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BEHAVIOR, AND COPING OVER TIME

Juliana Lilly, College of Business AdministratioBam Houston State University, Huntsville,
TX, 77341 mat_jdl@shsu.edi936-294-1275
Kamphol WipawayangkopCollege of Business AdministratioBam Houston State University,
Huntsville, TX, 77341kxw012@shsu.ed®36-294-4049
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m.virick@sjsu.edp408-924-3575

ABSTRACT

The present studgxamine theincremental effects oihterpersonal and informational
justice over three time periods on organizational citizenship behavior (@@Bilata 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 indidlual coping styles, approach and avoidance, were
examined as moderators of the justice/OCB relationglgpg uncertainty management theory,
we hypothesized that higher levels of avoidance coping wdiddassociated withmore
uncertainty at the individal level making justice perceptions more influential in predicting
OCB, but higher levels of approach coping woblel associated witless uncertainty at the
individual leve] making justice perceptions less influential in predicting OCB. The hypotheses
were mostly supported folOCB 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 pigdwithin 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, Stunan & 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 constantfoone, 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 happevith justice over time. We believe,
however, that justice theory alone can be used to make predictions about justice avEhaime
purpose of this study is to use uncertainty management theory as a possible explanation to
examine the incremental impaot justice over time on OCB and tavestigatethe role of
individual copingbehaviorsin this relationshipSpecifically, we examine whether coping style
increases or reduces the influence of justice perceptions on OCB.

This study contributes to the Ifgure in several ways. First, it addresses the
understudied topioof justice over time and examines the impact of longitudinal justice
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perceptions on OCB, a critical component in healthy organizational functi¢Riodsakoff,
Mackenzie, Paine & BachracBP00) Second, the study uses grounded justice theory alone as
the basis of examining longitudinal effects of justice without combining justice anglsiice
theories Thisallows a cleaner interpretation of justice findings. Third, it investigétesmpact

of individual coping style on the relationship between justice and OCB to ascertain if individual
coping style ameliorates the fair process efféailder, Rosenfield, Grove & Corkran, 1979
Lind, 2000 commonly found in crossectional justice resgch.

LITERATURE REVIEW
Justice overTime

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 exae, 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 arbitratdsg disputing partieghree 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 researchergxsawined 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 withirsubject differences in juse 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 justidbat 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 tral perceptions of justice influenced later variables (Bauer et al.,
1998; Posthuma et al., 2000; Tekleab et &Q05; Thornhill & Saunders, 2003). Thus, the
stability found in social exchange relationships, equity comparisons, and the fair procetss effe
was sufficient in explaining the results.

Recent studies, however, have focused more on explaining wsithject 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 theorytaadair 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 s@l 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
comparism 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 aspdbis 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 §tafairness 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. Ashortcoming 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, makingjsebsperceptions 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 nustice 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 theofy Ar i el y & Car mon, 2000) , Gol embi ewsk
framework of change, Brunerds model o f t he |
memory (Carli, 1999; Loftus, Altman & Geballe, 1975; Sanitioso, Kunda & Fong, 1990). In each
of the studies discussed below, these-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 expenee 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 characteristicshdt are the basis of future judgments. The authors link Gestalt
chalcteristics 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 thEloey. study found evidence of
justice trends being positively related to job satisfaction and organizational commitment, and
being negatively related to turnover intentions.

Gol embi ews ki et aldos (1976) classificati ol
(2009) to theorize that withiperson justice perceptions over time will be consistent with alpha
change, but not with beta or gamma change. Alpha change refers topethon changes that
occur when respondents change their standing on a construdthebinterpretation of the
construct rating scale and the conceptualization of the construct is constant. Beta change occurs
when the rating scale is-tent er pr et ed, and gamma change refe
change in the conceptualization ofetlconstruct. 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 tan alpha change, but being resistant to beta and gamma change.

Lilly et al., (2010) also tested withiperson perceptions of justice over time. ¥ bested
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 hypot hesi s, and Bruner 6s (19
reconstructive memory as the basis of the recency effect hypothesis. The aatiorfaichess
heuristic theory supports a primacy effect since fairness heuristics form early perceptions which
tend to remain constant, but Bruner 6s (1957)
recency effect that causes justice perceptions to eigmne 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 stlies 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, andlemngistice theory
used in recent studiefairness heuristic theory anohcertainty management theofyausknecht
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 doseoit @s the basis for their hypotheses.

Lilly et al., (2010)alsosuggest fairness heuristic theory may also have some predictive ability in
justice over time, but only use it for one hypothesis. Haltzl Harold (2009) draw upon
uncertainty managementeibry (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
modeating effects of coping style on justice over tinG@ur 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 &200@)
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 processtrol, 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 (Eo&&d79; Greenberg
& Folger, 1983). When uncertay 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 théaye 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, 2@Q. In addition, some individuals tend to experience higher
levels of uncertainty than others, and these individuals reported stronger negative reactions as
well (Thauet al.,2007). Some element of uncertainty is epegsent in most workplaces, and
this may be why justice effects are so powerfebr 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 saemdividual, 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 supportspignise 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(1l) people facing uncertainty rely on justice perceptions to make
seng of their situation and to manage their reactions to uncertd@ythe future is almost
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always uncertain whiléhe present is often uncertain, and (Bgrefore, people will almost
always rely on justice perceptions to make sense of their futureicituatd 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 uncertaintydsb@uwhore 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 effectinterpersonal (informationaljustice over tine on OCB,

such that later perceptions @fterpersonal (informationaljustice will be associated with

later perceptions of OCB beyond the effect of earhéerpersonal (informationaljustice

perceptions. (i.e., Time 2 justice perceptions will be aasedt 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 becdutelong 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 thverall organization; and 2) behavior directed toward
particular individuals in the organization (McNeely & Meglino, 1994; Willlams & Anderson,
1991). Organizational justice is generally considered an antecedent of OCB (Fassina, Jones &
Uggerslev, 2008Moorman & Byrne, 2005), and researchers have suggested that OCBs are
related to organizational effectiveness (see Podsakbf§l, 2000, for a review). Thus, any
research that helps clarify the antecedents of OCB is a worthwhile endeavor.

We chose to fags on interpersonal and informational justice, and not procedural justice,
for the following reasons. While interpersonal justice has been linked toreldrbehaviors,
such as those found in OCB (Aquino, 1995; Colquitt, 2001), procedural justice isclosedy
linked to systenwide 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 sedteem which idased partly on how actively
individuals participate in group activities (Luhtanen & Crocker, 1992). Since OCB, by definition,
requires an assessment of oneds behavior with
is a good fit with the OCB catruct.

Individual differences in uncertainty. We argue that uncertainty is eyaresent 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 thanternal 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 alsotishb
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 externaldoaf 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 adtamttpn
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engaging in social comparisons to increase-wedferstanding. In their study of uncertainty
management theory, Thaet al.( 200 7)) used Gibbons and Buunkos
people who are predisposed to make frequent social comparisgnsi¢elly 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 uncertaintpgng style.

The Moderating Role of CopingStyle

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) approacbping, 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 par
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 appopiciy 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 antetedemd 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, @0; 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). Howeveranger 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 strateg@msatently
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,stems 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
apprach 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 engagingamoaance 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 unresolveds thading 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 ldy 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 justicanand

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 justiceperceptions 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 daa 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 managemeny. tfhée
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 fultime 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 fedosn (& Struthers, 2002;
Jandesk& Kraimer, 2005; Rotondo, Carlson & Kincaid, 2003; Treadway, Hochwarter, Kacmar
& Ferris, 2005). In a study of hurricafireduced stress, Hochwarter, Laird and Brouer (2008)
collected data in one sample by giving undergaaestudents course credit for distributing five
surveys to fulitime 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 attitudewithin 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 ardarge
surrounding the school were still without power and running water several weeks after the storm.

The cover sheet to the survey was entitlec

the cover sheet stated that the purpose of the survey wasrnt@beart individual experiences in
returning to work after Hurricane lke. 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 stablebjon 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 sincetheir 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 secormlirvey 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 #otal of 324 questionnaires distributed, 255 were returned, yielding the
response ratef’8.®6. After screening for missing data, we eliminated 42 responses, resulting
in a final sample size of 21Respondents were from 14 different industries. Average age was
43.35, and approximately 49% were men and 45.5% were women (5.5% did not regpiond)

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 eleityrifor 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 welktatking about the hurricane at work three months later.

Measures

All variables were measured using either-poimt Likert scale or a-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 cexyato stress
episodesThe response formaoff these two scalesas 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 usedpoiit scale with 1 = to a very small extent and 5
= to a very large extent.

Coping responseltems measuring coping response strategies waasured at time 1
and weretaken from the coping response inventory (Moos, 1993). Coping strategies are
categorizedrito two main dimensioris 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 ststege 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 copimg, twe follow their example and do the
same in the present study. Each subscale consisted of 6 items, and sample items include the
foll owing: ATry not to think about the proble
st eamo (emot)i;onhaMa kdei sac hpalragne of action and foll
to see the good side of the situationo (pos
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 justieee measured at all

three time periods anwvere taken from Colquitdé s ( 2001) scal e. I nt er |
measured with four items, and informational justice was measured with five items. Sample items

include, ATo what extent does your superviso
justice), aenndt fdTooe swhyaoture xstuper vi sor expl ain wc

(informational justice).
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Organizational citizenship behavior (OCBpixteen items were used to measure OCB,
with eight items representing OCB directed toward the individual (OCBI) agict éiems
representing OCB directed toward the organization (OCBO). These itemsneaseired at all

three time periods and weteak en fr om Lee and Allends (2002)
how often they engaged i n Dbpertywithiotbersdo heluthelm as
wor ko (OCBI) and fAnTake action to protect the

ANALYSES AND RESULTS

We used SmartPLS 2.0 M3 (Ringle, Wen&eWill, 2005) to analyze the measurement
and structural models. Unlike a covariatiesed structural equation modeling (SEM) used in
LISREL, Partial Least Squares (PLS), a compo#tesied SEM, was chosen because it is more
flexible in terms of both distriiion assumptions (e.g. multivariate normality is not necessary)
and sample size requirements (Civfarcolin & Newsted2003). 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.esatiminant 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 resultof 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 avoidarsteucoi§3 items
from cognitive avoidance and 3 items from emotional discharge). It is nhot 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 categonh@tplsloos, 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 itenof 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 1lin Appendix the square root of the average variance extracted (AVE) of each of the
constructs was greater than its correlation with all the otbestructs, thus demonstrating
discriminant validity (Gefen& Straub, 2005). In addition, while there were still some eross
loading items between those of informational justice and those of interpersonal justice, we
decided to retain the items, becaus¢ owoly were the differences of the loadings very small
(from 0.2:0.3), they also had been well validated by previous researchers (e.g. Colquitt, 2001).
Furthermore, the majority of the items in fact reasonably loaded (> 0.8)eanown factors
showing @idence of discriminant validity (Gefe& Straub, 2005). The-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 (G&f&traub, 2005).
Finally, both composite reliability and Cron
exceeded 0.8, indicating satisfactory reliability (Forr&llLarcker, 1981; Nunnally, 1978).

Taken together, these results demonstrated the yjoélihe 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 interpénsstice 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 waked 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 tim2 justice perceptions will be associated with time 2 OCB beyond
the effect of time 1 justice perceptioasd 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 hypotieesis,
examined the beta coefficients gmdalues between justice at each time period and OCB at each
time period. If the beta coefficients between justice and OCB have greater significancepflower
values) at later time periods than in earlier time peritiisie 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 justicend 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 OQie & i$
significant, there is evidence that time 2 justice perceptions are associated with OCB at time 2
beyond the effects of time 1 justice perceptibns.

Relation betweerinterpersonal justice and OCBRegarding interpersonal justice (see
Figure 2), inerpersonal 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 justiceeaBtiAt time 1,
interestingly, none of theslationships wersignificant except for the direct relationship between
interpersonal justice and OCB® £ 0.17,p < 0.001), as shown in Figureir2 Appendix

At time 2, interpersonal justice was found to k&gmificant predictor of both OCBb(=
0.29,p < 0.001) and OCBOb(= 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 significa predictor of OCBI at time 2b(= -0.1, ng), but was a significant
predictor of OCBO at time 2b(=-0.12,p < .05). Since thealue is not significant for OCBI
and is weaker for OCBOp(< .05 versu® < .001), this indicates the effects of interpeedon

! 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 tésd 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 hypothesisAt.time 3, interpersonal justice was also found to be a
significant predictor of both OCBI time ® € 0.16,p < 0.01) and OCBO time (= 0.16,p <

0.01), while the relationshipetween interpersongustice at time 2 and OCB at time 3 were
insignificant @ = -0.13, ns for OCBI; b = -0.15, ns for OCBO). This again indicates an
incremental effect of justice ovante on OCB in support of hypothesis 1.

Relation between informational justice and OCRegarding informational justice (see
Figure 3in Appendi®, we found that informational justice at time 1 overall explained about 21%
of the variance in informationalugtice 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 OCBOb(= 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 OCBOb(= 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 timeb2=(-0.1, ns), but was a significant
predictor of OCBO at time 21§ = -0.13,p < .05). Since thealue is not significant for OCBI
and is weaker for OCBOp(< .05 versugp < .001), this indicates the effects of informational
justice at time 2 on OCB at time 2 are greater than the effects of inforalgtistice at time 1
on OCB at time 2, supporting hypothesig=inally, at time 3, informational justice was found to
be a significant predictor of both OCBb € 0.13,p < 0.05) and OCBOR(= 0.18,p < 0.001).
Comparing this result to the relationshipiieeen 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 p = 0.01, ns), but was a significant predictor of OCBO at timé 8 {0.13, p < .05).
Again, the corparison shows either a naignificant result for OCBI or a weaker significance
value for OCBO | < .05 versup < .001), indicating support for hypothesis 1.

Avoidance coping as a moderatoHypothesis 2 stated there would be a positive
moderating effeicbetween 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 waattesidd
time period. As seen in Figure 2, there was no moderating effect between perceptions of
interpersonal justice and avoidance on OCB at time 2 {22, nsfor OCBI; b = -0.13, ns for
OCBO). However, at time 2, there was a positive interaction lestweerpersonal justice and
avoidance on OCBI at time ® € 0.2,p < .01), but not on OCBO at time B € 0.12,ns). There
was also a positive interaction between interpersonal justice and avoidance at time 3 on OCBI
time 3 0 = 0.14,p < .05), but not o OCBO time 31§ =-0.06,n9).

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 bree- 1 (
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 tihe®(17,p <.01) and
no interaction on OCBO time ® € 0.15,n9). At time 3, there was a positive interaction between
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informationaljustice and avoidance on OCBI at timel350.19,p < .05), but not on OCBO at
time 3 0 =-0.07,n9).

Approach coping as a moderatoypothesis 3 stated there would be a negative
moderating effect between perceptions of justice and an approach sbyimgn 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 thme -D.(Q, ns for
OCBI; b = -0.05, ns for OCBO). At time 2, there as a negative interaction between
interpersonal justice time 2 and approach on OCBI at time 2 @.12, p < .05), but not on
OCBO at time 2l§ =-0.08,ng). At time 3, there was a negative interaction between interpersonal
justice time 3 and approach @CBI at time 30 =-0.14,p < .05), but not on OCBO at time B (
=-0.08,n9).

For informational justice shown in Figure 3, there was no significant interaction between
informational justice and approach on OCB at timé % ¢0.07,nsfor OCBI time 1;b = -0.08,
nsfor OCBO time 1) nor at time (= -0.04,nsfor OCBI; b =-0.08.nsfor OCBO). At time 3,
there was a significant interaction between informational justice time 3 and approach on OCBI
time 3 0 =-0.18,p < .001), but not on OCBO time B8 € -0.13ns).

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 sgnifi 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 inforraatl 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 perioghould 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 fthis, 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 iegustier 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 Lidy al., (2010), but contradicts the
findings reported by Hausknecét al.,(2011). While the Holtz and Harold (2009) and Lidy
al., (2010) studies suggest a recency effect occurs due to wighgon changes over time,
Hausknechtet al, (2011) suggest that perceptions of justice are formed through a series of
experigces 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 tleanumbertainty 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 theoeated 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 presestudy allowed us to take advantage of uncertainty in two different
contextsi 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 manadgbewent 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 workevatill 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, respndent s as a whole were not Afinish:
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 uncertaintiglt 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, individeradaging 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 indoual 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 hyothesis 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
experiene 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 uncertaintyd stesult 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 82 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 orgatianal 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., i S h ocaworgeesnewen mireler th@ nc e r |
most trying business or personal situationso)
i mportant after a disaster (e.g., AShow pride

The finding that individuals engagedan 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 strongertaime 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
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 theichue. 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 Wwilmatter 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 meaaingful
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, boégative 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 percigns 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 Thaet al., (2007) found that people who are high in social
comparison orientation react more strongly to fairness information than thwsare 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. Theseftirey 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 st 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, cresstional studies often refer to the fair
process effect (Folgeat 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 someresilidies have found that either the
effects of justice perceptions or the perception of justice itself may change over time (Ambrose
& Cropanzano, 2003; Hausknecht al., 2011; Holtz & Harold, 2009; Lillyet 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 ratejealowith
participant attrition, and to ensure no s&ection or possible participant noandom bias had
occurred, we used a procedure recommended by Goodman and Blum (1996). Specifically, a
dichotomous variable was created to differentiate betweeitipants 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 rformational 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-nandom 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 urertainty 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 fairnesdated actions. The level of uncenty 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 usingertainty management theory as the
theoretical basis for their studies do not directly measure uncertainty (Rosen, Harris & Kacmar,
2011; Tangirala & Alge, 2006; Thaat al, 2007; Thatet al.,20097 Study 1).

One practical implication of the presestudy 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 behavidocuses 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 rnwercusto
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 investmefiais 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 workpla¢éowever, 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 mde 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 ourtyabdi 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 eefective to e 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 béhéhe organization.
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APPENDIX
TABLE 1
Means, Standard Deviations, Bivariate CorrelationsReliabilities, and Square Roots of the Average Variance Epacted
(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 | InformT1 | 3.68(0.97) | 0.92 | 0.89 | 0.36~ -0.10 0.83
4 | InformT2 | 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 | OCBIT1 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 | OCBIT3 5.14 (0.89) | 0.90 | 0.88 | 0.13 -0.17 0.17 0.28+ | 0.2 0.14 0.24+ | 0.30~ 0.33* | 0.58* | 0.73
12 | OCBOT1 | 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* | 0.2+ 0.80
13 | OCBOT2 | 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 | OCBOT3 | 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; @Anbach's alpha; the shaded diagonal values are the square root of the average variaacte@XAVE) for each construct;
** Correlation is significant at the 0.01 levelté2ed); * Correlation is significant at the 0.05 levelt§Hled).

28



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

FIGURE 1

Results of Path Analysis for Interpersonal Justice (n = 213)
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Results of Path Analysis for Informational Justice (n = 213)
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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 Angelessbhu@calstatela.edu

ABSTRACT

The dual purpose of the paper was to first t
to remain with the organization and career future in the change context. Secondly we tested

for potential moderators and mediators at the organizational and udliveel. 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. Jolbop@nce, affective commitment to

change and perceived organizational support did not affect this relationship. Implications for
organizations and future research are discussed.

INTRODUCTION

Art hur , Hal I , and Lawrence ¢l198Quendeé¢i nédac
work experiences over timeo and pointed out
actuaind nEver yone who works has a careero (p. 9)
that career is basically the relationship betwgnindividual 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 techndGmpvért, 1995; Freeman,

Soete, & Efendioglu, 1995; Howard, 1995; Van der Spiegel, 1995) and with increased global
competition ( Rosent hal 1995) . Thus today
technological advances and companies are competing for gaurviihe assumption that an
organization would provide lifetime employment has undoubtedly become ariytho t h
parties know that the [employment] relations
3). Add to this the element of change and cexe 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 resdars 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 vitghanance (Bell & Staw, 1989; Judge &

Bretz, 1994). However there is hardly any research which has studied the effect of an
empl oyeebs intention to remain with the orga
Intuitively this is especially trus 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 hge 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 6to climb the | adderd i f ughey con
the extant literature lacks an appropriate definition for the construct of career future we have
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operationalzed it as an employeeb6s belief al
prospects for career advancement via growth opportunitiée ipresent organization.

The purpose of this paper is dual in nature. Firstly we plan to test the significance of the
relationship between an employeeds intent tc
Furthermore we would like to provide some insight into the mechaoidims relationship.

With this aim in mind we conducted-depth research based on the extant literature of
organizational change and careers and included six potential factors, three at the individual
leveld proactive personality, job satisfaction and jgerformance and three at the
organizational levél managerial 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 ad 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 constprofctive personalityi a s ispositi@hal

construct that identifies differences among people in the extent to which they take action to
influence their environmento (p. 103) . They
(PPS) to measure this construct and provided eviddnaer t he scal eds C
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., Becherdiaurer, 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 fivefactor model; Crant anBateman (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) shwed that PAP is distinct from sedbnsciousness, 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 Kraime®9LPAPwas 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 careeti@ive, 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 renmrawith 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 jorelated outcomes usuallgonsidered 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 ckosin 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 abait 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 jadriparice 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 medibe relationship
between intent to remain and career future.

Managerial Communicationd dual role

Anot her important factor in employeesd supp
recent years is managerial communication, which is also predoiginengortant in the

entire organizational change process (Armenakis & Harris, 2002; Lewis, 1999). 1t is
generally defined in terms of a process through which companies basically prepare employees
for change by stating and clarifying issues related to thange (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 persgestiggests thavhenemployees

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 whichturn, should result in positive organizational
outcomes.

As seen above managerial communication plays a very important role during
organizational change and adversely affects
general feedback about thework. Given its importance we anticipated that managerial
communication will have a dual effécit will act as both a mediator and a moderator.

Hypothesis 5a: In a change setting managerial communication will mediate the

relationship between intent temain 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

Commitmentin a broad se s e , can be defined as fia forc
to a course of action of relevance to on
Conner and Patterson (1982) noted that A
change prpect s is a |l ack of commit ment by th
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 Athe glue that provides the vit
Meyer and Allen (1991) argued that this force, or rr8et, can take differ¢ 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 itsenh&enefits) 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 materaid social rewards (e.g., Etzioni, 1961; Gould, 1979;
Levinson, 1965; March & Simon, 1958; Mowday, Porter, & Steers (1982). Social identity
theory proposed that employees fAremain | oyal
and appr e(lylest1399, p. R35)m &isenberger, 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'
perceptims of their organization's commitment as
and defined it as ndgl obal beliefs about the
welkbei ng and values their contribut&Sowaso (Ei
1986, p. 501). They further developed a measure for OP®Bvey of Perceived
Organizational Support. Its validity and reliability have been tested in several studies
(Eisenberger, Fasolo, & DaviasMastro 1990; Eisenberger et al., 1986; Garst@93;

Hutchison & Garstka, 1996; Shore & Tetrick, 1991; Shore & Wayne, 1993). Moreover,
Shore and Tetrick (1991) demonstrated that perceived organizational support and
organizational commit ment are distinch const
indicator of the organization's benevolent or malevolent intent in the expression of exchange

of employee effort for reward and recognitdi
469470). Studies have also shown that POS is related to intentiorate (geverse 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 organipafisupport.
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 betwen intent to remain and career future.

METHODOLOGY
Research Setting and Participants
Data for this study was collected from a fanofit organization located in the United States,
having approximately 900 employees working in offices spread out thwatighsoutheastern
state. This organization was chosen because it had recently experienced a major restructuring.
Data was collected via a setport online survey. The survey administration process began

by sending an email to all the employees wita consent of the management, inviting them
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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 anonymousdlt further informed the prospective respondent that no member of the
management would have access to the data. One day prior to sending the emalinde on
survey was posted o0 nod theleley prevergirgrihe zharice af aos i nt
employedfilling the survey. The survey consisted of cl@seled questions. However, on the
request of the management certain additional items {epdad questions) not included in
this study were also added with the sole aim of getting constructive feedlmankits
employees with respect to the restructuring. After three weeks another reminder email was
sent to the employees. The-lime survey resulted in 275 usable questionnaires, which gave a
decent response rate of 31.3%. A sizeable amount of respsnd&at in our analyses aged
over 50 years (42.6%) while the lowest range was betwee2p A@ears (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 @féspondents.

TABLE 1

Demographic Profile of Survey Respondents

Variable N %
Gender

Females 171 62.2
Race

Caucasian 177 64.4

African American 75 27.3

Hispanic 1 4

Native American 2 e

Asian 1 4

Other 4 15
Age

2071 29 years 13 4.7

3071 39years 38 13.8

4071 49 years 100 36.4

> 50 years 118 42.9
Tenure (Organization)

< 1year

17 5years 11 4

671 10 years 47 17.1

117 20 years 53 19.3

> 20 years 88 32

72 26.2

Tenure (Job position)

< 1year

17 5years 20 7.3

61 10 years 125 45.5

117 20 years 49 17.8

> 20 years 53 19.3

20 7.3
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Note: N =275
TABLE 1 Continued

Demographic Profile of Survey Respondents

Variable N %
Job Position
County Extension
Coordinator 46 16.7
Regional Extension Agent
Regional Specialist 73 26.5
State Specialist/University 13 4.7
Faculty 29 10.5
Statewide Administrators
Administrative Staff 4 15
Paraprofession 47 17.1
(Locally funded Agents & 35 12.7
Agent Assistants)
Others
17 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 woiysical conditions, amount of work, company
identification, ceworkers, and career future. Five items related to career future was used
which were obtained from Cook, Hepworth, Wall, and Warr (1981, ppi542 Several

studies have used this scale mejmg 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 Cronbachdés al ph

Intent to Remain

Empl oyeeds i ntthentganization was maasuned using ahscale from Robinson
(1996). This fouitem scale asked employees to respond to three LHigeet questions about

how long the employee intends to remain with the employer, the extent to which he/she would
prefer to wok for a different employer, the extent to which he/she has thought about changing
compani es, and one binary question (Alf you
employer three years from now?0) . Talphas s c al
measuring .88.

Proactive Personality.
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PAP was measured by using the shortened version of Bateman and Crant's (1883) 17
Proactive Personality Scale (PPS) created by Seibert, Crant, and Kraimer, (1999). The
shortened version consists of t@ms 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 scal eds |
ranged from.87 to .89, and the testtest 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 reliabilitiyeo$cale (17

item U -t e®8U 40.86) . These items were sumn
score. Responses were indicated on a speen Likert scale ranging from 1 ("strongly
disagree") to 7 ("strongly agree"), with such items asx@el at identifying opportunities” and

"No matter what the odds, if | believe in something | 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 areptirt 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 sm@iaisal. It read as follows:

APl ease circle the number besides the adject
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%9 S i n citem raeasgre cagnbteyield
estimates of internal consistency reliability, one more similar item was used which also
measured the overall job performance. The item was based-pniat@.ikert scale in which

employees rated themselveslanwer e asked the following: Pl
the adjective which best describes your job performance in your opinion: 1 = Unacceptable, 2
= Very poor, 3 = Poor, 4 = Good, 5 = Very Go

The likelihood that any particait 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 termporary 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 d@mm memory. Hence in the survey
instrunent the two overall job performance items were separated by several items as well as
open ended questions. Reliability of this s
=.78).

Job Satisfaction

Job satisfaction was measured by using fourssaktes of the Job Satisfaction Survey (JSS;
Spector, 1997) . JSS measur es Aout comeo s
promotions, supervision, work itself, -weorkers, and working conditions (Spector, 1997).

Four subscales of the JSS (benefitewards, ceworkers 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 gd@int Likerttype scale (1 =strongly agree,7 = strongly

disagre@. Cronbab 6 s al pha measuseal dorwdrhe Heomuef istubs
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.79), reward satisfactiona( = .84), coworker satisfaction 8 = .72) and work itself
satisfaction & =.83).

Managerial Communication

Managerial communication was measured by using a subscale of the Communication
Satisfaction Questionnaire (CSQ) (Downs & Hazen, 1977). The CSQ isteadinstrument

that has demonstrated a high degree of validity and reliability across a number of
organkations, 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 thnension that
assesses employeesd satisfaction with c¢commu
manager. Specifically this dimension is identified as personal feedback in the original
instrument. It assesses how satisfied employees are with mtfiormthey receive about their

job, recognition of their efforts, and how well supervisors understand problems faced by
employees. A point Likert response format (ranging from 1 = very dissatisfied to 7 = very
satisfied) was us e disfaction tortlkeedige items. Previopsistoidies tbas 6 s a
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 one 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
Cronbactwass9.al pha

Affective Commitment to Change

This variable was measured using a-soble 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 commitmt (e. g., il believe in t
which was used in this study. Responses were made usipgiatiikerttype scale ranging

from 1 (strongly disagree) to 7 (strongly agree). This scale exhibited strong reliability with

Cr o nb a canteasuriagl.9b.h

Perceived Organizational Support

Perception of organizational support was measured using thetenmeshort version of the

Survey of Perceptions of Organizational Support (Eisenberger, Fasolo, & IRaastro,

1990) . | ty ergasizatijoe really. caresfaddut my wklle i ngo) wer e pr es«
5-point Likerttype scale, ranging from Istfongly disagrepto 5 trongly agreg Higher

scores reflect more favorable perceptions of support. The scale had high reliability as
Cronbd hés alpha = .91.

Demographic data.
The survey also included items inquiring about the subjects' age, gender, ethnicity, and job

tenure. Gender was dummy coded O for female subjects and 1 for male subjects. (See Table 1
for a summary of the measures).

38



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

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 i@ procedure: 1) the mediator was
regressed on the independent variable, 2) dlependent 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 corgbiin 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, Wars Dwyer, 1995).

To test the moderation hypothesis the first step in the moderated multiple regression was to
create an interaction tefmsimply multiply the predictor and moderator variable. However,
this may cause multicollinearity (i.e. high cortedas) 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
i ndividual sd& s c o rsepsoducing a retised sampfe imedn| o€ zero) tthe u
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 hierdncal 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 variabl®r 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
moderatoreffect (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 variasin8ation 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=(.39,p = .001). Given the proposed mediational
framework all the four factodés affective commitment to change% .41,p = .01);

managerial communication € .65,p = .01); job performance € .21,p = .01); and job
satisfaction( = .59,p = .01) were significantly correlated with career future.

TABLE 2
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Descriptive Statistics and ZereOrder Correlations among Variables

Variables M SD 1 2 3 4 5 6 7
1 Career Future 3.62 .81 -
2 Intentto Remain 5.39 1.25 .39** -
3 Proactive 548 .81 .21* 13* -
Personality
4 Job Satisfaction 5.75 1.01 .59** .63** . 22** -
5 Job Performance 3.32 .95 .20** .20** | 33** | 22* -
6 Managerial 428 125 .65 31 .19* 56** .05 -
Communication
7 Affective 5.01 1.40 .41* 17* .18** 43* 09 .43** -
Commitment to
Change
8 Perceived 467 1.26 .61** .38* |11 .60** .03 .65** .48*
Organizational
Support

Note. N = 2757 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 (3p==38,
.001;R%ae=.14,p = .00).

For testing the meditational hypotheses which sstgd 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 tstep hierarchical linear regression (see Table 3).

In step one, intent to remain waegressed on career future, followed by step two wherein

intent to remain was controlled and the mediator was introduced. Finally we calculated the
Sobel 6s t est (Preacher & Leonardel Il i, 2001
MacKinnon, Warsi, and Wyer (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
R @ ‘R z p
Regression® R T0kbk
Intent to remain .B3***
Regression2
Step 1 15%**
Intent to remain .39***
Step 2 20%**
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Intent to remain .03 3.18 .001
Job Satisfaction ST

®Dependenvariable is Job Satisfaction
®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 inagcéte mediating

role of job satisfaction (B = .3p,= .001;RPee= .14,p = .00). The statistical significance of
intent to remain became insignificant in step 2, which suggested that job satisfaction
completelymediatedthe relationship between interd temain and career future. The Sobel
test (1992) revealed significant evidence of mediation by career fatar281,p = .004. We

did not find support for the meditational role of job performance, managerial communication,
affective commitment to chge 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 inhé
relationship between Intent to Remain and Career Future

R @ °R
Step 1 L1 8%+
Intent to Remain 37
Proactive Personality A7
Step 2 .03**
Intent to Remain 36+
Proactive Personality .18***
Intent to Remain X Proactieersonality A7

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

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

Note. N= 275; ***p< .001.

TABLE 6
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Summary of Regression Analyses: Moderation effect of Managerial Communication in
the relationship between Intent to Remain and Career Future

R @ °R
Step 1 AG*F*
Intent to Remain 21F**
Managerial Communication 58***
Step 2 .01*
Intent toRemain 18%*+*
Managerial Communication NoY Gk
Intent to Remain X Managerial Communicatio! -.10*

Dependent variable is Career Future
Note. N= 275, %< .05. *** p< .001.

TABLE 7

Regression Slopes Depicting the Association between Intent to Remaimd Career
Future at different levels of Managerial Communication

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

Note. N= 275, *p< .05, *** p<.001
FIGURE 1

Moderation effect of Proactive Personality in the relationship between Intent to Remain
and Career Future

Intent to Remain and Proactive Personality Interaction Plot

Career Future

Intent to Remain
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FIGURE 2

Moderation effect of Managerial Communication in the relationship between Intent to
Remain and Career Future

Intent to Remain and Managerial Communication Interaction Plot
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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 proapeveonality, 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 affececanp | oyee 6s car eer f u
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 asié an initial attempt to study proactive personality in the backdrop

of change.

Practical implications

The above findings have several practical implications especially frap@iedperspective,

this type of research is important as it gives morghton 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 douibt 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 progtésir career
within the organization. Our results have
commitment to change and managerial communication affects their belief in their career
growth. It is therefore vital that organizations provided eygds 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 t he study variabl es, protecting res:f
potentially reducing the method bias (see P. M. sR&dff, 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 respes 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; Mukherjeee Bapr & Wassenho
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 caasamon 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 whamgmity is assured. In the present study the
responses wer e compl etely anonymous t hereb
Although this does not completely eradicate the problem of common method bias but it does
alleviate it. This is a particularlynportant aspect in thpresent study since organizational
change environment are often characterized by high levels of distrusheadainty (Buono

& Bowditch, 1989), which may lead to biased responseatrificipants believe their identity,

could berevealed to management. This, in turn, magult in a less of internal validity if
respondents are hesitant to provide honest respdosése surrey questions for fear of
repercussion (Green & Feild, 1976).

Also inflated correlations between the indeghent 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 signdant 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 suldjdctivee i ndi vi du
internal apprehension drevaluation of his or her career, across any dimensions that are

important to that individual; or objectigei ndi vi dual 6s external per
more or |l ess tangible indicators of the indi

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 centralitgiendreater 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 respondeetsither 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 thengo 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 & Flas 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
FI RM66S PERFORMANCE: THE DETERMI NANT ROLE OF
PRACTICE FLEXIBILITY
Bainan Zhang, University of North Texdminan.zhang@unt.edu

ABSTRACT
Previous literature has theoretically and empirically found that human resource (HR)
flexibility can positively impact i r m6s per for mance. HR flexibil

practice flexibility, employee skill flexibility and employee behavior flexibility. However, the
interrelationship between the three components and the function of each component within
the wholeHR 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 firmdés performance is det
behavior are.

INTRODUCTION
Flexibility is an important method for organizatiotts 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 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 dealwith 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 varéd 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 dynanmpettive
environment (Sanchez, 199%eing viewed as a critical organizational capability, flexibility

enables dirm to adapt to diverse and changing requirements from the external environment
(Snow andSnell 1993; Wright and Boswell 2002) and to achiend maintain competitive
advantageand superior performance (Sanchez 1995; Hitt, Keats and DeM&9&). The

necessity and benefit of firms having flexibiliig human resources (HR), which is the
adaptability of employee attributes such as knowledkgié, and behaviors, as well as of HR
practices to changing environment condition, has been a topic of discussion among scholars
(Bhattacharya, Gibson, & Doty, 2005; Lengnidkll & Lengnick-Hall, 1988; MacDuffie,

1995; Ngo & Loi, 2008; Wright and Snell998; 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 flexibilag one of

important aspects of organizatarflexibility (Ngo and Loi, 2008)can be conceived as the
extent to which the firméds human resource |
options to pursuing strategic alternatives I
1998). Wrightand Snell (1998) proposed that HR flexibility is composed of three sub
dimensions: employee skill flexibility, employee behavioral flexibility, and HR practice
flexibility.
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In recent literature, several empirical researches have found that HR flexabititgontribute

to firmds perfor mance f r-Mdanin &dicé&Puig EserigficnafR er spec
BouLlusar, 2008; Lepak, Takeuchi, & Snell, 2003; Ngo Loi, 2008; Bhattacharyat al,

2005). Besides, most of these studies examined such posietionships based upon
resourcebased view. According to this perspective, HR flexibility is a kind of valuable, firm
specific and inimitable capability. Therefoc
competitive advantageBbattacharyaet 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 firmds

Few literatures have particularly examined how flditipin HR practices, as an important
component in HR flexibility; contribute to the whole system of HR flexibility which is a firm

|l evel 6s flexibility. Besi des, the relationsl
need further examinationud 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 fl&ibility. 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 ofthe 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 possébs asid
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 byBhattacharya et al. (2005) and Ngo & Loi (2008), HExibility can be defined
through three dimensions or componeigight and Snell, 1998).

1. Employee skill flexibility ef er s t o t he &édnumber o f pot en
employee skills <can be applieddéd and o6h
redeployed qui ck,1998:764 T85). Thih meana that, if Smpyeds
of a firm possess a broadriety 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
sourcebased view, Bhattacharya et al. (2005) mentioned that this type of flexibility
could be asurce of competitive advantage for firms, since these bbaadd skills are
valuable and difficult to imitate or replicate.

2. Employee behavior flexibilityefers to the extent to which employees possess a broad
repertoire of behavioral scripts that can dmapted to situatieapecific 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 @nedeby increase its competitiveness (Wright
and Snell1998765 766).

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 an be changed. HRM practices can be described in terms of both resource and
coordination flexibility (Wright and Snell1998761 762). Bhattacharya et al. (2005)
further argued that firms that possess this type of flexibility not only could achieve
strategc consistency across different units and enhancing responsiveness to
environmental changes, but also build a capability that is difficult to imitate and non
substitutable.
Thi's mo d e | al so applied t he t hought of Sa
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 t besto#fliemam@s f | e
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 flexibilitgfers to the flexibilities in configuring
chains of resources and redeploying resources effectively.

Il n Wright and Snell 6s model (1998) , empl oye
resource flexibility and coordination flexibility. Resourcexitglity in employee skills refers
to the number of potenti al empl oyeeds skill

production and operation needs (Snell and Dean, 1992). Coordination flexibility in
empl oyee6s bokwintlivideals wik difiererns skills@an 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 todw employees who possess a variety of behavioral scripts could apply
them in appropriate situations. As to Wright and Snell (1998), higher coordination flexibility

in employeeds behaviors increases the 1|ikel
situations andesponding appropriately.

HRM system can affect firm profitability through improved labor productivity, through
greatercost efficiency, and by adding value through human assets (Becker & Gerhart, 1996;
Becker & Huselid, 1998). These authotsoasuggest that effective HR systems could lead to
acquiring, motivating, and developing intellectual assets that can be a source of competitive
advant age. These c¢l| ai adinghroleg Bhiatiachdryia etdal. B O s v
empirically examined ht e relationshinp bet ween HR flex
performance (firmds pr oefficiendy)i Mheytfound that mllalfe i3t a b i |

components of HR flexibility are positively
Loi (2008) asserted that HR flexibility fulfills all the conditions set by Barney (1991) as a
sour ce of firmds sustainabl e competitive

performanceBeltranMartin et.al(2008 found that HR flexibility could positively inflence

a broader range of firmés performance r at he
increasing consumer satisfaction and consumer retentionndt and Snell (2004) ever

argued that HR flexibility could help firm develop new process of innovatyoenioouraging

member to think new idea and give positigedback 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. LaHexibility

can be categorized into two aspects, functional flexibility or internal flexibility and numerical
flexibility or external flexibility (Atkinson, 1984; Kalleberg, 2001; Valverde et.al, @00
According to Roc&uig BeltranMartin, BouLlusar & Escrig-Tena (2008), functional
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flexibility is firmds internal l abor fl exibi
between tasks and jobs in the organization. It is the effort made by the firm to incorporate and
devel op wor ker d&<killscso that evorkens cae be assigned to other jobs or
departments within the firm. This description of functional flexibility is similar to what other
researcher 6s e x pNadinet.ali2@09; Valverdeet.&001;B/an denrBgrg

and \an der Velde, 2005).

RocaPuig 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 functidleadibility 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 workbourlywages and shoterm contract. However, the

result of RocaPuig et.al (2008) shosd that functional flexibility and numerical flexibility is
Ssubstitutable and they cannot simultaneous.|
result is consignt to the finding of Cappelli and Neumark (2004) that employer can only
choose onef them for their human resource police.

BeltranMartin et.al (2008) established a mixture model of HR flexibility, which included
functional flexibility (Atkinson, 1984 Kalleberg, 2001; Van den Berg andn 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 arguechat high performance work systems (HPWS) could increase

the HR flexibility they proposed. High performance work systems (HPWS) can contribute to
firmés performance (e.g., Art hur , -Mdrthetal 19914
(2008) here defirse HPWS with four components, training, staffing, appraisal and rewards.

The authos pr oposed t hat training and staffing
competence of conceiving alternative method of doing the job. Developmental appraisal could
encouragemployee participate into decisioma k i ng and broaden empl oy
Equitable rewards wil/l also directly Iink en
elicit empl oyeeo6sanddnitidives.et i onary behavior

The empirical test of BehnMartin 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

propose by BeltranMar t i n et . al (2008) are examined un
HR flexibility model (1998), they are only r
the authosd ef i ned functional flexibiilshydiase rieenpt
skill flexibility as fAhow easily employee cé¢

as Aishowing a variety of behavior repertoi
definitions do not reflect any fac®belonging to cordination 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 oy daulmdsi mgaatt emore on the AHR f
is to say, if the HR practices are not flexibly implemented, how do these HR practices
effectively influence functional, skill and behavior flexibility?

52



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

The studyof BeltranMartin, RocaPuig Escrig Tena& Bou-Llusar (2009) is @otal summary

of Wright and Snell ds HR fl exi bi |and Snebnsod el
model by Bhattacharya et.al (2005) and functional flexibility (Van den Bergvandler

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 examinélese flexibilities under the

l ens of Sanchezds strategy flexibility (1909
admitted that their model is only at a certain point of time without dynamic concern; this is
because their model only assimilates thewesoc e f |l exi bi |l ity of Sanch
model without incorporating coordination flexibility. Therefore, the author proposed in their
future research plan to incorporate the ide:
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 Wrighand Sneb s r esour cempl eyxyebodosi skil hs.
Snel | defined resource flexibility in skill:
broad sets of skildl enabling them to accompl
The second aspect ricadiermpdloiyleles dfeovrel bptsuirbe
same as the skill flexibility component in intrinsic labor flexibility, where it is defined as
Aempl oyees obtain new skills and abilities
(BeltranMartin et.al 2009: 1582). Therefore, the model of Wright and Snell (1998) could

cover most of the components proposed by Beldartin et.al in 2009. Moreover, the skill
flexibility in Wright and Snell 6s model al s
between developing internal employee with broader skills or hiring contingent workers with
narrower skills set externally for temporary projects. This flexibimyich is able tocover
externality and internality wit tnanrMartiivetalght 6 s
becauseheir model is only based upon internal employee.

The internal labor flexibility model of BeltraMartin et.al (2009) did not mention the impact

of HR practices on such a system, wlrdanc h 1 s
Mart2n et . al (2009) put nAanalyzing the antec
research plan, which implied that further examining the determinant of HR flexibility would

be necessary. The model of Wright and Snell (1998) is diffefrom the model of Beltran
Mart2n et . al (2009) but seems to contain mor
there is still no particular research figuring out the determinants of HR flexibility and how

each of its component interact togatiio 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 flexibilty and behavior
flexibility as 3 parallel components in HR flexibility. Bhattacharya et.al (2005) found that the

three flexibilities separately contribute t
Wright and Snell (1998) illustrate the intexlationship between the threemponents within
HR flexibility, AHRM practice can vary 1in t

influential role in determining the flexibility or inflexibility of the skills and behaviors of
employees. 0 (1998: 76 1) s dtemecto gnore this relatershgpu e n t
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and deeper theoretical and empirical researches related to such relationship are rare.
Therefore, a systematical understanding of the-dmterc hani sm bet ween HR f |
component will betteexplainwhyHR#& xi bi | ity could contribute t

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 broadeskill 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 situsgpmcific demands. This elisita
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 wideange 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 (nondlexibility 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 a
determine human resource capital pool (skill antites) 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 behavioparspective of SHRM developed by Schuler and

Jackson (1987). In the model of Schuler and Jackson (1987), business strategy determines
what kinds of employeebds role behavior ar e
behaviors according to business r at egyds need. Anot her examg
from Miles and Snowds (1984) description o
strategy, where the authors assumed that HR practices should vary among different strategy
types to elicit acorded different behaviorand skills which are necessary to carry out the
strategy.

Wright, McCormick, Shermn & McMahan (1999) empirically examined the influence of
human resource practices on employeedm skil
refinery industry. They argued that selection practice could help firm identify individual with
potenti al skills and abilities. Training pr .
job-related skills and provide opportunities for individualsowbroaden their skill base.

Programs such as training and appraisals may motivate employees to engage in discretionary
behaviors which contribute to the achieveme
into firmds <cultur e effectd of B mpracsices om lliscretionarfy | u e n
behaviors are consistent to what Mc Duf fi e
behaviors (e.g. activities, decisiomaking, etc.) could provide value to the firms. This is also
consistent with Wrightand Seld s ar gument t hat @At he key to a
enlarging and eliciting the range dfiscretionary behaviors that result in positive
organizational outcomes. 0 (1998: 766)

Wright et.al (2001) further explained the model of HRM componatitinvthe RBV view.

Theaut hors here gave HR practices a new name
included 8 factors such as staffing, training, rewards, appraisal and some new elements such
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as participating and communication. Other researchers su@eeker 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. Thésetors 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, #regtil
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 amdduickly such practices can be
redeployed and rsynthesized. 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 situationshwit 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
firmds dyhargimg businasa strategy. Employees who possess such broader range
of skills, behavior scripts are more able to perform in-rautine circumstances demanding
creativity and initiative (Huang and Cullen, 2001).
Wright and Snell (1998) mentioned that HRRactices 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 andwgations, which can broaden behavior repertoire. In fact, resource
behavior flexibility is related to employee
McDuffie noted as fAmotivation to exhibit di
study of Wright et al. (1999), training and performati@sed compensation as two HR
practices elements could play the role of motivating employees to engage in discretionary
behavior that contributes to achievieWRy firm
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)nc el i ci t e mp |
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 IdRctices would decrease the resource
flexibility in behaviors and this is also valid for skill resource flexibility. This argument also
i mplied that there is big differenkEdRWSbset we e
influence on skills and thaviors BeltranMartin et.al 2008 HPWS inBeltranMartin 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 fiexibili
achieved by HPWS might be only at a static time and situation phrase without further
flexibility across different situations and period$erefore, a proposition can be provided as
below.
Proposition 1. Flexibilityoriented HR practices signdantly influence of resource
flexibility in employeeds skildl and behayv
which can be matched to each situation and task within a firm, the higher the resource
flexibility will be in skills and behaviors.

Ther ol e of coordination flexibility in employ
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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 fleyistdale developed by
Bhattacharyae t . a | (2005) , coordination flexibility
shift employees to different jobs when need:
described such as fPemmethar workihabitsuas demandet byr e a d i
changes in the working environment. o0 Sanchez
three aspect s, Afdefining the wuses to which
configuring chains of resources thenfr can wuse in term of fir mos
deploying firmds resources t hrough organi z:
avail able resources to target use. gexplaiBased
coordination flexibilityin 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 contingerttategyn firmdéds current busi
Severalliteratures can support that HR ptiges 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 behav. 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 (skili]d motivation. ferefore, 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 strategyelery and Doty 1996:808

| 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 Dgland Doty (1996), the HR

practices for defendeype firm should focus on fostering and maintaining prodipecific

skills and knowledge through formal training. HR practices in such firm should pay much
attention on longerm career path, developmenrtented performance appraisal, high amount

of employment security and voice for letgym working commitment. And all of these HR
practices are consistent to defender strate
contrast, HR practices for prospeetype firm pay less attention on japecific skills and

behaviors but put more effort on seeking contingent employees from external job market
(Wright and Snell, 1998) . Because this type:¢
markets, they pref resultsor i ent ed apprai sal system with
participation, longterm commitmenand voice.

AsWrightad Snel | (1998) proposed, HR flexibilit:\
to firmbdbs f | exi bLihking back boute istrategy sypomdy ofavtiles gnd.

Stone (1978), this flexibiliyoriented strategy should be consistent with analyyees

strategy. Therefore, flexibilitpriented HR practices should encompass both the characteristic

of defender and prospet or 6s HR practice pattern. Just [
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 humamncesso
solutions (architecture) according to whether employees are closer to their strategy core
(Lepak and Snell, 2002) . According to Lepak
devel opment 0 o tbasedlempogeeskwitiohigh strategi@eaand 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 flexibilityskills 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 examplgb design or job descriptions (Deleaynd

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 tgarticular task requirement or can be broader and flexible for
diversified working task and situation cont
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 naixtdrbehavior
oriented and resuttriented 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 ngth@havior for cleadefined

task requirement or show discretionary noosatine behaviorsBeltranMartin et.al 2008

with innovation and creation if they are facing new working assignments and new working
environments

It is obvious that there are makinds of formulations of different HR practices to actualize
coordination flexibility in skill and behaviors. According to behavioral perspective (Jackson,
Schul er, & River o, 1989; Schuler and Jacksor
the meditor 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 strategf.hi s Vvi ewpoi nt i's consi&j)ent w
description of the different types of behaviors necessary for strategies within the 3
component sdéd strategy typoTynggsyuch (nderstaeding ta n d S
coordination flexibility, the flexibility of HR practices would determine how féei 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 suéhpgtactices can

respond to strategy need and is also influen
Just like Wright and Snell (1998) mentioned, certain HR practices such as compensation will
have more i mmediat e | mp a erntharoathergragide® sSuehead s b e

training or selection. Therefore, it is clear that the coordination flexibility in skill and
behaviors are related to firmés performance
summary the statement in this part,ragmsition 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 fldeiband 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 areditimn
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 assertio 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-ohamye
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 ceffiienaind 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 supmpsguch influence through that
direct factor?

Bhattacharya et al. (2005) empirically found that HR flexibility can individually positively
influence firmbds p e rfihdng isn&umhereempiridalyi ssppodechjpyi r i ¢ a
BeltranMartin 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 di fferent HR approaches focusin
Here, HPWS has mwiilar traits with the HR practice bundle mentioned by Wright et al. (1999)
because they are bot h Bhatachararet al2@0b)f vhichti® ment
different from HR flexibility.

The model of HRM system in SHRM literature had no concérfferibility (i.e. Wright and

Mc Ma han, 1992; Wr i ght et . al, 2001; Del ery
performance is determined by firmds human ¢
which are determined by HR practices. On this relahignghain, 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 fleXilyi should have great relationships

with SHRM system in stable environment. Thi s
in strategi c Wightland $n&llq19B) bifo&dly Yepicted flexibility in SHRM

as fthe extent uman resduice possassskills and bendvieral fepertories

t hat can gi ve a firm options for pursuing
environment, as well as the extent to which the necessary HRM practices can be identified,
developed, and implemeed quickly to maximize the flexibilities inherent in those human
resourceso (p.761). This means that, even ur
environment , skills and behaviors are  ,stil]l
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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 dapdiecause it
focuses on how to adapt and fit employeedbds ¢
to changing environment conditions through fulfilling strategic need in such dynamic
environment Bhattacharya et al2009. The quality of sucldaption 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 r el at e dichtisexamined bphattacpagya dt f{200RHRc e , w
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 imporant, the most important factor of HR practice flexibility is how flexible and
guickly such practices could be reconfigurec
need (Wright and Snell, 1998; Bhattacharya et al., 20®%h flexibility can be mafested

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. Besithes flexibility of HRM

system can be manifested by the degree of flexibility in HR skills and behaviors when skills
and behaviors are deployed towards firmds st

Proposition 4: The whole system of H&xibility 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 consisterit i f i r mds strategy.

Proposition b5: HR flexibilityds contributi
employees possess a wider variety of behavior scripts couple with broader range of
skills (resource flexibility) and the necessary HR practiceddcogidly and quickly

configure, synthesize and deploy those HR resources (coordination flexibility) aligned
with firmés strategic goal s.

DISCUSSION
This article summarized and analyzed previous literature about Human Resource flexibility to
examine theinnekrme c hani sm o f human resource (HR) f
capability in the process of adapting and
changing business strategies within unpredictable environment. Linking previous theoretical
ard 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 cannotditel v i nf | uence
performance, it determines the flexibility

skill and behavior to firmbés need. Skills ar
HR flexibility, w h i scperforcdhancee Thus| the flexibifity af BRVc e f i

system will be greater if HR practices could be flexibly and quickly implemented aligned with
firmés varying strategies to configure and
for firmbés 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 SHRMditerur e and Sanc
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; ig¥t et.al., 1999; Wright et.al.,

2001; BeltranMartin et.al 2008 , which greatly highlight t he
behaviors are firmdéds cruci al resources ofr €
et.al., 1994) for achieving high perfoamce.

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 difficaf firm to achieve
dynamic capabilities in changing environment
firms should adopt the model of HR flexibility (Wright and Snell, 1998) to elicit new skills

and behaviors to achieve such dynamic capabiihattacharya et a(2005 believe that HR
flexibility is a kind of dynamic capability
resource of skill and behavior to the need of changing environment. This understanding
apparently advances RBV viewittva relative static lens.

LIMITATION AND FUTURE RESEARCH DIRECTION

This theoretical research paper i's not with
the resource available to firm also include relational resource which owned and cotuyolled

other firm but firm can still access, and market resource which firm can obtain from market
transaction. Firmdés flexibility should al so
this two channels. Valverde et.al (2000) put forward numericxibiley 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 shetérm contract or eve lay-off. This study do not take numerical
flexibility into account, which may further the understanding of HR flexibility. Another

' imitation of this paper is that the influe
and Loi (2008) proposed thEIR flexibility, especial behavior and HR practice flexibility are

positively related to firmés flexibility and
positively relate to firmbés performanage. Fur

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
aspect s. First of al |, Wr i ght et al . (1999
decisionmaking and probless ol vi ng process would enhance t|
firmés performance. The study on eemppllooyyeeeebdss
voice (LePine and Dyne, 2001; Del ery and Dot
of positively making suggestions to firm. T
changing environment (LePine and Dyne, 2001). Griffin et.aD72Qoroposed that firm
should foster employeebs positive adaptive |
being passively flexible to the changing environment. Initiative change advances the
flexibility understanding of HR flexibility because $ucsystem 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 changeted OCB (Choi,

2007), it provides a future researclredtion for HR flexibility on how to initiatively

mani pulate flexibility in skill and behavior

Bhattacharya et.al (2005) developed a measuring scale for each component of Wright and
Snel l 6s HR fl exi bi lis $cale, forthet eesearch Blaoslee empiricadlyo n  t |
examine the interdependency between the three components and to see if behavior and skill

flexibility is the mediator between HR pract
be a good practice fromfexi bi |l ity perspective to respon
generation SHRM research through empiricall
performance.

CONCLUSION

In sum, the paper contributed to the literature of HR flexibility by examitimy 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 harefléxibility traits of this

mo d e | which concentrate on adapting and coo
business environment make it beyond firmbés c
a process of conf i gusroiunrgc ea ncdo ndteipnlgoeynitn go nf ifrimo
strategy. Thus, HR flexibility is firmbs dyn

reconfigure and release resources (Eisenhardt & Martin, 2000). It is also a process of skill
acquisition and accuatation 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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DEVELOPING CULTURA L ADAPTABILITY: FOUR CASES OF EXECUTIVE
COACHING SUPPORT FOR LEADER/MANAGERS
Gina Hinrichs, Ph.D.ghinrichs517 @gmail.com
Dawn Newman, Ph.Ddawnnewmanl@gmail.com

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, 20@8mmings & 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, 2006the 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 largeabmril
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 waeroverall 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 invegiates the importance of maerand micrecultures, 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 andbitigptAs 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 (Sch&ia 0.

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 resourcesaraednergence 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 tblguickly 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 managei, 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 tliegpod@xecutive
coaching, the integration of effective people practices across cultural boundaries can be seen as ar
impactful best practice. Utilizing executive coaching to support leader/mangers in developing a
competency of cultural adaptability cae tritical 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, Cummgs & 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 thd taeelived
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 adapeitoctitrent 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 adaptdibéliature 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 isoh 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 furtimersnotion of the
importance of macro and micre cultures, cultural awareness, coaching as a valued
organizational development (OD) intervention, and the application of the SOAR framework
(Strengths, Opportunities, Aspirations, and Results).

65



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

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 \wéhstibjects 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,rables 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 ofisgpport
leader/managers to develop cultural adaptability competence.

Several themes were recognized from the contextual analysis: cultural adaptability, group
norms, macreé and micrecultural influences, and global experience. In this paper, cultural
adaptabity is defined as the capability to become aware of and appreciate both global and local
cultures and to coreate 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 outsiddodh America. What
di stinguishes this organization is its | ong
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 AWhato and the AHowoO goals are

and technical aspects of goal a c hidrad elatiorealn t . f
and interpersonal aspects of achieving the
juxtaposition of managers v. | eader s. Manag e
MEC has shifted to a geadedntaeager comducts dnimself/hérself. i
Hi storically, the AWhato was a singular focu

recognition that a both/and is needed. Being a company with a long history, a transition from
more authoritarian managemt 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 coadiH@ for over ten years. A
recent focus of the coaching assignments has been to work with high potential leader/mangers to
refine their AHOwWO: to i mprove how they are
partners. Many oft st heava&utbleernd swi & shs iwghnante na r «
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 tadevelop him/her for increasingly important global leadership assignments.

LITERATURE REVIEW
Defining Culture

Schein (1990) provided a merged definition of culture as:
fi Cu | ¢tanmoe be defined as a pattern of basic assumptions, invented, discovededlaped 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,én f e e | in relation to those probl ems. o

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 talifficult 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, occuetj and even teams. As more firms operate globally and
more multicultural teams are employed, the need for @ofssral analysis has emerged.

Minkov (2013) provided different concepts of culture that are currently utilized in-cuttssal 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 Hofstededs conceptualiz
invisible but resides in pepl eds mi nds as <collective ment al progr ammi
determining the best theoretical culture definition as providing a clear empirical operationalization faultuwab
analysis. This means that culture needs to beakepglato 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
ofcrosscul t ur al anal ysi s. S e e ial aspekty gligndvvelhviitio asfiests usel fori ceaingo f  pr
behavioral team agreements (Schwarz, Davidson, Carlson, & McKinney, 2005).

The above definitions and unpacking of culture as phenomena covers culture as it
appears at multiple level$\ext, a focus o the macrecultural aspects will be considered.

Cummings and Worley (2009) buil't upon H
contexts for different geographic regiofis or macrecultures. Cultural dimensions were
examined in terms of five values: cert orientation, power distance, uncertainty avoidance,
achievement orientation, and individualism. All of these dimensions operate on a coritinuum
low to high.

1 Context Orientation refers to the extent to which meaning in communication is carried in
the words or language.

1 Power Distance refers to the extent to which differences in status and power differences
are accepted.

1 Uncertainty Avoidance refers to he extent to which the unfamiliar or unpredictable is
tolerated by members of that group.

1 Achievement Orientation refers to the extent to which assertiveness and the acquisition
of material goods is valued by members.

1 Individualism- refers to the exnt 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 ontisaal continuum. For example, Deal
and Prince (2003) proposed seven dimensions for their approach to cultural awareness. Those
dimensions were:

1. Source and Expressions of ldentit@ollective¢ ========= C Individual
2. Sources and Expression of Authoritifqual ¢ ========== € Unequal
3. Goals and Means of Achievemerpugh¢ ============ C Tender

4. Responses to Uncertainty and Chariggnamic¢ ========= ( Stable

5. Means of Knowledge AcquisitionActive¢ ============= C Reflective
6. Orientation to TimeScarce¢ ====== =============== C Plentiful
7. Response to Natural and Social Environm@atingcé ======= C 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 1.0i 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 @aifTmmgs and Wor |l eybés (2009
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 importantto 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 fromoperating 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. Eventuditgrglaips 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,ulinte anust be revised to
accommodate fluidity. A global, regional, and local orientation has been an effective
consideration in designing integrated systems, structures, processes, anduttuces. This
can achieve global synergy and local responss®red 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 me 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. Ceoreating a mutual culture is essential for the foundation of
a partnergip. Well designed and locally appropriate OD interventions are effective in
creating mutual culture. Appreciative Inquiry (Al), 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 Al 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 interventiorsupport
transcultural strategic alliances. They recommendamrene 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 considerefidotivee alliances.

Scheinds (2010) focus on | eader ship f o
distinguishing operational levels of culture. His intent was to acknowledge the influence of
macroculture but focus on microultures and subcultures sinceisths where there is
| everage for a | eader/ manager. Scheinds bre

o Macro-culturesNational/geographic, ethnic and religious, occupational (e.g. medicine,
law, engineering that exist globally). The author includes MNC culture

0 Micro-culturesi Micro systems within or outside organizations(e.g. task force
teams).

0 Subculturesi Occupational/ functional groups within organizations such as sales,
product engineering, administrators, teachers, doctors or nurses

The leadership cllange in a micre or subculture is to break down boundaries.
Creating a fACultural |l slando of empat hy, u
communication. Each microor subculture creates its own values, norms, beliefs, and
behaviors to facilitatehe goal of the group. Initial differences in values and underlying
assumptions must be exposed so that more useful values and assumptiorseatedo

One of the most important cultural assumptions to be exposed is how to deal with
status differentiaon. 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 threslging, hats, or other
team identifying objects. As accessible and important as roidtare is to a leader/manager,
the macreculture is foundational to how members of a mailtltural 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), amdganizational 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
acknowledgeshe International Coaching Federation (ICF) and OD values. Executive coaching is
a partnership of client and coach in a creative process involvingfieficy that leads to positive
change, including results at individual, group, and organization |leedsutive coaching can be
as unique as the coachés approach and the cl
relationship with clients that draws upon multiple coaching roles of trusted thought partner,
process facilitator, and diagnostici@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 conversatioeflections, and multater 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 HjoecitHovwve. omeSus ur es of p r-asgpsswmentsof i nc
change and the clientds manager seeing marke
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).
SOARE, devel oped by Stavros & Hi nfocusedh s , h &
whole system approach to create organizational transformatiom cluikural 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 follogiare questions to the client to conduct the SOAR
conversation in an executive coaching relationship:
1 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 spire 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?
1 For this week, what awareness should be your focus? What could you do (Action) t
move forward2Vhat 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
coachimg 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 .
o0  Cultural awareness is needed for cultural adaptability. This is important at ad, leve
macrae, micro-, and subculture
0 Underlying assumptions must be made explicit in order to deal effectively with-micro

il
T

T
T

cultures.
o A climate of safety, understanding, and empathy must be created foraultuoes to
create or alter underlying assumptionsa |l ue s, and behaviors.

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 Strengthfocused appraches 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 termdtired) 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 f
be allowed to provide this level of coaching.

The executive coaching process is ingdby 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 hat did not meet the expectations f o
the reward system was altered to include HfAHO
this leadership aspect.

The coaching relationship was contracted for approxiypatix 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 ¢tetionship, 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 klping relationship was not well established, it was unlikely that the client
would engage in the openness, shdicovery and development needed.

SOAR was used to gain clarity and facilitate the discovery of the possibilities the client
wanted to creatdn addition, the Strengths and Opportunities conversations became information
to comparetothe multiat er feedback on the clientods str

The biweekly conversation flow can beWhathar a
now? I n each meeting, awarenesses and acti
For the case studies, the clientsd projects
root of improving AHowO tsvreadedttchnore efiscivelg adaepste t |
local culture.

After the relationship was solidified, the next phase was to provide qualitativeratalti
feedback. The client identified 415 interview participants that represented direct reports, peers,
partnes, 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 guestio
strengths, opportunés 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 repopofthige
for the client. It was the clientdés choice
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 thenmediate 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 aithnecoaching
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, detezthihat they wanted to develop a stronger
competency in cultural adaptability as one a

When cultural adaptability was identified as a coaching project, targeted approaches were
added to the general coaching process toesddccultural adaptability. These approaches were:

f Macrocul t ur al (geographic regions and ME Co

GlobeSmart®.
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1 Micro-cultural (direct reports team) awareness and development using the local internal
OD consultant. Thisnternal OD resource provided ongoing support and cultural islands.
1 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.

Kl auso ip&oamegr s h

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 miowg 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 t o treh Ehe c¢hallsnges afran extreindg vpoekload and scarce
resources common to a new unit were overcome. In that situation, decisiveness was needed anc
expected. He learned a role expectation of exercising authority. He found Russians to be more
motivated by prsonal 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 tthe 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 stauggled t
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 Rsigsidie 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 tgaily German. It is unclear if his national maawalture was a
more influential than the MEC corporate culture.

Kl ausd executive coach recommended he tak
surprised by the comparative analysis and felt there wag s@ahdity. 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 considdde 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 carommunicate more effectively. He utilized the local internal OD

consultant to conduct ongoing team building
islands. New working agreements were created. Klaus asked his people for help in his adapting to
t he US. His direct reports were not as open

diversity. They assumed that Klaus should be the only one to adjtsth he did. In addition,
Klaus realized the need to create new relationships atwbries 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 €maihad 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 hinvaods 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 iprove 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 AHowo items.
Executive coach insight&laus is an impressive leadednager that will be contribution to
MECO6s global future. Kl aus felt Dbeing coache

His continuing success will be due to his dedication to learning, creating relationships, and the
ongoing support from arffective internal OD consultant.
Franzds 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 dueot 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 macreculture of a rehbility profession, the German focus on task over

relationship, and MECO0s need for product cCo
doing what he deemed the right way. Political correctness/savvy was not high on his list of
competencies to be dewvep e d . Despite Franzdés desire to n

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 fahlibhe 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 ccelocated in the Midwest but themould also be global virtual team members. In
addition, two team members had been assigned to him after lack of performance and
behavior al i ssues on other teams. Franzds t
members who had little global exposuAt 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. Throughet 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 workisvidaim. 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 orieylsone pdtcipamdlater t € ms
described the conversation as brutal and felt that a manager should not be subjected to such
public feedback. To Franzdéds <credit, he acce
consultant was able to work with the group uittideveloped as a team. It did require
removing the two noiperforming members that seemed intent on preventing the team from
creating their micreculture values and working agreements.

Once the micreculture of the team was clarified, Franz became neoergized and
optimistic. The product challenges were daunting but those had not caused him as much
concern as dealing effectively with peoplen any culture. His manager, colleagues, and
partners all commented on his evident improvement in working wighimmediate 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 Franzo6s wi ltlendrslgpulcebe gosittvee accept fee

Executive coach insightdhe 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 lad¢kdwversity 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 a:
anindividual 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 sustainabilitffaf anz 6 s t eam pr ogr es ¢
Johndos 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 manufacturingdmsraead his
capacity for innovation and vVvision. Many of
of the boxo thinker.

Prior to his current assignment, he was an ExPat in Argentina. In that assignment, he
worked closely with the plant managty 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 amountfochange, 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 cuccedsas and his relatienship s .
with the plant manager, he was promoted to operations manager for a factory in his home state.

Johnds operations team was multicultural
realize that every unit at MEC had its ownique 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 cultar 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 coachitmpr ove hi s HAHowo. |t
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-euliczo
for the two teams wasnaaction item John created even before his mnatér interviews were
conducted.

A different internal OD consultant was engaged to work with both levels of teams. For
Johnos operations t eam, -Briggs Aypemediodioe (MBTI)® o0 k
assegment. 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 Jotulumiti 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 codlehified that he needed to be one step
ahead of the organization and guide them rat
he needed to discover a way to engage his mental capacities while building consensus. He
decided that if he focused orakrning all aspects of operations, becoming more culturally
adaptabl e, and | earning how to dAsel/l not t el
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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 |t was a surprise that returni
the greatest challeegn cultural adaptation. It became clear that macitures 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\effecti
Kristoffds Leadership Journey

Kristoffds jJourney may be the most i nt er e
Kristoff is a German national managing a branch office in Sweden that recently consolidated with
the Danish branch. Kristoff report® an Irish national. The consolidation of the branches
necessitated a move from the smal.]l 19906s s
modular design.

He requested coaching to deal with managing this diverse group. He was aware of his
chalenges 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 magutiural comparison results apeovided in Figure
2.

( )
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P \ yAN ~
mém -

|

B = Denmark

/\ = Sweden @ - Corporate Culture

B = Germany

A-=usA

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 mictdture (team dynamics) issues. A local intérna
OD consultant was not available to assist Kristoff with his immediate roigdtare 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 t eams. At the same ti me, his mar
Kristoff noted that his manager seemed to embody the corporate GlobeSmart® values and
assumptions.
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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 employeetigg@ated in meetings to
design the new location. The focus was on creating their new +tudtire at all three levels of
culturei artifacts, values, and assumptions. All employees were given voice, only a few were not
pleased with the results. The néweation 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
thebranch information onto one server.

By engaging everyone in the effort, a solid start to thereation 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 locatiowas a celebration and a large group strenffibssed session
to create working agreements. His focus can now shift to achieving year end results.

Executive coach insight3he executive coaching process was not strictly followed in this
case. Kristoff hd an immediate need so the coaching relationship went beyond to include OD
expertise while dealing with Kristoffds cul
power of multiple OD approaches suaB strengtifiocused (Al) interventions and exem
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.

1 Executive coaching is an impactful individualized ODemention that can support a
leader/manager in his or her rapid and effective cultural adaptation.

1 Every promotion or career transition involves a cultural adaptation. At minimum, there is a
micro-cultural transition.

1 Macro-cultural awareness is helpful forovide cultural sensitivity and avoid taboos but
harmful if assumptions are made that individuals fit the stereotype.

1 To sustain the effectiveness of a miawlture, a person with OD expertise should be engaged
to create Acultur al i slandso.

1 Employeeghat have limited global experience benefit from greater exposure to multicultural
teams.

1 An understanding of additional factors impacting cultural awareness (e.g. gender, age, and
personality) is suggested for future research.

The above recommendationseanot 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 accelerationof 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 dingport
application of executive coaching to support leader/manager cultural adaptation.

76



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

REFERENCES

Ashkenas, R., Ulrich, D., Jick, T. & Kerr, S. (2006). Actions for Global Learners, Launchers,
and Leadersln J.V. Gallos (Ed.)Organization Development: A JossBgss reader
(pp- 888913). San Francisco, CA: JossBgss.

Charan, R., & Drotter, S. & Noel, J. (2001). The leadership pipeline: How to build the
leadershippowered company. San Francisco, CA: Jossey Bass.

Cummings, T. G., & Worley, C. G. (2009). Organization development and change (9 e).
Mason, OH: SoutiWestern Cengage Learning.

Cunliffe, A.L.(2010). Crafting qualitative research: Morgan and Smircich 30 years on.
Organizational Research Methods. Vol 141D11.1177/1094428110373658

Deal, J.J., & Prince, D.W., (2003). Developing cultural adaptability: How to work across
differences. North Carolina, CCL Press.

Derven, M., Frappolli, K.(2011). Aligning leadership development for general managers with
globalstrategy: The BristeMyers Squibb story. Industrial and Commercial Training.
Vol. 43, No.1: pp 412

Goodman, N., (2011). Global leadersol. 28, No. 10: Oct. p. 15

Hatch, M. J. (with Cunliffe, A. L.). (2006)Organization theory: Modern, symbolic,and
postmodern perspectivgé®nd ed.). NY: Oxford University Press.

Kjar, R.C. (2007). A time of transition: Lessons in global OD from a successful Japanese
firm. Organization Development JournaVol. 25, No. 3. Fall. pp.}316Kotter, J.P.
(1990). A force forchange: How leadership differs from management.

NY: The Free Press.

Leslie, J. B., Dalton, M., Ernst, C., & Deal, J. (200@anagerial effectiveness in a global
context.Greensboro, NC: Center for Creative Leadership.

Minkov, M. (2013).Crosscultural and y si s : The science and art
modern societies and their culturéos Angeles: Sage Publications.

Miller, M., Fitzgerald, S., Murrell, K., Preston, J., & Ambekar, R., (2005). Appreciative
Inquiry in building a transcultural strategadliance: The case of a biotech alliance
between a U.S. multinational and an Indian family businéss. Journal of Applied
Behavioral Science, Vol.41, No.1., Mar&i;110.

Newman, D. (2011)Executive and Professional Coaching Provided by Internal Gesch
Analysis of Strengths and Impact on CliefBoctoral Dissertation), Benedictine
University, United StateBlinois

Parsons, T. (1964). Evolutionary universals in soci&yerican Sociological Review
29:339 357.

Schein, E. H., (19900rganizational CultureAmerican Psychologisiol. 45 (2) February
1990, pp. 10919

Schein, E. H., (2010)Organizational Culture and Leadership "(4&Ed). San Francisco:

JosseyBass, A Wiley Imprint.

Schwarz, R., Davidson, A., Carlson, P., & McKinney, (3005). The skilled facilitator
fieldbook: Tips, tools, and tested methods for consultants, facilitators, managers,
trainers, and coaches. San Francisco: JeBasg.

Stavros, J.M. & Hinrichs, G. (2009). The Thinbook of SOAR: Building StrerBtsed
Straegy. Thin Book Publishing

Yedreshteyn S. (2008). Qualitative investigation of the implementation of an internal
executive coaching program in a global corporation, grounded in organizational
psychology theory. Rutgers University.

77



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

Yukl, G. (1989).Leackrship in OrganizationsSecond Edition, State University of New York
at Albany. Prentice Hall, Inc.

APPENDIX
High Level MidEarthCo (MEC) Executive Coaching Process

Dialogue &
Connecting Discgvery Interviewing Action Impt)ilgr:ngnta
& Clarity (SOAR) & Feedbac Planning Follow up
MEC 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 th| This is what occurred to me as you were
will help create that future? speaking? (Share thoughtsark in things
that are exciting or impactful)

O- What are the opportunities (external trends) thg Here is what | heard? (Reflect back
indicate this vision would be useful? positively)

A- What do you aspire to create? What would insg Let me ask you this. . (Ask appropriate
you? guestions to gain clarity)

R- What would indicate that you are on track? Wh
would be a powerful feedback mechanism to help
achieve your vision?
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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 1
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, | will ask you about
your progress on t
commitments for clarity)

79



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

TWO FACES OF NORMATIVE ORGANIZATIONAL COMMITMENT? AN
ANALYSIS OF THE EVIDENCE
Stephen Jaros, Southern Warisity, Stephen_jaros@subr.edu

ABSTRACT

The dominant paradigm in organizational cor
component model 06 developed by Al | @amploygdks Meyer
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 Parfyo(@W¥h0) 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 At wo faceso, one r eff|l eftitn cdhgbtend empdli gyd
organization, the other reflecting a sense
2006). In this paper, i critically analyze the tfames concept, arguing that it is not well
supported by empirical evidence amas weak theoretical foundations. Implications for future
research into the NC construct are discussed.

Work commitmentis among the most frequently researched topics in the field of
organizational behavior. In their recent matalysis, CoopeHakim 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
Awor k engagement 0 a(ofdards,j2008 heee nshitdedsidretlthinireesest 0
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, aaiizenship behaviors (cf. Klein, Becker, &
Meyer, 2009) . Within work commitment researt
component model o (TCM), first described by
proposed that an e manizatignal ecdnmitment ipag threeedmension® f o r
reflecting affective (emotiotbased), continuance (ceasased), and normative (obligation
based) mindsets. This model has been the subject of extensive empirical and theoretical
researchNleyer & Matlin, 2010 ard has been used to study organizational commitment, as
well as commitment to other foci such as jobs, supervisors, teams, and occupations.

However, while existingesearch has confirmed the general validity of the TCM, its
components have ndieen evalued as equally validAffective organizational commitment
has been found to have strong theoretical and empirical foundakitemns, Becker, & Meyer,
2009. Continuance organizational commitment has been characterized by a controversy over
its dimensionalt y ( Powel | & Meyer, 2004) but at | ea
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), havk anddek of
correspondence between the scale items wused
scal eo, or NCS, developed by Allen & Meyer,
argued that NC might actually be a form of continuance commitmentelP& 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 ia TCM.

In response to these criticisms thie NC constructMeyer and Parfyonova (2010)
recently published a defense of the concept designed to rehabilitate its reputation among work
commitment researchers and fip its status as one of the pillarstbé threecomponent
model. While their review of NC is wide@anging, entral to this defense is the notion, first
broached by Gellatiyeyer, and Luchak (2006)hat normative organizational commitment,
traditionally conceptualized as a unidimensionaistouct reflecting commitment based on an

employeeds sense that they are obliged to re
toitsweltlbei ng, actwually has #Atwo faceso, or dim
obligationbpatioonhe bhgaoi her r efQeelcltaitnlgy aets e

it wo f ac es techeed bydvieye Beckeraand 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 ticabre
justification of the o6two facesd concept of
r e s e a rcatibimmrod C as a viable commitment construct is based on a faulty
understanding of its nature.

But are Meyer and Parfyonova (20X0)d otlers who support a reconceptualization of
NC as having this dual natuoerrect? The purpose of this paper is to critically evalttze
At wo feeoncepsualization of normative organizational commitment. First, the details of

that reconceptualizationr ae revi ewed. Next, Mevyer and Pa
research findings, which they claim provide support for the existence of two dimensions of
nor mative commitment, i's critically analyzed

f a c ecenteptuadization 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 fAtwo faces olby GHI&l, conce
Meyer, and Luchak (2006). These authors tested hypotheses developed by Herscovitch and
Meyer (2001) about how the three components of organizational commiimeffective,
continuance, and normatiewould combinein commitment profilego 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 t he cmgogesbehadors) soch assredycing tiet o f
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 relaship. This is because affective commitment
(AC) is a funct i enotivatdd desire ¢odes a memtiereof am arganizatom, | f
whereas CC is a product of external forces compelling one to remain (costs of leaving are
prohibitive), and NC alsods a significant externgbmpulsion component via the feeling of
being obliged to remain. Herscovitch and Meyer (2001) arguedniex all three forms of
commitment are at a high levéhese NC and CC based feelings of compulsion to commit to
the orgarzation would émper thenternatdriven 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 normativenitment
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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 contie@acommitment, 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)6s propositions,
that canbined high levels of AC and NC (and low CC) was associated sigtfificantly
lower levels of turnover intentions and higher levels of OCB than was theAdgbanly
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
natur e, one Afaceo reflecting a sense of fAi.
Amor al i mperativeodo towar ds mandestovineg lsighiezelst i on .
of NC are experienced simultaneously with high levels of CC (while AC is at the same time
|l ow), because in the absence of high AC, hidg
causes the obligations that create the Heglel of NC to be experienced in a negative,
externallyc o mpel I ed way (as in #fl must remain wit!
This is because CC itself is posited as being experienced as a somewhat negative form of
commitment, one reflectngpei ng Atrappedo in the organizat
Ai ndebted obligationo face S expected t o
motivational effect on favorable job outcomes. In contrast, when AC is high, NC is
experienced asasered mor al duty, a state characteri ze
and help the organization, because when AC is high, it is believed to create a context effect
t hat causes NCO6s obligations to be experient
reflecting our own internallghosen hopes, values, and aspirations (cf. Meyer, Stanley, and
Parfyonova, 2012) . This fAmor al dutyo face i
favorable work outcomeghus adding to the impact of AC on favoraklerk 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 fAmoral dutyo fcationeofthe Gedcdsaondept et a
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 shoulde the most powerful, positive predictor, having a
greater impact than the high Aghly 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 mgéation is exclusively external and compelled.

The argument put forwardfr At wo f &yMegepandParfydh@va (2010) is
fundamentally the same as that proposed by Gellatly et al. (2006). But, Meyer and Parfyonova
fleshrout the Gellatly et al. pspective in two ways. First, and most importantlyythegue
that the twefaces 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)
propasitions about profiles of organizational commitmemnit between 2006 and 2Q1dther
papers appeared thadve doneso as well, and Meyer and Parfyonova cite these findings as
being supportive of the notion that the nature of NC changes from one foeedihér 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 twefaces reconceptualization of NC. They do this by dngwon Sel
Determination Theory such as that proposed by Deci and Ryan, (298%: when high NC
is combined with high AC, ¢ moral duty facas experienced as the result of a form of
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Afaut onomous r egul at i diaracterized byfdesirento aoriimit toetlgeu | a t i
organization emanating from within the employee, reflecting his or her hopes and aspirations,
whereas when high NC is combined with high CCintdebted obligation fade experienced

as external and introjected regulation, i.eteexal 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 outcomesmain members of the organization (turnover) and put

forth moreefforon it s behal f, including going fnabove
their motivational basis is internaityriven (high AC/NC combination) than if it is externally
compelled (high CC/NC combination). In the next sections of the paper, | eviheate
adequacy of Meyer and Parfyonovabds <cl ai ms &
evidence, and the adequacy of their motivational bases for thfates concept.

Two-faces analyzed: Empirical evidence

As noted above, Me y @) advacacy of fha twfage® of 8l@ a 0 s (
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 qugrt the twefaces concept. But, if the empirical
evidence really does not provide support for the-faees concept, than the need for a
theoretical explanation that would support a fiaces view dissipates. In this section, |
review Meyer and Parfyonobas c| ai ms about the empirical |
conclusion that it supports a twaces reconceptualization of NC is justified. Since this
review involves interpreting largely the same empirical evidence that Meyer and Parfyonova
review, my anbysis runs the risk of being, from the point of view of the tipadty reader,
merely an alternative, subjective evaluation of that evidence, skewed in favor of my
argument . Il n ot her words, my analysiswmay r e
man downo analysis. Thus, to mitigate this
Parfyonova (2010) so that the reader will be able to bpitige whether | am characterizing
their claims correctly or not. | will also cite specific evidence from #word 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 Turkigmployees. According to Meyer and Parfyonova, Wasti

Aéfound that intention to stay with the
form of OCB) were greater in the AC/Né@bminant profile group (i.e., strong

AC and NC and weak CC) than the AGdominant goup. This finding

suggests that NC contributes beyond AC to stay intentions and discretionary
behavioro. (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 pradilwith 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,81 i s experienced as a fimor al du
motivational force that enhances the impact of AC on outcomes.

Also, Wasti (2005yeported the results & s econd st u@y, ¢al lwddc
she used a measure of continuance commitmemta t contained only fnAhic
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
Al ow al t er natli(efePowvell & Megem 2004 Jarosy 2009). The results of
Wa st i 0-8 revwedled 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 conept. Moreover, the high NC/AC profile did not differ statistically from the high
CC/NCprofile on these outcomes either. Since the-tag®s concept argues that the NC/AC

profile should be charact er i gapbsitieyntermallys e ns e
motivated state, whereas the high NC/CC profile should be characterized by the more
negativelyp er cei ved external motivational state o

NC/AC profile should have been associated with clearly higher levafgemt to stay and
lower levels of work withdrawal and job stress, these findings contradict thdatee
concept even more strongly. Wasti herself concluded "Thus, it appears that affective
commitment above a certain level yields desirable outcomea@mpanying 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 witfeives theory.

Another study cited by Meyer and Parfyonovasupport of the twdaces 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¢ . . found that t ur nmongthe fulycdmenitddiammn wa s
AC/NC-dominant profile groups. Turnover intention for these groups was significantly lower
than in the uncommitted and @®minant group® more importantly, it was also lower
than in the AGdominant and CC/N&lominant 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 A@ominant group, because this group did not emergedn
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 profdasnot significantly differ
on job search and tardiness, and the high CC/NC profile was actually associated with lower
absenteeism levels, all of which contradict #ia&oes theoryAt best, these findings provide
mixed support for the idea that an NC/AC prdfe i s characterized b
motivation while a CC/NC profile is characterized by afesst i vat i ng Aindebt et
motivation.

Similarly, Meyer and Parfyonova cite another study by Somers (Somers, 2010) as
supportive of the twdaces conept. Somers(2010) examined the relations between
commitment profiles and actual turnover behavior. Meyer and Parfyonova state (p. 287) that:

When Somers (2010rompared profile groups on actual turnover, he again
found the lowest rates in thelly-committed and AC/N&@lominant 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 twefaces theory, the AC/NC pritd 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 twtaces theory, the AC/NC profile did have higher levels of
staying intentions and persanganizational value congruence than the AC or CC/NC
profiles. Taken together, the findings of Somers (2010) provide mixed support fdadeso
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theory, with relations with two outcomes being as predicted, but also two results that are
unsupportive, and #se unsupportive findings were with regard to actual work behaviors.

Yet another study cited by Meyer and Parfyonova as supportive of théate®s
concept is Marcovitz, Davis, and Van Dick (2007):

Marcovitz, Davis, and van Dick (20079und the higheskevels of intrinsic job satisfaction
among those with fulicommitted, ACdominant, and AC/N&@ominant profiles. The
satisfaction of employees with CC/Nddminant profiles was considerably lower and similar
to that for the uncommitted and CC dominant peofiroups. (p.288).

This account corresponds to my review of the Marcovitz et al. findings, but again,
they are not entirely supportive of a tfaxes view. While the twdaces concept does predict
that the NC/AC profile will have higher levels of intringob 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 (2084) other studies have
appeared that bear on the tfemes concept. Corstjens (2011) tested -famsrelated
hypotheses on a sample of undergraduate and graduate business students studying in the
Netherlands. His analysis found some support for thefaes 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 dants characterized by a high CC/NC profile. But,
much of the evidence contradicted the iva c e s t heor y: On only the
factor was the AC/NC profile significantly different from the AC profile, nor did the AC/NC
profile differ from theAC profile or the CC/NC profile on negative affect, positive affect,
promotion motivational focus, prevention motivational focus, or perceptions of having a

transactional psychol ogical contract, al | 0
expectab ns t hat NC is <characterized by HAindebt
dimensions.

Last but not least, Meyer, Stanley, and Porfyanova (2012) conducted a test of Meyer
and Herscovitch hypotheses, including the favces theory, on a sample of humanvices
workers. Unlike other studies, which employed eithendans 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 profiids iespect to a variety of
motivational and selfeported behavioral correlates, namely need satisfaction, autonomous
vs. controlled regulation, imole performance, positive and negative affect, general health,
and work engagementleyer et al. (2012) gue that the finding that a high NC/AC profile
was more strongly with favorable outcomes than was the @@lonly profile is supportive
of the notion that when combined with high AC, NC is experienced as a moraBdtityheir
LPA approach did not revethe existence of a high NC/CC profile or a high AC profile in
the sample and thus it was not possible to make comparisons assessiagtileclaims of
thent w@acesod concept .

Summary of empirical research
Contrary to the view of Meyer and Parfyaao(2010), my conclusion is that the

notion that nor mative commit ment is charact
experienced in conjunction with high Ievels
obligationdo when grelavel efrcongnnacce dommiimenk is ot strongly

supported by the existing empirical evidence. Recall that according to tHadesconcept,
a profile characterized by High NC and AC should be associatedswitiificantly higher
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levels of positivework correlates (like OCB) antbwer levels of negative correlatékke

turnover behaviorthan 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
NCAC is the purest form of the f@Amor al I mper &
form of the fAindebted obligationd concept.
indicated in the Appendix, across tbevenstudies that have generated data bestr on the

two-faces proposal, we find the following:

1) High NC/AC vs High AC only Comparisons supporting twfaces theory: 7, comparisons
inconsistent with the theory: 16.
2) High NC/AC vs High NC/CCComparisons supporting twiaces theory: 9, conapisons
inconsistent with the theory: 13.

This pattern of resultss not supportiveof two-faces theory For the comparison
between the high NC/AC and high AC profiles, tiwsupport ratdor the theory is 69%7
supportive findings, 16 unsupportive findingsand for the NC/AC versus NC/CC
comparison, the one that should show the starkest results in favor of tfiacesotheory,
fully 59% of the eported comparisons across all sestrdies do not support ghiheory, only
41% are supportive of it. Thus, the available evidence seems to counter the idea elaborated by
Meyer and Parfyonova (2010) that normative <c
by fAmor al dut yo when e xpeandteermnther dxpewdndedhasan hi gt
Ai ndebted obligationd when @hspddencetakenagda wi t h
whol e, suggests t hat madstly mansistentcvatls the findngsoaf h e s i s
relevant research. Yet importantly, when hig@ does not contribute significantly, above and
beyond what AC contributes, to the AC/ NC g
outcomes, it never harmed that relationship either: the results from the seven studies show no
cases where the AC/NC profidad significantly lower mean scores on favorable
outcomes/correlates or higher mean scores on unfavorable outcomes/correlates, than did the
highAC only profil e, meaning that when high N
relationship with thes correlates. Thus, these results, while unsupportive ofdeas 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 gD profile should have a more pasé
impact on favorable work outcomes than a high AC/NC profile.

Motivational theory and normative commitment
Meyer and Parfyonova (2010) argue that $fermination Theory (SDT, cf. Deci &
Ryan, 1985) provides the motivational basis for the-fag@sof 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 owthers'
expectations and avoid shame), to fully autonomous regulation (i.e., to achieve
valued goals and sedfxpression). 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 gense of autonomous regulatiovhich explains its strong positive retatis with
favorable job outcomesvhile continuance commitment is associated witernal regudtion
which explains its wealsometimes even negatjv@lations with favorable job outcomeln
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contrast, they argue that normative commitment &asplit personality, two faces which
emerge depending on how AC and CC are being experiedg@dnd CC influence how NC
is experienced; they provide a context for it. If AC is high, then NC is experienced as a sense

of Amoral dutyodo characterized by autonomous
to high ACOGs c on tjob oubtcones. b cantrast,af CE ia kigh (aadoACas
l ow) , t hen NC adopts I ts ot her face, t hat

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 thesesupportiveesearch findings?

In their metaanalysis of the Meyer and Allen threeomponent 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
out comes, Aal deiot (mpat 289 . stCrommtg nuance C¢comm
unrelated, or negatively related, to these kinds of outcomes. This conclusion is consistent with
what is often found in previous studies of the threeponent model utilizing regression
analysis or struaral 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 consiite the
results of the seveprofiles studies analyzed abov@ontrary to the twdaces 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 isiaksb with a
higher mean score on a favorable correlate thanthe higaA®@ ne pr of i |l e, s o0 met

So what motivational basis is consistent with these findings? Contrary to Meyer and
Parfyonova (2010), who argue that high NC is charactebgeslitonomous regulation when
experienced with high AC and external/introjected regulation when combined with high CC
and low AC, | argue that NC is characterized generally, regardless of whether AC or CC is
high or low, by introjected regulation. Deci & y&n, (1985, 2002) describe introjected
regulation as being ibetween autonomous (internal) and external regulation: on one hand,
the source for this form of motivation is e
expectations. On the other hanlde 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 Parfyono28X0) argue that introjected regulation underlies only
theinegati veo face of NC, that of Aindebted ol

A éintrojection has a conflicted nature and is associated with feelings of

shame and guilté.. It is unlikely that S
high levels of discretionary effort dnas such, cannot account for the evidence

linking NC to OCB Gellatly et al., 2006; Meyer et al., 200&)d discretionary

support for organizational <c¢changeéo

In my view, Meyer and Parfyonova err in assigning introjected regulation purely
negative shading. It does have a conflicted nature, but this meanstiaigsociated only with
feelings such as shame and guilt. Since these external expectations haveatbedy
internalized, they also reflect the personos
can lead to positive motivational outcomes as well (Meyer, Becker, and Vandenberghe,
2004). This view also comports with the classimidimensional,conceptualization of
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nor mative commitment, which is posited to r
the internalization of normative influencesbo
high in NC feels obliged to comply with organizationadjuirements (an external force), but
these requirements have been internalizedc@sect (an internal force). Together, this
describes an introjected motivational basis for NC, one that is lukep@asitive compared to
the purelypositive motivation of &£ and the stiflesspositive, 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 contribes 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 doe®Vhat. causes
these different Asometi mesod to manifest t he
existing empirical research is that the tfases of NC hypothesis is clearly ribe answer.

In summary, SeiDetermination Theory does indeed seem to provide a sound
motivational explanation for the empirical findings reviewed in the previous seeatid@ast
in terms of explaining the findings that, most of the time, a high NQdAgile is not more
strongly associated with favorable work correlates than a higho®Z profile. A
unidimensional conceptualization of NC, characterized by introjected regulation, is also more
consistent with the finding reported above that the NCphdfile is often not differently
associated with positive work correlates when compared to the NC/CC profile: If NC only has
a single nAfaceo, and does not shade to finde
with high CC and AC respectively, thelnet 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 correl
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 At wo f ac eiseocommienem,nance by ual i z
motivational theory isnore supportive of the traditional unidimensional conceptualization of
normative commitment centered on the concept of reciprocal obligation (cf. Meyer &
Herscovitch, 2001). Nevertheless, it is possible thatavailable research does not provide
enough evidence to conclusiyaeject the twefaces point of viewThe most obvious reason
is that there have only been seven studies conducted that test this hypothesis, a small sample
size. This is why my reviewaks not take the form of a quantitative integration of prior
research findings, such as a matelysisi there are just too few existing studies to conduct
one that would produce meaningful results. Maybe as research evidence accumulates, the
existing seen studies will prove to be anomalous outliers swamped in a sea of evidence
supportive of twefaces theory. Beyond that, there are some diseles not considered by
Meyer and Parfyonova (2012) that could revitalize the-faees concept.

One issue peains to how normative commitment is measured. driginal scale used
to measure NC, the normative commitment scale (NCS), was developed by Allen and Meyer
(1990). A revised scale, designed to betliffierentiate NC from affective commitment, was
introdued by Meyer, Allen, and Smith (1993), but this scale has proven to actually correlate
morestrongly with AC than does the original Allen and Meyer version (cf. Meyer et al.,
2002). There imlsoa growing recognition that the NCS, in either its 1990 0131®88ms, has
not evolved such as to keep up wihore recentchanges in its conceptualization (cf.
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Bergman, 2006; Jaros 2007, Meyer & Parfyonova, 20%Qrh as the twiaces
reconceptualizatianThese versions of the NCS, which were used in all severesteded
above, weralesigned to assess r espectively, an employeeds s
1990 NCS), while the 1993 version was revised somewhat to emphnasims rooted more
specifically senseodf dbigati@otpd coggnezabid (€f. Jaros, 2009), and
these emphases areflected in the iterwording of both versions of the NCS. The original
eighti t em 1990 NCS has items that vaguely alluc
items do not seem squarely focused on eitidebted obligation or moral duty.

I n contrast, two of the six items of the
A do not feel any obligation to remain wi.t
remaining with the organization as somethingp be done to avoid dfe
employee were to leave. Generally speaking, the items in the 1993 NCS seem to shade much

closer to a sense of Aindebted obligationo,
experience social or psychologicosts. In contrast, arguably none of the items clearly reflect
the notion of Amoral dutyo, which Meyer and

to remain because it is the right and moral thing to do.
Thus, it may be thathe sevenstudiesanalyzed above did not reveapreponderance
of profile relationships with favorable job correlates consistent withfawes theory because
the measures used to capture nor Rarhapstie ¢ o mmi
the case that to propggrassess whether normative commitment is-ditsiensional construct,
these dimensions or ifaceso should be tappe

believe it is morally correct to dedicate m
taphe fAmor al dut yo di me n s Bioce this ongargzatienahas treated i t e
me well, | would feel guilty if | were to leavedit woul d seem to captur .
Ai ndebted obligationo (cf. Jar os, suBs€ded ) . | f

each with multipletems 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 tfexes 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 measuresndhuancecommitment thatlo
not reflect that construct very well. Continuance commitment is typically measuredthsing
eightitem CCS (Allen and Meye1990). Factomnalytic findings show that, contrary to the
intent of its developers, this scale tends to break down into twtinad factors, oae
representing economic and soaackrificesthat would have to be made in order to leave the
organization, the other a perceived lack of employment alternatives (cf. McGee & Ford,
1987) . Many r esear cher sdimensignuieconsistentt witht thee fi s a
concept of ccC, w h e r edenensian lisenot firafull tdiscuseians, seee s 0 s
Meyer et al. 2002; Powell & Meyer, 2004; Jaros, forthcoming). These researchers recommend
del eting the fal te €CSetinall lwusoae of tikeeempsofilds stodims t h

examined above, researchers used versions of
|l one exception being Wasti (2005)6s second s

Whil e again far fr om c¢ cecond stiglydo aot bodelwell r e s u
fortwof aces t heory. Using a measure ohéese®d@ t hat

studyfound no significant differences between the high NC/AC profile and the high NC/CC

profile across three outcomes: turnovetemtions, work withdrawal, and job stress. Since

t hese profiles embody t he pur est for ms of
obligationsodo mindset s, these results are pal
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used a measure of CC thatihuded HfAalternat i wisdvs thé highms , t
NC/CC profilewere supportive of twdaces theory about 50% of the time (9 supportive, 10
unsupportive). Why might wusing a measure of
to produce pofile results consistent with twiaces theory? Recall that according to #aoes

theory, CC is characterized by external compulsion, which people tend to naturally resist.
Wanting to | eave oneds organi z atiackmf othert bei
employment alternatives woulddeedseem likédy to cause an employee to feel locked in

pl ace agai nas unpleasaet Giwation.i Butl Powell and Meyer (2004) and Jaros
(2007) note that Asacr i f i cFereamped an employe®e a p o
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, noegative, light.Remaining with the organization would

be something desired by the employee, not something to be resemiieiideed, Powell and

Meyer (2004) found a strong positive correla
and affective comitment, which was at odds with meaaalytic research showing that CC,

when measur ed using scal es including ARal t e
uncorrelated (Meyer et al., 2002). This means that a basic belief underlyiffgdegtheory,

that CCis experienced in aquaBin e g at i v e-@gmpedled way,rmayrotl bg correct,

and thus if NC is actually being influenced by a CC that is more pleasant/positive in nature,
then the fAshadingodo of NC should besiresias e pos
wel | . I f so, these fAtwo faceso should no | c
should be regarded as separate O6facesd at é
empiricalresearch si ng Asacrificeso only measures of

Also, there is some evidence that normative commitment is a more salient, powerful
predictor of favorable work outcomes in raestern cultures (cf. Bergman, 2006; Meyer &
Parfyonova, 2010), cultures that have more collectivist cultural values thatizogeople
into respecting their obligations to organizations. This implies that thdawes 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 culteraitextsBut, 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 CQodae, wel |,
only two of the profile studies reviesd above have been conducted in awestern culture,
those reported in Wasti (2005), which tapped samples of Turkish workers. While the results
of this study are not encouraging to tfaxes theory (see Appendix), Turkey is not as fully
collectivist as ther cultures, particularly those in East Asia, such as China and Japan. Future
research is needed that assesses thdawas hypothesis via studies of employees in this part
of the world.

The study of organizational commitment continues to remain nelet@ 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 esceptionajob performanceand OCB activities, as well
as to not engage in unfavorable behaviors such as absenteeism and tartimesailable
researctsuggest a modest role in this process for normative commitireometimes adding
to the positive impact of affective commitniean 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 wdkeemingly either help foster more favorable work
outcomes or else have a neutral, #manmful, effect. While thisavailable evidence does not
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support a At wo f acand aur assessmentcot motivaterali bases anad n ,
measurement issues sudgemt future evidence is unlikely to be supportihes evidence is

not @nclusive 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 EMPI RI CAL RESULTS ASSESSI NG THE
PROPOSAL
AYesin a cell i ndi cat es tfhaec easeds uHyp dtsh evensd,ste
thoseind cat ed by fAwNoonmdi datestitdmad. t he r-esul t i
facesodo hypothesi s. Bl ank cells indicate the
Study Correlates Significant mean

differences between the
high AC/NC profie _a n

High AC High
NC/CC
Gellatly et al. Intentto Yes
(2006) stay
oCB Yes

Wasti (2005)A Turnover Yes

intent

Work No
withdraw

Loyal Yes
booster

altruism No

Job stress No

Wasti (2005)B Turnover No No
intent
Work No No
withdraw
Job stress No No
Somers (2009) Turnover Yes
intent
Job No
search
Lateness No
absence Yes
(wrong
direction)
Job stress Yes
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Somers (2010)

Markovits et al.

(2007)

Corstjens
(2011)

Carryover
stress

Turnover
intent
Turnover

Absence

Person
Org Fit

Instrinsic
JS

Negative
Affect
Positive
Affect
Prevent
Focus
Prome
Focus
Relative
autonomy
POS

Relational
Contract
Transacti
onal
Contract

Yes

No

No

Yes

No

No

No

No

No

No

No

Yes

No
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Yes

Yes
No
No

Yes

Yes

No
No
No
No
Yes
Yes
Yes

No
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EXPLORATION AND EXPLOITATION IN
THE FACE OF INSTITUTIONAL CONSTRAINTS
John De LeonThe University of Texas at Arlingtodeleon@uta.edu

ABSTRACT

The number of articles concernirexploration and exploitatiomas multiplied since the
seminal piece by Marc{1991) yet many would argue that a cohesive and complete theory of
organizational learning has yet to emef@eossan, Maurer, & White, 2011\We apply the
theoretical perspectives of the resodbesed vier 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 dverall ability of a firm to achieve
performance levels, by firm structures, that limit efficietmyt provide legitimacy, and by
institutional and market forces, that guide and direct the firm in its individual decisions. |
order to maximize performaacfirms 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, Mgt®A1) has over 2,300
citations &cording 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. Crddaarer, & Whte (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 inseeqementially, 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 understandoddt 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 exavhindse firm makes

those decisions in light of various\veronmentl and firmconstraints

March (1991) emphasized the role of balancing both the need to exploit current knowledge
stocksfor sustained and sure returns but to also explore new areas in order to discover and
innovate new solutions and productsncg then the balance between proper levels of
exploration and exploitation and how firms achieve that baJahas been of particular
interest to researchers and practitioners aljkey. Aspara, Tikkanen, Pontiskoski, &
Jarvensivu, 2011; Fang, Lee, &l8lting, 2010; Gupta, Smith, & Shalley, 2006; Kauppila,
2010; Lavie & Rosenkopf, 2006; Lavie, Stettner, & Tushman, 2010; Raisch, Birkinshaw,
Probst, & Tushman, 2009\Ve argue that in order to understand where the proper balance for
the firms lies that mamizes financial returnsand ensures long term survivale must
consider the firm and the field in which it agtSGustafsson & Autio, 2011) Although
Crossan et al(2011) recognized the need to consider the institutional contexts of firm
decisions, andrriedland & Alford (1991) argued that we cannot understand firm decisions
without the social entexts in which they are made, there remains a lack of research
examining organizational learning and institutional influences simultaneously.
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The resourcdased 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. WeHighlight key
points in the organizational learning, resodbesel, and institutionaltheory literatures.
Second, weleveloppropositions on how resources influence the exploration and exploitation
choices available to the firm, how the organizatidiedt 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 limitationshinitour theory development.

THEORY

As noted we attempt to integrate the resoubmesed view of the firm and institutiaitheory

to contribute to our understanding of organizational learning literature and firm choices to
explore and exploit. We firstfier a brief review of the organizational learning literature, then
of the resourcedbased literature, and lastly of institutional theory.

Organizational Learning

All firm actions require learning at some leyE&lupta et al., 2006}hus those firmgha 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 Mag91) 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 learnimyalves 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 concetganovation and variety.

While typically operationalized within thstrategic literature using patent classes, with the
citation of previously used patent classes indicating exploitation, and asseslrepresenting
exploration(e.g. Phelps, 2010pthers have argued that the terms can be used in any number
of ways to irlude 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, 20(¢lated is the concept of
absorptive capacitythef i r méds abil ity to identify, assi mi
to commercial end§Cohen & Levinthal, 1990)To further clarify the relationshipane,

Koka, and Pathak2006) divided absorptive capacity into three different types of learning:
exploratory, transformative, and exploitative learning. In this paperuse exploration and
exploitation specifically in regards to the creation or improvement of prqdesisectively
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 telathenship
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 siogiginuum 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 canmuirsue 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 infinigly reusable and in some instances obtained with minimal (Gsista et

al., 2006) This can beseen in Katila & Ahuja2002) who conceptualize exploration and
exploitation as orthogonal and operationalize them as the scope and depth of patent citations
and also in He & Wong2004) 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 rethfitmoeigh different
organizational structures, the pursuit of one leaves the fipoditioned to purse the other. In

this tradition several have conceptualized the concepts as continuous and have operationalized
them as such, for instance Lavie & Rosgpk(2006) Miller, Zhao, & Calanton€¢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 nothinglwr 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 meawsibi 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 betweethe twq so that over time the firm balances between both
demandge.g.Perretti & Negro, 200&nd 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 aganizational structures or relationshifgsg. Tushman & O'Reilly, 1996°helps,

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 insteliispremialize in

either exploitation or exploratiofBenner & Tushman, 2003)

The questionof where balance liedinges on the content in whichexploration and
exploitation are viewed. For instance Pig®10)consider them in the context of product
devdopment 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 netwankisconcluded

that firms must form alliances for exploration purposes before exploitation purfBigés.

these studies imply that knowledgaust first be gathered then applied. Taking the firm as a
whole, with the development of multiple products and @@, arguments for ambidexterity
become much stronger. Lavie & Rosenk{@i06)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 w@ityi or another. Similarly Raisch et g2009)

looked at balancing across multiple levels and Vos, Sirdeshmukh, & (20668) looked

mainly across domains. We adopt a relatesitppn throughout this papern iparticular,
Benner & Tushmai(2002) proposedhat the exploration and exploitation controversy can be
viewed on a scale of newness. We suggest that in the context of product development, firms

~

mu st choose for each product, how finewd pr o
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field, and thermust have a portfolio that matches that newness for the speaifipetitive
contextof the firm.

ResourceBased 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 theexploration-exploitation dilemma. Originally Barne§l 991)argued

that abnormal rents can be earned from resources to the extent that they are valuable, rare,
inimitable, and nossubstitutable; later Barney proposed the VIRO framework, under the
VRIO frameworka 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 resourbased view is that a firm achew 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, 2Q04he perspective contributes to the
organizational learning literature through its fundamental assertions. Bgr@@y) argued

that what separated RBV from the traditional, historical schools of thought at the time was
that he, Barney, assumed firms waeterogeneous in regards to strategically relevant assets
and that assets are not perfectly mablie contrastthe traditional 10 perspectives that
assumd that firms are homogenous in terms of strategically relevant resource allocations
within an industy 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 explorati@xploitation, arguing that the optimum balance for a firm must

be determined in light of the resource allooatand organization of the firngpecificallyan

over arching, industry or business wide prescription for balance is not possible to determine.
As a matter of necessity, researchers looking to examine the nasstefirst consider the
collection of resources held by the firm in determining the proper course of strategic decisions
(Conner, 1991; Penrose, 1959; Wernerfelt, 19Bdjther, under the resourbased view, the

firm is viewed as a bundle of productikesourcegPenrose, 195%hat are accumulated over

time rather than acquirefDierickx & Cool, 1989) It is this path dependency that further
limits the firm and helps enlighten our discussions on organizational learning and tbé role
institutional presures.

Institutional Theory

Institutional theory is concerned with the processes and presgitings an environment that
leadfirms to adopt similar structures in an attempt to gain legitimacy, with the outcome being
isomorphism (Hawely, 1968). Most tadle within this field is the work by DiMaggio &
Powell (1983) who argued for two specific types of isomorphic pressures, competitive and
institutional, although Powell (199&rgued that both market and institutional pressures were
the same in that thegmount to economic pressures to conform. Institutional isomorphism has
focused on three specific types of pressure: coercive, mimetic, and norrf@tMaggio &
Powell, 1983)lthough a different classification by Scott (1991) has looked at seven differen
forms. Coercive isomorphic pressures examine both the formal and informal power
distributions thatllow actors within an organizational field to force organizations to become
similar. Coercive pressure generally rests upon the expectations of stmial(&Maggio &

98



2013 Proceedings of the Southwest Academyafhagement
Albuquerque, NMMarch 12- March 16

Powell, 1991) Mimetic pressures occur traditionally in the context of uncertainty and
ambiguity, by copying t he for mal structur
organizations firms can avoid claims of negligeriddeyer & Rowan, 197)( 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,dimaturally begin the assume similar
structures because thinking becomes aligned due to common c@itdeggio & Powell,

1983)

Although the traditional explanation of why firms tend to exhibit similar structures had been
that those were simply more iefent 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, ingitutional pressures forces firms to adopt structures despite their inefficiency to
satisfy actors within the social fie{@iMaggio & Powell, 1983)We argue that the nature of
products and services provided by firms may also provide signals to coniemdey
(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 gesledistablished by
suppliers, consumers, regulatory agencies, and other compéiiibtaggio & Powell, 1983;

Meyer & Rowan, 1977; Powell & DiMaggio, 19915urther, we will argue that it the product
offerings can also be used to corlegitimacy

THEORY DEVELOPMENT
Resources Andexploration Decisions

From the resourcéased view of the firm, a firm is a bundle of productive resoyfeesrose,

1959) How a firm allocates it particular resources has been considered the missing link
between strategy angerformance(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 forthe performance that firms can achieve.

While some resources allow multiple and distinct uses other resources constrain their possible
uses by their ery 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 istfzdt

use, it can create a produathich 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 irptivsuit ofexploration 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 act{litiese

et al., 2010)Different resources and organizational structures are required to engage in either
marketirg or research and developmenanCa high speed centrifuge be used for marketing
purposes? Aside from possibly stag in a commercial, probably not.
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Since, in any givenmie period, resources are limited, and in extremely short periods can be
viewed as fixedPenrose, 19591he firm must choose to allocate resources to each learning
activity, and also must determine the amoahgactivity thatit cansupport among otherrfn
requirements. The firm must determine both the allocation of resources to balance between
exploration and exploitation and must decide upon the magnitude of each a@ady
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. M&881) warns against

what he calls the #Afallacy of fverynature,¢hé6 and
pursuit of exploration is risky and itds out
engages in only exploration is not able to capitalize on the new knowledge it discovers, thus
wasting competitive advantages. On the otheidh#he emphasis on gnéxploitationcauses

the firm to become oblivious to external circumstances and reduces, if not edsrtimat
firmdéds ability to adapt over time. These rel
studies have demonstrdtehat pure exploitation or exploration is soptimal over time

(Bierly & Chakrabarti, 1996; Gupta et al., 200@oth Lechner, Frankenberger, & Floyd

(2010) and Nooteboom, Van Haverbeke, Duysters, Gilsing, & Van den &&@d7) found

that the pursuit opure strategies resulted in lewperformancet.echner et al(2010)in the

context of networks and alliances and Nooteboom €2@07)in the context of innovation.

Since a firms resources limit the strategic options available to a firm and the fimited in

its resource allocations in a given time period, the optéaslable to the firmand thus the
firmés possi bl e p aloflimitednaSinceethe diteratureo smggests that
different types of resources are better usedome puposes rather than others and that pure
exploitation or exploration strategies are-ggbimal, we offer the followingroposition:

Proposition 1a: There is an invertdd relationship between the level of exploration of
a firm and performance.
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FIGURE 1: THE GENERAL F ORM OF PERFORMANCE EXPECTATIONS
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Exploit Explore

Implied within our reasoning is that resources can act both as constraints and authorization to
pursue firm activities. The more msces available to a firmthe greateh e f i r més abi
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
possessen 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 capacitiesjn order for the firm to be able to use them to purse thosgegic

options. Thus we argue:

Proposition 1b: The exact relationship between firm performance and levels of
exploration will be firm specific, such that resource rich firffisms with slack
resources)will tend to have a performance curve that is motatykurtic and
resource constrained firmgfirms without slack resourcesill tend to have a
performance curve that is more leptokurtic.

As a result of the distribution, resource constrained firms will suffer itt@i@ resource rich

firms fromfailing to balance exploration and exploitatidecisions 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
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FIGURE 2. RESOURCE RICH FIRM (LEFT GRAPH) VS. RESOURCE
CONSTRAINED FIRM (RIGHT GRAPH)

Perf 1 | | Perf A
. l —

- ® o
Exploit Explore Exploit Explore

Structure And Exploration Decisions

As noted by DiMaggio & Powel1991) 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 inhently better fit to produce outcomes than other forms, but rather are
the forms that elicit the largest amount of additional resowanddegitimacy That is to say,

firms do not seek out the most optimal firm structure in terms of efficiency, but ratistr
optimal structure in terms of legitimacy and access to resources.

Parsons (1960) defined Il egitimacy as fAsoci a
rights to societal resources. 0 Rather at han s
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 goidlsndre 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 optimabut 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 predictalfioza & 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. Thefsedings raise the question, when
environments are sufficiently calm and expectations are being meet, why do firms choose to
primarily exploit?

We arguethe phenomenon is due to industry structures that have already gained legitimacy,
firms can access the safadf legitimated structures by remaining in areas that have already
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been acceptedBeckman, Haunschild, & Phillipg2004) support our argument in the
development of the differensdetween types of uncertainty the firm is experiencing, that is,
marketlevel versusfirm-specific uncertaintyBeckman et al(2004) operationalize firm
specific uncertainty in light of stock price volatility for a particular firm, while market level
uncertainty is measureoly volatility across thendustry; theyfind that market ocertainty
drives firms to exploit, not to explorés the characteristics of the industry become more
volatile, firms exploit in order to minimizeisk andthe chance of losing legitimadyom
deviating from past strategies that had gained legitimacy.r&dbeas 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 exploitgguming that
legitimacy, and thus survivatan be secured by reconfirming the legitimacy of established
structures and institutions

Further,Cantwell & Mudambi2005)suggesthatexploration tends to be supply driven while
exploitation tends to be demand drivémplying thatfirms maintain egloitation as a direct
result of the expectation of organizational actors. Farj@®i0)argued that stability within
mechanisms and outcomes drives exploitation while change in mechanisrositaoches

leads to explorationlt is our argument that sinceha firm is embedded within an
organizational field that cues regardiegpectedoutcomes 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 morék&xpectation 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, & Volbe(@803) who found that incumbent
firms possessed simildinancial ratios, and by Gilsling & Nootebooif2006) 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 aither
exploration or exploitatin innovationstrategy An argument supported by the findings of

Fang, Jiang, Makino, & Beamig2010)who found that high levslof fragmentation within

firms reduced exploitation while increasing exploration. Further, our argument is supported

by McNarma & BadenFuller (2007)who found different conclusions concerning the balance

bet ween exploration d evp enguk etmat his ugllects differing mo s
expectations and allowances based upon organizational characteristies.more direct
exanination of our argument Perretti & Negr@006) found that there are different
expectation for firms classified s i @ Imé& r s 0 -tainnde risn edw We of fer t
propositions:

Proposition 2a: The exact relationship between firm performance ands|®fe
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 dihea firms will tend to have a
performance curve that is negatively skewed.
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Social Actors AndExploration Decisions

Organizations can be viewed as social actors within institutional and competitive igids

Felin, & Whetten, 201Q)where institutioal fields can be seen to be comprised of suppliers,
consumers, regulatory agencies, and other compet{ikiMaggio & Powell, 1983) It is
important to consider actors with the institutional field as both Friedland & Alford (1991) and
Scott & Meyer (1982, 191) argue that social actors within an organizatia@nstitutional

field can critically influence the performance of the focal firm; Friedland & Alford (1991)
developthe 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 cust@emve different expectations
regarding the actions of firms based upon firm age, whereas B&nneshman(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 thela¢gionships 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, &
FujiwaraGreve (2009) who found that more easily observable characteristiese
significantly related to losses of legitimacy. The main argument here is that firmshgeets

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 caskegitimacy also offers protectioinom poor decisionsSupport for

this argument can be found with H4@906) who suggested that if exploration is inherently
uncertain and risky, then when a firm engages in explorét®motivation to do smust go
beyond their risk preferems. We ajue that in certain contexts firms pursue exploration
because institutional field offers a buffer of legitimacy to reduce the risk to the finen. T
firm& choices, not only in exploration but also exploitation, are motivated by the legitimacy
judgments obocial actors within the organizations field. Thigugherpartially supported by
Hagedoorn & Duyster§2002)who found that network characteristics constrains the type of
learning strategy choices that bring positive returns.

Meyer & Rowan(1977)argual that firms built structures to seem legitimate although they
mi g ht be | oosely ternapattiendandmieltefh Jortsdore et (200906 s
found that firms with similar organizational characteristics were more likely to experience
losses blegitimacy from other firms deviant acts; finding specifically a positive katatiip
between easily accessible and visibtganizational characteristics and losses of legitimacy.
We argue thathe outcomes of a firmR&D activities productscan alsde used as a point of
evaluation to assign legitimacgecause the outcome is easily accessed (by customers),
visible, and evaluatedHowever, care must be taken to not ignore the role of firm structures
in addition to legitimacy; Powell (1991) arguedttiiae issue was one of joint optimization,
the need to balance inefficient structures with access to socatlyolledresources. This
leads us to our nexroposition:

Proposition 3a: Social actors within the organizational field in which a firm corspete
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 into the life ofthe focal firm, King et al (2010) argued that of
particular interest are communities, the state, the market, and other individual social actors;
we suggesthe need to consider customers, investors, government, asuetitors. While the
specific actorf 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 resourcdss is a fundamentahrgument madeby
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 constmaint o
empowerment, there are multiple reasons to suggest that social actors reward or punish firms
that alignor deviatewith 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 arguet h at the opti mal bal anc plorebandt expog for a f i
organizational survival is dependent upon a variety of factors. Among these factors we have
highlighted the role of resources, arguthgt they shape theetof possible actions available

to a firm and offer a limit to the possiblenformance, 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 judgmnts concerning the firm. Taking all these items into consideration

we propose:

Proposition 4: Firm performance idetermined by thkevel of exploratiorthat can be
supported by the fir mdygtheeexpecatioasnaf extereak o ur c
socialactors within the organizational fielidh which it competes

CONCLUSION

We attempt to integrate conclusions from institutional theory and resebased views to
better our wunderstanding of the firmbad deci s
innovation, our understanding of why firms choose to innovate and what prevents others from
doing so becomes extremely importafe contribute to the current literature by beginning to

lay a base model as to how institutional and resources views anatyiree 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 boundariexdiog to firm specific expectations.

We have several limitations, firstpur 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 consideratio®r instance, our model takes for grantieel 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 accoanthe complex relationship between
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firms, firm actions, and institutional actors and forces; while institutional forces constrain or
reward the firm, firrs and firm actions collectively determine and inform the institutional
forces that constrain themlso, we do not discuss how a firm chooses to satisfy multiple
social actors within institutional fields that may have conflicting demabdstly, testing
empiricaly hypotheses derived frowur propositions presents a challenge methodologically

as levels banalysis are crossed and dataas readily availableTo appropriately test the full
model, data from multiple actors from each group, customers, investors, government, etc.,
would need tde collected and aggregated, then weighed according to thatingigcheme

of the focal organization.

Our papercan be expanded to offer sevepactical suggestions to managers within firms:
first, frms must understand the preferences and expectations of social actors within their
organizational field before detaming objectives of the firmsecond, deviation from the
expectations of social actors within the organizational field is more likely to lead to failure
than is an ovdy strong or poorly implemented approach to either exploration or exploitation;
and thrdly, 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 Oklahonfaénoche@uco.edu

ABSTRACT

Strategy has tended to be about firm success. One important factor in firm success is the
industy 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 perf@manc
since the two are inextricably tied. However, the primary focus of strategy has been-on firm
level effects, not industrievel effects. This paper suggests that it may be useful in some
instances to shift the level of analysis to the industry levelraode 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 researd€ockburn, Henderson, & Stern, 2Q0&nd practitioner actions
(Welch & Byrne, 200} are focused on understanding and achieving a competitive advantage,
respectively. The explanation as to whym® firms succeed at achieving competitive
advantage and other firms fail has run the gamut from the internal structure and processes of
the firm(Chandler, 196p to the effects of industry structure on the fiffidorter,1980, to the
valuable resources of the fir(Barney, 1991 Two historical paradigm shiftefsloskissm,

Hitt, Wan, & Yiu, 1999 have been Porterods (1985) l ndustr
followed the structureonductperformance (SC-P) school of thoughtBain, 1956, and the
resourcebasedview (RBV) of the firm(Barney, 1991 Wernerfelt, 198} Both Portei
approach(Porter, 198D and the RBV perspectiveBarney, 200) recognize the important
effects that industry has on the appaachess of

influences on industry structure affects the profitability of the industry, and industry
profitability plays a significant role in determining the likelihood of firm sucd@sster,
1980. According to the RBV perspective, industry is an important factor in determining
which resources of the firm provide a sustainable compettivantage; and therefore, those
resources of the firm that are valuable and the value of those res¢Baregy, 2001
Dierickx & Cool, 1989. Because industry plays such a significasie in firm success
(McGahan & Porter, 1997it 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 indutdgrmel effects of strategic choices largely
unmentionedBettis, 1991 Cockburnet al., 2000 Hambrick & Fredrickson, 20QHoskisson

et al., 1999Rumelt, Schendel, & Teec&994).

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 rimakf(industry competitors) and
nortrival 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 leasbome 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 necssarily creating the negative consequences of destrdgpee competitive
rivalries. Research has shown that growing, profitable industries increase the number of
opportunities to grow the firngSmith, Ferrier, & Ndofor, 20Q1Welch & Byrne, 200},
increase the likelihood of firm profitabilitfPorter, 198hand i ncr ease t he val
resourcegBarney, 1991 Penrose, 1959ernerfelt, 199) which increases the value of the

firm (Amit & Schoemaker, 1993 High growth rates also influence competitive actions
(Smith et al.,, 2000 Rival firms in high growth industries face a reduced ferocity of
competitive attacks since high growth rates reduce the motivation to &&acier, 2000,
decrease the speed at which competitors resfmith, Grimm, & Chen, 1999spur limited

and simple response@Miller & Chen, 1996, and reduce the duration of competitive
responsegFerrier, 2000. On the other hand, slow industry growth increases the intensity of
competitive actions, which lowers profitabilitgMiller, 1994). Growing industries also
increase opportuties 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 thatrbogmmes
greater value from the industfiorter 198Q 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
assiring 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 dynamismh wghitie rate at

which an industry is growing sales and profits (i.e., industry vitality is changing). Industry
dynamism is similar in nature to market dynamigsenhardt & Martin, 2000 Consisten

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, o rolloW B naplimearvgeoWwtb c i t y O
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 lowetlevel organizabnal subsystems (firms). The idea that organizations are
systems is consistent with previous research that has described firms as complex adaptive
systems (Anderson, 1999Dooley & Van de Ven, 199%imon, 1998 Dynamical systems
analysis is used to examirfactors that affect industry dynamism and change patterns
(Anderson, 1999Guastello, 2002Nowak & Vdlacher, 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 onlirstry vitality.
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RETAINING YOUR PROACTIVE EMPLOYEES: AN EMPIRICAL MODEL WITH
EVIDENCE FROM ISRAEL

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

ABSTRACT

Proactive individuals actively create environmental change, while less proactive people take a
more reactive approach toward their job3he present paper provides evidence for the
significance of proactive personality (PAP) in the backdrop of organmatchange setting

by testing an empirical model. Wsypothesized a conceptual model and testectiieet of

PAP on important job outcomes and found that it had a robust relationship with job
performance and job satisfaction after controlling for peszkigrganizational support and
intent to remain with the organization.

Overview of Proactive Personality

I n todaydés competitive woonstand, comgetitianthg eorasde e ms t
job security a dayl r e a me r 0,sespdciallg tinafat ymoving organizations where
competition increases exponentiallyUnfortunately most organizational changes have a
common storyline, AFirst there were | osses,
was an implementation, which led to unexpeated sul t so (Czar ni awska &
20). In such a condition organizations will be greatly benefited if they had employees who
took charge, a characteristic of praeetpersonality (Crant, 2000).Covey (2004) aptly
asserts the importance of proaetpeople:

Look at the word responsibiliéyfi r e s fjadn Hdhe gbdity to choose

your response. Highly proactive people recognize that responsibility. They do

not blame circumstances, conditions, or conditioning for their behavior. Their

behavior isa 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, &aosmpel,

1996; Parker, 2000) seeking improvise the existing job along with developing personal
prerequisites for furthering career success (Seibert, Crant, & Kraimer, 1999) and
organizational effectiveness (Bateman & Crant, 1999)he extant work on proactive
behavior advocates the fact that the stauct proactive personalityexplicitly encompasses

the varied aspects of proactive behavior and initiative (Crant, 2000).

Bateman and Crant (1993) defined the constpuofictive personalittias a di sposi t
construct that identifies differences amgopeople in the extent to which they take action to
influence their environmento (p. 103) . They
(PPS) t o measur e t his construct and provi
discriminant, and prediaté 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; Ba&@aant 1999, Crant, 1995,

19%; Crant & Bateman, 2000; Kirkman & Rosen, 1999; Parker & Sprigg, 1999).
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Proactive personalit{fPAP)is a unique disposition not captured by other typologies such as
the fivefactor model; Crant and Bateman (2000) found only moderate correlationsheith t
five-factor model of personalityFurthermore, Crant (1995) found that PAP predicted sales
performance above and beyond conscientiousness and extravefsiditionally, Bateman

and Crant (1993) showed that PAP is distinct from-seifsciousness, neédor achievement,
need for dominance, and locus of contrdlll these studies provide further evidence for the
discriminant validity of PAP.

Research in understanding this construct has been rapidly incredsngffects have been
studied in variediélds 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); andgb search success (Brown, Cober, Kane, Levy, & Shalhoop, 2006). Chan (2006)
has explored the interactive effects of situational judgment effectivened3Adhdn work
perceptions and outcomesParker and Sprigg (1999) found thBRAP moderated the
interacive effect of job autonomy and demands on employee strdineir 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 thrhoeigh t
organization, ultimately to be experienced at the individual level (Judge, Thoresen, Pucik, &
Welbourne, 1999).

Several researchers have called for a more pdammsed approach to the study of
organizational change (e.g., Aktouf, 1992; Bray, 19@4$pecially since we are witnessing
immense changes in the world of work with jobs in thé' 2&ntury requiring greater
initiative, courtesy of global competition (Cascio, 1995; Frese & Fay, 2001; Howard, 1995).
Recent years have therefore seen an dsuglmterest 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 roleas work becomes more dynamic and changeable, proactive
personality and initiative become even more critical determinants of organizational success
(Frese, Fay, Hi l burger, Leng, & Tag, 1997) .
fix things thatthey see as wrong, act on the information they have, and react to unusual
circumstances by demonstrating proactive beh

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 roleRAP in an oganizational
change settingThe purpose of the present study waslelineate the significance of PAP in a
change setting bgmpirically examimg a conceptual modedf PAP which included both
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extrinsic and intrinsic job outcomes. These job variablese w#hosen based on their
significance in the field of organizational effectiveness and changpecifically it was
hypothesied that in a change settifAP will increase extrinsic job outcomes such as job
performance and intent to remain with the orgatin and intrinsic jolrelated outcmes
such as job satisfaction perceived organizational support.

Model Development and Hypothes

The German Action Theory (e.g. Hacker, Skell, & Straub, 1968) which is based on the
ideology that work is acticorientel i s substantiated by the pre
as an active rathehana passi ve being who changes the \
(Frese & Zapf, 1994; p. 86).People are not always passive recipients of environmental
constraints on their I@vior; 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 vagfined, it is reasonable to assume that individuals

might moldtheir work characteristics to fit their individual abilities personalities People

with a proactive personality are relatively unconstrained by situational forces (Bateman &
Crant, 1993).Readiness and determination to pursue a course of action araathristic of

proactive people which are also central to models of-deNelopment (Antonacopoulou,

2000).

The words of Bateman and Crant (1999) capture the essence of proactive personality.
Proaction involves creating change, not merely anticigati 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
i mposed change fiworks out okay. o (p. 63)

These attributes of proactive personality along with the characteristics of organizational
change led to the development of the concaptundel 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 Jobrelated Outcomes in a Change Setting

PAP is the degree to which individuals have an aatble 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 eémmment (Bateman & Crant, 1998)ereby havin@ positive impact

on jobrelated outcomes especially in changeable and more dynamic work environments.

The range of jolselated outcomes usually considered in work design research has been
criticized as beig too limited. However, traditional outcomes such as job satisfaction
(intrinsic) and job performance (extrinsic) will certainly remain central to the agenda; hence
these two outames were chosen in thesent study. Given that the main purpose of this
research was to understand the role played by PAP in a change setting, two othersvariable
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perceived organizational suppoaind intent to remain with the organization wetkso
included in the study.

Mainly, PAP has been related to extrinsic -j&tated 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 the Proactive Personality Scale, Crant (1995)
found thatPAP explained 8% of the variance in objective measures of job performance in the
case of real estate agents. AdditionadAP has been associated with other objective
measures such as salary and promotions (Seibert, Crant, & Kraimer, 1@8B)was also

found to be significantly related to subjective evaluations of performance by direct
supervisors in diverse backgrounds (Theom 2005) as they tend to set high standards, and
harness all available resources into achieving those standards (Crant, 1996). PAP has also
been related taturnoverintentions (Igbaria, 1991)Instead of measuring turnover intentions a
more positive vaable 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
(Lounshury, Park, Sundstrom, Wiamson, & 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 satigfatd®e Bowling,

Beehr, Wagner, & Libkuman, 2005). Proactive personatligy affect job satisfaction as
Aproactive individuals wil!/l be more satisfi
obstacl es pr e v(&rddgani §auer,200b,9.B8@lct i ono

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 rewégdg, Etzioni, 1961; Gould, 1979;
Levinson, 1965; March & Simon, 1958; Mowday, Porter, & Steers (1982). Social identity

t heory proposed that employees Aremain | oyal
and appreciate t h3. nksenbefggrlHunmtingtorl HudcBison, gnd SoXa8B
(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 theirorgardzt i on' s commit ment as fiperceived
and defined it as fndgl obal beliefs about the
welkbei ng and values their contributionso (Ei
1986, p.501). They further developed a measure for ®@@8rvey of Perceived
Organizational Support. Its validity and reliability have been tested in several studies
(Eisenberger, Fasolo, & DaviaMastro 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 commit ment are distinct const
indicator of theorganization's benevolent or malevolent intent in the expression of exchange

of employee effort for reward and recogniti
469-470).

POS has been found to have a positive impact on severaklgted perceptiongnd
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, & DavissMastro, 1990). They showed posticorrelations with
organizational commitment (Garstka, 1993) and organizational citizenship behaviors
(Moorman, Blakely, & Niehoff, 1998Randall, Cropanzano, Bormann, & Birjulin, 1999

POS was also found to be related to communication with top managesuparvisors 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, 1296l hence isrucial in modern
organizations charagtized by fast changes and reduced supervisiBateman and Crant
(1993) argued thaproactive individuals make active attempts to effect changes in one's
environment thereby suggesting that proacaugployees will not only welcome change but
will be more inclined to be committed to the organizational changjee above discussion
leadks to the following hypotheses

Hypahesis 1: In a change setting proactive personahtly relate significantly and
positively to (a) job performangéb) intent to remainwith the organization(c) job
satisfaction and (dperceived organizational support.

METHODOLOGY
Research Setting and Participants

Crosssectional data were collected from employees who work in the private sector in Israel.
The main sectors represeditein our sample are technology, pharmaceuticals,
telecommunication, finance and aviation. The data were colletded selreport online
surveyusing the snovball effect. We initiated our survey administration process by sending

an email informatioretter 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 svorker

the private sector. This sampling methodology is referred to as thelmibeffect. 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 Israelecdise English is a second

|l anguage in |1srael and is actively wused and
contact email and the survey were distributed in the English language. Only employees with
access to email and the internet were ableteive and answer the survey. The surveys were
collectedduring 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 onlinewiaw.Zoomerang.corand in the classroom.

The respondents had an average age of 30 ygafshe 120 people surveyed, about 54%
were female, and 46% malédbout 59% of respondents had a Bachelor degree, 27 ¥2 % had a
Masters degree, arahly 2 ¥2 % 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 ¥2 % operations and
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logistics andabaut 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 177 64.4
African American 75 27.3
Hispanic 1 4
Native American 2 v
Asian 1 A4
Other 4 1.5
Age
2071 29 years 13 4.7
307 39 years 38 13.8
4071 49 years 100 36.4
> 50 years 118 42.9
Tenure (Organization)
< 1year
17 5years 11 4
61 10 years 47 17.1
117 20years 53 19.3
> 20 years 88 32
72 26.2
Tenure (Job position)
< 1year
17 5years 20 7.3
61 10 years 125 45.5
117 20 years 49 17.8
> 20 years 53 19.3
20 7.3
Note: N =275
Measures

Proactive Personality

PAP was measured by using the shortened version of Bateman and Crant's (:888) 17
Proactive Personality Scale (PPS) created by Seibert, Crant, and Kraimer, (IB899).
shortened version consists of 10 items which were selected as they had the highgst ave

factor loadings across the three studies reported by Bateman and Crant (IB83¢ three

studiespr esent ed evidence for the scaleds relial
ranged from .87 to .89, and the testest reliability coefficiat 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 U -=t e @8l 4 Oiter@sBrpre sumriled ® sreve at a proactive personality
score. Responses were indicated on a speen Likert scale ranging from 1 ("strongly
disagree") to 7 ("strongly agree"), with such items as "l excel at identifying opportunities" and
"No matter wiat the odds, if | believe in something | 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 usimg tselfreport measures completed by the
employees. The first seleport measure included 7 items which was a subset of tiier@0

scale prepared by Williams and Anderson (1991). The Williams and Anderson (1991) scale
was originally validated on 127 groyees working in varied organizations. Factor analysis
resulted in three distinct behavior fac®r®b performance being one of them. Example

guestions include Aful fills responsibilities
performancee qui r ement s of the job. o |l tems were s
for each employee. Reliability of the scale was within the acceptable range, i.e. higher than

70 (Cronbachés alpha = .77).

The second selfeport scale consisted of a two gim 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-sglpraisal. | t read as foll ows: APl e
besides the adjective which best déses 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 o riterh mgasurk 6a¥ot.yield estihatesofentemal s i n g
consistency reliability, nocan a singldtem 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@oint Likert scale in which employees rated themselves and were asked the

following: APl ease circle the number besides the
performance in your opinion: 1 = Unacceptable, 2 = Very poor, 3 = Poor, 4 = Good, 5 = Very
Good, 6 = Outstanding. o

The likelihood that any particular cognition will be retred 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, 188 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 {@mmm memory. Hence in the survey
instrument the two overall job gfermance items were separated by several items as well as
open ended questions. Reliability of this s
=.78).

Intent to Remain.
Employeeds intent t o wasmesesured usmg a sbalefrdmeRolinsog ani z

(1996). This fouritem scale askeemployees to respond kakert-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 employerthe extent to which they have thought about changing
compani es, and one binary question (Alf you
employer three years from now?0). We found
alpha measuring .68.

Job Satisfaction

Job satisfaction was measured by using foursaistbes of the Job Satisfaction Survey (JSS;
Spector, 1997) . JSS measures Aout comeo S
promotions, supervision, work itself, weorkers, and working cortibns (Spector, 1997).

Four subscales of the JSS (benefits, rewardsywokers 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@int Likerttype scale (1 =strongly agree,7 = strongly

disagree . Cronbachods al pha crad &@su rwed ef dore ntefe tf &
.79), reward satisfactiona(= .84), ceworker satisfaction § = .72) and work itself
satisfaction § =.83).

Perceived Organizational Support

Perception of organizational support was measured using thetemmeshort version of the

Survey of Perceptions of Organizational Support (Eisenberger, Fasolo, & Iaastro,

1990) . ltems (e. g. , aboMgwywelbga migongt iwem er galelsy
5-point Likerttype scale, ranging from Istfongly disagrepto 5 trongly agreg Higher

scores reflect more favorable perceptions of support. The scale had high reliability as
Cronbachoés alpha = .91.

Demographic data.

The survey also included items inquiring about the subjects' age, gender, ethnicity, and job
tenure. Gender was dummy coded O for female subjects tomdriale 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, pfl1B6% as data cleaning is very
important in multiple regression (Tabachnick & Fidell, 2001, @)13n 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 outlase 2T
displays means, standard deviations and &@iim@s among all the variables.

TABLE 2

Means, Standard Deviations, and Intercorrelations

Variable M SD 1 2 3 4 5 6 7 8 9 10
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JS1 552 1.12 -

JS2 482 12 217 -

JS3 439 134 44" 45 -

JS4 593 .91 .38° 32" 40" -

Job 5 87 67 66 .83 66 -

Satisfaction

JP1 6.37 .57 .14 .06 .07 23 16" -

JP2 01 .95 .05 .05 .06 26 .13 37 -

Job 3.18 65 .1 .07 .08 300 a7 72" 87" -
Performance

Proactive 5.48 .81 -02 .08 .08 22 14 300 32 37 -
Personality

Intent to 539 125 .34 15 32" 50° .43 247 200 .25 13 -
remain

Perceived 501 14 a7 277 377 31" 46 07 .09 .08 .18 A7
Organizational
Support

Note. N= 275 JS1 =Co-worker SatisfactionJS2 =Benefit SatisfactionJS3 = Reward satisfaction,
JS4 = Work itself satisfaction, JP1 and JP2 were overall job performance scales.

'p<.05."p<.01.

As seerfrom Table 2PAP was significantly correladewith all the variablegjob satisfaction
r =.14; job performance r = .37; intent to remain r = & perceived organizational support
r=.18

Model Fit

The goodness of fit indices for the baseline moaas 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 variablecoworker satisfaction, work itself, and benefit
satisfaction was correlated with reward satisfaction. MacCallum and Tucker (1991) noted

t hat when using indicators related to an emg
to expect some sans®uce correlated measurement error.

The baseline model with the correlated error terms exhibited a good fit. Although the chi
square test was s’%(1&,tN s 275) ¢ 29.11p/< .05, the rchisfiuare a n t
degrees of freedom ratio was faverh €/ df=6l.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 withand without the correlated error terms. FigArehows thestandardizednodel

with the correlated error terms.

Hypothesis Testing
SEM, using AMOS 7 (Arbuckle, 2006a; 2006b) was emgtbto test the study hypothesi

As expected®AP had a positive andgnificant effect on job performancé € .46p < .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 jithsatisfaction

= .22 p < .01) after controlling for the other variables (job performance, perceived
organizational support, and intent to remain with the organization) in the madtebugh
there was no significant relationphbetween PARINd intent to remain with the organimat

(b =-.07,n9, and perceived organizational suppfit= .09 n9), in the hypothesized model
the result of a simple regression showed &P had a significant and positive effect on
intent to remainff = .20 p < .05) and perceived organizationalipport(b = .18, p < .01)
thereby giving partial support to hypotkesd.cand 1d

FIGURE 1

Empirical Model with Correlated Error Terms and Standardized Estimates
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Note: POS= Perceived Organizational SuppdR = Intent to remain; JSBS = Job
Satisfaction Benefit Satisfaction; JSCS = Job Satisfacticw@er Satisfaction; JISRS = Job
Satisfaction Reward Satisfaction; JSW = Job Satisfaction Work ItselfPAactive
personality

DISCUSSION

The presenttady examined the effect of PAP on job related outcomes in a change setting.
The study contributes to both proactive personality and change liteesturevas an initial
attempt to empirically test the conceptual model of PAP in a change settingedistgul in

the conceptual model, PAP exhibited a robust relationship with job performamd@b
satisfaction. The study found that PAP has a positive and robust relationship with job
performance even after controlling fperceived organizational supgpojob satisfaction and
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