formal and informal power 

distributions that allow actors within an organizational field to force organizations to become 

similar. Coercive pressure generally rests upon the expectations of social actors (DiMaggio & 
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Powell, 1991). Mimetic pressures occur traditionally in the context of uncertainty and 

ambiguity, by copying the formal structures and procedures of other ñlegitimateò 

organizations firms can avoid claims of negligence (Meyer & Rowan, 1977). Finally, 

normative isomorphism occurs traditionally through professionalization of the organizational 

field. That is, as industries become more standard, affiliations and trade organizations grow, 

as well as the adoption of common hiring practices, firms naturally begin the assume similar 

structures because thinking becomes aligned due to common contact (DiMaggio & Powell, 

1983). 

 

Although the traditional explanation of why firms tend to exhibit similar structures had been 

that those were simply more efficient structures, institutional theory challenges this idea. 

Meyer & Rowan (1977) argued that structures were built to obtain legitimacy and were 

developed as a result of highly rationalized myths. Rather than structures being adopting for 

efficiency, institutional pressures forces firms to adopt structures despite their inefficiency to 

satisfy actors within the social field (DiMaggio & Powell, 1983). We argue that the nature of 

products and services provided by firms may also provide signals to confer legitimacy 

(DiMaggio & Powell, 1991).  The similarity in structure, culture, and output is a result of 

these pressures. Rather than organizational decisions being about rational optimization 

choices, decisions are made within the contexts of rules and guidelines established by 

suppliers, consumers, regulatory agencies, and other competitors (DiMaggio & Powell, 1983; 

Meyer & Rowan, 1977; Powell & DiMaggio, 1991). Further, we will argue that it the product 

offerings can also be used to confer legitimacy.  

 

THEORY DEVELOPMENT  

 

Resources And Exploration Decisions 

 

From the resource-based view of the firm, a firm is a bundle of productive resources (Penrose, 

1959). How a firm allocates it particular resources has been considered the missing link 

between strategy and performance (Collis & Montgomery, 2008). The managers within an 

organization must choose exactly how to allocate those resources to different activities within 

the firm (Fligstein, 1991), this is true also for the exploration and exploitation decisions of 

firms.  Thus how the firm choices to allocate its particular resource set has specific 

implications for the performance that firms can achieve. 

 

While some resources allow multiple and distinct uses other resources constrain their possible 

uses by their very nature. For instance, knowledge of particular legislation can be used to 

make sure a firm is in compliance, find avenues to obtain gain, or be used as a basis to offer 

consulting; while a piece of manufacturing equipment is much more limited in its potential 

use, it can create a product, which even then based upon the design of the equipment can vary 

in the amount of flexibility allotted, it may be relatively easy to retool or rather difficult. 

Different resources have different potential uses in the pursuit of exploration and exploitation; 

for instance in the context of value chain activities, exploitation has been viewed in terms of 

the marketing activities of firms, while exploration has been viewed as R&D activities (Lavie 

et al., 2010). Different resources and organizational structures are required to engage in either 

marketing or research and development. Can a high speed centrifuge be used for marketing 

purposes? Aside from possibly starring in a commercial, probably not.  
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Since, in any given time period, resources are limited, and in extremely short periods can be 

viewed as fixed (Penrose, 1959), the firm must choose to allocate resources to each learning 

activity, and also must determine the amount of activity that it can support among other firm 

requirements. The firm must determine both the allocation of resources to balance between 

exploration and exploitation and must decide upon the magnitude of each activity (Cao, 

Gedajlovic, & Zhang, 2009).  

 

While the firm might be tempted to focus upon only exploration or exploitation in order to 

capitalize on economies of scale, to do so would be a fallacy. March (1991) warns against 

what he calls the ñfallacy of failureò and the ñfallacy of success.ò By its very nature, the 

pursuit of exploration is risky and itôs outcomes and rewards distant and uncertain. A firm that 

engages in only exploration is not able to capitalize on the new knowledge it discovers, thus 

wasting competitive advantages. On the other hand, the emphasis on only exploitation causes 

the firm to become oblivious to external circumstances and reduces, if not eliminates the 

firmôs ability to adapt over time. These relationships are borne out in the research as multiple 

studies have demonstrated that pure exploitation or exploration is sub-optimal over time 

(Bierly & Chakrabarti, 1996; Gupta et al., 2006). Both Lechner, Frankenberger, & Floyd 

(2010) and Nooteboom, Van Haverbeke, Duysters, Gilsing, & Van den Oord (2007) found 

that the pursuit of pure strategies resulted in lower performance; Lechner et al. (2010) in the 

context of networks and alliances and Nooteboom et al. (2007) in the context of innovation.  

 

Since a firms resources limit the strategic options available to a firm and the firm is limited in 

its resource allocations in a given time period, the options available to the firm and thus the 

firmôs possible performance outcomes is also limited.  Since the literature suggests that 

different types of resources are better used for some purposes rather than others and that pure 

exploitation or exploration strategies are sub-optimal, we offer the following proposition: 

 

Proposition 1a: There is an inverted-U relationship between the level of exploration of 

a firm and performance. 
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FIGURE 1: THE GENERAL F ORM OF PERFORMANCE EXPECTATIONS  

 

 
 

Implied within our reasoning is that resources can act both as constraints and authorization to 

pursue firm activities. The more resources available to a firm the greater the firmôs ability to 

act (Hoffmann, 2007), in a much as bundles of resources in a firm are considered as opposed 

to specific resources. This argument is further supported by Anand, Ward, & Tatikonda 

(2010) who found that existing capabilities shaped how firms developed. However, the 

possession of resources is not a sufficient condition to allow for more strategic options. 

Resources must not only be available for use, but must also be capable of being used in 

multiple capacities, in order for the firm to be able to use them to purse those strategic 

options. Thus we argue: 

 

Proposition 1b: The exact relationship between firm performance and levels of 

exploration will be firm specific, such that resource rich firms (firms with slack 

resources) will tend to have a performance curve that is more platykurtic and 

resource constrained firms (firms without slack resources)will tend to have a 

performance curve that is more leptokurtic. 

 

As a result of the distribution, resource constrained firms will suffer more than resource rich 

firms from failing to balance exploration and exploitation decisions. The more platykurtic the 

distribution, that is the more slack resources available to a firm, the larger the area available to 

achieve near optimal returns. 

 



 
 ______________________________________________________________________________ 

2013 Proceedings of the Southwest Academy of Management  

Albuquerque, NM, March 12 - March 16 

 

 

  

102 

FIGURE 2. RESOURCE RICH FIRM (LEFT GRAPH) VS. RESOURCE 

CONSTRAINED FIRM (RIGHT GRAPH)  

 

 

Structure And Exploration Decisions 

As noted by DiMaggio & Powell (1991) organizational forms and structures develop based 

upon adherence to rules established by expectations and not based upon efficiency or 

optimization. Friedland & Alford (1991) argue that organizations that are in proper forms are 

not more efficient or inherently better fit to produce outcomes than other forms, but rather are 

the forms that elicit the largest amount of additional resources and legitimacy. That is to say, 

firms do not seek out the most optimal firm structure in terms of efficiency, but rather most 

optimal structure in terms of legitimacy and access to resources. 

Parsons (1960) defined legitimacy as ñsocial evaluations of organizational goals that give 

rights to societal resources.ò Rather than seeking to become an objective ñbestò at producing a 

specific product or services, firms are incentivized by their social context to adopt particular 

forms in order to obtain legitimacy. This legitimacy provides support and validation for the 

existence of an organization and its stated and pursed goals, but more importantly, this 

provides access to social resources otherwise unavailable to the firm (Scott, 1987; Scott & 

Meyer, 1991).   

Due to the expectations of actors within an organizational field the structure firms adopt will 

not necessarily be optimal, but rather will be what is expected and minimizes the risk of lost 

legitimacy to the firm (Meyer & Rowan, 1977). Hoffmann (2007) argued that in instances of 

low strategic uncertainty firms will choose to exploit current resources because returns tend to 

be positive, proximate, and predictable (Koza & Lewin, 1998). This is further supported by 

Baum & Dahlin (2007) who argued that it is only after the failure of exploitation to meet 

aspirations that firms pursue exploration. These findings raise the question, when 

environments are sufficiently calm and expectations are being meet, why do firms choose to 

primarily exploit?  

We argue the phenomenon is due to industry structures that have already gained legitimacy, 

firms can access the safety of legitimated structures by remaining in areas that have already 
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been accepted. Beckman, Haunschild, & Phillips (2004) support our argument in the 

development of the differences between types of uncertainty the firm is experiencing, that is, 

market-level versus firm-specific uncertainty. Beckman et al. (2004) operationalize firm-

specific uncertainty in light of stock price volatility for a particular firm, while market level 

uncertainty is measured by volatility across the industry; they find that market uncertainty 

drives firms to exploit, not to explore. As the characteristics of the industry become more 

volatile, firms exploit in order to minimize risk and the chance of losing legitimacy from 

deviating from past strategies that had gained legitimacy. Whereas as firm specific volatility 

forces firms to explore in order to find strategies that stabilize returns and minimize volatility. 

When faced with changing industry expectations, firms retreat into exploitation assuming that 

legitimacy, and thus survival, can be secured by reconfirming the legitimacy of established 

structures and institutions.  

Further, Cantwell & Mudambi (2005) suggest that exploration tends to be supply driven while 

exploitation tends to be demand driven, implying that firms maintain exploitation as a direct 

result of the expectation of organizational actors. Farjoun (2010) argued that stability within 

mechanisms and outcomes drives exploitation while change in mechanisms and outcomes 

leads to exploration. It is our argument that since the firm is embedded within an 

organizational field that cues regarding expected outcomes are enlightened if not wholly 

determined by social actors outside of the firm. For instance, due to the history of older firms, 

customers maintain a clear and more stable expectation of firm actions, and as a result provide 

an incentive to maintain the status quo, thus leading to exploitation. This is an argument 

supported in part by Flier, Van Den Bosch, & Volberda (2003) who found that incumbent 

firms possessed similar financial ratios, and by Gilsling & Nooteboom (2006) who found a 

relationship between pressures to conform and exploitation/exploration cycles. 

We argue that the structure an organization adopts will be one that favors either an 

exploration or exploitation innovation strategy. An argument supported by the findings of 

Fang, Jiang, Makino, & Beamish (2010) who found that high levels of fragmentation within 

firms reduced exploitation while increasing exploration.  Further, our argument is supported 

by McNarma & Baden-Fuller (2007) who found different conclusions concerning the balance 

between exploration dependent upon firmôs size, we argue that his reflects differing 

expectations and allowances based upon organizational characteristics.  In a more direct 

examination of our argument Perretti & Negro (2006) found that there are different 

expectation for firms classified as ñold-timersò and ñnew-timers.ò We offer the following 

propositions: 

Proposition 2a: The exact relationship between firm performance and levels of 

exploration will be firm specific, such that larger firms will tend to have a 

performance curve that is positively skewed. 

 

Proposition 2b: The exact relationship between firm performance and levels of 

exploration will be firm specific, such that smaller firms will tend to have a 

performance curve that is negatively skewed. 
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Social Actors And Exploration Decisions 

Organizations can be viewed as social actors within institutional and competitive fields (King, 

Felin, & Whetten, 2010), where institutional fields can be seen to be comprised of suppliers, 

consumers, regulatory agencies, and other competitors (DiMaggio & Powell, 1983). It is 

important to consider actors with the institutional field as both Friedland & Alford (1991) and 

Scott & Meyer (1982, 1991) argue that social actors within an organizationôs institutional 

field can critically influence the performance of the focal firm; Friedland & Alford (1991) 

develop the argument farther suggesting that institutions can constrain both the means and the 

ends. Friedland & Alford (1991) assertions are supported by Hall et al. (2001) findings that 

social actors with the organizational field, specifically customers, have different expectations 

regarding the actions of firms based upon firm age, whereas Benner & Tushman (2003) found 

that different innovation approaches must be taken to attract different customer types, either 

current or emergent.  

Although these findings are not normally positioned in light of legitimacy arguments, we 

contend that many of the relationships found within the literature concerning firm size or age, 

customers or product strategies, exploration and exploitation strategies and performance, are a 

result of legitimacy judgments made on the part of social actors within the focal firms 

organizational field. This argument finds support with the findings of Jonsson, Greve, & 

Fujiwara-Greve (2009) who found that more easily observable characteristics were 

significantly related to losses of legitimacy. The main argument here is that firms are subject 

to legitimacy judgments that offer constraints or liberties to pursue certain actions. While 

legitimacy is generally seen as a constraining force, limiting firm options and actions, this is 

not necessarily the case, legitimacy also offers protection from poor decisions. Support for 

this argument can be found with Haas (2006), who suggested that if exploration is inherently 

uncertain and risky, then when a firm engages in exploration the motivation to do so must go 

beyond their risk preferences. We argue that in certain contexts firms pursue exploration 

because institutional field offers a buffer of legitimacy to reduce the risk to the firm. The 

firmôs choices, not only in exploration but also exploitation, are motivated by the legitimacy 

judgments of social actors within the organizations field. This is further partially supported by 

Hagedoorn & Duysters (2002) who found that network characteristics constrains the type of 

learning strategy choices that bring positive returns. 

Meyer & Rowan (1977) argued that firms built structures to seem legitimate although they 

might be loosely coupled with the firmôs internal actions and beliefs. Jonsson et al. (2009) 

found that firms with similar organizational characteristics were more likely to experience 

losses of legitimacy from other firms deviant acts; finding specifically a positive relationship 

between easily accessible and visible organizational characteristics and losses of legitimacy. 

We argue that the outcomes of a firms R&D activities, products, can also be used as a point of 

evaluation to assign legitimacy because the outcome is easily accessed (by customers), 

visible, and evaluated.  However, care must be taken to not ignore the role of firm structures 

in addition to legitimacy; Powell (1991) argued that the issue was one of joint optimization, 

the need to balance inefficient structures with access to socially controlled resources. This 

leads us to our next proposition: 

Proposition 3a: Social actors within the organizational field in which a firm competes 

have specific preferences concerning levels of exploration, given an industry, and 

given specific firm characteristics. 
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Although an organizational field can be very broadly defined to include multiple actors that 

have very little impact in to the life of the focal firm, King et al (2010) argued that of 

particular interest are communities, the state, the market, and other individual social actors; 

we suggest the need to consider customers, investors, government, and co-opetitors. While the 

specific actors of interest is open for discussion, what should be clear is that social actors 

within an organizational field have the ability to reward or constrain actions through 

legitimacy and access to social resources, this is a fundamental argument made by 

institutional theory literature (e.g. Fligstein, 1991; Jepperson & Meyer, 1991; Scott & Meyer, 

1991). Be it through market forces such as supply and demand (Brint & Karabel, 1991), 

through institutional forces (Powell, 1991) or some other higher order constraint or 

empowerment, there are multiple reasons to suggest that social actors reward or punish firms 

that align or deviate with their expectations. 

Proposition 3b: Social actors within an organizational field will have the ability to 

reward or punish firms that do not accommodate their expectations.   

Resources, Structure, And Social Actors 

We argue that the optimal balance between a firmôs need to explore and exploit for 

organizational survival is dependent upon a variety of factors. Among these factors we have 

highlighted the role of resources, arguing that they shape the set of possible actions available 

to a firm and offer a limit to the possible performance, the role of structure, arguing that 

particular firm characteristics predispose the firm to particular actions, and further, in 

consideration of the role of social actors, that firm characteristics serve as indicators for 

making legitimacy judgments concerning the firm. Taking all these items into consideration 

we propose: 

Proposition 4: Firm performance is determined by the level of exploration that can be 

supported by the firmôs existent resource base and by the expectations of external 

social actors within the organizational field in which it competes. 

CONCLUSION 

We attempt to integrate conclusions from institutional theory and resourced-based views to  

better our understanding of the firmôs decision to either explore or exploit. In the context of 

innovation, our understanding of why firms choose to innovate and what prevents others from 

doing so becomes extremely important. We contribute to the current literature by beginning to 

lay a base model as to how institutional and resources views may combine to explain the link 

between a firms exploration and exploitation decisions and firm performance. Specifically 

suggesting that internal resources set the boundaries of what the firm can achieve, while 

external social actors shape those boundaries according to firm specific expectations. 

We have several limitations, first, our paper is admittedly simple in the suggested 

propositions that it makes. We have attempted to provide as concise a model as possible to 

help explain the linkage between organizational learning and performance, and in so doing 

leave out several considerations. For instance, our model takes for granted the existence and 

strength of institutions within competitive environments. Although we recognize that the 

strength and expression of those institutional forces will vary, we do not attempt to develop 

the relationship. Further, our model does not account for the complex relationship between 
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firms, firm actions, and institutional actors and forces; while institutional forces constrain or 

reward the firm, firms and firm actions collectively determine and inform the institutional 

forces that constrain them. Also, we do not discuss how a firm chooses to satisfy multiple 

social actors within institutional fields that may have conflicting demands. Lastly, testing 

empirically hypotheses derived from our propositions presents a challenge methodologically 

as levels of analysis are crossed and data is not readily available. To appropriately test the full 

model, data from multiple actors from each group, customers, investors, government, etc., 

would need to be collected and aggregated, then weighed according to the weighting scheme 

of the focal organization. 

Our paper can be expanded to offer several practical suggestions to managers within firms: 

first, firms must understand the preferences and expectations of social actors within their 

organizational field before determining objectives of the firm; second, deviation from the 

expectations of social actors within the organizational field is more likely to lead to failure 

than is an overly strong or poorly implemented approach to either exploration or exploitation; 

and thirdly, the decisions to compete need to be made in light of the firms current and near 

future resource base. 
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INDUSTRY DYNAMISM:  ELEMENTS OF INDUSTRY CHANGE  

Trip Knoche, University of Central Oklahoma, hknoche@uco.edu 

 

ABSTRACT 

 

Strategy has tended to be about firm success.  One important factor in firm success is the 

industry in which the firm is embedded.  As such being embedded in a growing, dynamic 

industry should be an important consideration for the firm.  It would seem important that 

firms proactively seek to improve industry performance as well as their own performance 

since the two are inextricably tied.  However, the primary focus of strategy has been on firm-

level effects, not industry-level effects.  This paper suggests that it may be useful in some 

instances to shift the level of analysis to the industry level and move part of the strategy 

conversation to how firms can proactively and positively affect industry dynamics.  

Dynamical systems analysis is used to examine the effects that firms can have on industry 

dynamism and industry change patterns.   

 

INDUSTRY DYNA MISM:  ELEMENTS OF INDUSTRY CHANGE  

 

Much of strategy research (Cockburn, Henderson, & Stern, 2000) and practitioner actions 

(Welch & Byrne, 2001) are focused on understanding and achieving a competitive advantage, 

respectively.  The explanation as to why some firms succeed at achieving competitive 

advantage and other firms fail has run the gamut from the internal structure and processes of 

the firm (Chandler, 1962), to the effects of industry structure on the firm (Porter, 1980), to the 

valuable resources of the firm (Barney, 1991).  Two historical paradigm shifters (Hoskisson, 

Hitt, Wan, & Yiu, 1999) have been Porterôs (1985) Industry Structure (IS) approach, which 

followed the structure-conduct-performance (S-C-P) school of thought (Bain, 1956), and the 

resource-based-view (RBV) of the firm (Barney, 1991; Wernerfelt, 1984).  Both Porterôs IS 

approach (Porter, 1980) and the RBV perspective (Barney, 2001) recognize the important 

effects that industry has on the success of the firm.  According to Porterôs IS approach, 

influences on industry structure affects the profitability of the industry, and industry 

profitability plays a significant role in determining the likelihood of firm success (Porter, 

1980).  According to the RBV perspective, industry is an important factor in determining 

which resources of the firm provide a sustainable competitive advantage; and therefore, those 

resources of the firm that are valuable and the value of those resources (Barney, 2001; 

Dierickx & Cool, 1989).  Because industry plays such a significant role in firm success 

(McGahan & Porter, 1997), it would seem important that firms consider strategies that would 

encourage industry growth and profitability.  However, strategy making tends to focus mostly 

on firm-level success and leaves the industry-level effects of strategic choices largely 

unmentioned (Bettis, 1991; Cockburn et al., 2000; Hambrick & Fredrickson, 2001; Hoskisson 

et al., 1999; Rumelt, Schendel, & Teece, 1994). 

 

This paper is an attempt to shift part of the focus of strategy away from the effects that 

industry has on firm success toward the effects that firms can have on industry success.  The 

goal is to begin a discussion about the ways in which rival firms (industry competitors) and 

non-rival firms (suppliers, buyers, and potential new entrants) can positively affect industry 

sales and profit growth (vitality).  The premise of this paper is that firms should proactively 

and intentionally focus at least some of their attention on strategies that create industry 

vitality.  This is important since growing, dynamic industries can increase opportunities for 
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success for firms in the industry as well as offer opportunities for new industry entrants 

without necessarily creating the negative consequences of destructive-type competitive 

rivalries.  Research has shown that growing, profitable industries increase the number of 

opportunities to grow the firm (Smith, Ferrier, & Ndofor, 2001; Welch & Byrne, 2001), 

increase the likelihood of firm profitability (Porter, 1985), and increase the value of the firmôs 

resources (Barney, 1991; Penrose, 1959; Wernerfelt, 1995), which increases the value of the 

firm (Amit & Schoemaker, 1993).  High growth rates also influence competitive actions 

(Smith et al., 2001).  Rival firms in high growth industries face a reduced ferocity of 

competitive attacks since high growth rates reduce the motivation to attack (Ferrier, 2000), 

decrease the speed at which competitors respond (Smith, Grimm, & Chen, 1989), spur limited 

and simple responses (Miller & Chen, 1996), and reduce the duration of competitive 

responses (Ferrier, 2000).  On the other hand, slow industry growth increases the intensity of 

competitive actions, which lowers profitability (Miller, 1994).  Growing industries also 

increase opportunities for adjacent industries.  For example, growing industries can increase 

the probability that profits of suppliers to the industry are increased, that new entrants with 

fresh ideas and additional resources are attracted to the industry, and that buyers receive 

greater value from the industry (Porter, 1980, 1985). 

   

Since the probability of firm success improves when the firm is embedded in an industry in 

which revenues and profits are growing, individual rival firms have a vested interest in 

assuring that the industries, in which they and their competitors are collectively embedded, 

are growing sales and profits.  Firms should consider the effects of their actions on industry 

dynamics.   One measure of industry dynamics is industry dynamism, which is the rate at 

which an industry is growing sales and profits (i.e., industry vitality is changing).  Industry 

dynamism is similar in nature to market dynamism (Eisenhardt & Martin, 2000).  Consistent 

with the research findings for market dynamism, the growth of sales and profits in moderately 

dynamic industries tends to follow a linear growth pattern.  Whereas, the growth of sales and 

profits in very dynamic, or ñhigh velocityò, industries tends to follow a nonlinear growth 

pattern (Eisenhardt, 1989).  Like markets, industries tend to follow one of these two change 

patterns (Eisenhardt & Martin, 2000).  At issue in this paper is the ability of firms to 

positively impact industry dynamism and change patterns.  Industries are examined as higher-

level systems in which order (dynamic change patterns) emerges from the competitive 

interaction of lower-level organizational sub-systems (firms).  The idea that organizations are 

systems is consistent with previous research that has described firms as complex adaptive 

systems  (Anderson, 1999; Dooley & Van de Ven, 1999; Simon, 1996).  Dynamical systems 

analysis is used to examine factors that affect industry dynamism and change patterns 

(Anderson, 1999; Guastello, 2002; Nowak & Vallacher, 1998).  Based on two important 

paradigms, the following sections briefly examine the important effects that industry can have 

on firm success; as well as look at the effects that the strategies recommended by these two 

approaches can have on industry vitality. 
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ABSTRACT 

 

Proactive individuals actively create environmental change, while less proactive people take a 

more reactive approach toward their jobs.  The present paper provides evidence for the 

significance of proactive personality (PAP) in the backdrop of organizational change setting 

by testing an empirical model.  We hypothesized a conceptual model and tested the effect of 

PAP on important job outcomes and found that it had a robust relationship with job 

performance and job satisfaction after controlling for perceived organizational support and 

intent to remain with the organization.   

 

Overview of Proactive Personality  

 

In todayôs competitive world, change seems to be the only constant, competition the norm and 

job security a day-dreamerôs fantasy, especially in fast moving organizations where 

competition increases exponentially.  Unfortunately most organizational changes have a 

common storyline, ñFirst there were losses, then there was a plan of change, and then there 

was an implementation, which led to unexpected resultsò (Czarniawska & Joerges 1996, p. 

20).  In such a condition organizations will be greatly benefited if they had employees who 

took charge, a characteristic of proactive personality (Crant, 2000).  Covey (2004) aptly 

asserts the importance of proactive people: 

Look at the word responsibilityðñresponse-abilityòðthe ability to choose 

your response.  Highly proactive people recognize that responsibility.  They do 

not blame circumstances, conditions, or conditioning for their behavior.  Their 

behavior is a product of their own conscious choice, based on values, rather 

than a product of their conditions, based on feeling. (p.71) 

 

Proactive behavior entails a dynamic approach toward work (Frese, Kring, Soose, & Zempel, 

1996; Parker, 2000) seeking to improvise the existing job along with developing personal 

prerequisites for furthering career success (Seibert, Crant, & Kraimer, 1999) and 

organizational effectiveness (Bateman & Crant, 1999).  The extant work on proactive 

behavior advocates the fact that the construct proactive personality explicitly encompasses 

the varied aspects of proactive behavior and initiative (Crant, 2000).   

 

Bateman and Crant (1993) defined the construct proactive personality ñas a dispositional 

construct that identifies differences among people in the extent to which they take action to 

influence their environmentò (p. 103).  They further developed the Proactive Personality Scale 

(PPS) to measure this construct and provided evidence for the scaleôs convergent, 

discriminant, and predictive validity with results from three studies.  Since then, a number of 

studies have consistently demonstrated the validity of the proactive personality construct, as 

assessed by the PPS (e.g., Becherer & Maurer, 1999; Bateman & Crant, 1999, Crant, 1995, 

1996; Crant & Bateman, 2000; Kirkman & Rosen, 1999; Parker & Sprigg, 1999).   
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Proactive personality (PAP) is a unique disposition not captured by other typologies such as 

the five-factor model; Crant and Bateman (2000) found only moderate correlations with the 

five-factor model of personality.  Furthermore, Crant (1995) found that PAP predicted sales 

performance above and beyond conscientiousness and extraversion.  Additionally, Bateman 

and Crant (1993) showed that PAP is distinct from self-consciousness, need for achievement, 

need for dominance, and locus of control.  All these studies provide further evidence for the 

discriminant validity of PAP. 

 

Research in understanding this construct has been rapidly increasing.  Its effects have been 

studied in varied fields such as career success (Erdogan & Bauer, 2005; Seibert, Crant, & 

Kraimer, 1999), job performance through a social capital perspective (Thompson, 2005); 

transformational (Bateman & Crant, 1993) and charismatic leadership (Crant & Bateman, 

2000); and job search success (Brown, Cober, Kane, Levy, & Shalhoop, 2006).  Chan (2006) 

has explored the interactive effects of situational judgment effectiveness and PAP on work 

perceptions and outcomes.  Parker and Sprigg (1999) found that PAP moderated the 

interactive effect of job autonomy and demands on employee strain.  Their results were 

consistent with the premise that proactive employees take advantage of high job control to 

manage the demands they face more effectively, whereas passive employees do not take 

advantage of greater autonomy to this end. 

 

PAP and Organizational Change 

 

Organizational change has traditionally been viewed at the organizational level, which 

involves specific actions taken by the organization to transform internal structure or other 

characteristics/policies, apparently in response to environmental conditions and the need to 

survive and progress in a dynamic scenario (Armenakis & Bedeian, 1999; Johnson, 1996).  

There is, however, a burgeoning interest in how change surges down through the 

organization, ultimately to be experienced at the individual level (Judge, Thoresen, Pucik, & 

Welbourne, 1999).   

 

Several researchers have called for a more person-focused approach to the study of 

organizational change (e.g., Aktouf, 1992; Bray, 1994), especially since we are witnessing 

immense changes in the world of work with jobs in the 21
st
 century requiring greater 

initiative, courtesy of global competition (Cascio, 1995; Frese & Fay, 2001; Howard, 1995).  

Recent years have therefore seen an escalating interest in studying the complexity of changes 

in the workplace, their causes, consequences, and strategies for change (for reviews, see 

Armenakis & Bedeian, 1999; Porras & Robertson, 1992).  This is where the proactive stance 

plays an important role: as work becomes more dynamic and changeable, proactive 

personality and initiative become even more critical determinants of organizational success 

(Frese, Fay, Hilburger, Leng, & Tag, 1997).  ñOrganizations increasingly expect employees to 

fix things that they see as wrong, act on the information they have, and react to unusual 

circumstances by demonstrating proactive behaviors,ò say Erdogan and Bauer, (2005, p. 859).   

 

Although PAP has been studied in various fields, surprisingly there is little research which 

has considered its role in the field of organizational change.  The present research aims at 

filling this gap in the literature by empirically testing the role of PAP in an organizational 

change setting.  The purpose of the present study was to delineate the significance of PAP in a 

change setting by empirically examining a conceptual model of PAP which included both 
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extrinsic and intrinsic job outcomes.  These job variables were chosen based on their 

significance in the field of organizational effectiveness and change.  Specifically it was 

hypothesized that in a change setting PAP will increase extrinsic job outcomes such as job 

performance and intent to remain with the organization and intrinsic job-related outcomes 

such as job satisfaction perceived organizational support. 

 

Model Development and Hypothesis  

 

The German Action Theory (e.g. Hacker, Skell, & Straub, 1968) which is based on the 

ideology that work is action-oriented is substantiated by the premise that: ñthe human is seen 

as an active rather than a passive being who changes the world through work actionséò 

(Frese & Zapf, 1994; p. 86).  People are not always passive recipients of environmental 

constraints on their behavior; rather, they can intentionally and directly change their current 

circumstances (e.g., Buss, 1987; Diener, Larsen, & Emmons, 1984).  In dynamic 

circumstances which tend to be less well-defined, it is reasonable to assume that individuals 

might mold their work characteristics to fit their individual abilities or personalities.  People 

with a proactive personality are relatively unconstrained by situational forces (Bateman & 

Crant, 1993).  Readiness and determination to pursue a course of action are characteristic of 

proactive people which are also central to models of self-development (Antonacopoulou, 

2000).   

 

The words of Bateman and Crant (1999) capture the essence of proactive personality.   

Proaction involves creating change, not merely anticipating it.  It does not just 

involve the important attributes of flexibility and adaptability toward an 

uncertain future.  To be proactive is to take the initiative in improving 

business.  At the other extreme, behavior that is not proactive includes sitting 

back, letting others make things happen, and passively hoping that externally 

imposed change ñworks out okay.ò (p. 63)  

 

These attributes of proactive personality along with the characteristics of organizational 

change led to the development of the conceptual model that was tested in the present study.  

The model specifically examined the effect of proactive employees on job outcomes in a 

change setting.   

 

PAP and Job-related Outcomes in a Change Setting 

 

PAP is the degree to which individuals have an active role orientation.  Rather than accepting 

their roles passively, proactive persons challenge the status quo and initiate change (Bateman 

& Crant, 1993).  Thus employees with proactive personalities use initiative, persevere, and 

attempt to shape their environment (Bateman & Crant, 1993) thereby having a positive impact 

on job-related outcomes especially in changeable and more dynamic work environments.  

 

The range of job-related outcomes usually considered in work design research has been 

criticized as being too limited.  However, traditional outcomes such as job satisfaction 

(intrinsic) and job performance (extrinsic) will certainly remain central to the agenda; hence 

these two outcomes were chosen in the present study.  Given that the main purpose of this 

research was to understand the role played by PAP in a change setting, two other variables 
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perceived organizational support and intent to remain with the organization were also 

included in the study.   

 

Mainly, PAP has been related to extrinsic job-related outcomes such as job performance 

(Crant, 1995; Thompson, 2005), extrinsic career success, or actual advancements in salary 

and position (Seibert, Crant, & Kraimer, 1999; Seibert, Kraimer, & Crant, 2001).  In an 

attempt to examine the criterion validity of the Proactive Personality Scale, Crant (1995) 

found that PAP explained 8% of the variance in objective measures of job performance in the 

case of real estate agents.  Additionally PAP has been associated with other objective 

measures such as salary and promotions (Seibert, Crant, & Kraimer, 1999).  PAP was also 

found to be significantly related to subjective evaluations of performance by direct 

supervisors in diverse backgrounds (Thompson, 2005) as they tend to set high standards, and 

harness all available resources into achieving those standards (Crant, 1996).  PAP has also 

been related to turnover intentions (Igbaria, 1991).  Instead of measuring turnover intentions a 

more positive variable was chosen i.e. intent to remain with the organization. 

 

Additionally, PAP has also been related to intrinsic career success, i.e. job and career 

satisfaction.  Intrinsic success is also important because of its relation to life satisfaction 

(Lounsbury, Park, Sundstrom, Williamson, & Pemberton, 2004).  In the present study job 

satisfaction was defined as an individual's global feeling about his or her job (Spector, 1997).  

Dispositional characteristics incline people to a certain level of satisfaction (see Bowling, 

Beehr, Wagner, & Libkuman, 2005).  Proactive personality may affect job satisfaction as 

ñproactive individuals will be more satisfied with their jobs because they will remove 

obstacles preventing satisfactionò (Erdogan & Bauer, 2005, p. 861).   

 

Blau (1964) viewed work as a form of social exchange that involved an undefined series of 

transactions which consequently obligates both parties involved in the social interaction. Thus 

effort and loyalty are traded for material and social rewards (e.g., Etzioni, 1961; Gould, 1979; 

Levinson, 1965; March & Simon, 1958; Mowday, Porter, & Steers (1982). Social identity 

theory proposed that employees ñremain loyal when they feel that their organizations ... value 

and appreciate themò (Tyler, 1999, p. 235).  Eisenberger, Huntington, Hutchison, and Sowa 

(1986) suggested that employees' commitment to their organization is partially based on their 

perception of the organization's commitment to them. They conceptualized employees' 

perceptions of their organization's commitment as ñperceived organizational supportò (POS) 

and defined it as ñglobal beliefs about the extent to which the organization cares about their 

well-being and values their contributionsò (Eisenberger, Huntington, Hutchinson, & Sowa, 

1986, p. 501).  They further developed a measure for POSðSurvey of Perceived 

Organizational Support.  Its validity and reliability have been tested in several studies 

(Eisenberger, Fasolo, & Davis-LaMastro 1990; Eisenberger et al., 1986; Garstka, 1993; 

Hutchison & Garstka, 1996; Shore & Tetrick, 1991; Shore & Wayne, 1993).  Moreover, 

Shore and Tetrick (1991) demonstrated that perceived organizational support and 

organizational commitment are distinct constructs.  POS ñmay be used by employees as an 

indicator of the organization's benevolent or malevolent intent in the expression of exchange 

of employee effort for reward and recognitionò (Lynch, Eisenberger, & Armeli, 1999, pp. 

469-470).  

 

POS has been found to have a positive impact on several job-related perceptions and 

outcomes. Employees with high levels of POS exhibited less absenteeism and were found to 
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be more conscientious about carrying out their work responsibilities (Eisenberger et al., 1986; 

Eisenberger, Fasolo, & Davis-LaMastro, 1990).  They showed positive correlations with 

organizational commitment (Garstka, 1993) and organizational citizenship behaviors 

(Moorman, Blakely, & Niehoff, 1998; Randall, Cropanzano, Bormann, & Birjulin, 1999). 

POS was also found to be related to communication with top management, supervisors and 

coworkers (Allen, 1992, 1995, 1996).  

 

Proactive people identify opportunities and act on them, show initiative, take action, and 

persevere until meaningful change occurs (Crant, 1996) and hence is crucial in modern 

organizations characterized by fast changes and reduced supervision.  Bateman and Crant 

(1993) argued that proactive individuals make active attempts to effect changes in one's 

environment thereby suggesting that proactive employees will not only welcome change but 

will be more inclined to be committed to the organizational change.  The above discussion 

leads to the following hypotheses 

 

Hypothesis 1: In a change setting proactive personality will relate significantly and 

positively to (a) job performance, (b) intent to remain with the organization, (c) job 

satisfaction and (d) perceived organizational support. 

 

METHODOLOGY  

 

Research Setting and Participants 

 

Cross-sectional data were collected from employees who work in the private sector in Israel.  

The main sectors represented in our sample are technology, pharmaceuticals, 

telecommunication, finance and aviation.  The data were collected via a self-report online 

survey using the snow-ball effect.   We initiated our survey administration process by sending 

an email information letter to 25 people in 14 private sector companies in Israel, inviting them 

to participate in the research study.   These initial respondents were asked to disperse the 

survey to five other employees who worked with them in their company or to other workers in 

the private sector.  This sampling methodology is referred to as the snow-ball effect.  The 

email cover letter contained the link to the survey and a request not to answer the survey if the 

recipient was not working in the private sector in Israel.  Because English is a second 

language in Israel and is actively used and spoken in the countryôs business community, the 

contact email and the survey were distributed in the English language.  Only employees with 

access to email and the internet were able to receive and answer the survey. The surveys were 

collected during the Summer of 2008.  We collected 120 completed and usable surveys. 

 

Prior to our data collection in Israel, we conducted a pilot study to test the reliability of the 

survey.   We distributed the survey to 40 MBA students in a large, public university on the 

West Coast in the United States online via www.Zoomerang.com and in the classroom.   

 

The respondents had an average age of 30 years.  Of the 120 people surveyed, about 54% 

were female, and 46% male.  About 59% of respondents had a Bachelor degree, 27 ½ % had a 

Masters degree, and only 2 ½ % had a post graduate degree.    Of the 120 respondents, 23% 

were software engineers, about 17 % customer service representatives, 15% sales and 

marketing people, about 8 % human resource management people, 7 ½ % operations and 

http://www.zoomerang.com/
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logistics and  about 6% in business development.  Tables 1 and 2 provide a demographic and 

job positions profile of the respondents, respectfully. 

 

TABLE 1  

 

Demographic Profile of Survey Respondents 

 

Variable N % 

Gender 

 Females 

 

171 

 

62.2 

Race 

 Caucasian 

 African American 

 Hispanic 

 Native American 

 Asian 

 Other 

 

177 

75 

1 

2 

1 

4 

 

64.4 

27.3 

.4 

.7 

.4 

1.5 

Age 

 20 ï 29 years 

 30 ï 39 years 

 40 ï 49 years 

 > 50 years 

 

 

13 

38 

100 

118 

 

4.7 

13.8 

36.4 

42.9 

Tenure (Organization) 

 < 1 year 

 1 ï 5 years 

 6 ï 10 years 

 11 ï 20 years 

 > 20 years 

 

 

11 

47 

53 

88 

72 

 

 

4 

17.1 

19.3 

32 

26.2 

Tenure (Job position) 

 < 1 year 

 1 ï 5 years 

 6 ï 10 years 

 11 ï 20 years 

 > 20 years 

 

 

20 

125 

49 

53 

20 

 

 

7.3 

45.5 

17.8 

19.3 

7.3 

Note: N = 275 

 

Measures  

Proactive Personality 

 

PAP was measured by using the shortened version of Bateman and Crant's (1993) 17-item 

Proactive Personality Scale (PPS) created by Seibert, Crant, and Kraimer, (1999).  The 

shortened version consists of 10 items which were selected as they had the highest average 

factor loadings across the three studies reported by Bateman and Crant (1993).  These three 

studies presented evidence for the scaleôs reliability (Cronbachôs alpha across three samples 

ranged from .87 to .89, and the test-retest reliability coefficient was .72 over a 3 month 
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period) and convergent, discriminant, and criterion validity.  Seibert et al (1999) mentioned 

that the deletion of 7 items did not result in a major effect on the reliability of the scale (17-

item Ŭ = .88; 10-item Ŭ = .86).  These items were summed to arrive at a proactive personality 

score.  Responses were indicated on a seven-point Likert scale ranging from 1 ("strongly 

disagree") to 7 ("strongly agree"), with such items as "I excel at identifying opportunities" and 

"No matter what the odds, if I believe in something I will make it happen."  Internal 

consistency (coefficient alpha) obtained in the current study was .89, in line with that reported 

by Bateman and Crant (1993). 

 

Job Performance 

Job performance was measured by using two self-report measures completed by the 

employees.  The first self-report measure included 7 items which was a subset of the 20-item 

scale prepared by Williams and Anderson (1991).  The Williams and Anderson (1991) scale 

was originally validated on 127 employees working in varied organizations.  Factor analysis 

resulted in three distinct behavior factorsðjob performance being one of them.  Example 

questions include ñfulfills responsibilities specified in the job descriptionò and ñmeets formal 

performance requirements of the job.ò  Items were summed to yield a total performance score 

for each employee.  Reliability of the scale was within the acceptable range, i.e. higher than 

.70 (Cronbachôs alpha = .77). 

 

The second self-report scale consisted of a two single items.  The first item was coined by 

Ferris, Witt, and Hochwarter (2001) and measured the overall job performance of the 

employee aimed at serving as a self-appraisal.  It read as follows: ñPlease circle the number 

besides the adjective which best describes your job performance in your opinion:  

1 (weak or bottom 10%), 2 (fair or next 20%), 3 (good or next 40%), 4 (very good or next 

20%), or 5 (best or top 10%).ò  Since a single-item measure cannot yield estimates of internal 

consistency reliability, nor can a single-item measure be used in structural equation models 

one more similar item was used which also measured the overall job performance.  The item 

was based on a 6-point Likert scale in which employees rated themselves and were asked the 

following: ñPlease circle the number besides the adjective which best describes your job 

performance in your opinion: 1 = Unacceptable, 2 = Very poor, 3 = Poor, 4 = Good, 5 = Very 

Good, 6 = Outstanding.ò   

 

The likelihood that any particular cognition will be retrieved as an input to some decision or 

behavior decreases with an increase in the amount of time since its most recent activation 

(Wyer & Srull, 1986) and the amount of material in the same content domain encountered 

during that temporary period (Keller, 1987).  This suggests that intervening items between 

two similar items will increase the likelihood of the respondent to either compute a new 

response or engage in an effortful search of long-term memory.  Hence in the survey 

instrument the two overall job performance items were separated by several items as well as 

open ended questions.  Reliability of this scale was within acceptable range (Cronbachôs alpha 

= .78). 

 

Intent to Remain. 

 

Employeeôs intent to remain with the organization was measured using a scale from Robinson 

(1996).  This four-item scale asked employees to respond to Likert-type questions about how 

long the employee intends to remain with the employer, the extent to which they would prefer 
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to work for a different employer, the extent to which they have thought about changing 

companies, and one binary question (ñIf you had your way, would you be working for this 

employer three years from now?ò).  We found a rather modest reliability with Cronbachôs 

alpha measuring .68.   

 

Job Satisfaction 

 

Job satisfaction was measured by using four sub-scales of the Job Satisfaction Survey (JSS; 

Spector, 1997).  JSS measures ñoutcomeò satisfaction facets such as pay, benefits, 

promotions, supervision, work itself, co-workers, and working conditions (Spector, 1997).  

Four sub-scales of the JSS (benefits, rewards, co-workers and work itself) were used in this 

study with each subscale consisting of four items. Respondents indicated the extent of their 

agreement with each item on a 7-point Likert-type scale (1 = strongly agree, 7 = strongly 

disagree).  Cronbachôs alpha measured for the four sub-scales were benefit satisfaction (Ŭ = 

.79), reward satisfaction (a = .84), co-worker satisfaction (a = .72) and work itself 

satisfaction (a =.83). 

 

Perceived Organizational Support  

 

Perception of organizational support was measured using the nine-item short version of the 

Survey of Perceptions of Organizational Support (Eisenberger, Fasolo, & Davis-LaMastro, 

1990).  Items (e.g., ñMy organization really cares about my well-beingò) were presented on a 

5-point Likert-type scale, ranging from 1 (strongly disagree) to 5 (strongly agree). Higher 

scores reflect more favorable perceptions of support. The scale had high reliability as 

Cronbachôs alpha = .91.   

 

Demographic data.  

 

The survey also included items inquiring about the subjects' age, gender, ethnicity, and job 

tenure. Gender was dummy coded 0 for female subjects and 1 for male subjects. (See Table 1 

for a summary of the measures). 

 

RESULTS 

 

Descriptive Statistics 

 

After the data were collected, the first step was to evaluate the data according to the 

guidelines suggested by Tabachnick and Fidell (2001, pp. 56-110) as data cleaning is very 

important in multiple regression (Tabachnick & Fidell, 2001, p. 139).  An examination of the 

data revealed that the data met the assumptions of normality, and there was no evidence of 

unacceptable levels of kurtosis or skewness or variables with substantial outliers.  Table 2 

displays means, standard deviations and correlations among all the variables.  

 

TABLE 2  

 

Means, Standard Deviations, and Inter-correlations 

 

Variable M SD 1 2 3 4 5 6 7 8 9 10 
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JS1 5.52 1.12 -                   

JS2 4.82 1.2 .21
**

 -                 

JS3 4.39 1.34 .44
**

 .45
**

 -               

JS4 5.93 .91 .38
**

 .32
**

 .40
**

 -             

Job 

Satisfaction 

5 .87 .67
**

 .66
**

 .83
**

 .66
**

 -           

JP1 6.37 .57 .14
*
 .06 .07 .23

**
 .16

**
 -         

JP2 .01 .95 .05 .05 .06 .26
**

 .13
*
 .37

**
 -       

Job 

Performance 

3.18 .65 .1 .07 .08 .30
**

 .17
**

 .72
**

 .87
**

 -     

Proactive 

Personality 

5.48 .81 -.02 .08 .08 .22
**

 .14
*
 .30

**
 .32

**
 .37

**
 -   

Intent to 
remain 

5.39 1.25 .34
**

 .15
*
 .32

**
 .50

**
 .43

**
 .24

**
 .20

**
 .25

**
 .13

*
 - 

Perceived 

Organizational 

Support 

5.01 1.4 .17
**

 .27
**

 .37
**

 .31
**

 .46
**

 .07 .09 .08 .18
**

 .17
**

 

Note. N = 275, JS1 = Co-worker Satisfaction, JS2 = Benefit Satisfaction, JS3 = Reward satisfaction,  
JS4 = Work itself satisfaction, JP1 and JP2 were overall job performance scales. 
*
p < .05. 

**
p < .01. 

 

As seen from Table 2 PAP was significantly correlated with all the variables (job satisfaction 

r = .14; job performance r = .37; intent to remain r = .13; and perceived organizational support 

r = .18 

 

Model Fit  

 

The goodness of fit indices for the baseline model was initially very close to a poor fit.  

However, on the basis of the modification indices, the fit of the model could be slightly 

improved by allowing three pairs of errors to correlate from the job satisfaction scale: the 

error terms of the manifest variables co-worker satisfaction, work itself, and benefit 

satisfaction was correlated with reward satisfaction.  MacCallum and Tucker (1991) noted 

that when using indicators related to an employeeôs work environment, it is not unreasonable 

to expect some same-source correlated measurement error.   

 

The baseline model with the correlated error terms exhibited a good fit.  Although the chi-

square test was statistically significant, ɢ
2 

(17, N = 275) = 29.11, p < .05, the chi-square 

degrees of freedom ratio was favorable (ɢ
2 
/ df = 1.71).  RMSEA improved considerably with 

a value of .05 and the CFI = .97.  The other fit indices gave further evidence of a good fit 

(NFI = .94; & TLI = .94).  Refer to Table 6 for the goodness of fit statistics for the baseline 

model with and without the correlated error terms.  Figure 2 shows the standardized model 

with the correlated error terms. 

 

Hypothesis Testing 

 

SEM, using AMOS 7 (Arbuckle, 2006a; 2006b) was employed to test the study hypothesis.  

As expected PAP had a positive and significant effect on job performance (ɓ = .46 p < .001) 

after controlling for job satisfaction, perceived organizational support and intent to remain 
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with the organization.  Similarly, PAP exhibited a robust relationship with job satisfaction (ɓ 

= .22 p < .01) after controlling for the other variables (job performance, perceived 

organizational support, and intent to remain with the organization) in the model.  Although 

there was no significant relationship between PAP and intent to remain with the organization 

(ɓ = -.07, ns), and perceived organizational support (ɓ = .09, ns), in the hypothesized model 

the result of a simple regression showed that PAP had a significant and positive effect on 

intent to remain (ɓ = .20 p < .05) and perceived organizational support (ɓ = .18, p < .01) 

thereby giving partial support to hypotheses 1c and 1d.   

 

 

 

 

 

 

 

 

 

FIGURE 1 

 

Empirical  Model with Correlated Error Terms and Standardized Estimates 
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Note: POS = Perceived Organizational Support; IR = Intent to remain; JSBS = Job 

Satisfaction Benefit Satisfaction; JSCS = Job Satisfaction Co-worker Satisfaction; JSRS = Job 

Satisfaction Reward Satisfaction; JSW = Job Satisfaction Work Itself; PAP = Proactive 

personality 

 

 

 

DISCUSSION 

 

The present study examined the effect of PAP on job related outcomes in a change setting.  

The study contributes to both proactive personality and change literature as it was an initial 

attempt to empirically test the conceptual model of PAP in a change setting.  As predicted in 

the conceptual model, PAP exhibited a robust relationship with job performance, and job 

satisfaction.  The study found that PAP has a positive and robust relationship with job 

performance even after controlling for perceived organizational support, job satisfaction and 


























































































































































































































































































































































































































































































































































































































































































































































































































