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LETTER FROM THE EDITORS

Welcometo the Journal of Organizational Culture, Communicationsand Conflict, formerly
entitled Academy of Managerial Communications Journal. Thejournal isowned and published by
the Allied Academies, Inc., anon profit association of scholars whose purpose isto encourage and
support the advancement and exchange of knowledge, understanding and teaching throughout the
world. The JOCCC isaprincipal vehicle for achieving the objectives of the organization and its
name change is designed to more fully indicate the types of research which is featured within its
pages. Theeditorial mission of thejournal isto publish empirical and theoretical manuscriptswhich
advance knowledge and teaching in the areas of organizational culture, organizational
communication, conflict and conflict resolution. We hopethat the journal will proveto be of value
to the many communications scholars around the world.

The articles contained in this volume have been double blind refereed. The acceptancerate
for manuscriptsin this issue, 25%, conforms to our editorial policies.

Weintend tofoster asupportive, mentoring effort on the part of therefereeswhichwill result
inencouraging and supporting writers. Wewelcomedifferent viewpointsbecausein differenceswe
find learning; in differences we devel op understanding; in differences we gain knowledge; and, in
differenceswe devel op the disciplineinto amore comprehensive, less esoteric, and dynamic metier.

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

Pamela R. Johnson
Co-Editor
Cdlifornia State University, Chico

JoAnn C. Carland
Co-Editor
Western Carolina University

www.alliedacademies.org
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COPING WITH THE IMPENDING LABOR SHORTAGE

Deborah F. Inman, Louisiana Tech University
R. Anthony Inman, L ouisiana Tech University

ABSTRACT

Organizations are faced with the real possibility of a coming labor shortage. Today's HR
manager will be an integral part of coping with the effects of this shortage and finding solutions
through various avenues. Presented are discussions of the impending problems and possible HR
solutions generated through productivity improvement and recruitment and retention efforts
specifically targeted at women, minorities, retirees and immigrants.

INTRODUCTION

Add thisto an HR manager's"to do list": Must attract, screen, and hire an adequate number
of employees to compensate for the mass exodus of baby boomers - those born between 1946 and
1964 - from America's workforce. This HR manager has read that "by the year 2008, one in six
workerswill be55 or older” ("U.S. Unprepared...", 2001). Inaddition, thisHR manager has heard
that 76 million employeeswill beretiring over the next thirty yearswith only 46 million Generation
Xers - those born between 1964 and 1980 - entering the workforce during this time (Eisenburg,
2002). Apparently, there is a coming massive shortage of employees.

According to U.S. Census Bureau projections, "The U.S. will face dramatic demographic
changesover thenext 100years' (Little& Triest, 2002). Changesthat will create major adjustments
intheU.S. labor marketsare: theslowdown in population growth, popul ation aging, and thegrowing
role of immigrants. The slowdown in population growth is reflected in the projected yearly U.S.
labor force rate of 0.7% between 2000 and 2025 compared to the 1.1% rate of the 1990s ("U.S.
Unprepared...,2001). Population aging is aresult of the lower fertility rate of baby boomers, an
increasein life expectancy, and the large numbers of baby boomerswho are nearing retirement age.
Finally, ten percent of the U.S. population growth in the late 1990s was due to foreign-born babies,
causing the Census Bureau's population growth projections to swell (Little & Triest, 2002).

For thelast threedecades, U.S. corporationshave been abl e to shapethe abundant |abor force
to their needs. Labor markets have channeled employees to the most promising industries and
companies. Asthe baby boomers age and the labor crunch hits, employeeswill wield more power,
pressuring organi zationsto make adjustmentsin order to appeal to the shrinking labor supply. These
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adjustments may well change the attitudes of the American workplace and society. Some experts
feel that the aging of the baby boomers will become the "transcendent economic and political issue
of the century" (Brown, 2002).

If the U.S. does not successfully cope with the downward change in the labor supply,
economic growth may slow, taxing support systemsto their limitsasmillions of baby boomersretire
and take advantage of those support systems. For example, almost half of the Federal Government's
workers (1.8 million) will be eligible for retirement within the next five years (Eisenberg, 2002).
Will all of thesefederal workersretire, adding to the burden on the support system or will some opt
to continue to work until Peter Drucker's predicted retirement age of 75 (Garnitz, 2002)?

Asolder workersretire, they takewith them knowledge, expertise, and amyriad of favorable
traits such asreliability, loyalty, and conscientiousness. A U.S. General Accounting Office report
warned that if American employers are not prepared for the impending shortage of skilled labor,
productivity and growth will be threatened ("U.S. Unprepared..., 2001). Losing trained,
knowledgeable workers affects organizational performance. Experienced managers and
professionals will retire, leading to a decrease in innovation and efficiency, arise in costly errors
due to an inexperienced workforce, and a loss of knowledge and experience which may affect
decision-making and undermine growth strategies. Thelabor market will be"hungriest” at the high
end of the scale. The number of employeeswith college degrees has more than doubled since 1980
(Bernstein, 2002), but this has barely kept up with demand for employees with college diplomas.
Americaisalready lacking in trained workers with skills in computer literacy, leadership, critical
thinking, and communication.

If this scenario materializes, how will Americas labor force maintain the needs of an
escal ating number of dependentswithout somedownward adjustment inliving standards? Littleand
Triest (2002) project that the increased dependency ratio (the ratio of those under 15 and over 65
to theworking age population) will requirea40% gain in labor productivity just to maintain current
living standards. Obviously, labor quality and productivity must grow. | suggest that the solutions
to this mandate lie in boosting productivity and increasing retention and recruitment efforts,
specifically targeting baby boomers, retirees, women, minorities, and immigrants. Offered are
discussions of the issues involved in productivity and recruitment and retention along with
recommendations for aleviating the potential problems in each area. Then discussion and
recommendations are directed specifically at problem areas regarding baby boomers, retirees,
women, minorities and immigrants.

PRODUCTIVITY
Using the average productivity growth rate for the past 30 years, economists conclude that

the U.S. could experience a shortage of 10 million workers by 2010 (Bernstein, 2002). Should the
current productivity growth rate of 2% hold over the next decade, the labor shortage could drop but
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would still be at least 3 million (Bernstein, 2002). Therefore, organizations must be creative and
find ways to do more with less. Technological developments targeted at methods and machinery
that will reduce labor requirements will be helpful but the HR manager must also contribute. By
refining recruiting and retention efforts and considering the capabilities of the workforce,
particularly older workers, HR management-generated productivity can rise. For example,
L ockheed's Fort Worth location hired an ergonomic engineer to improve workplace design. After
making the recommended changes, the company's lost workday rate dropped 25% and they saved
$3 million oninjury claims within six months time (Van Y oder & Goldberg, 2002).
Today'sworkforceiscomposed of awiderange of ages. Understanding the differencesthat
exist among the generationswill create a better work atmosphere; one that will allow for smoother
operations. The generation into which a person is born defines him/her. Frost (2002) categorizes
the current workforce as traditionalists (born before 1945), baby boomers (born 1946 to 1964),
Generation X (1965-1980), and Millenia Generation or Generation Y (born post 1980).
Traditionalists are true to their namesake. They attach great importance to loyalty and are
comfortablewith thetopdown management approach (Frost, 2002). They are practical and dedi cated
(Zuber, 2002). Baby boomersare optimistic andidealistic. They challenge authority and want open
lines of communication (Frost, 2002). Baby boomers' self-images are often tied to performing their
jobwell (Zuber, 2002). Generation Xersaremore skeptical; aresult of being latchkey kidsor living
in broken homes. They prize individualism and distrust institutions (Frost, 2002). Generation X
wants fun on the job with direct and straightforward leadership (Zuber, 2002). The Millennial
generation or Generation Y is ambitious and collaborative (Zuber, 200). They expect to change
employers and careers throughout their lives (Frost, 2002). As generational differences are
acknowledged, one realizes why people's needs and preferences in work styles are different.
Appropriately, generational differences should be incorporated into organizations workplace
diversity approaches. Companiesthat recognize these differences and adjust their recruitment and
retention plansaccordingly will seeresultsinincreased productivity. The payoff isahappier, higher
performing workforce which is committed to the company, thus providing long term value to all.

RECRUITMENT

The impact of baby boomers, retirees, women, minorities and immigrants will vary by
function and geographiclocation withinthedifferent businessunits. Thisshifting talent pool causes
uncertainty and hinders recruiting. Employers must understand what type workers they want to
recruit and the method required for each type. For example, Deloitte and Touche, after realizing the
cost of their high rate of staff turnover, began focusing on work-life balance issues to appeal to
talented applicants (L etter to the Editor, 2002).

Companies must look for unique and innovative benefits targeted toward the demographics
of thework forcein order to create an inviting work climate which will retain employeesand attract
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new ones. According to an Aon Consulting survey, employeesare most concerned with four benefit
areas (Burzawa, 2002):

1 medical insurance - will it cover day to day as well as catastrophic amounts?
2. paid vacation and holidays,

3. employer-paid pensions, and
retirement savings plans.

Attention to these concerns can go along way in recruitment improvement.

In order to attract and retain promising employees, U.S. companies have begun the practice
of "employer branding.” Thisinvolvesafocuson making surethat recruitsand existing employees
understand the company's goals and commitment to them and how this applies to the individual
employee. Inorder for branding to be successful, it must be consistently applied company-wideand
throughout internal and external markets. Employer brands are linked to what it is like to actually
work for the company. Through branding, applicants can get a better feel for the company's goals
and whether or not they can relate to and support these goals. After implementing employer
branding, Johnson & Johnson's volume of incoming resumes doubled in one year (Buss, 2002).
Their recruiting campaign directs applicants to the Johnson & Johnson website wheretheir profiles
are entered into a database allowing the company to communicate with them. Other firms
successfully utilizing theemployer branding concept include UPS, Pfizer, USAA Insuranceand J.D.
Edwards (Buss, 2002).

RETENTION
A recent study (Mitchell, Holtom, Wee, Sablyskyi & Erez, 2001) introduced anew construct,

job embeddedness, to predict outcomes of intent to leave and voluntary turnover of employees.
Embeddedness is defined as (Mitchell, et al., 2001):

the extent to which people have links to other people or activities, the extent to which their jobs
and communities are similar to or fit with the other aspectsin their life spaces, and the ease

with which links can be broken-what they would give up if they left, especially if they had to
physically move to other cities or homes.

Thisstudy found that in order to increase retention, organi zations should be concerned with the total

lives (degree of embeddedness) of employees-not just their work life.
Anorganization'scultureisalso animportant retentiontool. A portion of thisorganizational

culture relates to the way the company treats, values, and trusts employees (Messmer, 2001).
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Culture should appeal not only to baby boomers, but also to women, minoritiesand immigrants. In
order toretain current empl oyees, companiesmay consider job enrichment, lateral or vertical moves,
or job realignment (Hagevik, 2001).

Another valuable tool isopen communication. Creating an environment that solicitsinput
from employees demonstrates to them that their opinions are valued, ergo, they are valued.

BABY BOOMERS

Older employees (baby boomers) set good examples for the younger workforce, make
excellent mentors, have fewer accidents, and have lower absenteeism and turnover rates. They are
better educated, in better health, and their life expectancies are greater than those of previous
generations. Recruitment and training costs, lost productivity costs, plus loss of knowledge and
commitment costs can drive replacement costs as high as 150% of aretiring employee'ssalary (1zzo
& Withers, 2002). Also, when companies hire experienced employees who have been socialized
within other organizations they can bring undesirable practices with them. They can also be more
likely to question procedure and to "abandon ship” if they are not comfortable with the new
organization's culture. Recruiting and retaining key mature employees obviously cuts costs and
ensures a better knowledge base for organizations. Therefore, as baby boomers contemplate
retirement, organizations should be prepared to offer them alternative opportunitiesto extend their
tenure with the company.

A recent survey (Hagevik, 2001) asked over 2200 professionals throughout the U.S., "what
kept you?' (inyour current position). Over 50% responded that it wasexciting work and challenges,
and career growth, learning, and development. An AARP/Roper report (Garnitz, 2002) found that
the reason baby boomers chose to continue work through retirement age was due to "part ego
fulfillment, part economic, part the social support that work provides and part continuing to make
acontribution." It seemsthat for some boomers the incentive to continue to work isfinancial. For
others, the key isarewarding and fulfilling life.

Money analysts agree that baby boomerswill not have sufficient savingsto retire at age 55
(Nikiforuk, 1999). A 2001 Met-Life Mature Market Institute survey of 1200 baby boomers found
that 46% indicated that their retirement savings levels fell during the last year, but 89% have not
changed retirement datesasaresult (Timmermann, 2002). Only 18% were concerned with outliving
their income. It seems clear that most baby boomers are not as realistic about retirement as they
should be. If oneretires at 65 and lives until 85 or 90, 20 or more years of steady income will be
needed to pay expenses. The survey percentages reinforce the fact that baby boomerswill need to
work during some of their senior years. For these individuals, company's may offer financial
incentives to stay on with the firm or can offer part-time options prior to officially retiring.

Organizations should realize that a portion of baby boomers are not quite "ready for the
nursing home" and wish to remain an active part of theworkforce. For those not motivated to work
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past retirement age by financia concerns, employers can offer a phased retirement option, more
flexible work hours, reasonable amounts of businesstravel, contract positions, tangible incentives,
and recognition opportunities. Incentive programs should be geared to baby boomers' likes and
dislikes. Many boomers have indicated that they want to experience new and different places and
activities (Gardner, 2002). Incentives such as white-water rafting, dance lessons, wardrobe
makeovers, or gardening classes stimulatethe mind and heart. Meaningful activitiessuch ascharity
work and wellness afternoons from yoga or exercise recharge energy levels. Employersthat can
provide these will benefit from employees with an extended worklife.

Any plans that organizations put into place are affected by culture, demographics, and
workforce planning policy. When you alter retirement, you alter the culture of the organization
(Garnitz, 2002). HR managers should remember that demographics assessment and open
communications go hand-in-hand in devel oping a mature workforce.

RETIREES

AnAARPsurvey reportsthat 8in 10 baby boomersplantowork part-timeduring retirement;
35% dueto interest and enjoyment and 23% because they need the money (Temple, 2000). A Del
Web Company survey among retireesfound that 43% missed friends and colleaguesthemost. They
also found that only one-fourth of retirees planned to retire when they did and only 6% retired due
to burnout (Opiela, 2002). Therefore, oneready sourceisretirees. Utilizing retireesis probably the
simplest knowledge retention method to use.

Temporary agencies, adult education centers, retireefairs, and libraries are excellent places
to reach the mature applicant. The Workplace Investment Act of 1998 implemented a program
which involves a career center that consolidates all state employment and training agencies
(Doverspike, Taylor, Schultz & McKay, 2000). Thiswill be mutually beneficia to both workers
and employers.

Training programs teaching such skills as entrepreneurship, computer and software skills,
business philosophy, and critical thinking help older workers adjust from primary to secondary
careers. For example, the Aerospace Corporation employs retirees to maintain its long-term
experience necessary to the space program (Van Y oder & Goldberg, 2002). Also, the Bonnie Bell
Company created a packing facility for older workers (the average age is 72) which is very
productive and stable. Senior employees work half shifts and enjoy a collegial environment.

In many cases, the older workforce is also responsible for the care of elderly parents.
Companies may face work interruptions, absenteeism and tardiness as a result of employees
caregiving responsibilities. Inan effort to addressthese problems, Ford Motor Company offersfree
services of geriatric case managers who provide assessments of the elderly and care management
plans(VanY oder & Goldberg, 2002). The1997 Families& Work Institute's Study of the Changing
Workforce reported that "the quality of employee jobs and the supportiveness of the workplace are
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the most powerful predictors of job satisfaction, employee commitment, and retention” (O'Toole &
Ferry, 2002). Therefore, companiesthat provide elder care benefitsto their employeesstandtogain
a competitive advantage by creating an employee-centered environment.

WOMEN, MINORITIESAND IMMIGRANTS

Even though 77% of U.S. women work, as the labor force shrinks employers will find it
necessary to recruit and retain more women aswell asmore minorities. Many non-working women
are well-educated and could be easily incorporated into the workplace. However, it seems that
women are graduating from college and entering the workforce at alower rate. In order to entice
today's woman into the labor force, employers may have to offer flexible hours, part-time work,
pre-tax savings accounts, day care and sick child backup care (Bernstein, 2002).

L ess educated women at the low end of the labor market are a relatively untapped source.
Companies are beginning to offer health benefits even to part-time workers in order to entice
applicantsto fill low skill level jobs such as housekeeping and laundry positions.

The labor shortage could shift workplace and society attitudes. Diversity efforts may

becomeincreasingly important as employersfind they cannot rely on the shrinking white labor pool
(Bernstein, 2002). Littleand Triest (2002) statethat "over the coming century, new immigrantsand
the children of thoseimmigrantswill contribute well over half theincreasein the U.S. population.”
Minority and immigrant familieswill produce approximately 85% of the 18-to-24 year oldsover the
next decade (Bernstein, 2002). The addition of moreimmigrantsto the labor force will helpfill job
openings. However, while inflows of immigrant workers will help with the labor shortage, their
arrival may reduce levels of education and possibly slow U.S. productivity growth.
Morethan 40% of these individualswill be from low income families and will not be able to attend
collegeevenif they want to. These potential future employeeswill be caught betweenrising tuition
and shrinking financial aid. Even with Federal Pell Grants, 43% of the cost of a college education
is left uncovered (Bernstein, 2002). Corporations can entice and retain women and minorities
through creation of scholarship funds for the children of employees.

Tofurther increase minority recruitment, companies should make surethat minoritiesknow
the selection processisfair and non-discriminatory. Adsshould bedesigned and placed in waysthat
appeal to the minority applicant.

CONCLUSION

Today's HR manager is faced with along "to do" list. Somewhere near the top of the list
appears projected staffing needs. What the company does through its recruiting and retention
practiceswill ater the effects of these projectionsand the productivity of thefirm. Aswemoveinto
the future, organizations will be shaping their labor forces in response to dramatic demographic
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changes. The firms that strive to manage their workforce by responding to employee needs will
enhance their position in the marketplace.
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NEGOTIATOR'STRUST AND DISTRUST
PERCEPTIONSAND MEDIATION STRATEGIES

William H. Ross, University of Wisconsin - La Crosse
Jeng-Chung V. Chen, University of Wisconsin - La Crosse

ABSTRACT

Though previous research on negotiation has focused the choices of strategies by third
parties, not many of them looked at the consequences of those most-preferred strategies on
negotiator behavior and attitudes. This study based on theories like procedural justice theory,
attribution theory, naive realism cognitive theory, and previous studies on mediation strategies to
formhypothesesfor futureresearch. These hypotheses|ook to find whether concessionin mediation
with a trusting opponent will occur; whether negotiators make larger concessions when their
mediator s use various strategies when the opponent is distrustful; and whether trust and mediation
strategy affect fairness judgments. In recognition of the broad theories involved in these issues,
cross-cultural theories and group-value model are also discussed.

INTRODUCTION

In 1986 Peter Carnevale first offered his Strategic Choice model of mediation (Carnevale,
1986) - amodel that has received substantial empirical support (e.g., Carnevale and Henry, 1989;
see Carnevaleand Pruitt, 1992 and Carnevale, Conlon, Hanisch, and Harris, 1989 for reviews). This
model positsthat mediatorstend torely upon strategiessuch as"pressing"” the partiesto resolvetheir
dispute, "seeking integrative solutions,” "inaction,” and "compensating” one or both parties. Not
intended asacomprehensive model of mediation (Carnevale, 1992), the strategiesthat are described
in the model may be used in conjunction with other strategies that have been advocated by other
theorists (e.g., Kressal's 1972 "reflexive" rapport-building strategy). Because this model was
designed to predict mediator strategy, it is understandable that most research has been confined to
investigating the choice of strategies by third parties; relatively little work has been done looking
at the consequences of those most-preferred strategies upon negotiator behavior and attitudes.

Using the Carnevaleframework, previousresearch hasal so looked at theimpact of avariety
of situational factors such as time pressure upon mediator strategy (Carnevale, O'Connor, and
McCusker, 1993; Carnevale and Conlon, 1988). One important situational factor for amediator to
consider iswhether the partiestrust each other. Rossand Wieland (1996) haveinvestigated therole
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that "trust" playsin the selection of strategies by informal mediators. The researchersreport that of
the strategies listed above, informal mediators relied heavily upon three: (1) "pressing,” (2)
"inaction," and (3) "rapport-building" when the negotiators did not trust each other - and "pressing"
was particularly common when there was high time pressure. However, their research does not
indicate whether these commonly-used strategiesare actually effective under these conditions. Nor
have researchers examined the reactions of disputants to various mediation strategies when the
opposing negotiator is distrusting vs. trusting. The present study seeks to test the effects of
"pressing,” “inaction,” and "rapport-building" mediator strategies upon negotiator behavior and
attitudes under trust and distrust conditions.

THE CONSEQUENCE OF TRUST AND DISTRUST

It is important that we define "trust." Although many definitions exist (see Bigley and
Pearce, 1998; Deutsch, 1958; Kee and Knox, 1970), and there is some debate as to whether "trust”
and "distrust" are polar opposites or qualitatively different (see Lewicki, McAllister, and Bies,
1998), many definitions are similar to that offered by Rousseau, Sitkin, Burt, and Camerer (1998):
"Trust isapsychological state comprising the intention to accept vulnerability based upon positive
expectations of theintentions or behavior of another” (p. 395). Similarly, Kramer (1999) statesthat,
"trust entails a state of perceived vulnerability or risk that is derived from individuals' uncertainty
regarding the motives, intentions, and prospective actions of others on whom they depend”. Other
researchers, instead of emphasizing what trust is, argue that if the level of trust and the level of
interdependence match is the most important (Wicks, et. a., 1999). Many scholars agree that, in a
negotiation context, trust involves the interrelated components of (a) goodwill, (b) predictability,
and (c) a problem-solving orientation (Shapiro, Sheppard, & Cheraskin, 1992; Friedman, 1993;
Kimmel, Pruitt, Magenau, Konar-Goldband, and Carnevale, 1980; Johnson-George and Swap,
1982). One very important consequence of trust in negotiation situations is vulnerability or
risk-taking (Rousseau et al ., 1998; Pruitt, 1981). Inthisstudy weemphasized negotiator risk-taking
asaconsequence of trust asdescribed by Pruitt (1981). Based on Pruitt's discussion (and consistent
with the Rossand Wieland, 1996 study), we expect bargainerswho trust the other person to be more
willing to (a) make direct statements of trust directed toward the other negotiator, (b) forfeit
opportunities to compete with the other and to express faith that the other will not compete either
(what Pruitt calls the loss of opportunity for competitive behavior), (¢) share accurate information
(what Pruitt calls risking information loss), (d) make unilateral concessions and express faith that
theother will behavelikewise (what Pruitt callsrisking position|oss), and (e) offer concessionseven
at the risk of appearing weak (what Pruitt callsimage loss). Even if scholars disagree on specific
definitions of trust and distrust, most would probably agree that a negotiator who indicates that he
or sheiswilling to risk these various types of loss is more trusting that a negotiator who indicates
that he or sheis unwilling to take these types of risk.
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Understanding the effectiveness of specific mediator strategies(e.g., "pressing,” "inaction,"
and "rapport-building") under specific situational conditions (e.g., one negotiator is either trustful
or distrustful) isimportant for third party training and devel opment. Several authorshave noted that
therearemultiplecriteriaavailablefor measuring the effectivenessof third-party interventions(e.g.,
McGrath, 1966; Kochan & Jick, 1978). One set of criteriaof interest is whether both the mediator
and the mediation procedure are seen as fair (Lind and Tyler, 1988; Wittmer, Carnevale, and
Walker, 1991). If the parties feel that the third party is unfair or that the mediation procedure is
unjust, thenthe negotiatorsare unlikely torely upon that procedureor third party for future disputes.
Therefore, issues pertaining to procedural justice and the fairness of the mediator are of interest in
the present study. Another criterion of interest to many professionals and researchersis the level
of negotiator concession making; thisisbecause concession making isoften predictive of settlement
(Rubin and Brown, 1975). The present study will also consider this dimension of effectiveness.

EFFECTSOF MEDIATOR STRATEGY ON PROCEDURAL JUSTICE BELIEFS

The beliefs that disputants have regarding the fairness of athird party procedure and of the
third party's actions have significant implications for the future use of any dispute resolution
procedure as well as the acceptance of and compliance with any procedural outcomes (Sheppard,
Lewicki, & Minton, 1992; Lind and Tyler, 1988). Therefore, it isimportant to investigate whether
the variables of interest have significant effects upon procedural justice beliefs. When negotiators
participate in a third-party procedure such as mediation, the enactment of that procedure can
influence disputant evaluations of the third party (Ross, Conlon, and Lind, 1990). Other research
also suggest that the process and decision control have great impact on evaluations of procedural
neutrality, the trustworthiness of authorities and the degree to which people involved in the
procedures feel that their status is recognized (Tyler and Blader, 2000). Further, research on
third-party bias has demonstrated that a third party will be perceived asfair if he or she actsin an
even-handed manner (Conlon & Ross, 1993). Asmediators employ different strategiesto enact the
procedure, they may beperceived differently by theindividual negotiators. Let usconsider thethree
widely-used strategies from the Ross and Wieland study.

Putting pressure on the parties ("pressing”) was frequently chosen by informal mediators
when the parties did not trust each other. How is pressing perceived by the negotiators? A
negotiator who faces adistrustful opponent may recognize that the negotiation task isvery difficult
dueto the distrust and that a strong form of third-party intervention is appropriate. Thismay even
beinferred after thefact: anegotiator may say, "my opponent was not very trusting; if my mediator
was using this 'heavy-handed' tactic, there must have been a need for it." Such inferences are
consistent with attribution theory. Attribution theory suggests that people search for the causes of
others behaviors as they seek to make sense of the world (Kelley, 1971). If negotiatorsinfer that
the opposing negotiator isnot trusting, or they make other internal attributions about their opponent,
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then they may believethat stronger responses, such as"pressing,” arewarranted. Previousresearch
has found that people endorse the use of "heavier" tactics against an opponent when they make
internal attributionsabout the other person (Pruitt, Rubin, and Kim, 1994; Holmesand Miller, 1976).
Thisleadsto our first hypothesis:

Hypothesis1:  Negotiators whose mediators use a"pressing" strategy will report a greater need for the
mediator's assistance when they face a distrusting opponent than when they face atrusting
opponent.

However, thisstrategy may have mixed consequences. Whiletheindividual negotiator may
feel that the mediator is appropriate in using pressing on an opponent, the negotiator may generally
feel that it isunfair for the mediator to usethisstrategy on himor her. Thisisconsistent with "naive
realism” cognitive theory where people tend to describe themselves in positive terms and believe
that they aretaking reasonabl e positionson theissues (Rossand Ward, 1996). Heavy-handed tactics
such as "pressing” are not only unwarranted, but may even be seen as unfair when applied to
themselves (e.g., "pressing” may signal that the mediator is biased in favor of the other party and
istherefore acting unfairly). This may be true regardless of whether the opponent istrusting. By
contrast, if amediator relies upon an "inaction” strategy, or attemptsto "build rapport” between the
disputants, he or sheis probably perceived as acting in an even-handed (if somewhat uninvolved)
manner. This suggests a second hypothesis:

Hypothesis#2:  Subjects whose mediators use a "pressing” strategy believe the mediator islessfair than

subjects whose mediators use "inaction" and "rapport-building” strategies.

THE EFFECTSOF MEDIATOR STRATEGY ON CONCESSION MAKING

Mediator strategies also can have a significant impact upon negotiator concession making
(wall, 1981). Harrisand Carnevale (1990) report that if negotiators learned that their third parties
stood ready to significantly lower their payoffs (a very powerful form of "pressing"), then the
negotiatorsgenerally made greater concessionsto their opponents--apparently in an attempt to keep
the third party from executing this threat. Lim and Carnevale (1990) also observed that the
"pressing"” strategy iseffectivewhen negotiator hostility ishighandtrustislow. Finally, Carnevale,
Lim, and McLaughlin (1989) determined that mediator strategiesaimed at building trust and rapport
between the partieswereeffectivefor bothincreasing thelikelihood of settlement and for improving
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the relationship between the disputants when hostility was high. We discovered no such findings
inthe published literature for an "inaction” strategy. Together, thesefindings suggest thefollowing
hypothesis:

Hypothesis#3:  Subjects with mediators who follow a " pressing” strategy or a "rapport-building” strategy will
make larger concessions to the opponent than subjects whose mediators pursue an " inaction”

strategy.

EFFECTS OF TRUST ON PROCEDURAL JUSTICE BELIEFS

In additionto investigating the effects of mediation strategiesgenerally, wewish to compare
these strategies under different trust conditions. Will identical mediation interventions be viewed
differently when the opponent indicates that he or she trusts the subject relative to when the
opponent communicates distrust? The literature suggests that when the opponent distrusts the
subject, conflict intensity is heightened; under such conditions subjects may be more receptive to
mediation (see Pruitt, Rubin, and Kim, 1994 for areview). Under such conditions, subjects may be
more likely to view the mediation procedure as satisfactory and fair. However, if subjects already
trust their counterpart, they may believe that mediation is an unnecessary intrusion. Such beliefs
may generate resentment toward the procedure. This logic suggests the following hypothesis:

Hypothesis#4:  Subjects who bargain with a trusting opponent will view the mediation procedure as less fair

and satisfactory than subjects who face a distrusting opponent.

THE EFFECTS OF TRUST ON NEGOTIATION CONCESSION MAKING

In a mediation setting, one important measure of third-party effectiveness is whether the
mediator persuades a disputant to abandon his or her initial bargaining position and makes the
concessionsnecessary to concludean agreement (Carneval e, Putnam, Conlon, and O'Connor, 1991).
Do statements of trust or distrust between negotiatorsinfluence concession making? Theliterature
offerstwo competing hypothesis. On one hand, dyadic bargaining studies suggest that trust may be
afacilitating condition for cooperative concession making, and higher joint profits (Kimmel, Pruitt,
Magenau, Konar-Goldband, and Carnevale, 1980; Kee, 1970). Pruitt and Rubin (1986) also suggest
that negotiation may more effective when the negotiators trust each other because conditions have
been created for effective integrative bargaining. Finaly, Carnevale, et a. (1991) surveyed
community mediators and found that the dispute characteristics, "One or both did not trust the other
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party,” and " Oneor both partieswerevery hostileto the other party" hel ped distinguished successful
from unsuccessful community mediation.

But are expressions of mutual trust necessary for mediation to be successful? Perhaps not.
Consider a situation where one negotiator offers a series of modest, unilateral concessions.
According to Osgood (1962; 1966), this series of concessions is a key component in eliciting
concessionsfromtheother side (also seeLindskold, 1978 and Lindskold, Bentz, and Walters, 1986).
Perhapsit is the series of unilateral concessions - not expressions of trust or distrust in the other -
that elicits concessions from the other party. Research investigating "trust" sometimes finds no
difference in negotiated outcomes due to trust (Kee, 1970; Butler, 1995). While high levels of
distrust may make mediation more difficult, the fact that one side "trusted enough™ to make modest
concessions may outweigh any accompanying statements. The opponents' past concessions may
have alarge effect on the negotiator when the negotiator decided how much to concede. If indeed,
"actions speak louder than words," then there should be no difference between trust, distrust, and
(no-message) control conditions when the opponent makes identical concessions.

Together, these studies suggest two competing hypotheses:

Hypothesis #5a: Subjects who bargain with a trusting opponent will make larger concessions to that
opponent than bargainers who face a distrusting opponent.

Hypothesis #5b: Subjects who bargain with a trusting opponent will not make larger concessions to that
opponent than bargainers who face a distrusting opponent.

To summarize, in this study we seek to determine whether subjects will makelarger concessionsin
mediationwith atrusting opponent; weal soinvestigate whether negotiatorsmakelarger concessions
when their mediators used either "pressing” or "rapport-building” strategies, particularly when the
opponent was distrustful of the subject. We also seeks to determine whether trust and mediation
strategy affect fairness judgments.

DISCUSSION

This study, based in part on the Control Model of Procedural Justice (Thibaut & Walker,
1975; 1978) and rooted in social exchange theories, presents six hypotheses, including two
competing hypotheses. Other literaturesrooted inan ongoing rel ationship with an actual group could
be used for future study. For example, theoretical models such as the Group-Value model (Tyler
and Lind, 1992), whichisbased on social identity theory (Tajfel, 1969; 1978) can be explored. That
is, people are sometime not perfectly rational in an economic sense; they do not always seek to
maximize their own utilities but are affected by their relationship with, and identification with the
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group; trust may be a more salient variable in a study that incorporated such variables more
extensively than did the present study (Brewer and Kramer, 1986; Messick and Brewer, 1983).

In the future, the proposed six hypotheses can be tested in a cross-cultural setting in the
future too. In other words, procedural preferences differ across culture because different cultures
foster different beliefs and values. A future study in different cultural contexts can be conducted
because 1: the group value model should be abl e to supplement the control model most successfully
inthe aspect of cross-cultural differences. 2: culture differencesalso may impact people€'sperceived
procedural fairness (Brockner et al., 2000).

Finally, the experiment to be conducted to test these effects only under high time pressure
conditions.  Although this is the most interesting time pressure condition, based on
previously-published results, it nevertheless remains for future research to test whether similar
effectswould be obtained when time pressurewaslow; "pressing” may be seen as acceptableto use
under high time pressure conditions, but may be unacceptable to negotiators under low time
pressure.

In summary, we hypothesize that mediator strategy significantly influences negotiators
perceptions of justice for both the mediation procedure and for the mediator'sactions. These effects
shall beindependent and support other research (e.g., Ross, Conlon, and Lind, 1990) suggesting that
the enactment of a dispute resolution procedure is as important as the procedure itself. Thisis
important for mediators to know because disputants beliefs regarding the fairness of both the
procedure and the mediator's actions may influence the extent to which disputants cooperate with
their mediator. Future research might look at other forms of cooperation (such as revealing
information such as one's"limits" to the mediator; truthfully answering a mediator's queries, etc.).
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ABSTRACT

Dr. W. Edwards Deming (1900-1993) is widely credited as the management philosopher
most influential in the economic recovery of post-war Japan as well as the 20th Century ascent of
guality as a strategic approach toward organizational leadership and culture. His philosophy
effected a vast amount of profound influence and recognition, yet there existslittle formal academic
research on topic in the literature, despite a number of callsto research.

This work contributes a set of numerical values based upon a mature, established survey
instrument that models a set of constructs regarding organizational culture. The instrument was
completed by a significant number of Deming subject matter experts. The responses form a
guantitative profile of the organizational culture prescribed under Demingism.

Analysis finds significant difference between the Deming quantitative profile and the
instrument'snormative valuesalong all of itsconstructs. The derived valuesappear to bein rational
agreement withmajor tenetsof Deming's philosophy. Informal evidence suggeststhat approximately
one-third of the Demingism s represented within the instrument's model.

The values found can be used to test Demingism against various organizational outcomes
or to compare Demingism with other organizational cultures.

W. EDWARDSDEMING

Dr. W. Edwards Deming (1900-1993) is widely credited as the management philosopher
most influential in the economic recovery of post-war Japan as well as the 20th Century ascent of
quality as a strategic approach toward organizational leadership and culture (Bean, 1985; Dixon,
1987; Kusumoto, 1987; Lazzareschi, 1993; Milstein, 1992). Deming's management philosophy is
typically considered assignificant as, and generally contradi ctsmost aspectsof, Taylorism (Knouse,
Carson, & Carson, 1993; Rossler & Beruvides, 1994; Tipton, 1994; Washbush, 2002). Inthewords
of one Deming expert (Aguayo, 1990), Demingism "destroys every important notion of
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management, showsthat the important thingslearned in business school are not only wrong but that
they lead to inferior results, poor quality, and customer dissatisfaction.” Today, both of Deming's
two major management books (Deming, 1986, 1994) enjoy continuing sales in ten languages and
well over 100 self-organized Deming study groups exist throughout the world.

The significance of Deming's managerial philosophy was, and continues to be, recognized
by the most prominent of leaders and ingtitutions. In recognition of his contributions toward the
recovery of the Japanese economy, The Second Order Medal of the Sacred Treasure was bestowed
on Deming by Emperor Hirohito. In 1950, Japan's highest national award for quality, named the
Deming Prize, was established by JUSE, the Japanese Union of Scientists and Engineers (Union of
Japanese Scientists and Engineers, 2003). In 1983, Deming was el ected to the National Academy
of Engineering. In 1985, he was titled Distinguished Visiting Scholar at Columbia University. In
1986, hewasinductedinto the Scienceand Engineering Hall of Fame. Deming received the National
Medal of Technology from President Reagan in 1986 "for hisadvocacy to corporations and nations
of ageneral management philosophy that has resulted inimproved product quality with consequent
betterment of products available to users as well as more efficient corporate performance.” Shortly
thereafter, Deming received an award for his"Distinguished Career in Science” from the National
Academy of Sciences. Newt Gingrich lectured on the value of Deming methods, finding that they
would be "one of the five pillars upon which American civilization would be renewed in the 21st
century" (Gingrich, 1995). The cover story of the April 22, 1991 edition of U. S. News and World
Report (Boorstin & Parshall, 1991) named its "nine hidden turning points in human history;" its
ninth turning point was Deming'sfathering of the Japanese quality revolution. In 1994, Deming was
inducted into the Junior Achievement National BusinessHall of Fame (Junior Achievement, 2003).
In 1995, the American Statistical Association established the Deming Lecturer Award in honor of
Deming's accomplishments (American Statistical Association, 2003).

More recent recognition has been no less auspicious. Prior to his passing, Deming was
honored with advanced degrees by The University of Wyoming, Rivier College, The University of
Maryland, Ohio State University, Clarkson College, The University of Miami, George Washington
University, The University of Colorado, Fordham University, The University of Alabama, Oregon
State University, American University, The University of South Carolina, Yae and Harvard.
Fortune stated that "together, Fredrick Taylor, Peter Drucker and W. Edwards Deming have had
more influence on the conduct of business and the quality of life in the United States and abroad
morethanany CEQ" (Stewart, Taylor, Petre, & Schlender, 1999). TheLosAngeles Timeslisted Dr.
Deming as among the fifty people who most influenced business in the 20th Century (Magnier,
1999). A recent book published by the American M anagement Association (Crainer, 1999) included
in its list of "The 75 Best Management Decisions Ever Made" that of Toyota's acceptance of
Deming's advice.

Unfortunately, it must be assumed that the reader is generally familiar with the major facets of
Demingism, as the scope of the topic prevents any reasonable synopsis within the confines of this
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paper. For such adiscussion, the reader is directed to either Deming's two major books (Deming,
1986, 1994) or popularizations by Aguayo (Aguayo, 1990), Neave (Neave, 1990) and/or Walton
(Walton, 1986).

REVIEW OF THE LITERATURE AND CALLSTO RESEARCH

Clearly, Deming's management philosophy, having effected such avast amount of profound
influence and recognition, is deserving of academic study under scientific method. Y et there exists
little formal academic research on topic in the literature. The recent review of the literature for this
study investigated the entrieswithin databases providing full coveragefor well over 10,000 journals
and trade magazines, that search located approximately 150 articles, forty books, 100 article
abstracts, fifteen dissertation abstracts, 100 newspaper articles and 100 newspaper article abstracts
regarding Demingism. Among them, only twenty works were identified that could be fairly
described as rigorous, quantitative analytical attempts to build knowledge via generally accepted
scientific methods. The balance of the literature is best described as trade press cases informally
anecdoting successful improvement through employment of Demingism, articles seeking to clarify
and or exemplify some portion of Demingism or articles seeking to restate basic Deming principles
toward a niche or neophyte audience, functional area or industry.

Thislack of formal investigation exists despiteanumber of callstoresearch. Infact, onecall
for research into the Deming prescription found in the literature is explicitly based upon this
deficiency. Anderson, Rungtusanatham and Schroeder (Anderson, Rungtusanatham, & Schroeder,
1994) state that "despite the apparent effect that the Deming management method has had on the
practice of management around the world, there is little empirical research support for its
effectiveness beyond anecdotal evidence. ... Academic attention on the Deming management
method has, in fact, been surprisingly sparse. ... Other researchers are encouraged to critically
examine the Deming management method approach to quality management.”

A number of other calls are equally unequivocal. Saunders and Saunders (Saunders &
Saunders, 1994) state that "there is a'so general agreement, however, that Deming's approach ...
lack[s] an emphasison careful analysis ..." Dow, Samson and Ford (Dow, Samson, & Ford, 1999)
state”... in parallel to thistrend among practitioners[to adopt total quality management practices)
... aplethoraof prescriptive quality management literature hasalso emerged ... [such as] Deming's
Fourteen Points. Whilethese claims are seldom accompanied by rigorous supporting evidence, they
do have some degree of face validity. Similar anecdotal evidence and inferential evidence has been
put forth by a variety of consultants, quality associations, and governmental agencies. The
disappointing aspect of thisdebateisthat after more than two decades of such claims, exceptionally
little ... rigorous empirical research has been conducted to verify them." Rungtusanatham, Forza,
Filippini, and Anderson (Rungtusanatham, Forza, Filippini, & Anderson, 1998) reiterate the point
that " despitethe paucity of scientific evidenceattestingtotheeffectivenessof W. EdwardsDeming's
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guality management approach, it hasreceived considerabl e attention from manufacturing and service
organizations around the world."

Accordingly, this study addresses that recognized deficiency with more formal research of
Demingism, a management philosophy frequently recognized, through anecdotal case study,
inferential evidence and prestigious honors, as being highly effective.

RESEARCH QUESTION AND METHOD

Giventhelack of existing research, specia consideration was given to the aim of this study,
in order to ensure a useful foundation for future work. Ideally, future research would ultimately
result in the ability to posit the relationship between Demingism and successful organizational
outcomes such as profitability, efficiency and/or worker satisfaction. However, thisis not, at this
point in time, truly possible since there are no established Demingism operational constructs, or
associated numerical values, that could be employed in such comparisons. In fact, thereisno valid
method for either assuring or falsifying Demingism in practice. A set of such constructs and
associated numerical values are, therefore, prerequisite to further formal study of the Deming
philosophy. Accordingly, thiswork contributes asubset of such numerical values, specifically aset
of numerical values based upon a mature, established set of constructs regarding organizational
culture. Hence the primary research question addressed by this study is"What specific numerical
values would result from measuring the organizational culture prescribed by Demingism?' The
values that resulted from this study can be cited and employed by future researchersin the testing
of the relationship between the organizational culture prescribed under Demingism and various
organizational outcomes. Thevalues can also be used to directly compare the organizational culture
prescribed by Demingism with other organizational cultures when measured in asimilar manner.

Theset of af orementioned organi zational constructsare sourced from, and embedded within,
the primary survey instrument employed inthisstudy, the Work Environment Scale (M oos, 1994b).
The Work Environment Scale (WES) was developed in the 1970s by Dr. Rudolf H. Moos of
Stanford University as part of hisseries of Social Climate Scales (Moos, 1994a). Other instruments
in that set of scales are targeted and adjusted to measure culture, climate and environment in more
specific settings, such as health care and educational organizations. The Work Environment Scale,
however, is intended to be applicable for use in measuring and comparing culture, climate and
environment over the broadest range of organizations. Literature searches reveal that the Work
Environment Scale has been employed as the primary research instrument in hundreds of formal
studies, implying that the instrument is generally acceptable for use in research. Further, Vaux
(Vaux, 1992) states that "the theoretical underpinnings of the instrument ... have worn well" and
that theinstrument isreliableand valid, having been devel oped with due concernfor psychometrics.
Additional evidence of the reliability and validity of the Work Environment Scale instrument is
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readily available in the literature (Constable, 1983; Flood, 1987; Moos, 1994a, 1994b; Weyer &
Hodapp, 1978; Y arne, 1983).

The development of the Work Environment Scale instrument was based upon the
organizational theories of Henry Murray (Moses, 1994). Murray (Murray, 1959) theorized that
organizational outcomes are aconsequence of the interaction of the needs of the individual and the
dictates of the organization's culture and environment. Murray viewed an organization's culture as
comprised of three major dimensions: the nature of its interpersonal relationships, its capacity for
personal growth and its capacity for change. Within the Work Environment Scaleinstrument, Moos
operationalized these three dimensions into ten specific constructs. The interpersonal relationship
dimension isoperationalized asthe degree of involvement, the degree of coworker cohesion and the
degree of supervisor support present in the organization. The personal growth dimension is
operationalized as the degree of autonomy, the degree of task orientation and the degree of work
pressure present in the organi zation. The change capacity dimensionisoperationalized asthe degree
of clarity, the degree of manageria control, the degree of innovation and the degree of physical
comfort present inthe organization (M ore specific definitions of these operationalizationsarefound
within the Data Analysis section of this study.). The instrument yields a numerical value for each
construct, within a zero-to-nine scale, where nine represents the highest degree. M oos devel oped
normative sample mean valuesfor each of the ten constructs through the surveying of 8,146 people
belonging to 116 work groups.

Most of these ten constructs, as well as Murray's underlying model, initially appeared to
generally correspond with a number of central organizational themes that comprise Deming's
philosophy, thereby justifying its use toward developing a set of measures of the organizational
culture prescribed under Demingism. For example, Deming continually advocated a high degree of
worker autonomy to pursue quality and improvement. One better known Deming quotation
regarding this point isthat he believed "the greatest waste in Americaisfailure to use the abilities
of people" (Deming, 1986). His strong position regarding the elimination of production quotasis
also an advocacy of higher worker autonomy. Additional evidence collected during this study, in
the form of a supplementary discussion question, provided additional support regarding the
appropriateness of this instrument.

In thisstudy, the Work Environment Scal einstrument was distributed to, and completed by,
a number of individuals that can be regarded as Demingism subject matter experts. Prior to this
study, there was no generally accepted list of Deming subject matter experts, however fifty three
individuals were identified as a population on the basis that they had relatively extensive
professional contact with Deming, published extensively on the topic of Demingism, remained
centrally active in the Deming community, and/or are credited by name in Deming's major written
works. Theresponses of these participantsresulted in mean valuesfor each of the ten constructsthat
form a quantitative "profile" of the organizational culture prescribed under Demingism.
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DATA ANALYSISAND RESULTS

A satisfactory survey response rate was obtained. Of the fifty-three individuals originally
identified in the population, six individuals either declined participation, self-disqualified their
expertise during pre-contact or simply could not be located. Surveyswere mailed to the remaining
forty seven individuals. Twenty-three usable Work Environment Scale responses were returned,
representing 48.9% of those individuals surveyed. Twenty-two usable supplementary discussion
responses were returned, representing 46.8% of those individuals surveyed. Information was
obtained from approximately nearly half of the individuals who did not return any portion of the
survey regarding their lack of response; the information suggested low likelihood of non-response
bias.

The Work Environment Scales responses returned from the Deming subject matter experts
were aggregated to determine the numerical valuesfor each of the ten constructs, then compared to
the corresponding normative sample mean val ues asdetermined by Moos. It isimportant to notethat
Moos normative sample means do not constitute a set of measures for a "normal” or "typical"
organizational culture, but rather are a measure of central tendency. Further, while Moos has
provided associated variances, no information is provided regarding their underlying distribution;
hence normality cannot be assumed. Infact, the recommended test for significance suggeststhat the
underlying distributions of the normative mean values are more likely uniform than normal in
nature. "Work Environment Scale profile elevations typically are interpreted as significant at
approximately one standard deviation above the approximate normative mean. ... Work
Environment Scale users would be well advised to interpret differences on the order of a standard
deviation or more as clinically relevant” (Moses, 1994). Hence, significant difference between
Demingism values and normative mean values should be interpreted only as clear evidence of
deviation from the central tendency of organizational culture values, rather than evidence of
deviation from any kind of "normal" or "typical" organizational culture values.

Significance was found for al three constructs within the Nature of Interpersonal
Relationships dimension. The degree of involvement, as defined by Moos, is the degree to which
employees are concerned about and committed to their jobs. Testing the derived Demingism
involvement value of 8.174 against the normative mean involvement value of 5.710 found
significance. Hence we conclude that Demingism expects a higher degree of involvement than that
which organizations tend toward. Further, testing the involvement construct viaatraditional t-test
withapooled varianceresulted in ahighly significant p-value of 0.004, which weinterpret asstrong
evidence that Demingism expects a higher degree of involvement than the entire population of
organizational cultures asrepresented by the Moosinvolvement normative mean and variance. The
degreeof coworker cohesion, asdefined by Moos, isthe degreeto which employeesarefriendly and
supportiveof oneanother. Testing the derived Demingism coworker cohesionvalueof 7.957 against
the normative mean coworker cohesion value of 5.520 found significance. Hence we conclude that
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Demingism expects a higher degree of coworker cohesion than that degree toward which
organizations tend. The degree of supervisor support, as defined by Moos, is the degree to which
management is supportive of its employees and encourages employees to be supportive of one
another. Testing the derived Demingism supervisor support value of 7.783 against the normative
mean supervisor support value of 5.180 found significance. Hence we conclude that Demingism
expects a higher degree of supervisor support than that degree toward which organizations tend.

Significancewasal so found for all three constructswithin the Capacity for Personal Growth
dimension. The degree of autonomy, as defined by Moos, is the degree to which employees are
encouraged to be self-sufficient and to make their own decisions. Testing the derived Demingism
autonomy value of 7.174 against the normative mean autonomy value of 5.470 found significance.
Hence we conclude that Demingism expects a higher degree of autonomy than that degree toward
which organizations tend. The degree of task orientation, as defined by Moos, is the degree of
emphasis on good planning, efficiency, and getting the job done. Testing the derived Demingism
task orientation value of 7.739 against the normative mean task orientation value of 5.860 found
significance. Hence we conclude that Demingism expects a higher degree of task orientation than
that degree toward which organizations tend. The degree of work pressure, as defined by Moos, is
the degree to which high work demands and time pressure greatly dominate the job milieu. Testing
the derived Demingism work pressure value of 3.652 against the normative mean work pressure
value of 5.310 found significance. Hence we conclude that Demingism expects alower degree of
work pressure than that degree toward which organizations tend.

Further, significance was found for all four constructs within the Capacity for Change
dimension. The degree of clarity, asdefined by Moos, isthe degree to which employees know what
to expect intheir daily routine and how explicitly rules and policies are communicated. Testing the
derived Demingism clarity value of 7.565 against the normative mean clarity value of 4.910 found
significance. Hence we conclude that Demingism expectsahigher degree of clarity than that degree
toward which organizations tend. The degree of managerial control, as defined by Moos, is the
degree to which management uses rules and procedures to keep employees under control. Testing
the derived Demingism manageria control value of 3.217 against the normative mean managerial
control value of 5.260 found significance. Hence we conclude that Demingism expects a lower
degree of manageria control than that degree toward which organizations tend. The degree of
innovation, as defined by Moos, isthe degree of emphasis on variety, change, and new approaches.
Testing the derived Demingism innovation value of 7.435 against the normative mean innovation
value of 4.090 found significance. Hence we conclude that Demingism expects a higher degree of
innovation than that degree toward which organizations tend. The degree of physical comfort, as
defined by Moos, is the degree to which the physical surroundings contribute to a pleasant work
environment. Testing the derived Demingism physical comfort value of 7.130 against the normative
mean physical comfort value of 4.240 found significance. Hence we conclude that Demingism
expects a higher degree of physical comfort than that degree toward which organizations tend.
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Table 1 summarizes the results of the ten aforementioned tests of significance:

Table 1: Resultsof Significance Tests, Demingism ver sus WES Nor mative Values
Construct Demingism Mean WES Normative Mean Higher/Lower
Degree Under Demingism
Involvement 8.174 5.710 Higher
Coworker Cohesion 7.957 5.520 Higher
Supervisor Support 7.783 5.180 Higher
Autonomy 7.174 5.470 Higher
Task Orientation 7.739 5.860 Higher
Work Pressure 3.652 5.310 Lower
Clarity 7.565 4.910 Higher
Managerial Control 3.217 5.260 Lower
Innovation 7.435 4.090 Higher
Physical Comfort 7.130 4.240 Higher

In addition to completion of the Work Environment Scale instrument, the Deming subject
matter expertswere asked to respond to the following discussion question: "What percentage of the
Deming philosophy do you believe is addressed by the preceding survey instrument?* The intent
of the question was to seek support for the initial assumption that the Work Environment Scale
instrument generally corresponds to a number of central organizational themes that comprise the
Deming philosophy.

Asprevioudly stated, twenty-two usabl e supplementary discussion responseswere returned
by the Deming subject matter experts, representing 46.8% of those surveyed. Table 2 summarizes
the basic descriptive statistics derived from the twenty-two responses, while Table 3 summarizes
the frequency of the responses using 10% bins.

Table2: Descriptive Statistics, Percentage of Demingism Content within WES I nstrument

Mean 36.2% | Std. Dev. 24.2% Minimum 1.0% Range 87.0%

Median 30.0% | Variance 5.9% Maximum 88.0% | Mode 50.0% (f=4)
.
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Table 3: Frequency Table, Percentage of Demingism Content within WES I nstrument
10% 4 60% 1
20% 5 70%

30% 3 80% 2
40% 1 90% 1
50% 4 100% 0

The dispersions observed in the standard deviation, range, as well as across the frequency
bins, evidencethat therewasno clear consensusamong the Deming subject matter expertsregarding
the actual percentage of content. However, the mean, median and mode do all provide strong
informal evidence that the Work Environment Scale content does, beyond a trivial extent,
correspond to a number of central organizational themes that comprise the Deming philosophy.

Based upon the dispersion acrossthe frequency bins, that correspondence can reasonably be
said to be less than, or equal to, 50% of the total Deming philosophy. Some insight into the nature
of the unaddressed percentage of Demingism can be drawn from the discussionsincluded with the
percentageresponses. Several of the discussions noted that the Work Environment Scaleinstrument
did not address Demingism's systematic perspective, emphasis on the importance of statistical
variation, supplier/customer philosophiesor epistemol ogical theory. These discussionssuggest that
the unaddressed percentage of Demingism does not pertain to facets of organizational culture
climate or environment, further strengthening theargument that theinstrument ishighly explanatory
with regard to the organizational culture prescribed by Demingism.

DISCUSSION OF RESULTS

Most of the Demingism WESval uesderived from the appear to bein general agreement with
major tenets of Deming's philosophy. The following discussion provides the reader with
information, quotations and rationalizations regarding Deming's philosophy that support the found
Demingism values. The Tayloristic managerial perspective is also discussed in contrast.

A significantly higher degree of worker involvement under Demingism was found.
Demingism does expect workers to be far more "involved," concerned and committed regarding
their jobs. He repeatedly focuses upon the important effect that pride and intrinsic motivation can
have upon the quality of work. Taylorism, in contrast, strivesto disengage the worker from the task
decisionsthat involvement and concern would provoke, sinceworkersare viewed as unqualified to
make task decisions. Rather, Taylorism expects workers to view their job as little more than the
following of managerial edict. Taylor makes this posture clear, for example, in hisclassic pig iron
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example, where he finds the "work to be so crude and elementary in its nature that ... it would be
possibletotrainanintelligent gorillaso asto become amore efficient pig-iron handler than any man
.. (Taylor, 1911). Again, the degree of involvement found for Demingismishigher than that of the
entire population of organizational cultures upon which the normative values are based.

A significantly higher degree of coworker cohesion under Demingism was found. Deming
argues for benefits to be gained by workers being mutually supportive and cooperative. Deming's
argument isthat the greatest effect on outcomesis often caused by theinteraction of system entities,
rather than the entities themselves, he states that "the greater the interdependence between
components, the greater the need for communication and cooperation between them" (Deming,
1986). He argues that the bulk of the capability of acompany comes, not from individual abilities,
but from the interactions of those individuals, "helping or hurting each other in pairs, triplets, etc.,
in teams, platforms, chimneys, divisions, departments’ (Deming, 1994). Taylorism, on the other
hand, advocatesadivision-of-labor perspective and del egatesthe coordination of systeminteractions
to management.

A significantly higher degree of supervisor support under Demingismwasfound. Demingism
expects supervisors, managers and leaders to adopt a highly supportive role toward labor's effort to
do good work, as opposed to merely managing "by ordinal numerics and percentages’ (Deming,
1986). Deming states that the aim of |eadership "should be to help people ... to do a better job"
(Deming, 1986) and that he views a manager as "coach and council, not ajudge"’ (Deming, 1994),
"a colleague, counseling and leading his people on a day-to-day basis'(Deming, 1986). The
managerial focus upon numerical performance measurement and quantitative analysis of work
standards that Deming decries is more generally associated with Taylorism.

A significantly higher degree of autonomy under Demingism was found. Deming clearly
advocates the self-sufficiency and decision-making ability of labor in a variety of ways. His oft
repeated posture against quotas but is one example: "one way to move away from quotas is to
introduce ... a self-directed work force-anybody does anything that needs to be done" (Deming,
1994). Deming statesthat improvement "includes[giving] everyone, including production workers,
achanceto ... contribute the best of their talents’ (Deming, 1986). Demingism expects labor to be
granted the autonomy to initiative improvement and quality efforts, rather than being first beholden
to Tayloristic work rules, standards and quotas. According to Deming, lack of autonomy creates
frustration and fear that prevents production workers from making "the contribution that they are
eager to make" (Deming, 1986).

A significantly higher degreeof task orientation under Demingismwasfound. Sinceworkers
within a Demingistic organization are given more autonomy and responsibility for continual
improvement, they must also be more work-oriented and efficiency-oriented than "traditional”
Tayloristic production line workers. Further, Deming often claims his approach will remove much
of theinefficiency he observed under traditional management techniques, for exampl e, he statesthat
"the present style of management isthe biggest producer of waste, causing hugelosses..." (Deming,
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1994). In hisbooks, Deming extensively notesexamplesof inefficienciesdueto low quality, rework
efforts, numerical distortions effected by quotas aswell asinadequate managerial coordination and
planning in general. The responses of the subject matter experts reflect their expectation that a
Demingistic organization will be highly oriented toward the reduction of the types of inefficiencies
to which Deming often referred.

A significantly lower degree of work pressure under Demingism wasfound. Thisfindingis
alsoin agreement with the Demingistic perspective. Demingism. Deming doesnot believe highwork
demands or time pressure should dominate the organizational culture. Rather, improvement of
processes toward higher quality of product is a higher priority than meeting production quotas (as
discussed above) or improvement of numerical measuresof worker efficiency. Deming explains, for
example, that pressureto meet quotascreatesan "inability to servethebest interests of the company”
(Deming, 1986) and that "the push for production robs [designers] of the chance to go into the
production area to learn the problems created by the designs they construct” (Deming, 1986).
Taylorism, onthe other hand, isfirst concerned with outcome measures such as production ratesand
worker efficiency.

A significantly higher degree of innovation under Demingism was found. Deming's
philosophy is centered upon continuous improvement of processes. Two of Deming's Fourteen
Points for Management directly recommend a great amount of change and new approaches,
specifically to "improve constantly and forever the system of production and service" andto "create
constancy of purposetoward improvement of product and service" (Deming, 1986). Deming makes
the relationship more explicit between constancy of purpose and innovation when he states that
"establishment of constancy of purpose means acceptance of obligations [to] ... innovate ... new
service and new product ... new materias ... method of production; possible changesin equipment
for production ... new skills required ... training and retraining of personnel ..." (Deming, 1986).
Traditional mass production and Tayloristic work design approaches tend to emphasize repetition
before innovation.

CONCLUSION

Theresults of this study open anumber of areasto future research. The valuesfound can be
used to identify organizations possessing a Demingistic organizational culture, and so comparethat
culture with various organizational outcomes such as profitability, efficiency and/or worker
satisfaction. The values can also be used to fasify a claim that a particular organization is
Demingisticin nature, tolend support to such aclaim or to identify gaps between the organizational
culture prescribed by Demingism and the actual organizational culture found. Further, the values
can be used to compare organizations deemed successful by any particular criteria, in order to
determineif successful companiesare (or are not) Demingistic in nature. They may also be used to

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



32

compare Demingistic organizational culture with the organizational culture prescribed by other
managerial philosophies.

The results also identify areas requiring further research. The extremely significant value
determined for involvement calls for further examination and explanation. Given Deming's focus
upon the pivotal role of leadership, higher significance could have been expected for the supervisor
support construct. Other instruments should be located and employed to increment explanatory
power with regard to Demingism'’s systemati c perspective, emphasison theimportance of statistical
variation, supplier/customer philosophies and epistemological theory.

In conclusion, this study contributes a degree of quantitative texture to Deming's ethereal
philosophy, thereby facilitating numerous opportunities for further research employing traditional
scientific methods. In addition, this study suggests a methodology for doing so with other
managerial philosophies that influence organizational culture as well.
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ABSTRACT

Previousresearch in the area of age and job satisfaction has shown a positive relationship
between employee age and reported level s of job satisfaction. Several model s have been proposed
to explain thisrelationship, including both a life cycle model and varioussituational models. Inthis
study, results of an employee survey conducted among factory workers in rural Arkansas were
analyzed. There was a decrease in overall job satisfaction after age 45. Perceptions of
management fairnessand problemresolution al so decreased with age. Theresultsindicatethat the
relationship between job satisfaction and age can best be explained by deter mining the effect of age
and associated factors on employees' expectations and the probability that those expectations can
be met in the specific work setting.

INTRODUCTION

The topic of work motivation, and one of its subcategories, job satisfaction, has received a
level of attention from researchersin psychology and management that might well be characterized
as "intense interest” (Steers & Porter, p. xi). Thelevel of research activity in this area should not
be surprising, though, as conclusions or results from this area of research are applicable to awide
range of human activities and can often be useful in abusiness setting, both to increase individuals
satisfaction with their work and to increase the effectiveness of organizations.

Job satisfaction has been defined as"apl easurable or positive emotional state resulting from
the appraisal of one's job or job experiences’ (Locke, p. 1300). As a human emation, then, job
satisfaction will certainly be affected by agreat number of individual difference characteristicsand
environmental variables. Oneindividual difference characteristic that has received agood deal of
attention is the relationship of employee age to level of job satisfaction.

Thetopic of job satisfaction and the research in this area may be classified or broken down
into two areas. The first area is a theoretical area: the definition of job satisfaction and its
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dimensions. The second areaisan applied area: determining which worker characteristics, outside
factors, and management interventions affect job satisfaction. Itisthisarea, and particularly worker
characteristics, that will be the focus of this study.

AGE AND JOB SATISFACTION

The role of age in job satisfaction has been explained in several ways. Four alternative
models are the career stage model (Hall & Mansfield, 1975), Rhodes taxonomy (1983), Zeitz's
situational model (1990), and the job change hypothesis suggested by White and Spector (1987).

The first model, the career stage model, looks at individuals as passing through various
stagesin their lives and careers. Hall and Mansfield (1975) use the career stage model to account
for age differencesin job satisfaction. Intheir research, they suggested three career stages. Inthe
early stage (age 20 to 34), the individual is in a trial phase and the highest needs are for self
fulfillment. Individuals in the second or middle stage (ages 35 to 50) are in a "stabilization
substage” (p. 208), in which the need for self fulfillment is strong and in which the individual is
looking for professional achievement. During the third and final stage (age 50+), the individual is
ina"maintenance” (p. 208) stage. Theindividualsin this stage are most strongly motivated by the
need for security, yet they also show ahigher level of intrinsic motivation (as defined by Herzberg,
Mausner, Peterson & Capwell, 1957).

Inthe taxonomy proposed by Rhodes (1983), age effectson work attitudesand behaviorsare
divided into four categories. Chronological Age, Cohort Effects, Period Effects, and Sources of
Systematic Error.

Thefirst category, Chronological Age, includes the effects of both psychosocia aging and
biological aging. Psychosocial agingincludes, butisnot limited to, theindividual's passagethrough
lifecycles. Biological aging issimply the individual's physical changes, such as physical strength
or visual acuity.

Cohort Effects might also be referred to as generational effects. A cohort "consists of
persons born at the same time and who age together” (Rhodes, p. 330). Thus, members of a
generation have common experiences, such asthe Depression or the civil rights movement, which
affect their attitudes in similar ways.

Period Effects are the effects arising from the passage of time, including changes in the
organization and in the outside environment.

Systematic Error Effects include the effects of selective sampling, selective survival,
selective dropout, and testing effects. An example of selective dropout would be those individuals
who dropped out of the labor force due to lack of job satisfaction.

The situational model proposed by Zeitz (1990) suggests that job satisfaction varies by
situation and that age may contribute to or detract from individuals' job satisfaction, depending on
other personal, organizational, and occupational influences.
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White and Spector (1987) propose amodel in which employee ageis, itself, not afactor in
job satisfaction, but is rather an indirect measure of such variables as tenure, salary, and job
congruence, or the match between employee expectations and what the job actually provides. In
support of thishypothesisaretheresults of alongitudinal study of job satisfaction (Hoppock, 1960),
where severa individuals reported greater job satisfaction when in jobs that matched their
expectations and needs.

Age may affect job satisfaction and work attitudesin several different ways. Early research
inthisareafound aU shaped rel ationship between age and job satisfaction. Herzberg, et al. (1957)
found that individuals level of job satisfaction declined through their career, then rose later in the
individual'slife. Saleh and Otis(1964) also found acurvilinear relationship, with individuals level
of satisfaction increasing until the pre retirement years, then decreasing. Other researchers have
concluded that there is a positive, linear relationship between employee age and expressed job
satisfaction (Gibson & Klein, 1970; Hulin & Smith, 1964). This interpretation is now generally
agreed to be the most appropriate way to explain the observed relationship between employee age
and job satisfaction (Rhodes, 1983).

AGE AND OTHER COMPONENTSOF JOB SATISFACTION

The research in this area indicates that there are a number of other subject variables and
environmental factors which interact with age to affect job satisfaction.

There is some indication that gender may be afactor. In severa studies cited by Rhodes
(1983), there is evidence of a positive relationship between age and job satisfaction, but this
relationship may not always be found among women. Hulin and Smith (1965) found age and job
tenure to be predictive of job satisfaction for men, but could not use age or tenure to consistently
predict levelsof job satisfaction for women. However, Near, Riceand Hunt (1978) did not find that
gender was related to job satisfaction. It should be noted, though, that research on women's job
attitudes conducted in the 1960s or 1970s may have little or no applicability to women's attitudes
in the 1990s.

Length of service or tenure is a variable closely associated with employee age. While
individuals do change jobs, older employees will tend to have longer tenure than younger
employees. Intheir study of rural Southern blue collar employees, Gibson and Klein (1970) found
that tenure was negatively associated and employee age was positively associated with overall job
satisfaction. However, Near, et al. (1978) found that job tenure was positively associated with job
satisfaction.

The type of occupation or organization characteristics may also affect job satisfaction. In
a study of three occupational groups in a government agency, Zeitz (1990) found that the
relationship between age and job satisfaction differed between clerical workers, low achievement
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professional workers, and high achievement professional workers. Near, et a. (1978) found that
individuals' job satisfaction was positively associated with a measure of occupational prestige.

In this study, the effect of employee age on the level of job satisfaction will be examined.
Also included in the analysis will be tenure and gender, to determine if there is any interaction
between these variables and employee age on job satisfaction.

METHODOLOGY

The dataused in this study were obtained as part of an employee attitude survey conducted
in a garment manufacturing company located in northwest Arkansas. Questionnaires were
completed by approximately 1,800 employees. A sample of 600 questionnaires (100 from each
plant) were randomly chosen at the time of the survey for further analysis and are availablefor this
study.

Theemployeeattitude survey used wasan 81-item questionnaire devel oped for the company.
The questions were designed to cover the standard job satisfaction dimensions and to address
concerns specific to the company, such aswork schedules and product quality. The questionswere
in the form of a stem with five possible responses. The questionnaire also included a question in
which employeeswere asked to rate the company benefit plansand five open ended questions. The
responses from the open-ended questions are available, but not identified by individual.

The first step in the data analysis was to determine whether or not the sample adequately
represented the entire company population.

The second step wasto perform afactor analysis of the questionnaire responsesto determine
if job satisfaction subscales could be computed. Next, an overall job satisfaction rating for each
respondent and factor scores were computed.

Then, the responses from the six plants were analyzed, to determine if there are any
significant difference in levels of job satisfaction between the plants which would prevent
considering the results across all six plants.

Then, usingan ANOV A design, theeffect of thedemographic variables(gender, age, tenure)
on the job satisfaction ratings for all plants were analyzed.

Thefinal step in the analysis was to examine the responses to the open ended questions to
isolate any areas of concern to guide the interpretation of the results. Because the responses were
not keyed by employees, it was not possible to analyze the responses to the open ended questions
by any of the demographic variables.

RESULTS

The sample of questionnaires available for analysis represented 34 percent of the total
company employment. These questionnaireswere astratified random sample from the total group
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of questionnaires. The sample was composed of 100 gquestionnaires chosen at random from each
of the six plants, for atotal sample of 600.

Thefirst step inthe dataanalysiswasto determine whether or not the sample questionnaires
adequately represented the entire population. A second data file was available, for the entire
population, which contained the demographic variables and rankings of the six-company benefit
plans.

First, the distribution of the demographic variables (gender, tenure, and age) for the sample
were compared to the distribution for the entire population, using the 22 test. For all threevariables,
there was no significant difference between the sample distribution and the distribution expected
from the entire population. For gender, x? (1, N = 597) = .091, p < .01; for tenure, x? (1, N = 590)
=.240, p < .01; and for age, x* (1, N = 595) = 1.034, p < .01. The distributions for the three
demographic variables are shown in Table 1.

Table 1: Sample and Population Demographics
Sample Population
Category N % N %

Gender
Male 121 20.3 368 20.8
Female 476 79.7 1404 79.2

Tenure
0- 1years 141 239 429 24.4
1-5years 187 317 558 317
5- 10 years 99 16.8 283 16.1
10 + years 163 27.6 489 27.8

Age

16 - 25 years 183 30.8 573 324
26 - 35 years 164 27.6 476 26.9
36 - 45 years 127 213 381 216
45 + years 121 20.3 338 191

Note: Cases with missing data excluded.
.____________________________________________________________________|
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The average rankings on the empl oyee benefit plansfor the sample and the population were
compared, using at-test. There were no significant differences between the average rankings for
the sample and the entire popul ation.

The responses to the 81 survey questions were factor analyzed, using the principal
components method, with a varimax rotation. The initial results indicated 18 factors with Eigen
valuesgreater than 1. Anexamination of the Eigen value plot indicated that a 10-factor solutionwas
the most parsimonious solution. Thefactor titlesand the percent of total variance explained by each
factor arelisted in Table 2.

Table2: Survey Dimensionsand Percent of Total Variance

Dimension Title % of Variance
1 Management Fairness 11.9%
2. Supervision 6.3%
3. Job and Company 5.9%
4, Pay 3.7%
5. Co Workers 4.4%
6. Human Resources 2.8%
7. Amount of Work 2.7%
8. Problem Resolution 3.4%
9. Management Planning 5.4%

10. Working Conditions 2.5%

Scale values for the 10 scales were then created by computing the average rating for each
guestionin each of thescales. Anoverall rating, representing general moraleor job satisfaction was
computed by averaging all responses. The correlations between the scales are shown below.

Thescalevaluesfor thesix plantswerethen analyzed to determinewhether or not therewere
any differences between the six plantsincluded in the survey. Factor 5, Co Workers, was the only
factor showing any significant differencesin average rating between plants [F (5, 593) = 3.70, p =
.003]. However, astringent post hoc test, the Scheffétest of differences, between plant averageson
Factor 5 showed no significant differences at the .01 level. It did not appear that there were any
differences between plants, and thus there was no reason to analyze the results for the plants

separately.
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Possibledifferencesin the factor and overall ratings associated with gender, tenure, and age
were examined using a 2 x 3 x 4 anaysis of variance. To avoid empty cells in the analysis of
variance matrix, the original tenure categories 3 and 4 (5 to 10 years and 10 or more years) were

merged to one category.

Theresults of the ANOV A analysis showed significant main effectsfor age, tenure, gender
at the .01 significance level. There were no significant two way or three way interaction effects.

A matrix of the factors and significant main effectsisfound in Table 4.

Table3: Correlation Matrix for Factor Scores
Factor 1 2 3 4 5 Overal

1. 1% 69** (.19)** (18)*

2. .05 A14* A3

3. (.16)** (.10)

4, A8

Factor 6 7 8 9 10 Overdll

1. (.34)** 21%* (.53)** 19** 73

2. 14+ 5% .06 .07 2% A0
3. (36)** 15+* A3+ (.45)** 14%* 66+*
4. 20%% .01 (17)** 38 (.07) A7
5. 26%* .02 (.08) 320% (.02) 20%%
6. 04 (.27)** 38+ (.08) .02
7. 13 (.02) 01 34
8. (.40)** 6% SIF*
9. (.15)** (.09)
10. 27F*

Note:
* denotesp < .01
** denotes p <.001
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Table 4: Significant Effects by Factor
Factor Gender Tenure Age

1 Management Fairness X X
2. Supervision X
3. Job and Company X
4, Pay X
5. Co Workers X X
6. Human Resources
7. Amount of Work X
8. Problem Resolution X
9. Management Planning X
10. Working Conditions

Overdll X

The next step in the analysis was to perform post hoc tests on the factors with significant
differencesinany of thethreefactorsto determinewhich, if any, inter group meansweresignificant.
The test chosen for this purpose was the Scheffé post hoc test, at the .01 level of significance.
Finally, for those factors where age, tenure, or gender differences were present, representative
responsesto the open ended questions werelisted, in order to guide the interpretation of the results.

The only one of the three demographic variables to have a significant effect on the overall
rating was age [F (3, 588) = 17.60, p =.000]. The Scheffé test showed a significant decrease from
age groups 1, 2, and 3 to group 4.

On the first survey factor, Management Fairness, there were significant effects for both
tenure [F (2, 588) = 15.47, p = .000] and age [F (3, 588) = 15.54, p = .000]. The post hoc tests of
differences showed a significant decrease in the average rating in this category after the first year
of employment and after age 45.

Theopen ended questionsindicated that amajor areaof employee concernwasfair treatment
by management and supervisors. There was a perception that management and individual
supervisorsdid not alwaystreat all employeesfairly and equally. Intheresponsesto the open ended
guestions, there were comments such as. "Our supervisor grants favors to the people she goes to
church with every one seesit and it make it bad on al the rest."

A mgjor areaof concern wasthe perceived uneven enforcement of the company'sattendance
policy: "l don't understand the absentee policy. Inthe order dept. upstairs aman was fired because
he missed too much work. But inthe same dept., alady who misses twice as much just gets petted
and babied because she's the boss's friend.”
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Another areawhere employees perceived inequity wasin the distribution of work: 1. "The
way the supervisor has picked certain peoplewho getsthe easy work while the ones she doesn't like
has it the hardest. A different supervisor could help alot." 2. "Right now | wish they would
supervise the night shift better. They are just kids we are told when we come into a mess every
morning. Plus they get all the easy shirts which we could make more money on." 3. "Older
employees getting their choice of the stylework they sew sincealot of thework isalot easier to sew
and you can make alot more money on some styles of work."

Thefairness of pay policies was also asource of dissatisfaction: "When aproduction is set
and the girl exceedsit then they say sheis making too much money and raise that production after
they have already set it."

Theonly demographic variable having any significant effect on employees satisfactionwith
their supervision wastenure [F (2, 588) = 4.82, p = .008]. However, the Scheffé test did not show
any significant differences between any of the three tenure groups.

Ratings on this factor were affected by employee age [F (3, 588) = 12.60, p = .000].
However, the post hoc test showed no significant differences between any of the four age groups.

Employees' satisfaction with their pay was affected by tenure [F (2, 588) = 6.19, p =.002].
The significant decrease was between group 1 and group 2; that is, after one year of employment.

The analysis of variance showed effects of both gender [F (1, 588) = 13.72, p = .000] and
tenure [F (2, 588) = 1.30, p = .001] for thisfactor. The mean ratings on this factor by gender are
shown in Figure 8. The Scheffé test showed significant differences between tenure group 1 and
groups 2 and 3.

There were no significant main effects from any of the three demographic variables on this
survey factor.

The only demographic variable affecting employees' attitudes towards the amount of work
they are expected to perform was employee age[F (3, 588) = 4.76, p = .003]. However, the Scheffé
test did not show any significant differences between any of the four groups.

Age was, again, the only demographic variable affecting mean ratings on this factor. The
post hoc test showed a significant decrease between group 1 and group 4. In the responses to the
open-ended questions, empl oyeesindicated their concern that management and supervisorswerenot
willing to take the time to assist employees: 1. "Our supervisor should try to be honest with us at
all timeswhich isnot done. He should be more understanding to problems we have instead of his
own. And most definitely be more aware of what isgoing on. The floor people under him need to
help more. There isto many idle people standing around.” 2. "When you have a complaint or
problem my supervisor is afraid for me to tell the higher up people." 3. "A couple of years ago |
had a back problem. The Dr. stated that it was from the way | had to set at my machine. Hetold
me that he had mentioned it to management about the chairs some of us has to use--But it doesn't
do any good. | also mentioned it--but I've still got the same chair | has 2 years ago.” 4. "The
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unfairness of theway you aretreated. Y ou are madeto fell like dirt when you complain about thing
just like they really do not care and if they don't care why should you care.”

Employees attitudestowards management planning were affected only by tenure[F (2, 588)
=10.94, p=.000]. However, the post hoc test did not show any significant differences between the
tenure groups. Therewere no significant main effects from any of the three demographic variables
on this survey factor.

DISCUSSION

Theresults of thissurvey do not support the research hypothesis that employee satisfaction
increases with age. The results support a hypothesis that overall job satisfaction can actually
decrease with employee age, under certain circumstances. One factor which may cause older
employees to be less satisfied with their work is the labor market in the small towns where these
plants are located.

The research on employee turnover (Landy, 1985; Mobley, 1979) indicates that turnover
depends both on satisfaction and perceived options. That is, an employee may be unhappy with his
or her job, but islikely to leave only if there is an acceptable alternative available. Inthe areain
which this company's plants are located, there are not many alternatives. As several employees
commented: 1. "Itistheonly job inthe county so | haveto likeit some." and 2. "Peoplein this
area need these plants. We have to have somewhere to work."

A second point arising from the responsesto the open ended questionsisthat working at this
company has advantages that may not be available elsewhere: 1. "Steady work not many layoffs.
Cool in summer warm in winter. Closeto home. | have 5 family members working here out of 7
so we must likeit here." 2. "I like the insurance, holidays, vacations and other benefits we have
working here. Also the scheduleisright for people who have children in school."

Anindividual'sdesireto leave an organization may well be affected by such factorsassteady
work and insurance. Thissuggeststhat job satisfaction, in this organization, will not increase with
either tenure or age. First, dissatisfied employeesasawholewill have few alternative employment
options. Where alternatives do exist, they may not be as attractive--there may be no benefits, the
pay may not be as good, or the work may not be steady.

However, younger employees, who are not tied to the company by accumulated benefits or
tied to the geographic area by family responsibilities, may perceive that there are other options
availableto themand, thus, may be morelikely to leave the organization. Theremaining employees
in the younger age group will, then, tend to be those who are happy with or who are not dissatisfied
withthejob. Theolder and longer tenure employeesnot only perceivethat they havefewer options,
but in most cases actually do have fewer options. The community offersfew aternatives and older
employees have more of an investment in the company, including pension, seniority and insurance.
Their response to job dissatisfaction islesslikely to be turnover.
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The responses to the open ended questions also indicated that the individuals surveyed
believethat more emphasisshould be placed on an employee'sseniority: 1. "Thepolicy wherethere
isalayoff they go by how much you make or production instead of how long you been there. Like
alayoff comes and a girl worked there 6 months and a girl been years, and the girl work there 6
months got to stay cause she put out more production! That isn't right!" 2. "Management attitude
toward long term employees. They don't think any more of them than they do new employees.”

Older and longer tenure employees, then, will have reason to be dissatisfied if they believe
that their experience should be, but is not, taken into account when work is allocated and policies
enforced. Theresponsesto the open-ended questions|isted under the M anagement Fairnesswould
tend to confirm this. It is more difficult to fit in the decrease on the Problem Resolution factor,
except to suggest that older individuals may be more accustomed than younger individualsto bein
aleadership role and, thus, may be more dissatisfied when their advice or opinions are seemingly
ignored.

The results of this survey tend to confirm Zeitz's hypothesis (1990) that employee age has
different effects under different circumstances. For example, the pattern of results seen herewould
lesslikely be found in an organization where personnel decisions are made primarily on seniority.
The results al'so support the hypothesis (White & Spector, 1987) that employee age is an indirect
measure of other variables. For example, many of the agerelated effectscited in thisstudy are also
associated with longer tenure.

CONCLUSION

From this study, it can be safely concluded that employee age is an influence on job
satisfaction, in that an employee's age will affect his or her satisfaction with a particular job, in a
particular set of circumstances. A generalized view that job satisfaction increases with age leaves
out a number of other variables that have an equal or greater effect on job satisfaction, especially
individuals' perception of how the job meets their needs and expectations.
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JOB ATTRIBUTE PREFERENCES:
ARE THERE GENDER DIFFERENCES?

Sherry Robinson, Penn State Univer sity
Nicholas Beutell, lona College

ABSTRACT

This study examinesjob attribute preferences of women and men through the use of a study
including 120 college students in a four-year university in a suburban northeast area. Results are
compared to those of a similar study conducted in the early 1980s. While some differencesremain,
most sex differences have decreased since the previous study. Women in the current study rated
mental aspects of work such as the use of knowledge and skills and intellectual stimulation higher
than did men. They also gave higher ratings to social factors including social contribution and
meeting and speaking with others. Both men and women in the current study rated ample leisure
time as being more important than did those in the previous study.

INTRODUCTION

Sex differencesinwork values, have been animportant areaof research sincethe Hawthorne
studies of the 1930’s (Roethlisberger & Dickson, 1939/1975). An ever-growing literature on the
subject (cf., Abu-Saad & Isralowitz, 1997; Bartol & Manhardt, 1979; Betz & O’ Connell, 1989;
Beutell & Brenner, 1986; Konrad, Ritchie, Lieb, & Corrigall, 2000; Powell, 1988; Rowe & Snizek,
1995; Schuler, 1975; Tolbert & Moen, 1998) hasyielded contradictory results as some studieshave
found significant sex differences while others have not.

Work values, those qualities people seek from their jobs, have recently been given theterm
work or job attribute preferences (e.g., Konrad et al. 2000a) to distinguish them from higher moral
values (Pryor, 1979) such as those described by Rokeach (1973; 1968). These job characteristics
are more fundamental than interests (Super, 1970) and are associated with job satisfaction or
dissatisfaction (Brief & Nord, 1990; Katzell, 1964, Knoop, 1994; L ofquist & Dawis, 1975; Wanous,
1980) as they reflect a correspondence between needs and satisfaction (Drummond & Stoddart,
1991, Zytowski, 1970). It is therefore important to understand the values or attribute preferences
brought to the workplace by the men and women in today’ s labor force.

Thisstudy examinesthe current literature on gender differencesin job attribute preferences,
particularly the effects of socialization, organizational structure, and changes that seem to have
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occurred over time. It then presents the results of a survey replicating the study by Beutell and
Brenner (1986) which compared women and men’ s ratings of the importance of 25 job attributes
identified by Manhardt (1972). Thefindingsfrom thisstudy are analyzed and then compared to the
earlier study.

ORGANIZATIONAL STRUCTURE

One explanation for sex differencesin work values pointsto organizational structurein that
work opportunities, or the lack thereof, influence an individual’s possibilities and preferences
(Gregory, 1990; Gutek, 1993; Kaufman & Fetters, 1980, Spitz & Waite, 1980; Walker, Tausky &
Oliver, 1982). Because of family obligations or discrimination, women are often confined to lower
level jobswithlower earningsand lessauthority (Jacobs, 1992; Jencks, Perman, & Rainwater, 1988,
Reskin & Ross, 1995) Rather than become frustrated at the inability to obtain better jobs, people
make themselves content with job characteristics they can obtain. (Borg, 1991; Mottaz, 1986).
Studies examining differences in job attribute preferences by gender and organizational
position/occupation show the latter to have more influence (Brief, Rose, and Aldag,1977; Gomez-
Mejia, 1990).

Workers at lower levels of the organization, both men and women, tend to place more
emphasis on extrinsic outcomes such as pay, working conditions, and social relationships with co-
workers derived from thejob context, while those in the higher ranks value intrinsic outcomes such
as stimulating work, achievement, and autonomy based on job content (Kaufman & Fetters, 1980;
Moore & Ollenberger, 1986, Spitz & Waite, 1980). Some believe that women do not advanceinto
high level of the organization because they place high value on rewards other than income and
advancement (Huckle, 1983).

In addition, some researchers (Costa, McCrae, & Holland, 1984; Gottfredson, 1981) have
taken Holland' s (1973) vocational choice theory positing that occupational choices are consistent
with personality and categorized enterprising, investigative, and realistic careers as masculine and
social, artistic, and conventional jobs as feminine. Kaufman and Fetters (1980) found that in the
accounting field, an enterprising occupation, men and women both valued extrinsic and intrinsic
work characteristics. Bigoness (1988) found that women aspiring to managerial careersplaced more
importance on the opportunity for challenging work and the opportunity to utilize their education
than did their male counterparts. Likewise, Hofstede (1980) determined that women in higher
occupations were even more concerned with job content than were men.

These findings suggest that organizational factors may act as moderating variables that
influence the results of studies comparing the job attribute preferences of men and women. On the
other hand, socialization theory contends that men and women enter the work place with different
desiresand behaviors based on their socialization asmalesand femalesin aculturethat has separate
expectations for people based on their sex.
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EFFECTSOF SOCIALIZATION

The socialization theory is based on the concept that men are women are socialized to
conform to societal norms for male and female behavior (Burn, 1996). Men are taught to value
traditional masculinetraits such as aggressiveness, competition, and achievement whilewomen are
taught to value relationships with others (O’ Leary, 1974; Williams & Best, 1990). Following this
model, women and men bring different work valueswith themto thework placeand thereforedesire
different job attributes.

One aspect of thistheory istheimportance women place on working and social conditions,
which are considered extrinsic job factors. Many researchers (Manhardt, 1972; Schuler,1975;
Bartol,1976; Brenner & Tomkiewicz,1982; Betz & O’ Connell,1989) have concluded that women
place moreimportance on social conditionsthan do men. Studying Israeli university students, Abu-
Saad and Isralowitz (1997) reported higher ratings by women on social factors including social
contributions, congenial associates, cultural/aesthetic interests, and interactions with other people
aswell asintrinsic work factors including development of knowledge and skills, and intellectual
stimulation. In contrast, men scored higher on risk taking and supervision of others, and ample
leisure time.

Over time, a variety of studies (e.g. Centers & Burgental, 1966; Herzberg, Mausner,
Peterson, & Capwell, 1957) have concluded that men valueintrinsic work aspectsmorethan women
do. Aslong ago asthe Hawthorne studies, Roethlisberger and Dickson (1939/1975) determined that
men value pay because of their rolesasprimary providers. Women, in contrast, have been secondary
earnersaswell ashomemakers, |eading them to beless concerned with income and more concerned
with work conditions. Thetraditional division of labor within the home leadsto women’ sdesirefor
flexible or short hoursin order to better balance work and family (Menaghan, 1991; Moen, 1992).
In ameta-analysis of the literature on gender differencesin job attribute preferences, Konrad and
associates (2000a) found men to attach greater importanceto earningsand responsibility, consistent
withtheir rolesasproviders, whilewomen val ued factorsrel ated to homemaking and nurturing such
as good hours and good coworkers. This theory has its critics as other studies (Burke, 1966;
Bigoness, 1988) have concluded that both women and men place greater importance on intrinsic
than extrinsic attributes.

Bartol and Manhardt (1979) found that, over time, women in a longitudinal study of
graduates pursuing management careers showed less concern for social job aspects. Similarly,
Gottfredson (1980) asserted that men desire high incomes and career success because they have
traditionally been the primary earner in the family, but predicted that as women took more of a
provider role, they would become more committed to their careers. Thisstudy comparesthe current
results with those of a similar study by Beutell and Brenner (1986) conducted in the mid 1980sto
determineif sex-related differencesinjob attribute pref erenceshave changed in thelast two decades.

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



50

EFFECTSOF TIME

Discrepancies between the findings of different studies may be attributable to women’sand
society’ s changing attitudes toward women’ sroles (Erez, Borochov, & Mannheim, 1989; Morgan
& Carney, 1985). Brenner and Tomkiewicz (1979) concluded from their replication of Manhardt’s
(1972) study that sex differences are decreasing. Similarly, Fiorentine (1988) found that between
1969 and 1984, values and career expectations of men and women were converging as women's
values became more like men’s. Likewise, in the early 1970s, Miner (1974) reported that women
had less motivation to manage, but later (Miner & Smith, 1982) reported women possessed, in some
ways, even more motivation to manage. Bigoness (1988) compared hisfindingsto that of Bartol and
Manhardt (1979) and Brenner and Tomkiewicz (1982) to conclude that “a pronounced shift in job
attributes preferences is taking place” (p. 144).

Drawing from the General Social Survey for 1973 to 1994, Tolbert and Moen (1998)
examined full-time employed married men's and women’'s ratings of 5 work attributes: job
security/no danger of being fired, short working hours/lots of free time, high income, chances for
advancement, and work that provides a sense of accomplishment. They found that married men had
become more concerned with income over the years included in the study. In 1990-1994, married
women, too, had become more interested in high income as the most important job attribute. High
income was especially important to men 18 to 35. However, they found that anong those over age
51, sex differences were small and nonsystematic across the years. In all age groups, women were
more concerned than men with the need to feel a sense of accomplishment, and men were more
likely to value security. They concluded that in the past decade, sex differences between young
workers had increased primarily as aresult of changes in men’s preferences rather than those of
women.

Despite anumber of studies examining thisissue, there seem to be few, if any, undebatable
and conclusive findings. This study contributes to the literature by adding additional findings and
examining the effects of time by re-visiting a study from the mid-1980s and using the same
instrument. The results of the current study are compared to those of the previous study by Beutell
and Brenner (1986).

METHODOLOGY

In addition to factors such as socialization and the passing of time, another possible
contributor to the contradictory findings in research on sex differences in work values is the
instrument used in a given study. For example, researchers (e.g. Tolbert & Moen, 1988) who use
the General Social Survey arerestricted to theforced ranking of fivework characteristics. Important
attributes about which there may be significant differences may not be included among these.
Likewise, some studiesonly compare extrinsic and intrinsic factors. Manhardt (1972) expanded the
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study of work values by identifying 25 different job attributes. Respondents rated the importance
of each value on a 5-point scale (1 = not important, 5 = very important).

Beutell and Brenner (1986) also used this scale, finding that women rated congenial
associates, independence, accomplishment, use of knowledge and skills, use of education, social
contributions, and intellectual stimulation higher than did the men in the study. Men, in contrast,
gave significantly higher scores to high income, advancement, working on central organizational
problems, ampl el eisuretime, security, and responsibility. Ratingswere used to rank thejob attribute
preferences according to importance, which provided increased insight into the respective
importance of the rated preferences.

This study examined sex differences in job attribute preferences through the use of
Manhardt’s 25-value instrument, providing a basis for comparison with the previous study by
Beutell and Brenner (1986) to determine if the importance of work values by women and men has
changed. Relative rankings of values by men and women in the current study with those in the
previous study are also examined.

Participants in the study were 120 (56 female and 64 male) students at a 4 year university
in asuburban setting in anortheastern state. The sample included respondents of many ages, but no
significant differenceinjob attribute preferences between respondents of different ageswerefound.
Student research assi stants distributed the survey in 2002 to studentswho voluntarily completed the
surveys during classes, including both business and non-business classes. Questionnaires were
returned anonymously to the research assistants during the class period when the research was
conducted.

RESULTSAND ANALYSIS

Table 1 shows the mean rating of each value by women and men, along with the ranking of
the values based on overall means and t-test significance. Analysis of two-tailed t-tests shows
significant rating differencesbetween only fivejob attributes: continued devel opment of knowledge
and skills, intellectual stimulation, social contribution, meeting and speaking with people, and
satisfiescultural and aestheticinterests. On each of these, women rated the valuesas moreimportant
than did men.
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Table 1: Comparison of men’s and women’swork valueratings rankings

Men Women Rating Difference
Work value Mean | Rank | Mean | Rank | 1t in rankings
job security 4.25 1 4.14 5 ns -4.0
feeling of accomplishment 4.23 2 4.29 15 ns 0.5
comfortable working conditions 4.06 3 4.16 4 ns -1.0
advance to high administrative responsibility 4.02 4 3.96 ns -5.0
high income 4.00 5 4.04 6 ns -1.0
ample leisure time off the job 3.95 6 3.80 125 ns -6.5
recognition 391 7 4.00 7 ns 0.0
respect by other people 3.88 8 4.23 3 ns 5.0
continued development of knowledge and skill 3.84 9 4.29 15 .04 7.0
work independently 3.77 105 | 382 11 ns -05
develop own methods of work 3.77 105 | 3.88 10 ns 0.5
Change and variety of duties 3.73 12 3.80 125 ns -0.5
makes use of specific education 3.69 13 3.63 18 ns -5.0
intellectual stimulation 3.52 14 3.98 8 .04 6.0
work on problems of central importanceto org. 3.48 15 3.55 20 ns -5.0
congenial associates 341 16 371 15 ns 1.0
originality and creativeness 331 17 3.64 17 ns 0.0
regular routine in time and place 3.27 18 3.29 23 ns -5.0
superiors you admire and respect 3.25 19 3.57 19 ns 0.0
taking risks 3.22 20 3.48 21 ns -1.0
social contribution 3.17 21 3.75 14 .003 7.0
clear cut rules 3.02 22 3.07 25 ns -3.0
supervising others 295 | 235 | 314 24 ns -05
meeting and speaking with others 295 | 235 3.70 16 .007 75
satisfies cultural and aesthetic interests 2.89 25 3.39 22 .04 30

ns = not significant at p>.05

in determining differences in ranks, women’s ranks were subtracted from men’ s ranks

The largest sex differences were found between the socia factors, “meeting and speaking
with other people” and* social contribution”, whichvaried significantly in meansand showed alarge
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spread in rankings. In most cases, differences in these value ratings were also accompanied by
differences in rankings. Ample leisure time is an exception. Although men gave leisure time an
average rating of 3.95, and women rated it similarly at 3.80, |eisure was ranked 6™ for men but tied
for 12" for women.

Table 2 shows acomparison of the results of this study and the previous one by Beutell and
Brenner (1986). Ample leisure time rose in relative importance for both men and women in the
current study. Job security dropped from 2™ to 5™ among women while it increased for men from
2.5t0 1% in the present sample. Having aregular routine rose from 25" for both sexes to 18" for
men and 23" for women, indicating a sex difference that had not existed previously.

Devel opment of knowledge and skills rose from atie for 6" to 2™ for women, but actually
dropped from 8" to 9" for men, creating agreater difference in rankings than in the previous study.

Table2: Comparison of resultsin the current and Beutell and Brenner (1986) study
2002 1986 2002 1986 sex differences
Work value men men women | women in rankings

rank rank rank rank 2002 1986
job security 1 25 5 2 -4 0.5
feeling of accomplishment 2 1 2 0 0
comfortable working conditions 3 4 4 -1 3
advance to high admin. responsibility 4 4 9 6.5 -5 -25
high income 5 25 6 5 -1 0.5
ample leisure time off the job 6 10 125 16 -6.5 -6 I
recognition 7 55 7 8.5 0 -3
respect by other people 8 55 3 3 5 25
cont’d development of knowledge and skill 9 8 2 6.5 7 15
work independently 105 13 11 13 -05 0
develop own methods of work 105 12 10 14 0.5 -2
Change and variety of duties 12 11 125 12 -05 -1
make use of specific education 13 17 18 105 -5 6.5
intellectual stimulation 14 9 8 85 6 0.5
work on problems of central importance 15 14 20 19 -5 -5
congenia associates 16 18 15 105 1 75
originality and creativeness 17 15 17 17 0 -2

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



Table2: Comparison of resultsin the current and Beutell and Brenner (1986) study

2002 1986 2002 1986 sex differences
Work value men men women | women in rankings

rank rank rank rank 2002 1986
regular routine in time and place 18 25 23 25 -5 0
superiors you admire and respect 19 22 19 20 2
taking risks 20 19 21 23 -1 -4
social contribution 21 21 14 18 7 3
clear cut rules 22 24 25 24 -3 0
supervising others 235 16 24 21 -05 -5
meeting and speaking with others 235 20 16 15 75 5
satisfies cultural and aesthetic interests 25 23 22 22 3 1

in determining differences in ranks, women'’s ranks were subtracted from men’s ranks

Intellectual stimulation dropped for men from 9" to 14", while not changing for women.

Making use of educational background rose to 13" from 17" for men, but dropped to 18"
from atiefor 10" among women, creating opposing sex differencein relative rankings between the
two studies.

Supervising others dropped for both sexes. Women'’ s relative ranking for this value fell to
24" from 21%, while men’ sdecreased from 16" to atiefor 23", almost eliminating aprevious gender
difference in rankings.

Making asocial contribution roseto 14" from 18" for women, while remaining the same for
men, increasing the gender gap in relative rankings.

Having congenial associates dropped in relative importance from atie for 10 to 15™ for
women, so that they were more similar to men who rose from 18" to 16™.

M eeting peopledropped for men from 20" to atiefor 239, but only dropped from 15" to 16™
for women, increasing the previous gender gap in rankings.

DISCUSSION

Theresultsof thisstudy support the notion of complex and changing sex differencesinwork
values as measured by job attribute preferences. While there was evidence of significant sex
differences, there are fewer differences than those found by Beutell and Brenner (1986; 12 versus
5 in the present study), roughly two decades ago based on data collection rather than publication
dates. Women do rate social contribution and meeting and speaking with others significantly more
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highly than men, and in keeping with stereotypical value notions for women, but they also rate
development of knowledge and skills and intellectual stimulation as more important suggesting a
departure from “traditionally female” value patterns. Interestingly, both men and women attached
similar importance (by ranking) to many of the attributes including recognition, originality and
creativity, and superiors that you admire. Additionally, earning a high income was ranked 5 by
men and 6™ by women, a value that is presumed to be more important to men.

It may be premature to conclude that sex differences are declining however. What might be
of greater interest are the shiftsin attribute preferences over the period of two decades.

Beutell and Brenner (1986) argued that there appeared to beincreased stability inthe pattern
of value preferences over time in relation to previous research (Brenner & Tompkiewicz, 1979;
Manhardt, 1972). The present findings offer some support for this concept but found some notable
exceptions as well. For example, supporting evidence comes from a drop in supervising others
where women and men had nearly identical rankings. Similarly, congenial associates increased in
importance for women while decreasing in importance for men giving a convergence in rankings.
On the other hand, making use of educational background increased in importance for men but
decreased in importance for women, a finding at odds with the pattern stability of preferences.
Further, leisure time rose in importance for men and women. This array of findings suggests that
pattern stability is not a unique explanation of differences and shifts in studies dating back to
Manhardt (1972).

Recent meta-analytic studies (Konrad et al., 2000a; Konrad et al., 2000b) indicate that sex
differences exist on 33 of 40 job attribute preferences although the average effect size was quite
small. Other studies have concluded that there is no consistent evidence of general sex differences
in work values (Rowe & Snizek, 1995). Although each of these research efforts used very large
sample sizes there are many other variables such as age, occupation, date that the study was
conducted, research instruments, etc. that could account for these apparently divergent findings.
Although difficult, some understanding of the development of value preferences using longitudinal
model swould add significantly to the understanding of the processes of vocational selection based
onindividual preferences (e.g., Loquist & Dawis, 1979; Meglino & Ravlin, 1998). Future studies
might try to control some of these variablesto get abetter indication of sourcesof variance. Beutell
and Brenner (1986) attempted to control career salience as one such factor but differences still
emerged.

Nevertheless, the present results, undertaken after the studiesjust referenced, do suggest that
other variables are at work. For example, how did the events of September 11, 2001 affect the
security needs of students making atransition to the job market? In amore general sense, how do
shifts is societal attitudes, expectations, and behaviors affect values? To what extent are values
affected by maturation and experience? It might be expected that, since values and by extension
value preferences, are basic aspects of personality that more stability might be expected than
reported in this study and other recent efforts.
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COMPARING APPLESTO APPLES:
INSURING CONSISTENCY OF MEASUREMENT
WITH THE BALANCED SCORECARD

Martha Lair Sale, University of South Alabama
ABSTRACT

Performance evaluation is one of the most complex measurement issues in management
accounting. Despitetheassertion that measurement of the perfor mance of theindividual bedivorced
frommeasurement of perfor mance of the businessunit, compl ex interrelations make such ameasure
extremely difficult. Thetask of evaluationisfurther complicated by various questions and concerns
about who should do the evaluating and questions regarding what should be eval uated-outcomes,
behaviors, or competency levels. The combination results in an overwhelmingly complex set of
measurement criteria. Balanced Scorecard (Kaplan & Norton, 1992) hasintroduced a systematic
approachto the measure of qualitative dimensionsfor business performance, but actually producing
an internally consistent quantified score that is suitable for comparisons between periods and
between subjects continues to be extremely difficult. This paper illustrates the use of the Analytic
Hierarchy Process (Saaty, 1994) as a mechanism for dealing with this highly complex scoring
problem.

INTRODUCTION

Performance evaluation is perhaps the most complex measurement issue in management
accounting. Despitethe assertion that measurement of the performance of theindividual bedivorced
from measurement of performance of the businessunit, complex interrelations make such ameasure
extremely difficult. Addtothis, an environment in whichteamsareincreasingly common. Personnel
performance evaluations should focus on individual contributions sufficiently to prevent social
loafing, but not to an extent that ignores the synergistic properties that make groups work.

Thetask of evaluation isfurther complicated by various questions and concerns about who
should do the evaluating-supervisors, peers, customers, or subordinates. Add to this questions
regarding what should be evaluated-outcomes, behaviors, or competency levels. All these
dimensionsresult in an amazingly complex performance evaluation milieu. Although the Balanced
Scorecard, or BSC (Kaplan & Norton, 1992) has introduced a systematic approach to the measure
of qualitative dimensions for performance, actually producing an internally consistent quantified
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score that is suitable for comparisons between periods and between subjects continues to be
extremely difficult.

Fortunately, a mechanism for dealing with this type of highly complex scoring problem
already exists in a decision science technique known as the Analytic Hierarchy Process or AHP
(Saaty, 1994). AHP is a widely acclaimed multicriteria decision-making technique that alows
analysts not only to grasp a problem of this magnitude but, by using a mathematically rigorous
process, can also offer ameasure of internal consistency (Saaty, 1996). The AHP has become one
of the most popular aids to decision-making and has been popularized and made widely available
through "Expert Choice" software (Expert Choice, Inc., 2000; Forman et al., 1983). This paper
presents a format for using a Balanced Scorecard approach and AHP to produce an internally
consistent, comprehensive measure of personnel performance.

The first question that must be addressed in development of an effective performance
evaluation system is the question of its purpose. Evaluation systems are used to give employees
useful feedback, coaching, and guidance to help them improve their performance and develop job
related skills (Peiperl, 2001). Evaluations can be used as part of aformal goal setting system (Scott
& Einstein, 2001). They can also be used for making staffing decisions such as which employees
will receiveraises, or conversely, they may provide legal documentation protecting an organization
from suit in the event that an empl oyee must be dismissed. Depending on how the eval uation system
isdesigned, it will work better for some of these purposes than for others (Goldstein, 1998).

Increasingly, companiesare using the Balanced Scorecard (BSC) asamechanismtolink the
performance of individual sin the company to accomplishment of the strategic goals of the company
(Kaplan & Norton, 1992). The BSC isdevel oped to providean integrated set of performancecriteria
that provides a successful measure of how well each individual and sub-unit within an organization
supports all the goals associated with the Critical Success Factors (CSF) of the company. The
strength of the BSC is the use of avariety of measures to link the performance of all the elements
of the organization to the strategic performance of the organization. The BSC incorporates both
financia and non-financial measuresthat may be either qualitative or quantitative and provide both
outcome (or lagging indicators) and performancedrivers (or leading indicators) (Kaplan & Norton,
1992).

Some version of the Balanced Scorecard is now in use in approximately half the Fortune
1,000 companiesinthe United Statesand about forty percent of the European counterparts (Gambus
& Lyons, 2002). According to Gambus and Lyons (2002) Philips Electronics has committed to the
BSC as atool that is both effective and enduring. Philips has involved its 250,000 employeesin
morethan 150 countriesaround theworld in developing aBSC with threelevels. Thecurrent levels,
the strategy review card, operations review card, and the business unit card, are expected to be
enhanced by a fourth level, the individual employee card, right away. At Phillips, the corporate
guality department provided comprehensive guidelines for metric linkage between these different
level sto assure coordination. They addressthe robustness of the measurement system by addressing
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the fact that goals set at alower level must support the goals of higher level to assure that it is
possible to meet or exceed all Critical Success Factor goals (Gambus & Lyons, 2002).

Addtothisemphasison avariety of strategic measuresthat are applied consistently through
different levels of the organization, the difficulty of accurately measuring the performance of
individuals in an environment that is turning increasingly to group activities and the problem
becomes almost intractable. For the BSC to assumeits place as an effective measure of the strategic
performance of all elements of the organization it must be practical to administer and the results
must be accepted and relied upon by decision makers. Research shows that managers often have
difficulty incorporating theresults of subjective measuresinto the strategic decision-making process
because they perceive such measures to be unreliable (Liberatore & Miller, 1998). Some adopters
of the BSC have already abandoned its use because managers could not deal with the complexity
and ambiguity inherent in the measures (Gambus & Lyons, 2002). Despite the adoption of BSC by
increasing numbersof companies, little hasbeen published about how managersdeal withtheissues
of complexity and ambiguity in the measures.

To develop a Balanced Scorecard that effectively links the performance of all levels of the
organization to the organizational strategy anumber of eval uation problems must be addressed. The
organization must devel op an eval uation that consi stently measuresthe contribution of subjectswho
work in a variety of situations involving various teams and individual efforts. In addition, this
evaluation must consider the degree to which the evaluator is able to judge the performance of the
subject or the weight which should be given different evaluators opinions of the subject's
performance. Whether the subject of evaluation isan individual, ateam or an entire business unit,
the mechanics of the eval uation process may be the same, however the choice of evaluators and the
weights given the contributions of individuals would differ. When evaluating teams, such aswork
or service teams, whose members all perform the same or similar tasks, the contributions of each
individual would receive roughly the same weight. In network teams where each individual is an
expert inadifferent field, the contributions of the expert in that areawould be given ahigher weight
for the criteria that fall into their expertise. For example, individuals who participate in multiple
teams, or work alone and in teams, first would have their evaluators grouped into various
"evaluation groups" based on their connection to the eval uation subject. For exampl e, three separate
eval uations groups would assess an individual evaluation subject who belonged to Team A, Team
B, and who also performed as an individual. One group would consist of constituents of each team
and thethird group would be made of constituents of theindividual. These eval uation groupswould
then be subdivided into "evaluator classifications' based on their relationship to the subject, such
as manager, team leader, team member, and coworker and the rel ative importance of the opinion of
each classification determined. Finally, eachindividual evaluator would completean evaluation, and
these eval uations will be combined using wei ghting factorsthat recognized the relative importance
of theindividual evaluator'sinput. For example, perhapstheteam |eader's opinionismoreimportant
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than the opinion of a coworker. Incorporation of these complex relationships results in a single
evaluation that can be looked at in terms of individuals or groups.

Thesame outcome, behavior, and competency |evel measurescan beused to evaluate various
subjectswhether individual s or teams. However, it should be pointed out that although what isgood
for two subjects may be the same, what is important for the same two subjects might be very
different. For example, creative problem solving skills would probably be considered agood thing
for any person or team to possess without regard to the type of team or individual job function.
However, creative problem solving is probably much moreimportant to research and devel opment
teamsthan it isto work or service teamsthat deal with repetitive, routine tasks. Obviously, the use
of a generic one-size-fits-all performance-evaluation that ignores important differences between
various individuals and teams is inappropriate, but that does not mean that the same format cannot
be used for all of the evaluation systems (Scott & Einstein, 2001).

Use of aformal multiattribute decision analysis process makesit possibleto incorporate the
myriad elements of a multi-level Balanced Scorecard into a decision process that is capable of
handling the complexity of the interaction between the elements and providesthe degreeif internal
validity requisite to assure that performance measures are consistent from one evaluation period to
the next and from one subject to the next. One such multiattribute decision analysis process is the
Analytic Hierarchy Process, or AHP (Saaty, 1994; Saaty, 1996).

AHP isawidely used method for analyzing complex decision-making problems. It breaks
the decision problem down into small easily understandabl e parts, organi zes these component parts
into ahierarchy of levels, and providesamechanism for eval uating theinterrel ationships among the
components of the hierarchy (Saaty, 1994). The AHP is a process designed to facilitate the
formalization of multicriteria decision-making. It allows the decision maker to incorporate both
"hard data" and less quantifiable elements such as judgments, feelings, and experiences. AHP has
been widely used in avariety of decision-making applications (Saaty, 1996).

Using AHP the decision problem is structured hierarchically from criteria to lower level
subcriteria. Theresulting model iscalled avaluetree or ahierarchy of criteriaand objectives. Users
of AHP make a series of pair-wise comparisons of these criteria. If the criteriabeing compared are
objective, the numeric values for the criteria are compared. If, however, the criteria are wholly or
partially subjective, then the comparisons are made on the basis of relative preference between the
two on a scale of one to ten where one indicates no preference and ten indicates an overwhelming
preference. Once these comparisons have been established for each criterion an n x n matrix of
comparisons, where n equal s the number of criteria, is constructed. In this matrix, the elements are
arrayed where the Aij element is aways the reciprocal of the Aji element. That is, if the first
criterionispreferred over the second criterion by afactor of four then the A12 element of the matrix
isthree and the A21 element is 0.25. The principle eigenvector of the matrix isthen calculated and
normalized. This eigenvector represents the compl ete set of the relative importance of the criteria.
This results in a dependable, mathematically rigorous, quantitative approach that overcomes the
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complexities and difficulties inherent in measuring unlike elements and delivers a system that can
betrusted and relied upon by managers (Saaty, 1996). For amore compl ete discussion of the process
of AHP see Saaty (1994). Harker and Vargas (1987) provide adiscussion of theinherent theoretical
strengths and weaknesses of AHP.

METHODS

Using the AHP to structure the Balanced Scorecard system into a single measure requires
thedecision maker first structurethe problem asahierarchy. Theelementsof that hierarchy arethen
prioritized by responses to questions about the dominance, or importance, of one element over
another (Liberatore & Miller, 1998). Thefirst, and perhaps most creative, step in the AHP process
isstructuring the problem asahierarchy. A useful approachisto start with the goal and decompose
itintothe most general and easily controlled factorsat the simplest or most basic level possible. The
decision maker then worksback up through the hierarchy starting with the simplest sub-criteriathat
must be met and combining the sub-criteria into generic higher level criteria until the various
measurements are linked in such a way that comparisons between unlike elements are possible
(Liberatore & Miller, 1998).

Many possible criteria can be measured or subjectively judged in association with any
position. Abernathy (2001) suggests the measurement design process start with ideal criteria and
then compromise from thisideal to develop criteria that can be defined and rated. An example of
the types of criteria that may be used is provided in Table 1; it has been divided according to
outcomes, behaviors, and competencies.

Although the number of possibilities that may be easily considered dramatically increases
with use of an AHP software package, it is suggested that the number of performance measures be
limited for other reasons. When the number of measures expands beyond those few essential to
measure the most important criteria, the added complexity tends to cause the focus of the process
to be misdirected from the importance of the criteria being measured to the measurement process
itself. The number of measures is best left to fewer than twenty-five (Horngren, Foster & Datar,
2000, p. 446-453). The criteria used should mirror the real world as closely as possible, and should
measure" asthough the participantsarefranchised or in businessfor themselves." (Abernathy, 2001)
Also, care should be taken only to measure controllable outputs. This means that broad measures
that are affected by events out of the control of the subject should be avoided (Abernathy, 2001).
Many of the measurements|isted above can relate to inter-group interaction, but perhapsthisisnot
enough. Care must be taken so that subjects do not optimize their own output at the cost of the
organization asawhole. Theaddition of specific"linked" measuresmay help aid cooperation. If the
performances of two subjects affect each other greatly, cooperation can be increased by including
one or more of one group's criteria as a measurement of the other group. For instance, if Group A
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supplies partsto Group B, one of Group A'scriteriacould be the percentage of thetime Group B has
enough available stock on hand (Abernathy, 2001).

Table 1: Typesof Criteria

OUTCOMES BEHAVIORS COMPETENCIES
Accurate Accepts criticism Adaptable
Continuous learning Adaptable Appraisa
Customer service Altruistic Collaboration

Job skill devel opment

"Big picture" oriented

Communication

Neatness Conscientious Conflict resolution
Process improvement Cooperative Coordination
Professional appearance Courteous Delegation
Punctuality Cynica Goal setting
Rework required Dependable I dentify needs of others
Work quality Detail oriented Knows when to seek help
Work quantity Good sport Leadership
Work timeliness Helpful Long range planning
Listens Organizational
Team player Planning

Problem solving

Time management

Not all subjects should be rated in every way by every one who could rate them. For
instance, the outcome criteria of a work or service team can be measured, but due to the "tight
interdependencies among team tasks" the individual members should only be measured according
to their behaviors and competencies (Scott & Einstein, 2001). In addition, undue focus on the
individual can undermine the performance of the group by encouraging finger pointing and
discouraging cooperation (Abernathy, 2001).

Although every subject could be measured for the same criteria, the weight assigned to these
criteriawill bedifferent between theindividualsand groups participating. If it isdetermined that the
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weight of a particular criteria for a given subject is near zero, that criteria should be left off the
evaluation. A group of key stakehol ders, including managers, membersof the personnel department,
financia and operational experts, information technology professionals, and employee
representatives must be involved in the design of the evaluation system. Their expertise is needed
to refine the hierarchy to match the job requirement for each subject (Olveira, 2001). Although an
agreement must be reached as to the exact weights for each subject's criteria, some general
guidelines are available in the existing literature. Subjective or qualitative and objective or
guantitative criteriamust be present and weighted to be balanced appropriately. In other words, one
should not concentrate entirely on outcomes or behaviors; both quantitative and qualitative criteria
should be used where appropriate (Abernathy, 2001). Remember that not all effects are under the
control of the subject. Theweaker thelink between effort and performance, the more weight should
be placed on qualitative criteria. Qualitative criteria should also be more heavily weighted when
there is a great need for organizational citizenship and teamwork. If a team works primarily
independently of the rest of the organization, quantitative criteria that are more results oriented
would be weighted heavier (Peiperl, 2001).

The balance of this paper provides an example of the performance evaluation of one
hypothetical individual who functions as a member of two teams, and works independently. The
performance eval uation isdevel oped using AHP. What followsis adetail ed example of use of AHP
to link the performance evaluation based on the Balanced Scorecard to the overall mission and
objectives of the organization. A panel brought together for this purpose and consisting of various
key stakeholders in the organization would make almost all of the decisions made in this section.
Throughout the exampl e, these decisions were made concerning one specific hypothetical subject
and made by the authors for illustrative purposes only. The reader should keep in mind that
although one particular software program was used in this example, the same process might be
accomplished using other software, and that the illustration would be equally valid.

At thispoint, several wordsof caution arein order. Asthe number of objectsto be compared
increase, the number of pair-wise comparisons necessary to rank them rapidly becomes unwieldy.
In addition, it is not just necessary that the comparisons rate one of each pair of choices as more
important than the other, a determination must be made as to what degree one is more important.
This may be accomplished a number of ways, including calculation with a hand-held calculator,
spreadsheet software, or math software. However, AHP software is available to facilitate the
comparison and ranking operations of the AHP as well as providing the numeric solution.
Calculations for this example were done using Web-HIPRE, a publicly available Web based
software package provided by the Systems Analysis Laboratory of Helsinki University of
Technology (Web-HIPRE, 1998). Other software packages are available that do the same
calculations. One such packageisExpert Choice. Expert Choiceisacommercially avail able package
that it is used by alarge group of major companies (Expert Choice, Inc., 2000). These software
packages makes it possible to easily manipulate a large number of variables, keeping track of
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comparisons, rankings, and weights. They al so provide measuresof the consistency of thejudgments
and alow complete sensitivity analysis.

Figure 1: Hierarchical Levels

Hierarchical Level 1: Goa of the AHP

Determine the relative importance of various measures of the Critical
Success Factorsin following the strategy of this organization.

Hierarchical Level 2: Subject Functions
Team A Team B Individual

Hierarchical Level 3: Evaluator Class-Groups

Manager Team Team Other Co- Customer
Leader Leader Team worker

Appraiser 1 | Appraiser 2 Appraiser 3 ‘ Et cetera

Hierarchica Level 5: Classifications of Measurement Criteria

Outcomes | Behaviors ‘ Competencies

Hierarchical Level 6: Performance Measurement Criteria

Customer Professional Development Planning and Goal
Orientation Setting
Work Quality Conscientiousness Conflict Resolution
Work Quantity Flexibility Collaboration
Job Skill Conflict Resolution

Hierarchical Level 4: Individua Evaluator |

Development

—_— ]

Using Web-HIPRE is relatively ssimple, and help is available for most topics of concern.
First, the various elements of the hierarchy are placed in the working areawith the leftmost column
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corresponding to the first level of the hierarchy (Goal of the AHP) and the next column consisting
of the elements from the second level of the hierarchy (Subject Functions), and the third consisting
of the classifications of evaluator and so on (Figure 2. Hierarchical Relationships). Once the
elementsarelocated in the correct columns, they must be connected to depict their relationships. All
of the elements in the second column representing functional areas for which the subject is being
evaluated should be connected to the element in the first column. Then the elements in the third
column representing the various evaluator classifications should be connected to the appropriate
elements in the second column. For the individual subject in this example, the evaluation by
customersis only applicable to the subject's function in Team A. Infact all the evaluator groupsin
the third column are deemed important in varying degrees to the individual s responsibilities as a
member of Team A. Management's eval uation of the subject is considered important in al three of
the subject's functional areas, but the evaluation provided by team leaders is applicable to the
subject's function in Team A and Team B, not the subject's function as an individual. The process
continues for each classification of evaluator. Next, the various elements in column four that
represent the individual evaluations will be attached to the appropriate element in column three.
Note that this might represent individuals that will fill out evaluations for the subject or it might
represent the score on an examination or asurvey. Inthisexampletherearetwo individual customer
scores by which the subject will be rated. These could represent actual evaluations performed by
individual customers, or they could represent the results of data collected by observing the subjects
interaction with customers. One manager scorewill provide the evaluation for management. Again,
this could represent a single eval uation by the subject's supervisor, or it could be acomposite score
derived from several sources. Leaders of each team provide input into the team leader evaluation
of the subject. Thus, all the individual evaluations are linked to a class of evaluator. When this
process is complete, the three elements in column five representing outcomes, behaviors, and
competencies, will all be attached to the elements in column four to which they are considered
important. Not every individual evaluator will evaluate the subject on outcomes, behaviors, and
competencies all three. For instance, in this example, the subject is evaluated by two co-worker
evaluations, however, the co-worker evaluations evaluate only behaviors and competencies, not
outcomes. Similarly, theleader of the dependent team does not evaluate theindividual onbehaviors
or competencies, only on outcomes. Thisrecognizesthat all threetypesof criteriaare not important
to all evaluators. Next, the elementsin column six representing each performance measure will be
attached to the appropriate element in column five.

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



70

Fgure 2: Herarchical Relationships
Glum1 @lum?2 @lum3 @um4
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Lesckr Depercert Team0.0% |
First @viorker 0,051 |
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——
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Once these rel ationships are established, the weighting procedure is performed to compare
theimportance of each of theelement initsrelationship to the other elementsto which it isattached.
Beginning, in thefirst column, the user is prompted by the menu to answer a series of questions as
to "how many times moreimportant” one element isas compared to another. Thisindividual subject
is being evaluated as a member of two teams and as an individual. This subject's function as a
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member of each of the teams and as an individual was compared in a pair-wise comparison of the
type, "Team A is how much more or lessimportant that Team B?" By using amechanical indicator
and weighing therelativeimportance of each of thefunctionsagainst the other the software program
leadsthe user through the processto compare the three functions. The user is prompted to complete
this comparison process for each set of elements or criteria. When this process is complete, the
program automatically generates the matrices and eigenvector needed to accomplish AHP. The
weighting factors for each of the sets of elements or criteria as generated by WebHIPRE are
displayed with the element or criterion in Figure 2. In this example, note that the weight for the
subject's function as a member of the two teams and as an individual are 0.55, 0.24, and 0.21
respectively. This means the 55% of the evaluation of the subject is related to being a member of
Team A, 24% is related to being a member of Team B, and 21% is related to functioning as an
individual. Users of the program may choose to enter these percentages directly instead of going
through the pair-wise comparison process, if they so desire. Continuing theillustration, the 55% of
the subject's evaluation that is related to Team A is composed of evaluation material from al the
evaluator classesin column 2, but only select evaluator classes provide information for the portion
of the evaluation that isrelated to Team B and to the subject'swork as an individual. At thislevel,
the user could not simply enter percentages because the importance of each class of evaluator is
weighed in its relationship to each function.

The software program leads the user to compare individual €lements representing eval uator
classes in relationship to the other evaluator classes that provide input for each function. For
instance, note that each of the six classes of evaluator providesinput to the performance evaluation
of the subj ect'sfunction asamember of Team A. Theuser isled to determinetheimportance of each
evaluator class's contribution to every other. The program automatically offers each pair-wise
comparison for consideration. Theuser might begin by indicating that theimportance of theopinion
of the customer and the manager are equal and that the opinion of the customer's input should be
considered to be twice asimportant as that of the team leader and so on until comparisons are made
between each possible pair of the six elements or criteria.  The program will then calculate and
assign weightsto each of the six asthey relateto only Team A. These six weightstotal to one and
represent the percentage of weight given to each evaluator class in the evaluation of the subjects
performance as a member of Team A. The user then moves on to the next element or criterion, in
this case Team B, and is |led through the process of comparing the importance of each of the four
evaluator classesthat provide input into the evaluation of the subjects performance as amember of
Team B. Again, the user may eschew this comparison process and enter the percentages directly if
so desired. Using the matrix algebra process described above, the software program considers that
each evaluator class provides different levels of input to multiple elements at the proceeding level
and assignstherelative weight that should be given the opinion of that eval uator class. Theresulting
score such as .096 for Team Member means that 9.6% of the weight of all the evaluator classes
should be assigned to the eval uation of team members. Thisdetermination is made considering the
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relativeimportance of team member eval uation to the subject's function asamember of Team A and
Team B and the relative importance of the subject's function in each team to the subject's overall
performance evaluation. This process is repeated for each level down to the lowest level to which
the evaluation is being decomposed. In this case, the lowest level consists of the eleven criteriain
thefinal column of Figure 2. When the processis complete, the software package providesthe user
with the weightsfor thislowest level, which will then be used in scoring of the individual subject's

performance.

This processis, admittedly, time consuming. However, many parts of the hierarchy will be
similar for classes of individuals and could be duplicated. Once this process is complete a
performance eval uation template can be constructed for each individual and the process would not
need to be repeated unless there were substantive changes in the subjects job description.

Table 2: Individual Subject Performance Score

God Actua Raw Index Weighted
Score Score
Customer Rating on Customer Survey 100% 94% 94.00 0.073 6.86
Work Quality Percentage of Good Output 99% 97% 97.98 0.105 10.29
Work Quantity Percent of On-time 95% 92% 96.84 0.186 18.01
Completion

Job Skill Hours of training 50 50 100.00 | 0.151 15.10
Professional Rating (1 to 10) 9 8 88.89 0.032 2.84
Conscientiousness | Rating (1 to 10) 10 8.5 85.00 0.120 10.20
Flexibility Rating (1 to 10) 9 7 77.78 0.069 5.37
Consideration of Rating (1 to 10) 9 9 100.00 | 0.053 5.30
Others
Planning and Goal | Rating (1 to 10) 9 9 100.00 | 0.067 6.70
Setting
Conflict Rating (1 to 10) 9 8 88.89 0.081 7.20
Resolution
Collaboration Rating (1 to 10) 10 9.5 95.00 0.065 6.18

Total Score 94.05
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The weights as generated for each of the individual job performance criteria (Figure 1 and
Figure 2) have been incorporated into the weight column in Table 2. After the weights have been
determined, goal values must be entered as a standard of measure. For instance if the individual
evaluator is rating the subject on a scale of 1 to 10 where 10 is the highest evaluation for this
criterion, then the goal value would be 10. On the other hand, for another criterion that has a
guantitative observable outcome, such as a defect rate or success rate, the goal value might be 0
(number of defects) or 100 (percentage of good parts). Thisgoal would be compared with the actual
results for that criterion. In order to determine the index for each criterion, the difference between
the achieved value and the goal value is determined. Thisisthen divided by the goal value and one
isadded. This number times 100 isthe Weighted Score. The formulato accomplish this calculation
is:

Index =100* ((am o) +1J
ooel

In situations where the object is alow goa number rather than a high goal number the following
alteration is necessary:

Index =100* [(M—ami) _(]m_gﬂ) +1\]
100—godl

The Weighted Score for each criterion is then summed to provide the total score for the subject. If
the subject accomplishes 100% of al set goals, the scoreis 100.

The labor-intensive task of constructing this goal template must be done only one time for
each subject. A spreadsheet program was used to construct the template reproduced in Table 2 and
subsequent evaluations would require only changing the numbers that represent the actua results.

In this example, the subject performed at alevel sightly lower than the goal, but perhaps
more important than the overall ranking are the individual indices. A glance at the various indices
shows which areas need work, and which areas are being performed at or below goal levels.
However, using the cal cul ations described here, notethat if scoresabovethegoal level wereentered
it would result in a score that represented over 100% on those criteria. Users who wished to limit
the performance rating to 100% would limit the score to the goal level for any criterion on which
the subject performed at alevel above goal.
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RESULTSAND DISCUSSION

Although this example illustrated the performance evaluation for an individual the same
process can easily provide performanceratingsfor groups or even the business unit asawhole. Use
of AHP in the evaluation process provides the requisite level of theoretical rigor and internal
consistency to assure reliability of the measure. In addition, even though the process is somewhat
involved, itisdoubtful that it would require moretime or consideration than using aless meaningful
calculation.

Although this example was performed using the publicly available Web-HIPRE, this
particular software package would be appropriate for testing the processonly. An organization that
implemented this type of evaluation system would be better served purchasing AHP software.
Because of the way Web-HIPRE is administered, al calculations are performed and the resulting
datais stored on computers maintained by the Systems Analysis Laboratory of Helsinki University
of Technology. Much of theinformation that is measured during the evaluation systemis sensitive
should not be transmitted outside of the organization.
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USING THE KANO MODEL OF CUSTOMER
SATISFACTION TO DEFINE AND COMMUNICATE
SUPERVISOR EXPECTATIONS

CharlesR. Emery, Lander University
Samuel H. Tolbert, Lander University

ABSTRACT

Theprimary principleof Total Quality Management suggeststhat providersachieve success
by under standing and satisfying customers needs. This study uses a paradigm of the " supervisors
arethe customers" and the Kano Model of customer satisfaction to clarify and quantify supervisor
expectations. Supervisor expectations are examined in terms of "basic needs’, "satisfiers’, and
"delighters’ aswell asa variety of demographic variables (e.g., gender, age, experience, industry,
supervisory level) from 257 supervisors and 30 manufacturing and service organizations. The
findings indicate consistent and quantifiable differences in the levels of supervisor expectations.
Recommendations are offered to improve the communication of expectations between supervisor
and subordinate.

INTRODUCTION

A supervisor's primary responsibility is to influence his or her employees to accomplish
organizational goals. The clear communication of expectations is central to this process of
influencing or motivating the employees. While most supervisors understand their responsibility
to communicate expectations, the employees may not understand how critical it is that they
understand the supervisor's expectations. Inasense, the employee must view "the supervisor asthe
customer.” As such, subordinate employees are the providers and it is their responsibility to
determine and satisfy their supervisor's (customer's) expectations. However, itisnot enough for the
subordinates to merely understand customer needs or expectations; they must be able to quantify
them. All needs or expectations are not created equal, and the resol ution of all needs does not have
thesameimpact on customer satisfaction or inthiscase, the empl oyee'sacceptance by the supervisor
and performance rating or promotion.

Research in higher education indicates that students who better understand the vagaries of
professor expectations get higher grades in that particular course and maintain higher grade point
averages (Emery, 2002). Assuch, itisreasonableto believe that employees, who better understand
their supervisor's expectations, will perform better. The purpose of this study isto help supervisors
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(customers) qualify and quantify their expectations for their employees. Additionally, the
rel ationshi ps between vari ous supervisor expectationswill be examined acrossavariety of variables
(e.0., gender, age, experience, industry, supervisory level) to offer recommendationsfor improving
the communication of expectations between supervisor and subordinate.

LITERATURE REVIEW

The setting and evaluation/control of expectations, as well as the degree of employee
awareness, are important parts of any performance model. Surprisingly, the supervisor's role in
communicating performance expectationsto subordinateshasbeenrel atively neglectedinleadership
research. Bass's(1990) revised and expanded edition of Stogdill'sHandbook of L eadership exhausts
the topic of "Leaders as Molders of Expectations’ in one short paragraph including only three
references. Early researchers stressed the communication of expectationsasakey responsibility of
aleader and critical to influencing employee performance. For example, Likert (1961) stressed the
communication of clear and high expectations by supervisor to subordinates as an important
component of leadership behavior. Similarly, Edwards (1973) showed that the most effective
supervisors are those who create high performance expectations for subordinates. House (1977)
included the communication of high expectationsfor follower performance as an important feature
of charismatic leadership. In addition to these declarations by noted researchers of leadership, the
setting and communication of expectations is solidly grounded in the Expectancy Theory, Goal
Theory, L eader-Member Exchange Theory and the Theory of Self-fulfilling Prophecy. Further, the
notion of the"supervisor asthe customer” suggeststhat customer satisfaction theoriesand literature
are relevant to the supervisor-subordinate dyad. A discussion of the Kano Model for determining
and classifying customer requirements is used to illustrate that all customer expectations are not
created equal. Assuch, one might infer that under the "supervisor as the customer” paradigm, the
achievement of supervisor expectations provide varying levels of reward and recognition.

Goal Theory

The Goal Theory proposes that goals and the process of setting goals are the primary
determinants of behavior. Goal setting has four motivational mechanisms: (1) directing one's
attention, (2) regulating one's effort, (3) increasing one's persistence, (4) encouraging the
devel opment of goal -attainment strategiesor action plans (L ocke& Latham, 1990). Goal specificity
and the communi cation thereof are essential to the goal setting process. A supervisor's expectations
are nothing more than his’/her behavior goals. As such, it is critical that the supervisor clearly
communicate his’her expectations.
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Expectancy Theory

The Expectancy Theory holds that people are motivated to behave in ways that produce
desired combinations of expected outcomes. Critical to the magnitude of motivation isthe concept
of instrumentality. Instrumentality represents a person's belief that a particular outcome is
contingent on accomplishing aspecific level of performance or expectation. Assuch, itisessential
that the employee understands the supervisor's expectations and that employee believes that his or
her goals can be achieved by meeting or exceeding the supervisor's expectations (Vroom, 1964).

L eader-Member Exchange Theory

TheL eader-Member Exchange Theory suggestsaleader classifiessubordinatesintoin-group
membersand out-group membershbased on how well they match theleader'svaluesand expectations
(Sparrowe & Liden, 1997). Research indicates that in-group members are likely to receive more
challenging assignments and more meaningful rewards. In-group members, in turn, are more
positive about the organization culture and have higher job performance and satisfaction than
employees in the out-group. An out-group member isn't considered to be the type of person the
leader prefers to work with, and this attitude is likely to become a sdlf-fulfilling prophecy.
Out-group members receive less challenging assignments, receive little positive reinforcement,
become bored with their jobs, and may ultimately quit (Engle & Lord, 1997).

Self-Fulfilling Prophecy Theory

Important variations of the theory of Self-Fulfilling Prophecy (Merton, 1948) are the
Pygmalion (Rosenthal & Jacobson, 1968) and Galatea (Eden, 1984) effects. Basicaly, these two
effectssuggest that aleader's (teacher or supervisor) expectanciesaffect asubordinate's performance
and a subordinate's expectations affect his or her performance. While not much research on these
effects has been done in awork situation, evidence from classroom experimentation indicates that
expectations have a profound affect on raising productivity.

Kano M odel

The Kano model (Kano et al., 1984) was developed within the Japanese manufacturing
industry to determineand prioritize/wei ght customer requirementsor expectations. Itillustratesthat
all needs are not created equal, and the resolution of all needs does not have the same impact on
customer satisfaction or a performance report. Referring to Figure 1, the horizontal axis showsthe
extent to which customers expectations are achieved. The vertical axis shows the customer
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satisfaction associated with this achievement. Three types of needs are identified in this model:
BASC NEEDS SATISFIERS, and DELIGHTERS.

The first type expectation is the "basic need" or assumptions that customers have about a
service (e.g., the availability of arestroom in arestaurant or clean silverware). In a management
setting, the manager may have a basic need of employee punctuality. While achievement of these
needs do not satisfy the customer (supervisor), their absence quickly causes dissatisfaction. The
second type of expectation isthe "satisfier" or the list of items that customers (supervisors) would
normally mention as keysto their satisfaction, i.e. aresponsive server in arestaurant or employees
who meet deadlines in a management setting. Achievement of the satisfiers increases customer
satisfaction, but only at alinear rate. The third type of expectation is the "delighter”. These are
needs that a customer does not have conscious knowledge of or fall into the category of "wouldn't
it be great if someday an employee provided....". For example, a fine restaurant that provides
baby-sitting facilities or an employee that synthesizes material into new way of looking at things.
A provider that doesnot providedelighterswill still have satisfied customers (supervisors), but those
that provide delighters will experience a nonlinear increase in customer satisfaction. The dotted
lines graphically depicted that all needs are not created equal, and the resolution of all needs does
not have the same impact on customer satisfaction. For example, the additive effect of failing to
fulfill basic needs or expectations is ageometric increase in dissatisfaction. The additive effect of
providing "delighters’ isageometricincreasein satisfaction. Lastly, theadditiveeffect of providing
"satisfiers’ is tantamount to alinear increase in the customer's satisfaction.

Thismodel suggests four important points to the empl oyees wishing to successfully market
their product. First, all basic needs must be fulfilled. Failureto satisfy abasic need hasadramatic
affect on customer satisfaction. Inother words, one"ah shucks' outweighsten "attaboys’. Second,
the provider must determine and provide as many linear satisfiersaspossible. Each satisfier hasan
additive effect toward total customer satisfaction or customer loyalty. The customer will enter a
zone of moderate satisfaction if the provider fulfillsall of the customer's"basic needs' and afew of
the satisfiers. Third, the provider needsto create "delighters,” since it is through their production
that real service differentiation can be created. Each time a provider produces a"delighter” itisa
memorable event for the customer and his or her satisfaction is geometrically increased. As such,
onemight say that one"delighter” outweighsanumber of "satisfiers'. Fourth, any advantage gained
by delighting customers only holds temporarily until the competition catches up. Continuous
innovation isnecessary in order to maintain an edge. Lastly, thismodel suggeststo supervisorsthe
notion that all employees should clearly understand their expectations. Employees that don't
understand the subtleties of expectations have a low "pattern sense" and as such, will have poor
performance.
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Figure 1. The Kano model of customer satisfaction

METHOD

Anexpectation survey instrument wasdevel oped and pil ot tested on 35 supervisorsattending
local area Rotary and Chamber of Commerce meetings. As a result of the pilot test, severa
modifications were made to the survey instrument (appendix 1) and a letter of introduction was
added to improvethe respondents understanding of their role and the classification of expectations.
Subsequently, a random sample of 270 supervisors was selected from 30, for-profit and
not-for-profit, local area business organizations (12 manufacturing and 18 service).

The research concept and a request for participation were presented to each of the
organizations Human Resource managers. Rather than have us administer the instrument, each
Human Resource manager preferred to administer the survey using our set of instructions and the
assurance of internal and external confidentiality. In addition to the supervisors top two to three
expectationsin each category, information was requested on several variables (e.g., organizational
discipline, supervisory level, the type of business and industry, number of direct and indirect
subordinates, gender, experience, and age) to explore variances in supervisory expectations. The
expectations and the relationships between the expectations and demographic variables were
examined for variances (p>.05) using SPSS cross-tabulation and chi-square analysis and PHstat
chi-square analysis of proportions
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RESULTS

Usable questionnaireswere obtained from 257 supervisors across 30 business organi zations
(12 manufacturing and 18 service). The following number of comments were obtained by
demographic variable: (1) Gender-male 1275, female 450; (2) Age-under 40, 942, 40 and over 766;
(3) Supervision level-first line and middle level, 1124, upper level, 552, (4) Total Experience-10
years or less 792, greater than 10 years 916; (5) Industry-manufacturing 903, service 814; and (6)
Level of Expectations-basic needs 646, satisfiers 585, and delighters 498. As anticipated, the
supervisory expectationsvaried acrossawiderangeterminology. Assuch, alist of the expectations
(1,729) was given to a Delphi panel of six supervisors (three from manufacturing and three from
service) for consolidation to aworkable number. After threeiterations, the following consolidated
list of 32 expectationswasdevel oped: Accountability, Appearance, Attendance, Attitude, Behavior,
Commitment, Competitiveness, Continued Learning and Goal Setting, Customer-Oriented,
Decision-Making, Entrepreneurial Spirit, Improvement-Oriented, Initiative, Innovativeness,
Integrity, Interpersonal skills, KSAs(knowledge, skillsand abilities), Leadership, Multitasking, Oral
Communication, Performance, Personality, Planning, Problem-Solver, Resource Management,
Safety, Social Responsibility, Stress Management, Team Player, Time Management, Written
Communication, and Willingnessto Change. Following dataentry, thelist of 32 expectations was
reduced to the 12 expectations that were mentioned by more than five percent of the respondents.
The consolidation at five percent and above was based on what appeared to be a natural breakpoint
in the data and to have sufficient cell sizesfor chi-square testing.

Overall, the chi-sgquare testing indicated only two differences within the variables. First,
there was a significant different between the levels (basic needs, satisfiers, delighters) of the 12
expectations presented by the supervisors (p<.001). Specifically, the supervisor indicated four
"basic needs" (attendance, attitude, performance, and accountability), four "satisfiers" (initiative,
team player, time management, and continued learning and goal setting, and three "delighters’
(innovativeness, |eadership, and problem-solving ability) (Figure 2). Theexpectation of KSAswas
equally distributed across all threelevels of expectation. Second, therewasasignificant difference
in expectations between the two age groups (i.e., 40 and under and over 40) (p<.011). Therewere
no significant differences within gender (p<.103), industry (p<.123), supervisory experience
(p<.084), and supervisory level (p<.151). Itisparticularly interesting that supervisory experience
and supervisor level were not significantly different despite the significant differences in
expectations noted between the age groups. This is no doubt the result of a relatively even
distribution of age and experience acrossthe management levels. For example, many of thefirstline
supervisors in manufacturing may have been older employees who were promoted to supervisory
positions after years functioning in non-supervisory capacities.
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Figure 2. The Kano model of supervisor satisfaction

The results, however, indicated several significant relationships between the demographic
variablesand the 12 supervisor expectations(Table1). For example, theexpectation of "attendance”
was significantly different between the age groups, supervisory levels, and expectation levels.
Specifically, the"40 and under" supervisors, lower to mid-level supervisors, and "basic need" level
of expectations significantly emphasized "attendance”. The expectation of "attitude" was
significantly different between the age groups, industries, and expectation levels. Specificaly, the
"40 and under” supervisors, "manufacturing” supervisors, and "basic need" level of expectations
significantly emphasized "attitude". The expectation of "leadership” was significantly different
between the expectations levels. Specifically, it was significantly reported as a"delighter”. The
expectation of "continued learning and goal setting” was significantly different by gender, age,
industry, and experience level. Specificaly, it was significantly emphasized by the following
supervisory demographics: females, "over 40", service sector, and " 10 years or more experience”.
The expectation of being a "team player” was significantly different across the age groups and
experience levels. Specifically, being a "team player" was significantly reported by the "40 and
under" group and the supervisors with " 10 years or more experience". Lastly, the expectation of
"time management” was significantly different between the expectationslevels. Specificaly, itwas
significantly reported as a "satisfier".
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Table 1. Significant Relationships between Supervisor Expectations and Demographic Variables
Variable/ 1 2 3 4 5 6 7 8 9 10 11 12
Attribute
Gender .037
Age .029 | .028 .002 .016
Industry .019 .004
Supv .012 .001
Experience
Supv Level .001
Expect .001 | .001 .001 .001
Levels
Gender* .015 .022 .015
Exp1
Gender* 012 .039 .013 | .012
Exp 2
Gender*

Exp 3

Attribute Code: (1) accountability, (2) attendance, (3) attitude, (4) initiative, (5) innovativeness, (6) KSAS, (7)
leadership, (8) continued learning & goals setting, (9) performance, (10) problem-solving, (11) team player, (12)
time management

Note: Cellsindicate those relationships with significant differences (p<.05) using chi-sgquare proportiona testing.

Although therewasnot asignificant difference by gender acrossall expectations, therewere
someinteresting and significant differencesbetween the expectation levelsby gender (Table 1). For
example, males significantly more often reported the expectations of accountability and having the
proper "attitude" as a "basic need". Females significantly more often indicated the ability for
problem-solving as a "basic need"; males more often reported an expectation for problem-solving
as a"satisfier". Females significantly more often reported the expectations of having KSAs and
continued learning and goal setting as a "satisfier". Males significantly more often indicated that
beinga"teamplayer”" wasanexpected "satisfier". Thereweren't any significant differencesbetween
the genders for "delighters’.

The following tables (2-7) indicate cross-tabulations of the demographic variables against
supervisor expectations. The supervisor expectations are ordered within each variable by reported
frequency (%). In genera, these tables illustrate how similar each variable group reported the
expectations. In other words, one group might state "performance” as their third most popular
expectation, while the other group might have it as their second most popular expectation.
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Table 2. Supervisory Expectations by Age Group

Under 40 40 and Over
Initiative 9.6% Initiative 10.1%
Attendance 8.7% Performance 6.4%
Performance 7.5% Attendance 6.0%
Team Player 7.5% Team Player 7.2%
Attitude 7.3% Learning and Goals 5.9% I

Table 3. Supervisory Expectations by Gender

Male Female
Initiative 9.3% Initiative 11.3%
Team Player 7.9% Attendance 8.2%
Attendance 7.3% KSAs 6.2%
Performance 7.2% Performance 6.0%
Attitude 6.8% Learning and Goals 6.0%

Table4. Supervisory Expectations by Supervision Level
Lower and Middle Level Upper Level
Initiative 10.0% Initiative 9.4%
Attendance 8.7% Team Player 7.6%
Performance 7.7% Attitude 6.0%
Team Player 7.2% Time Management 6.0%
Attitude 6.5% Innovation 5.8% I
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Table5. Supervisory Expectations by Experience L evel

Less than 10 years of supervision 10 years or more of supervision
Initiative 9.6% Initiative 9.9%
Attendance 8.5% Team Player 7.3%
Performance 7.6% Attendance 6.7%
Team Player 7.4% Performance 6.6%
Attitude 7.2% KSAs 5.7%
L
Table 6. Supervisory Expectations by Industry
Manufacturing Service
Initiative 9.7% Initiative 10.1%
Attendance 8.6% Attendance 7.1%
Performance 7.9% Performance 6.9%
Attitude 7.5% Innovation 5.9%
Performance 7.0% KSAs 5.9%

Table 7. Supervisor Expectations Frequencies by Expectation Levels

Basic Needs
Attendance 17.3%
Attitude 12.5%
Performance 8.7%
Accountability 5.6%
Satisfiers
Initiative 13.8%
Team Player 9.2%
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Table 7. Supervisor Expectations Frequencies by Expectation Levels
Time Management 9.1%
Learning & Goals 6.0%
Delighters
Innovative 16.9%
Leadership 9.0%
Problem-Solving 5.8%
Note: The expectation for KSAswas evenly distributed across al three levels I
DISCUSSION

Overall, the results indicate a surprising uniformity across the various demographic
variables. One might have expected remarkabl e differences between gender, level of management,
type of industry and experience level, but few were found. Thisisgood news, from asubordinate's
perspective. Thefindingsindicate thereisacore of expectationsthat cut across these demographic
variables. Assuch, asubordinate can consider these expectationsasinstrumental to successin most
organizational environments. Further, it is important to note that the core expectations were
differentiated within the Kano model. In other words, all expectations were not considered equal.
The lowest level or "basic needs' expectations were the everyday behaviors that one expects of an
employee, i.e. attendance, attitude, accountability, and performance. An employee must meet all
of these expectations or the supervisor isdissatisfied. It'sinteresting to notethat attendance wasthe
most frequently mentioned expectation at this level.

Oncethe "basic needs" are met, an employee can raise his or herself linearly in the eyes of
the supervisor by performing the"satisfiers'. Although only four expectations (i.e., initiative, team
player, time management, and continuouslearning and goal setting) weremost frequently identified
as "satisfiers', thislevel of expectation had the widest range of comments. As one might suspect,
"satisfiers" are very job specific. However, it is interesting to note that "initiative" was the most
frequently mentioned expectation at thislevel. Thiswould suggest that an employee'sinitiativeis
animportant factor inasupervisor'smental assessment of performance. Lastly, the"delighters’ (i.e.,
leadership, innovation, and a problem-solving ability) offer the employee an opportunity to
geometrically raise hisor herself in the supervisor's eyes. These are unexpected actions and when
exhibited, they readily grab a supervisor's attention. It isnot surprising that these expectations are
more cerebral in nature and often mentioned as sure tickets for promotion.
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These findings on supervisory expectations appear to have a strong correlation with the
research conducted by Parasuraman, et al. (1988) on how customers judge service quality. They
indicated that the expectation of "reliability” (e.g., dependable and accurate performance as
promised) was the key "deal breaker", not "deal maker”. In other words, one expects "reliability"
and therefore you are not rewarded for meeting the expectation. Thisthought processisanalogous
to Kano's level of "basic needs'. Oneis not rewarded for meeting the "basic needs'. In order to
receive rewards, one needs to concentrate in areas where the expectations are lowest. Thisisthe
realm of the"delighters’. Meeting or exceeding expectationsin thisareageometrically increasethe
customer's (supervisor's) satisfaction.

CONCLUSION

Determining the customers needs and measuring the gap between expected service and
perceived service is a routine customer feedback process that is practiced by leading service
companies. Employees provide serviceto their supervisors and therefore, should be subject to the
theories and strategies governing service quality and customer satisfaction. As such, a key to
developing improvement strategies within the supervisor-subordinate dyad lies in examining the
discrepancy between customer (supervisor) expectations and the provider's (subordinate's)
perceptions of those expectations. Strategies for closing this gap or discrepancy should be
approached from several aspects (i.e., the supervisor, employee and organization).

The first step is to ask the supervisors to determine, and perhaps even chart, their
expectations (i.e., "basic needs’, "satisfiers’, and "delighters"). Supervisors could reference these
expectations during the orientation of new employees and during employee performance reviews.
Further, the supervisors could put their expectations as additional items on the company'semployee
appraisal form. Also, the supervisor needs to ask his or herself the question: "How well do my
employees understand my expectations?' |If the answer to this question is anything other than
"perfectly”, the supervisor needs to ask: "Why not?" This type of mental exercise may highlight
areas to improve communication.

A second step would betotrain theempl oyeesto recognizethelevel sof variousexpectations
usingaKano seminar. Oncethetrainingisaccomplished, employees should be asked to write down
their perception of the supervisor's expectations (i.e., "basic needs’, "satisfiers’, and "delighters).
The differences or gaps between the expectations and perceptions can be the basis for a unit or
departmental discussion. An additional objective of subordinate expectancy training would be to
make subordinates aware of the effects of expectations-their supervisors and their own-on their
performance. Subordinates could be taught how to behave in a manner that would evoke more
effective leadership from their supervisors. This would be harnessing Pygmalion in reverse,
subordinates "treating" their supervisorsin such away that they mold their supervisory leadership
behavior in accordance with subordinate desires (Eden, 1984).
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The third step might be to have the president or CEO publish his or her expectations. In
general, organizational culture is spawned from top management's values, beliefs, and norms. As
such, one might consider devel oping aKano model for the organization's culture. Subsequently, all
the supervisors could self-assess their differences from the organizational culture and modify their
expectations. This continuous cycle of recognition and modification would continuously improve
the strength of the organizational culture. Additionally, it may be worthwhile for the Human
Resources organization to ask the employees to rate their understanding of their supervisor's
expectations. Thisrating would provide the organization with avaluabl e indication of climate and
supervisor-subordinate communication.

In closing, communicationisthegluethat holds organi zationstogether. Thecommunication
of expectations affects organizational performance (e.g., behavior, productivity, change,
coordination, etc.) and culture. Whileitisimportant for subordinatesto understand the expectations
on their performance evaluation instrument, it is equally, if not more import to understand the
expectations in the supervisor's mind. Asnoted in the Leader-Member Exchange Theory, it isthe
supervisor's mental software that determines whether the employeeisin the"in group” or the "out
group”, not theformal performanceratings. Understanding what's on the supervisor'smind requires
listening, pattern analysis and asking questions. In other words, the transmission, translation and
performance of expectations require al the functions of a successful communication model.

Lastly, this study used "open-ended" questioning techniques that required respondents to
identify their expectations of workers with little aid or prompting. The 12 key expectations were
derived from the open-ended responses. The results of this study could be further refined by a
follow-up study that specifically used these 12 expectations and a ranking scale or paired
comparisons. This would permit the respondents to focus more clearly on their views on these
expectations rather than needing to identify them. This follow-up study could also tease out any
more subtle differences between the independent variables. A more in depth examination of the
gender differences with regard to supervisory levels would be an excellent candidate for this type
of analysis.
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QUALITY OF WORK-LIFE ISSUES,
THE NEEDS OF THE DUAL-CAREER COUPLE
EMPLOYEE PERCEPTIONS OF PERSONNEL
PRACTICES: A STUDY OF RURAL AMERICA
BAROMETER FOR HUMAN RESOURCE MANAGERS

Kelly L. Bruning, Northwestern Michigan College
ABSTRACT

America'swork force has undergone a transfor mation over the past forty years. The Census
Bureau reported that in 1997 only 17% of all families conformed to the 1950s model of a
wage-earning dad, a stay-at-home mom, and one or more children. Since the late 1950s, growing
attention has focused on families in which both partners work; these relationships are called
dual-earner marriages. Societal changes such asthe number of women entering the wor kforce and
the economic need for two incomes to support a family have impacted the American labor force.
Married coupled families in which husband and wife both work accounted for 53.2% of the
workforce in 2000. These workers face problems in balancing work responsibilities with home
commitment. Literature supports that work-life conflict poses problems to both employees and
business. Organizations look to their employees for productivity and efficiency, which is
compromised by wor k-life conflict in the formof absenteei sm, decreased empl oyee satisfaction, and
poor job performance. Employees|ook to their employersfor personnel practicesto help alleviate
the stress they experience in balancing home and work responsibilities. Fourteen organizationsin
northern-lower Michigan participated in this study with employees representative of healthcare,
education, banking, insurance, tourism, and the manufacturing industries. A Likert-type scalewas
used to assess the perception of 278 members of dual-career families on how helpful eighteen
personnel practiceswerein alleviating work-life conflict. The rankings of the personnel practices
were examined and implications to business and industry made.

Theresultsof thisstudy will be useful to those academics and human resour ce practitioners
who are interested in evaluating quality of work-life personnel practices to better meet the needs
of dual-career familieswho face conflict in managing wor k responsi bilitiesand family commitments.
It serves asatool for business and industry to accurately assess the needs of their own workforce.

From the findings, business strategies can be developed to more effectively allocate financial
resourcesto provide personnel practicesthat are perceived as most supportive by their employees.
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The underlying result for the organization is the potential for increased employee morale,
productivity, and job satisfaction.

INTRODUCTION

Americaswork forcehasundergoneimmense change over thepast forty yearsbringingwith
it societal changes impacting the way people value their quality of life and their willingness to
compromise career over family. The 2003 workforce is much different than the workforce of the
1980s and early 1990s, which evolved from stereotypical norms of work in the 1960s.

The Census Bureau reported that in 1997 only 17% of all families conformed to the 1950s
model of awage-earning dad, a stay-at-home mom, and one or more children. Sincethelate 1950s,
growing attention hasfocused on familiesin which both partnerswork; theserelationshipsarecalled
dual-earner marriages (Jordan, Cobb & McCully, 1989). Married couples with children in which
husband and wife both work accounted for 53.2% of the workforce in 2000 (U.S. Bureau of Labor
Statistics, 2001).

The number of women entering the workforce and the incidence of dual-earner families has
steadily increased; a trend that seems unlikely to change in the near future (Facts about the
demographics of working families, Careers Institute, Winter, 1999). The most significant increase
has been in married-couple families with children under the age of six. The percentage of such
familiesincreased almost 10% between 1986 and 1998, from 52.6 to more than 62% (Source: U.S.
Bureau of the Census).

Research on employee values reflects a new trend with employees often placing family
interests above career and increasingly expecting employers to help them balance home and work
demands. These changes have made it imperative for organizations to consider how their policies
and procedures affect family life.

Sekaran (1986) illustrates anumber of critical issuesin dual-career families: (a) their need
for flexible work patterns, enabling them to balance the demands of family and career; (b) the need
for revised benefits plans that will allow couplesto start families without jeopardizing their career
prospects; and (c) their need to be freed from anxieties about child care when they are at work.

Work responsibilitiesand family obligationscompetefor timeand attentionin most working
adults. The more time individuals allocate to one arena, the less they have to allocate to the other
(Moen, Waismel-Manor & Sweet, 2002). When individuals feel that too many demands of one
domain are unmet, they experience work- family conflict, which is consistent with a conflict
approach (also referred to as depletion or resource drain) to the relationship between work and
family roles (Edwards & Rothbard, 2000; Greenhaus & Beutell, 1985; Lambert, 1990). However,
when individuals are able to allocate their time and energy to meet the demands of each domain,
they feel successful in balancing work and family. This is consistent with past literature that has
defined work-family balancein termsof satisfactorily resolving competing demandsemanating from
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the work and family domains (Bohen & Viveros-Long, 1981; Clark, 2000; Greenhaus & Beutell,
1985; Higgins, Duxbury & Johnson, 2000; Kossek, Noe & DeMarr, 1999).

If members of dual-career families face problems in simultaneously meeting the demands
of work and family, what would be their perceived attitude toward work if quality of work-life
concepts and benefits were supported by the organization? The research supports that many
managers in organizations cite issues with lost time at work, lack of motivated workers, and | oss of
worker productivity resulting from work-family conflicts. Absenteeism, employee turnover, and
job satisfaction attributabl e to the existence or non-existence of quality of work-life conceptsin the
workplace are also concerns of managers as cited in the research.

In addition to the importance to individual employees of organizational support of family
roles, there also appears to be a growing concern on the part of organizations regarding
employee-organizational linkages, or the connection an employee feels toward an organization.
Mowday, Porter, and Steers (1982) stress that the extent and quality of employee-organizational
linkages provideimportant consequencesfor individual s, organizations, and society and are greatly
affected by the social changes taking place.

One of the major changes Mowday, et a. (1982) note with respect to impacts on
employee-organizational linkages related to the changing composition of the characteristics of the
work force. In particular, they suggest that the percentage of women entering the work force, an
increasein dual-career households, and anew value systemwill create difficultiesfor organizations
that ignore the problem. The widened ties of individuals to the organization may have negative
implicationsfor both individual sand organizations. More specifically, Mowday et al (1982) suggest
that reduced linkages may lead to lowered organizational commitment.

Theworkforcehasundergoneatransformationleadingto anincreasein dual-career families.
These dual-career couples face many stressors in balancing career, family, social obligations and
work expectations. Changing societal trends such as an increase in the number of women entering
thework force combined with an economy that requiresdual incomesto support an average standard
of living contribute to work-family conflicts. As a result, society and American business have
recognized the conflicts unique to dual-career families and have responded.

With the increase of dual-career couplesin the workforce, many organizations have begun
totakearolein developing quality of work-life programs. Thegoal of the organizationisto relieve
the stressors of employeesin an attempt to retain employees, cultivate good employee morale, and
develop organizational commitment while also enhancing productivity and efficiency of work
performance. Society has responded with innovative solutions such as job sharing, flexible work
schedules, and day care solutions. Dual-career families continue to look to employers and society
for assistance in managing quality of work-life conflicts.

Absenteeism, employee turnover, employee morale, and job satisfaction may be directly
related to the firm's ability to offer quality of work-life programs which the employee perceives as
important in coping with quality of work-lifeissues. If employeesface problemsin simultaneously
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meeting the demands of work and family, the organization usually suffersin terms of lost time at
work and turnover of personnel due to an inability to cope with concurrent family and work
demands or to relocate when required by the organization. The conflicts employees have between
work and family hinder overall corporate productivity (Fernandez, 1986). Theliteraturereview and
supporting empirical research further support a correlation of quality of work-life programs with
employee productivity, morale, job satisfaction, and loyalty.

American work-force statistics show an increasing percentage (53.2%) of dual-career
couples in the work-force. This particular segment of the population appears to be increasingly
requesting business to issue policies, form programs, and offer benefits that will assist them in
managing both career and family in asociety that places increasing demandsin both sectors. With
the security of dual-incomes, this population segment, which comprises the majority of the
American workforce, seeks quality of work-life benefits from organizationsin which they wish to
be employed.

Businessisinterested in retaining good employees, decreasing employeeturnover, increasing
overall corporate productivity, and seeks to cultivate a good corporate culture inclusive of good
employee morae, employee loyalty to the organization, and job satisfaction. In addition,
organizations are concerned with meeting the demands of their employees to enhance employee
commitment to the organization. With aslow economy placing demands on companiesto downsize
and re-evaluate budgets, there isagrowing need for human resource managersto review personnel
practices in an effort to maximize the benefit to employees using limited organizational financia
resources.

Organizations can implement or redesign practices to reflect consideration of the issues
facing dual-career couples. Asaresult, they may avoid the costs resulting from home stress spilling
over to work. Creative practices designed to accommodate the needs of working couples are
emerging in companies across the United States (Hall & Hall, 1978; Koplemann, Rosenweigh &
Lally, 1982).

Unfortunately, despite expressed interest in supporting families, the actual practicesof most
companies lag behind expressed attitudes of workers (Catalyst Career and Family Center, 1987).
Employers may be reluctant to adopt new quality of work-life practices partly because they lack
clear evidence of their effects, both for employees and the company. Although an array of new
options exists, confusion surrounds the election of practices to best meet the needs of an
organization's specific employee popul ation.

Employee perception of the support their company provides them in balancing career with
family roles affect critical employee attitudes such as employee commitment, job satisfaction, and
employee morale (Chusmir, 1986; Magid, 1983). Other studieshaveidentified acausal relationship
between empl oyee perceptionsof the support of their company with employee productivity and have
established a correlation of worker's attitude of QWL concepts with employee morale, employee
loyalty to the organization, and overall job satisfaction.
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Practices such as flextime and childcare are typically assumed to be helpful to dual-career
couple employees with families. However, the actual beliefs of employees are rarely assessed.
Employee's perceptions may be acrucial barometer of the usefulness of family support practicesin
diminishing home-career conflicts and may assist companies in selecting and implementing new
benefits while also enhancing corporate productivity. Companies that minimally support and
consider employee's family responsibilities in terms of personnel practices may experience
decreased acceptance of the organization's values. This may lead to diminished loyalty to the
company, decreased willingness to exert effort of work (decreasing worker productivity), and the
employee may elect to leave the company in favor of organizationswho support quality of work-life
programs and practices which employees deem important.

An organizational climate or quality of work-life (QWL) existsin all companies (Balch &
Blanck, 1989). Inthejournal article entitled Measuring the Quality of Work-life, (1989) Balch and
Blanck state:

Evidence of high QWL can be increased productivity and loyalty, increased levels of morale,
frequent participation in cost savings suggestions, and empl oyeeswho feel they do not need union
representation to achieve their goa of having a good place to work (p. 44).

Balch and Blanck suggest that an organizational survey can help reveal how employees feel about
their work situation and that measuring quality of work-life perception can reveal to management
what employeesfeel are the most beneficial benefits and programs provided by their employer that
curtail work-life conflict. Management can then address new practices and procedures that assist
dual-career families to manage work-life conflicts (Balch & Blanck, 1989).

EVALUATING SOLUTIONSTO THE PROBLEM

Thedifficulty of managing work and family demandshasincreased for many working adults,
and many employers have developed quality of work-life policies as an important attraction and
retention strategy. Formal work/family practices encompass a wide range of programs including
job sharing, flextime, childcare facilities, telecommuting and family leave. Employer's use of
work/family policies has grown significantly in recent years. Thisrepresents a continuation in the
expansion of average benefit packages, which grew from 25% of total compensationin 1959 to over
42% in 1996 (Milkovich & Newman, 1999). These programs can be evaluated to assess their role
in reducing work-family conflict.

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



96

Family Medical Leave Act

Theincrease of women in thework force combined with theincreasein dual-career families
throughout the 1990s has forced some employersincluding the federal government to recognizethe
link between work and family life. In 1993, the United States legidated its only parental-leave
policy, The Family and Medical Leave Act (FMLA), which allows twelve weeks of unpaid leave
for workers with care giving responsibilities who are employed in workplaces with at least fifty
employees for each working day during each of 20 or more calendar workweeks in the current or
preceding calendar year (Polatnick, 2000).

Although the FMLA is an important first step, amajor criticism of the policy isthat it is
unpaid leave and the mgjority of employeesarenot eligible dueto thesize of thefirmsinwhich they
work (less than fifty employees). In the late 1990s, legislators began proposing revisions to the
FMLA to expand benefits to cover thirteen million workers by including employees in firms of
twenty-five or more employees. An additional measure proposes to allow workers to take up to
twenty-four hoursintermittent leaveto attend to children’'s school activitiesor to accompany elderly
relatives to medical appointments (Papaet al., 1998). These proposed measures have not been
passed legislative approval.

At this point in time, the Family Leave and Medical Act isthefirst attempt to legislate that
employers recognize workers family responsibilities. While some groups do not favor expanded
government intervention into work and family life, in order to sufficiently resolve the work-family
dilemma, it appears that government intervention is necessary. The implementation of the FMLA
combined with growing statistics of women in the workforce and dual-earner families have lead
many businesses to re-examine their quality of work-life benefits (Polatnick, 2000).

Day Care Dilemma

M anaging childcare becomesacomplex and stressful juggling act, whichinvolvesbalancing
each parent's schedul e together with the children’'s. Sandra Hofferth, a senior research scientist at
the University of Michigan'sinstitutefor Social Research, (ascited by Wasserman, 1999) statesthat
kidstwel veand under are spending much moretimein structured activitiestoday thanthey werejust
sixteen years ago. Thefeeling of not giving enough timeto their childrenisamajor source of stress
for working parents who want to play an active role in shaping their children'slives. Many worry
about the impact of their hectic work schedules on their children (Wasserman, 1999).

More than 6,000 companies now provide day-care services and financial assistance or
referral services for child-care (Ribaric, 1987). An estimated 3,000 companies offer subsidized
day-care center, financial assistance for childcare or childcare referral services with an increase of
50% since 1984 (Chapman, 1987). According to the 1997 National Sudy of the Changing
Workforce, 12% of working parents with young children receive direct financial assistance with
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child carefeesfromtheir employersin theform of vouchers, cash or scholarships. According to the
1998 Business Work-Life Study, 12% of companies report that they are considering providing
worksite child care in the future (Bond & Galinski, 1998).

American Savingsand L oan Association established the Little M avericks School of Learning
in 1983 for 150 children of employees on a site within walking distance of several of its satellite
branch locations. The center's servicesinclude regular day care, holiday care, sick-child care, Boy
Scout and Girl Scout programs, akindergarten program, and after-school classes. Feesrangefrom
$135 to $235 a month. Company officials report that the center has substantially reduced
absenteeism and increased productivity (Ribaric, 1987).

IBM contracted in 1983 with the Boston-based Work/Family Directions, a for-profit
childcare consulting group. IBM has paid the firm to establish 16,000 home-based family centers
and open 3,000 group day-care centers for IBM employees (Chapman, 1987). Other companies
provide partial reimbursement for child-care services. Zayre Corporation paysup to $20 aweek for
day-care servicesfor employeeswho work at corporate headquarters (Toufexis, 1987). A growing
number of benefit programs enable employees to allocate a portion of their fringe benefits to pay
for day-care services. Another company, Chemical Bank, pays these benefits quarterly in pre-tax
dollars (Toufexis, 1987).

Facilitieshave been established to assist parentsin caring for children when they aretoo sick
to go to school or day care centers. About 80 employers (up from 50% from 1986-87) have made
this provision for working parents (LeFleur & Newsom, 1988). Chicken Soup is a sick-child
day-care operation in Minneapolis. Susan Wolfe, Chicken Soup's executive director, figures First
Bank loses $154 aday if a$40,000-a-year middle manager misses work to take care of asick child.
She says, "Chicken Soup saves the company 87%, or amost $135 a day" (LeFleur & Newsom,
1988, p. 148).

Research shows that the use of resources such as on-site childcare relates to greater job
satisfaction and perceived work-family balance (Ezra& Deckman, 1996), aswell asemployeetime
saved, increased motivation and productivity, better employee retention, decreased healthcare costs
and stress-related illnesses, and lower absenteeism (Landaur, 1997).

Flex-Time Opportunities

Job flexibility refersto workers' actual control over their work schedules. Both women and
men workers report that lack of control over their work schedules is their main source of
work-family stress (Barnett & Rivers, 1996; Levine & Pittinski, 1997). Parasuraman, Purohit,
Godshalk, and Beutell (1996) found that work schedule inflexibility was positively related to time
committed to work, which inturn predicted work-to-family conflict. Thisrelationship heldfor both
men and women. Other research has shown that significant numbers of employees value having
flexibility in scheduling the time and/or place of work (Glass & Estes, 1997). In a nationally
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representative sample 38% of parents and 27% of non-parents reported that they might or would
change jobs to gain access to flextime (Galinski, Bond & Friedman, 1996).

Parents seek to reduce their time stress through increased flexibility at work or by reducing
their hours. 1n 1997, about 25 million full-time wage and salary workers had flexible schedul esthat
allowed them to vary the time that they began or ended work, according to the Bureau of Labor
Statistics (as cited by Wasserman, 1999, p. 11). Thisrepresented over one-quarter of all workers,
avery sharp increase from the 15% with flexible schedulesin 1991 (Wasserman, 1999, p. 11).

Thomas and Ganster (1995) found that employees with access to flexible scheduling had
more control over managing work and family, which in turnincreased job satisfaction and lowered
work-family conflict. Baltes and colleagues (1999) conducted a meta-analysis of 31 studies of
flexible scheduling policies. They reported a significant relationship between flexible scheduling
and employee outcomes of job satisfaction in 18 studies of flextime and 8 studies of compressed
workweeks.

According to one study, the majority of parentsreport that their main policy priority would
be a set of policiesthat addresses their lack of parental time with children (Hewlett & West, 1998,
p. 217). Flexible work scheduleisrated highly among benefits to dual-career couples with 90% of
mothers and fathers reporting that they want access to compressed work weeks, flextime,
job-sharing, and part-timework benefits (Hewlett & West, 1998, p. 217.) Recent research suggests
that employees are beginning to recognize the need for flexible work schedules and that more
workers are taking advantage of this option (Beers, 2000). The proportion of wage and salary
workers with flexible job schedules grew from 13% in 1985 to about 25% in 1997 (Beers, 2000, p.
40).

A number of companiesallow employeesto combine vacation and sick leaveto increasethe
amount of time off for family life. At Hewlett Packard, employees receive their regular vacation
days plusfive additional days of unused sick timeto usefor family events (Schmidt & Scott, 1987).
A 1996 study by the Ford Foundation--based on years of observing many industries--found that the
number of companies offering parental leave, child-care subsidies and flexible hours is growing.
About 20% of the federal employers and 13% of the private sector employers allow flextime
(Kleiman, 1997).

According to the 1997 National Sudy of the Changing Wor kfor ces, only 18% of companies
offering one or more flexible work arrangements perceive the costs of their investments in these
policies as outweighing the benefits, while 36% perceive these programs as cost-neutral and 46%
perceive a positive return on their investment (Bond, Galinski & Swanberg, 1997, p. 2).

Grover and Crooker (1995) studied multiple family-responsive policies together and found
that employeeswith accessto more of these benefits showed greater organi zational commitment and
lower intentions to leave. Their study supported the idea that flexible work hours offered by
organizations influenced organizational commitment by employees. The literature suggests that
flexible work hoursallow parentsto modify their work scheduleto meet family obligationswithout
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feeling guilty or requesting more time away from the job leading to increased commitment to the
organization and greater job satisfaction.

Flexible Career Paths

Accordingtoal997 study by Catalyst entitled Two Careers, OneMarriage: Making it Work
in the Workplace, dual-career couples are also requesting flexible career paths. Ininterviewswith
twenty-five such couples (with and without children) two-thirds of the men and three-fourths of the
women want to customize the career path as needed to make allowances for family priorities.
According to SheilaWellington, president of Catalyst, (as Cited in "Work/ Life," 1998, p. S6) itis
aneed companies can't afford. Employee respondents cite the two-income cushion asacall to be
more selectivein job choice. Two-thirdsof the couplesinterviewed by Catalyst state they are more
likely to leave the company if they aren't satisfied since they feel increased freedom to take such a
risk with more financial security ("Work/Life,"1998, p. S6).

Job Sharing

Job sharing enables two people to share a job on a part-time basis and is a major boon to
spouseswho want to continuetheir careerswhileraising children. Theprogramwasfirst established
by Steelcase, Inc., in Grand Rapids, Michigan, where company officials say that the program has
reduced turnover and absenteei sm, boosted moral e, and hel ped achi eve affirmative action objectives
(Kleiman, 1997).

Since the late 1970s, there has been a growing trend in the number of alternative work
schedules being implemented in United States Organizations (Olmsted & Smith, 1989, as cited by
Hammer & Barber, 1997). The percentage of flexiblework schedulesrosefrom 12.3in1985t0 15.1
in 1991, and the number of part-timeworkersincreased fromamost 17 millionin 1980to 21 million
in 1993 (U.S. Bureau of Labor Statistics, 1994, as cited by Hammer & Barber, 1997). A greater
emphasis on leisure time and changes in the composition of the workforce to include a
proportionately larger representative of women contribute to this increase (Hammer & Barber,
1997).

Delaware-based Dupont Corporation has been apioneer in flexiblework arrangements. Dupont has
empirical evidence gathered over aten-year period that showsits extensive flexible work program
has resulted in a more committed and flexible work force (Sheley, 1996).

Sullivan and Lussier (1995) postul ate that understanding awork force that is changing and
recognizing that supporting the changing needs of the workforce relates directly to supporting the
needs of the organization will fast forward theflexibility process. Sullivanand Lussier (1995) state:
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Implementing flexibility and allowing employeesto work during their most productive times can
add to productivity and create more loyalty in employees. Understanding flexible work
arrangements, as a management tool isthe first step in effectively using new ways of working to
increase productivity and boost morale in the work force (p.15).

According to the Catalyst study entitled Two Careers, One Family, respondentsin the study
rated flexible hours as the most important program they would ook for when switching companies
at 85%. Formal flexible work programs rated at 63% in the survey (Catalyst study, Two Careers,
One Marriage, p. 14). Thisindicates that job sharing and flexible work programs continue to be
valued by dual-career couplesin the workplace.

Elder Care Assistance

Datafrom the 1997 National Sudy of the Changing Workforce reveal that 23% of wage and
salaried workers, employed by companies with 100 or more employees, had elder care
responsibilities during the preceding year, spending an average of 11 hours per week providing
assistance of varioustypes. Of workerswho provided elder care, 39% lost time from work to do so.
Asthe U.S. population ages, growing elder care responsibilities promise to have an even greater
impact on the workforce. Fully 42% of employees surveyed for the 1997 National Study of the
Changing Workfor ce study expect to have elder care responsibilities over the next five years (The
1998 Business Work-Life Survey, p. 48). In addition, elder care assistance was ranked ninth in
importance by dual-career workers in the Catalyst, Two Career, One Marriage research.

Relocation | ssues

Many employeesarerefusing relocation assignmentsif their spouses cannot find acceptable
job (Pave, 1985). In response, many companies have recently begun to offer services for spouses.
These servicesinclude arranging interviews with prospective employers, providing resume writing
workshops, and paying planefaresfor job-hunting trips. General Mills, 3M, and American Express
use outside placement services to find jobs for trailing spouses (Pave, 1985). More than 150
companies in northern New Jersey created and use a job bank that provides leads for job-hunting
spouses. Chase Manhattan Bank and O'Melveny & Myers(oneof the nation'slargest law firms) are
among those who hire two-career couples. Martin Marietta maintains an affirmative hire-a-couple
policy and hires about 100 couples ayear at its Denver division (Pave, 1985).

Aspart of Dow Chemical's diversity initiative, the organization recognizes that many of its
employees are in dual-career situations and that it needed to address the issue of relocating
employees to new geographic locations within North America. Dow provides dual-career support
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by assisting the employed spouse by providing them with the tools needed to assist in their job
search through the services of one of Dow's career transition service providers. Financial support
isavailable to provide reimbursement for professional exams, fees for certifications and interview
trips. When a situation exists where there is a reasonable commute distance, Dow will provide a
commute allowance for a period of three years to replace the rel ocation package. Dow has found
that adding thistype of flexibility to their rel ocation package helpsin removing some of the barriers
that dual-career couples face when making a geographic move (Catalyst Study, Two Careers, One
Marriage, p. 14).

The need for qualified international managers has become a critical issue for many
multinational corporationsworldwide (Harvey, 1996). Thehigh failurerate of expatriates has been
a concern for international managers for a decade. The impact of family and, in particular, the
spouse of thetransferred international manager has become of increased interest to human resource
managers. The 1999 Global Relocation Trends Survey conducted by Windham International GMAC
GRS, the National Foreign Trade Council (NFTC) and the International of Human Resources,
revealsthat 69% of expatriates are married, with spouses accompanying 77% of thetime. Of those
spouses, 49% were employed before an assignment and only 11% were employed during an
assignment. The most common reason listed for assignment failure islack of partner satisfaction
(27%), which was directly tied to work (Solomon, 2000, p. 36). As dual-career couples become
more the norm than the exception, they are having an increased impact on the mobility of the
professional |abor force (Bradbury, 1994).

A large portion of expatriate failures are attributed to non-work related family issues
(Harvey, 1995). The resulting family stress compounds the adjustment associated with the
expatriate's new position and organizational expectations. Thefamily hasboth adirect and indirect
impact onthe adjustmentsof theexpatriate. Thedirectimpact canbeillustrated by the potential loss
of thetrailing spouse'sincome and potential future earnings, i.e., career disruption when returning
to the domestic market (Harvey, 1995). Indirectly, the spouse and children influence the level of
tension, stress and satisfaction when expatriating to aforeign country by creating a dysfunctional
family environment that creates stress that can spillover into the work environment (Vannoy &
Philliber, 1992; Wiggins-Frame & Shehan, 1994, Solomon, 1994). Marriott Corporation, Mobil
Corporation, Square D Company, and Ameritech survey their dual-career couples directly. The
United States Air Force, AT& T, Ford Motor Company, and Allstate Insurance Company conduct
focusgroup interviewsand collect feedback from ongoing management and employeegroups. This
information is used to customize expatriation compensation and support packages.

Firms such as Organization Resources Counselors Inc., Windham International, and the
National Foreign Trade Council have undertaken many studies on the challenges of moving
dual-career couplesinternationally. "A resounding number of companies report increased concern
over the expatriate spouse career issue, but a person can count on one hand the number that have
actively developed assistance policies with perceived benefit by the transferee or spouse” (Carter,
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1997, p. 23). Solomon (2000) states that companies are not doing enough. About 37% provide
education assistance to spouses; 36% establish spouse networks, 21% reimburse educational
expenses, 20% assist with career planning; and 20% help to find jobs when possible. Yet 30%
provide no spouse assistance at all.

The Catalyst Study, Two Careers, One Marriage: Making it work in the Workplace (1997)
found that companies that do not address the needs of dual-career couples risk losing valuable
employeesand at aconsiderable expense. Dual-career couplesin thisstudy indicate ahigh level of
mobility when it cametotheir careers. Becausethey havethefinancial cushion of asecondincome,
they feel more able to make dramatic changes in their employment, such as leaving a company if
they are not satisfied, starting their own business or moving to another company in their industries.
Studieshave shown that turnover coststo replace one exempt employee can rangefrom 100 to 200%
of their annual salary and benefit cost (1995 Human Resource Financial Report, Saratoga I nstitute,
Cdlifornia, as cited in the Catalyst Study, p. 5).

SUMMARY AND DISCUSSION OF RESULTS

Theadvent of the dual-career couple has evolved over the past 100 years stemming from the
work/family enterpriseof theindustrial revolution when all membersof thefamily regardless of age
and gender worked. The middle of the twentieth century gave way to the breadwinner/homemaker
economy where the husband worked and the wife and children stayed home. The entrance of
women of all ages into the work force during the second half of the twentieth century fueled by
femal eindependence and an economy where dual-incomeswere needed to support thefamily, gave
way to a working family economy (Moen & Yu, 2000). Along with this transformation, the
workforceevolved with legislation dictating working conditionsand thereliance of employeesupon
their employersto offer personnel practices and benefits. Aschangesin thework roles of husband
and wife evolved, along with it came the conflict of balancing work obligations with home
commitments leading to work-life conflict.

Members of dual-career families face work-life conflicts in balancing work and home
commitments. This population segment comprises the majority (53.2%) of the nation's labor pool
(U.SBureau of Labor Statistics, 2001). Work responsibilities and family obligations compete for
time and attention for most working adults. Research on employee values reflects a new trend of
families placing more importance on home than careers. The research supports that work-life
personnel practices are growing in importance to members of dual-career familieswho in turn, are
requesting these benefits from their employers. Thisisevident inthe Catalyst Career and Families
studies, the Families and Work Institute research, and the Cornell Couples and Career studies.

Organizations are aso facing problems when employees face work-life conflicts. The
research supports that many managersin organizations cite issueswith lost time from work, lack of
motivated workers, and loss of productivity resulting from work-family conflicts. Absenteeism,
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employee turnover, and job satisfaction are among the problems cited by organizations as growing
concerns attributable to work-life conflict of employees. Many businesses suffer when policiesand
programs are not in place to address these issues. The cost of absenteeism ison therise. 1n 1994,
absenteeism rose 3.46 percent in the U.S. workplace, according to the 1995 Unscheduled Absence
Survey by Commerce Clearing House, Inc. The survey also indicated that from 1992 to 1994,
absenteeism has increased 14.1%.

In addition to the importance to individual employees of organizational support of family
roles, there also appears to be a growing concern on the part of organizations regarding
employee-organi zational linkages, or the connection an employeefeel stoward the organization. The
research suggests that the percentage of women entering the work force, an increase in dual-career
households, and anew value system may create difficulty for organizationsthat do not examinethe
employee-organizational linkage related to the changing composition of the characteristics of the
work force. United States Bureau of a Labor Statistics reports that women constituted 46%-48% of
the work forcein the year 2000. Because changesin the number of female workers, the number of
dual-career couples, and changing val ues have been linked to both employee organizational linkages
and work-life conflicts, it is plausible that work-life conflict and commitment may be related.

The purpose of thisresearch isto examine how supportive members of dual-career families
perceive eighteen personnel practicesin aleviating work-life conflict. Face validity of personnel
practiceswasestablished by an expert panel of Human Resources practitionersinthenorthern-lower
Michigan area.

Data collection consisted of distributing 2,530 surveys through organizations voluntarily
participating in the study. Eighty-three organizations were contacted throughout northern-lower
Michigan with fourteen participating. The industries representative of health care, education,
banking, insurance, manufacturing, and tourism are included in the study.

The study's findings support that members of dual-career families in northern-lower
Michigan perceive health insurance followed by dental insurance as most supportivein alleviating
work-life conflict. Employee sick leave for child'sillness ranked third at a mean of 5.65 followed
by flexible work hours with a mean of 5.47, and leave without pay, position assured, with a mean
of 5.22. The researcher speculates that the ranking of health and dental as most supportive may be
attributable to the emergence of health benefits stemming from the Family Medical Leave Act in
1993 and the growing value of health and dental benefits to the employee as organizations seek to
curb expensesin these areas placing more financial responsibility of health and dental insurance on
the employee.

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



104

Michigan County M ap

OntonAgan
Goceazc

Geographic region
of population.

¥

Presque
lTlal| Isl

Orseco |Montn. Nlpenae
Lealan.

alkas [rallp
Grand
Eenzie (T averse "rj Oscoda| Rleana
Insco

anisT dMissau| Roscon.) O

Arenac
ason| Lawe |Oscenla | Clare [Gladuin
Huron
I]:EanaNE“W ecasralTsabellaritlang o
% Montcaln ratint| Sasinau Tuscola | Sanilac
Ottaua
tent | 1onia
j Rllegan

BHla'gn Calhoun

Er.
errien| Cass | Joserw Eranch

Geneste| Lapeer| [Isa‘i'r
Clinton |Shiauas.

Maconh

Barry | Eaton | Inghan |Livines. | Dakland

Tacksan Lashf!naJUavu

Monrae,

Hillsdale | Lenauee

Figure 1. Geographic Area of Population
Northern-Lower Michigan

Ranking of Personnel Practices - Total Sample
Degree of Helpfulness
Mod. Helpful
3

Not Helpful Very Helpful
0 6 7

Health Insurance 16.3

Dental 16.11
Empl Sick Lv For Child's lliness 1 5.65
Fx. Work Hours 15.47

Lv w/o pay, pos. assured ] ]15.22
Maternity | 14.99
Cafeteria Approach to Benefits ] 14.8
Paternity Benefits ] ] 4.54

Fx Work Site 14.48

Monetary support cm child care fac. 13.97

EAP 139

Relocation Assistance 13.89
Onsite Child Care 138
Family Counsdling | 1362
Career Counseling ] 13.42

Eldercare Referral Resources 13.04
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It isinteresting to note that employee sick leave for child'sillness, flexible work hours and
leavewithout pay-position assured, ranked above maternity benefits, which had amean of 4.99. The
data suggeststhat dual -career families perceive time off to attend to their children'sillness, flexible
working hours, and leave without pay as more supportive than more traditional benefits such as
maternity benefits. It isspeculated that perhaps employees may expect maternity benefitsto bein
place as an employee benefit since it has been a personnel practice that has been in place in many
organizations throughout the past three decades and is supported by legidation of the Family
Medical Leave Act for organizations with more than 50 employees.

Time off to attend to child'sillnessranked third in importance among all eighteen personnel
practices. Dual-career familiesfind this personnel practice (based on the ranking) quite important.
This concurs with the growing trend of organizations offering assistance to employees in tending
to their child'sillness. These findings are supported with agrowth in facilities established to assist
parentsin caring for children when they are too sick to go to school or day care centers. About 80
employers (up from 50% from 1986-87) have made this provision for working parents (LeFleur &
Newsom, 1988). Chicken Soupisasick-child day-care operationin Minneapolisthat providestime
off for child's illness and cites a savings to the company of 87% in comparison to lost wages to
employees(LeFleur & Newsom, 1988, p. 148). Inaddition, company officialsat American Savings
and Loan Association reports that their Little Mavericks School of Learning center established for
employees need for child-care facilities in addition to sick-child care has substantially reduced
absenteeism and increased productivity among their workers (Ribaric, 1987).

The research indicates that flexible work hours ranked fourth in importance in alleviating
work-life conflict experienced by members of dual-career families in northern-lower Michigan.
Flexible work hours ranked 85% (number one) in a nationa study by Catalyst: Two Careers One
Family. The Catalyst study evaluated nine personnel practices when asking the respondent what
they would like offered by new employers. Thiswasfollowed by cafeteria-style benefitsat 79% and
family leave provisionsat 74%. Healthcare, dental, and employeetime off to attend to child'sillness
were not personnel practices included in the Catalyst study. The study supports the desire for
flexible hours among dual-career employees. Thomas and Ganster (1995) found that employees
with accessto flexible scheduling had more control over managing work and family, which inturn
increased job satisfaction and lowered work-family conflict.

Eldercare support care ranked last in this study and also ranked ninth in the Catalyst Study
Two Careers, One Family. It is speculated by the researcher that eldercare support will grow in
importanceasthe U.S. popul ation experiencesthe aging of the Baby Boomer generation. Fully, 42%
of employees surveyed for the 1997 National Sudy of the Changing Wor kfor ce study expect to have
elder care responsibilities over the next five years (The 1998 Business Work-Life Survey, p. 48).

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



106

CONCLUSION

The study supports that America's work force has undergone an evolution over the past 50
yearsas social values change and the composition of the work-forcetransitions. Thetrend of more
and more women entering the work force, and the emergence of members of dual-career families
asthe magority of the workforce have caused corporate Americato examine work-life conflict and
to design personnel practices accordingly. As more demands are placed on the dual-career worker
in both the home and employment sectors, the more they request assistance in the form of quality
of work-life personnel practices from their employers.

Thefindingsof thisstudy identify eighteen personnel practicesthat members of dual-career
families specifically in northern-lower Michigan find supportive in alleviating work-life conflict.
The findings identify the overall rankings of these personnel practices. These are personnel
practices that respondents find supportive in the 2003 workplace. The challenge for business and
industry (in which the findings of this study will be useful) isto determine what types of quality of
work-life practices are perceived by members of dual-career families as most supportive in
aleviating work-life conflicts.

The implications for business and industry in northern-lower Michigan which can be
generalized for other organizations in rural geographic areas of America, is the findings suggest
members of dual-career families perceive health insurance and dental insurance as most supportive
in aleviating work-life conflict. Organizations may wish to evaluate their personnel practices to
ensure that they include healthcare and dental insurance. 1n addition, non-traditional benefits such
as employee sick leave for child's illness, flexible work hours, and leave without pay-position
assured, are perceived as more supportive than traditional benefits such as maternity benefits and
cafeteria approach to benefits. Human resource managers may want to re-evaluate their existing
personnel practices to incorporate practices relating to flexible hours and time off to attend to a
child'sillness as part of their practices and examine the possibility of flexible work hours.

The findings also suggest that members of dual-career families indicate that monetary
support of community child-care facilities is perceived as more supportive at a mean of 3.97 than
on-site childcare at a mean of 3.8. Organizations may want to evaluate the expense of creating an
on-site childcare facility versus monetary support of community child-care facilities since the
subjects indicate that they find monetary support of child-care facilities more supportive.

The literature and research addressed in this study support that increased satisfaction of
workers due to implementation of quality of work life programs that help them balance the stress
of work-life conflict may increase productivity, employee morale, and overall corporate
productivity. The 1997 National Sudy of the Changing Wor kforce (NSCW) found that employees
with more supportive work places as well as better quality jobs are more likely to have: (a) higher
levels of job satisfaction; (b) more commitment to their company's success; (c) greater loyalty to
their companies; and (d) astrong intention to remain with the company. The NSCW also found that
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employees with more demanding jobs and | ess supportive workpl aces experience more stress, poor
coping, and less energy off the job.

Theresults of this study will be useful to those academics and human resource practitioners
who areinterested in evaluating quality of work-life personnel practicesto better meet the needs of
dual-career familieswho face conflict in managing work responsibilities and family commitments.
It serves as atool for business and industry to accurately assess the needs of their own workforce.

From the findings, business strategies can be developed to more effectively allocate financial
resources to provide personnel practicesthat are perceived as most supportive by their employees.
The underlying result for the organization is the potential for increased employee morale,
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RESOLVING A PARADOX BETWEEN MENTORING,
LMX AND CHARISMA: A PROCESS APPROACH TO
LEADERSHIP DEVELOPMENT

Stephen C. Betts, William Pater son Univer sity

ABSTRACT

Charismatic leadersreject the status quo and have goals, methods and behavior outsidethe
accepted norms for the organization (Conger & Kanungo, 1987; Yukl, 1993), indicating that they
would be membersof the'out' groupinleader-member exchange (LMX) theory (Schriesheim, Castro
& Cogliser, 1999; Dienesch & Liden, 1986), yet they are the product of mentor/protégé
relationships (Sosik & Godshalk, 2000; Zaleznik, 1977) which would place themin the'in' group.
A charismatic leadership development process which parallels the four phase mentor/protége
relationship process (Kram, 1983) is proposed to address the contradictory 'in' and 'out' group
memberships of charismatic leaders. In the proposed model the recognition of crisis or
transformational opportunity occur sduring the separ ation phase of the mentoring relationship. The
emergence asa charismatic leader occurs during the redefinition phase. Thisresearch contributes
to our under standing of the devel opment of much needed charismatic leadership by exploring the
role of mentoring relationships in the development of charismatic leaders.

INTRODUCTION

Charismatic leadership and the leader-member exchange (LMX) model are two vibrant
current areas of leadership research. The LM X model has employees divided into an ‘in-group’ and
an ‘out-group’ (Schriesheim, Castro & Cogliser, 1999; Dienesch & Liden, 1986). LMX keys on
socia exchange,. The'in-group’ is made up of a small number of trusted employees who serve as
advisors, assistants and confidants (Dansereau, Graen, & Haga, 1975). Mentors provide career
development functions (Sosik & Godshalk, 2000; Kram, 1983) which can greatly facilitate
acceptance into the 'in-group’. An important distinguishing characteristic of charismatic leadersis
that they have mentors, therefore are likely to be members of the 'in-group’. However, charismatic
leaderscreateavision andfacilitate change, hardly the behavior of ‘in-group’ advisors, assistantsand
confidants. The characteristics of charismatic leaders seem to warrant their placement in the
‘out-group’ while having a mentor/protégé relationship indicates that protégés be placed in the
'in-group’. This paradox iswhat is addressed in this paper.
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The first section of the paper provides some theoretical background. The relevant
characteristics of charismatic leadership, mentoring and the LM X model are each explained. Also
included in this section is an exploration of the relationships between charismatic leadership and
mentoring, and LM X and mentoring.

The paradox is explained next, followed by a proposed resolution, which integrates the
charismatic |eadership, mentoring and the LMX models. As part of the resolution, amodel of the
charismatic leadership development process is presented. This process is then linked with the
phases of the mentoring process. A division of individuals into those with and without mentors,
those who are members of the'in' and the 'out-group' and an expl oration of their |eadership potential
form the basis for a set of propositions. The paper continues with a discussion of areas for further
research the implications of these ideas for practitioners and concludes with a brief summary.

CHARISMATIC LEADERSHIP, MENTORING AND
THE LEADER-MEMBER EXCHANGE MODEL

L eader ship

Many researchers have proposed that there are two fundamentally different types of
|eadership and/or management. Somehavedrawn adistinction between |eadership and management
(Zaleznik, 1977) or leadership and supervision (Dansereau, Graen & Haga, 1975). Others have
placed the bifurcation within leadership. Two common ways that |eadership has been divided are
into transformational and transactional leadership (Tichy & DeVanna, 1986) or into charismatic and
non-charismatic leadership (Conger & Kanungo, 1987). Thevarioussplitsare conceptually similar;
therefore in this paper we refer to one type as transformational (or charismatic) leadership and the
other as transactional (or traditional) leadership.

Traditional L eadership

Traditional or transactional leaders are managers who "changed little; they managed what
they found and left things pretty much as they found them...." (Tichy & DeVanna, 1986) They
attempt to maintain the status quo and encourage their followers to incrementally improve their
effectiveness and efficiency. The methods employed by followers to reach their goals are similar
to past methods, but perhaps with minor methodological improvement and incremental increasesin
effectiveness or efficiency goals. Encouragement isin the form of contingent rewards, such as, the
exchange of "money, jobs and security for compliance to organizational goals." (Bass, 1985)
Contingent reward behavior by managers has been found to be positively related to employee
performance (Podsakoff, Todor, & Skov, 1982).
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Transactional leaders often have an impersonal, passive attitude toward goals (Zaleznik,
1977). Thisisbecausethe goal setting process may be firmly established with along history in the
company. They need not be sensitiveto their environment, but need to be expertsin achieving goals
within the existing framework within the organization. They behave within existing norms, seek
consensus and low risk, win-win, and compromise solutions (Conger & Kanungo, 1987: Zaleznik,
1977).

Charismatic L eader ship

"Strategic vision, unconventional or countercultural management practices and tactics
involving persona risk, articulation, and impression management skills, and inspirational
management practices’ characterize charismatic or transformational |eaders. (Conger, 1988) They
engage in unconventional ideological behavior (Y ukl, 1993), and use unconventional methods to
achieve idealized goals, with both goals and methods often outside the accepted norms for the
organization (Conger & Kanungo, 1987).

Transformational leaderstry to"enhancefollower self-esteem, self-worth, and self efficacy.”
(Yukl, 1993) They transformfollowersto support their views by encouraging followersto embrace
new values or by linking existing follower values to new objectives (Y ukl, 1993). Research has
found charismato be widely distributed and existing at all levels of the organization. (Waldman &
Y ammarino, 1999; Bass, 1985) Charismatic leadership exists from the distant top level of alarge
organization to the closelow level immediate supervisory level. Thetraitsand behaviorsattributed
to charismatic leaders, however, are found to be affected by social distance. (Shamir, 1995)

Some researchers have found a crisis to be important to the transformational |eadership
process (Roberts, 1985), others have found a crisis to be "neither necessary nor a sufficient cause"
(Willner, 1984), others have proposed that what is needed is the recognition of the need for
revitalization (Tichy & DeVanna, 1986), and still others believe that charismatic leaders can create
the need for change in their followers (Conger & Kanungo, 1987). Common to all of the research
isthe recognition by the leader of the possibility of change and the subsequent gathering of support
for efforts to achieve change.

It has been proposed that transformational leadership isathree phase process. Ineachthere
aredifferent dynamicsfor both theleader and the organization. Thefirst phaseinvolvesrecognizing
the need for revitalization, the second is creating a new vision and the third is institutionalizing
change (Tichy & DeVanna, 1986). Others have suggested that the dynamics of charismatic
leadership differ with the organizational proximity of the leader and follower (Wadman &
Y ammarino, 1999).

Transformational and transactional leadership are not mutually exclusive. An individual
leader can exhibit characteristicsof bothtypesof leadership. Combining thetwo typesof |eadership
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may be beneficial in asthe use of charismaaugmentsthe use of contingent reward (Waldman, Bass
& Yammarino, 1990).

Mentoring

In ancient Greece it was a common practice for wise men to counsel younger men; in fact
Mentor wasthefriend that Odysseus entrusted with the education of hisson Telemachus (Hamilton,
1948). He became the "counselor, guide, tutor, coach, sponsor, and mentor for his protégé" (Hunt
& Michael, 1983). Throughout history those with wisdom and experience have offered counsel as
a training and development tool. Master-apprentice, professional-intern, teacher-student, and
coach-athletearerel ationshipsthat generally follow thispattern. Mentorsprovidesupport, visibility,
resources and direction (Ragins, 1989).

Functions of Mentoring

Research indicates that mentors serve two basic types of functions, career and psychosocial
(Sosik & Godshalk, 2000; Kram, 1983). The career functions include sponsorship, exposure and
visibility, coaching, protection, and challenging assignments. Generally mentors enhance the
possibility of career advancement. Sponsorship involves nominating the protégé for assignments
and transfers/promotions. The exposure and visibility function involves giving the protégé
assignments that were highly visible to corporate decision makers. Coaching includes advice and
feedback relevant to achieving work objectives. Reducing risks that might damage the reputation
of the protégé falls under the protection function as the mentors assume the risk themselves
(Zaleznik, 1977). Mentorsalso provide challenging assignmentsthat allow protégésto develop job
related skills (Noe, 1988) and can affect the degree of job related stress experienced by the protégé
(Sosik & Godshalk, 2000).

The psychosocial functions of mentors consist of role modeling, acceptance and
confirmation, counseling, and friendship. Generally, they serveto enhancethe protégé's self-image.
In role modeling, the mentor provides examples of appropriate behavior and attitudes. Mentors
perform the acceptance and confirmation function by exhibiting unconditional positive regard.
Counseling involves allowing and actively encouraging the protégé to talk about his/her fears and
anxieties. The friendship function manifests itself through informal contact at work.

When mentors provide career functions but not psychosocial functions they are sometimes
referred to as sponsorsinstead of mentors. 1nresearch using thisterminology, mentorsprovide both
the psychosocial and career functions (Thomas, 1993). The differenceis only in the terminology,
the conceptual basis is the same. The specific career function of role modeling has received
individual attention by some researchers.
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Phases of the M entor/Protége Relationship

The mentor/protégé relationship undergoes four distinct phases, initiation, cultivation,
separation, and redefinition (Kram, 1983). These phases are sequential and research hasidentified
the "turning points’ that mark the transition from one phase to another (Kram, 1983). In the first
phase, initiation, mentorsprovide challengingwork, visibility and coaching. Theprotégé must show
respect and desire for the relationship. This phase, which lasts between one half and one year can
only happen if there are opportunitiesfor work related interaction between the mentor and protégé.
Cultivation, the second phase, is the two to five year period in which the mentoring functions are
maximized. Both parties continue to benefit and emotional bonds increase.

A significant changein therelationshipismarked by thethird phase, separation. Separation
can take place over a 1/2 to 2 year period. Among the reasons for separation are a desire by the
protégé for more autonomy, events that cause hostility between the mentor and protégé or
promotion/transfersthat limitsinteraction or otherwise preventsfunctionsfrombeing provided. The
separation phase is crucial to the development of aleader. It alows the protégé to demonstrate
his/her skills and abilities independent of the mentor which also shows the mentor's ability to
develop talent (Kram, 1983). Therelationship iseither ended or becomes peer-likein redefinition,
the final phase of the mentoring relationship. This phaseis of indefinite duration.

Charismatic L eader ship and Mentoring

Oneclear distinguishing characteristic between those who emerge as charismatic |eadersand
those who do not is the existence of amentoring relationship at sometimein theleader'scareer. A
mentor servesto accel erate and intensify the devel opment of those who would otherwise be destined
to mediocrity (Zaleznik, 1977). The preparation of leaders is one of the reasons for mentoring
relationships (Burke, 1984). Advancement to powerful positions is associated with successful
mentoring relationships (Ragins, 1989). The mentoring relationship facilitates the devel opment of
capabilities that are needed for successful emergence as a charismatic leader. These capabilities
involve skills and abilities, knowledge, access to resources and a power base.

L eader-Member Exchange M odel

"Organizational members accomplish their work through roles.” (Graen, 1976) Theroles
in an organization are initially incomplete and ambiguous and are further defined to some degree
by the organization's members (Graen, Orris & Johnson, 1973). Much of this role defining is
between members and their supervisors. This results in differentiated roles and various |leader
member exchanges (Dienesch & Liden, 1986). The leadership member exchange (LMX) model
recognizesthe heterogeneity of groups and that |eaders do not exhibit uniform behavior towardsall
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members of their group. It aso recognizesthat the role-making process resultsin the forming of an
'in-group’ and an 'out-group’. Thein-group isgiven the most negotiating latitude and involves high
trust, high interaction, high support and high rewards, both informal and formal. The out-group is
low in trust, interaction, support and rewards (Dienesch & Liden, 1986). In the LMX model,
'leadership’ is the sharing of authority to gain commitment and 'supervision' is the use of authority
to force compliance to a prescribed role. Leadership and supervision are considered dichotomous
techniques employed by the leader with the in-group and out-group respectively (Burns & Otte,
1999; Dansereau, Graen & Haga, 1975). This approach has been expanded to include task
characteristics (Seers & Graen, 1984).

LM X and Mentoring

The relationship between mentors and protégés is much like the relationship between
supervisors and in-group members in the LMX model. In the LMX model supervisors link the
worker with the organization (Seers & Graen, 1984). The supervisor providesthe in-group worker
with knowledge, resources and opportunities. These are some of the same things provided to
protégésby mentorsfulfillingtheir career functions. Supervisorsinthe LM X model provide support
to in-group members (Burns & Otte, 1999; Dansereau, Graen & Haga, 1975). Mentors providethe
same support to protégés, as part of mentoring's psychosocial functions.

When an individual's mentor is also hisher immediate superior the individual is clearly a
member of the in-group. When the mentor is not the protégé's immediate superior, it is reasonable
to assume that the mentor will use his’her influence to establish the protégé as an in-group member
to facilitate the fulfillment of the mentor's career functions. Even if for some reason this does not
occur, the protégé is still amember of the mentor's in-group.

In the hybrid dual attachment model, an extension of the LM X model, thereis adivision
between 'task’ and ‘'leadership’ needs and characteristics (Seers & Graen, 1984). The 'task’
characteristics represent the physical-technical domain and closely parallel the career functions of
mentoring. These represent issues related to physically getting the job done. The 'leadership’
characteristics represent the interpersonal-social domain and similarly paralel the psychosocial
functions of mentoring relationships. Issues dealing with the general self image of the individual
are included here. These paralels illustrate the conceptual similarities between the LMX and
mentoring notions.
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INTEGRATION OF LM X, CHARISMATIC LEADERSHIP AND MENTORING
An Apparent Paradox

The research on charismatic leadership tells us that such leaders have had a mentor as an
integral part of their professional development. The main notion of the career functions of
mentoring is to enhance the possibility of career advancement for the protégé. A person who has
had a mentor to provide the career functions of sponsorship, exposure and visibility, coaching,
protection, and providing challenging assignments would most likely be among the small number
of trusted employees who serve as advisors, assistants and confidants, in other word the in-group
(Dansereau, et a., 1975).

Charismatic leaders often reject the status quo. They have goals, methods and behavior
outside the accepted norms for the organization. In one study a transformational superintendent
went so far as to undertake a program (she referred to it as the "Big D") specifically designed to
create dissatisfaction with the existing state (Roberts, 1985). In contrast, most managers have the
characteristics of transactional leaders. They striveto maintain thestatusquo. They stay within the
norms of the organization. Sometimes an organization embraces and encourages change and the
emergence of charismatic leadersiswelcomed and encouraged. In many organizations, however,
change is actively resisted. In organizations with a culture that defends the status quo, in-group
membership implies staying within the norms of the organization. In such an organization, an
individual with the characteristics of a charismatic leader would be in the out-group.

The Par adox

In organizations resistant to change, charismatic leaders seem to be in both the "in" and
out-groups. The mentor hasinsured their being in the in-group but by rejecting the status quo they
have made it necessary for them to be put in the out-group. How can this be so?

The Resolution

Perhaps the charismatic leader isindeed in both an "in" and an out-group but these groups
arein different social domains. Charismatic leaders, in breaking from the status quo are taking or
advocating creative action. Creative actors operate within multiple social domainsthat which they
affect and are effected by them (Ford, 1996). An empirical assessment of amulti-domain theory of
strategic choi ce supported the notion that creative action comes asareaction to competitive pressure
and uncertainty (Ford, Betts, Dean & Sharfman, 1996). This supports the idea that charismatic
|eadership emerges during periods of crisisor when opportunities present themselves. Competitive
pressure and uncertainty may lead to opportunities or the need for the frame breaking action of a
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charismatic leader. It may be that a manager developed the capacity to emerge as a charismatic
leader as amember of the in-group in one social domain, and then the emergence happens as these
opportunities arise in another social domain in which the member was a member of the out-group.
Oneproblem with thisargument isthat the capabilities devel oped in the domain of thein-group may
not betransferableto the domain of the out-group. Another problem isthat many times charismatic
leaders seem to emerge from the social domain of which they were member of the in-group. Our
paradox is not yet resolved.

Leaders are often brought in from outside an organization, from another social domain, to
affect a transformation. These leaders are specifically chosen because it is thought that their
transformational abilitieswill be transferable to the new organization. It is assumed that they will
bring these abilities with them. These leadersare not, however, members of the out-group because
they were not previously members of the organization. Inthese cases our paradox isresolved. We
are still left with those cases where the charismatic leader emerges from within.

The resolution proposed in this paper is that the mentoring relationship and subsequent
in-group status and the emergence of an individual as a charismatic leader does not happen
simultaneously. At the point that the charismatic leader emerges, he/she was not a member of the
out-group. Those characteristics that would lead us to believe that he/she would be put in the
out-group either had not been dominant enough or evident at al up to that point. Those
characteristics became evident or dominant later, when the opportunity presented itself or the crisis
occurred.

Propositions

The development of charismatic leadership can be viewed as a four phase process.
Establishment in the "in" or out-group happens first. This facilitates the second phase, the
development of those capabilities that will allow him/her to eventually emerge as a charismatic
leader. Thefirst two phasesof the mentoring process parallel thefirst two phases of the charismatic
leadership development process (see figure 1). A mentor either aids in initially establishing a
protége as an in-group member, or reinforces his/her inclusion as appropriate. As the mentoring
relationship grows (cultivating phase) the mentoring functions serve to develop the charismatic
leadership capabilitiesin the protégé. Sponsorship, exposure and visibility by the mentor facilitate
the protégé's accidence into a position where he/she can emerge as a charismatic leader. Coaching
and providing challenging assignments help the protégé develop the skills necessary later to enact
his/her vision. The mentor will protect the protégé from the negative affects of any attitudes and
actions exhibited that may be appropriate for a charismatic leader but not in this pre-leadership
phase
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FIGURE 1
A Comparison of Processes
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The last two phases of the process may or may not be related depending onthe
characteristics of the specific situation. The separation phase may trigger the emergence of
charismatic leadership. A crisis may develop causing the removal of the mentor from power. This
may be the event that initiates transformational action in the protégé. In other situations the
emergenceof charismaticleadership may trigger the separation. Thetransformational actionsof the
protégé may be opposed by the mentor causing arift between them, initiating separation. If the
mentor supportsthetransformational actions of the protégé, separation may or may not happen with
the mentor remaining a powerful aly in amentor or peerlike status. Many other scenarios can be
drawn.
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FIGURE 2

Leadership Potential
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The potentials for an individual to become atraditional or charismatic leader are shownin
figure2. Beinginthein-group and having amentor are necessary, but not sufficient, conditionsfor
a manager to have the potential to emerge as a charismatic leader. In-group status and having a
mentor are, however, sufficient for an individual to be apotential traditional leader. Either having
amentor or in-group status is a necessary, but not sufficient, condition for having the potential to
emerge as a traditiona leader. Having neither a mentor nor in-group status severely limits
leadership potential. These leadership potentials are indicated on figure 2.

An individual who strives to change the status quo, has idealized goals and employs
unconventional methods outside the existing organizational framework has little chance of being
included in the in-group. This set of behaviors and attitudes are counter to those held by the
majority of managers. Such anindividual will be perceived as presenting arisk to the manager and
theorganization. If anindividual proneto such behaviorsand attitudes establishesamentor/protége
relationship before exhibiting them, the mentor will prevent the manifestation of these tendencies.
If the mentor cannot do so, the relationship will not be successful. Without a successful mentor/
protégeérelationship, theindividual will not find him/herself in aposition to emerge asacharismatic
leader.
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Proposition 1a: Those exhibiting charismatic leader characteristics before they are in aformal position
where such leadership can emerge will find themselves in the out-group.

Proposition 1b: Those exhibiting charismatic leader characteristics before they are in aformal position
where such leadership can emerge will not become charismatic leaders at any later time
in the same organization.

In order to emerge as a charismatic leader an individual needs to be in a position to affect
transformational change. Those who are in the out-group will not rise sufficiently in the
organization to affect such changes. They will also not be given the opportunities needed to devel op
the necessary skills and abilities or develop a power base.

Proposition 2: Those who emerge as charismatic |eaders were at one time in the in-group. I

Duringtheinitiation and cultivation phasesof the mentor relationship the protégéisbuilding
apower base from which to operate, learning skills, building areputation and otherwise positioning
him/herself for leadership. This leadership may be of the transactional or transformational kind.
Transactional leadership may start during the cultivation phase. In thisway the mentor can assist
the protégé. Transformational |eadership behavior requires more autonomy than is possible during
the cultivation phase. Transformational action during the cultivation phase would be counter to the
support given by the mentor and cause separation. It has been suggested that a characteristic of
leadersisthat at sometimein their career they established and then broke off intensive one-on-one
relationships (Zaleznik, 1977). If separation did not occur and the mentor was still so influential,
followers would attribute the charismatic |eadership to him/her.

Proposition 3: Charismatic leaders only emerge during or after the separation phase of their

mentor/protégé relationship.

IMPLICATIONS

Interest in leadership development has never been higher among both researchers (Day,
2001) and practitioners (Messmer, 1999). Themodel presented inthisarticleisafirst stepinusing
a developmental process to integrate the leadership member exchange model, the charismatic
|eadership theoriesand mentoring research. Such anintegration providesinsight into theemergence
of both charismatic and traditional leaders. Empirical testing of the propositions presented and
elaboration of the devel opment processwould provide even greater insight. Totest the propositions
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alongitudinal study design would be necessary in order to capture the sequence of stages and the
dynamics of the model. There would be problems with the tracking of individuals and the long
period of time between "in" and out-group and mentoring relationship formation and eventual
emergence as a charismatic leader. It may be possible to minimize the time-related problems by
following up on previous LM X studies. The empirical research into LM X theory contains agreat
variety of methods and measures (Schriesheim, Castro & Cogliser, 1999) and considering the great
interest in leader and leadership development (Day, 2001) it islikely that existing research designs
can be adapted to test these propositions.

Current research into leadership development exploring practices beyond the four stage
mentoring model such as coaching, action learning (Day, 2001) and developmental networks
(Higgins & Kram, 2001). Building on the developmental networks idea and using Granovetter's
notion of the strength of weak ties (Granovetter, 1973), it may be preferable for a mentor to be
outside of the direct chain of command of the protégé. Inthisway they provide links and accessto
more people, resources and information. Thiswould be especially valuable to charismatic leaders
who may need to ook outside the status quo for ideas, resources and support.

Theenvironmental and organizational context hasrecently become aprimary consideration
when examining charismatic leadership and leadership development (Day, 2001). For example,
perceived environmental volatility has been linked with charismatic leadership (Waldman &
Yammarino, 1999). There may be links between the internal environment such as resistance to
change and charismatic leadership aswell. Assuch therole of crisis might be different in change
resistant vs. change embracing organizations. A crisismay be necessary for charismatic leadership
emergence in achange resistant organization whereas the opportunity for change may beall that is
necessary in an organization that embraces change. In this paper it is suggested that a charismatic
leader seems to be more of arebel when the organization is resistant to change. It may be that the
charismaticindividual isviewed asmorerebelliousin such an organization, or that amorerebel lious
stand is necessary to enact change in an organization resistant to change. One possible line of
research isto exploreif the dynamicsin the later stages of the charismatic |eadership development
model are related to environmental volatility and resistance to change in the organization.

Tothe practitioner this research emphasi zes the need for mentoring rel ationshipswithin the
organization for the development of |leaders, especially transformational or charismatic leaders.
Organizations need to identify and provide mentoring opportunities for in-group members without
mentors. These individuals may become transactional |eaders but without mentoring they will not
emerge as charismatic leaders. Mentoring will provide the opportunity to those who can develop
the capabilities needed to become transformational leaders. Other individuals that need to be
examined are out-group members without mentors. As long as they are in the out-group any
possibility of them becoming acharismatic leader islost. Thevery thingsthat placethemin the out
group may be the things that allow them to emerge as charismatic leadersif they were successfully
mentored and afforded access to in-group status.
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Unfortunately, is it usually not feasible and productive to provide mentoring to everyone
(Day, 2001). It isadvantageous to be able to determine who would best be able to develop into a
potential charismaticleader (Messmer, 1999). How can thisbeaccomplished? Theelitismthat may
be associated with |eadership development programs is a sensitive subject (Day, 2001; Zaleznik,
1977). Would this be perceived as a form of institutionalized elitism and be rejected by some
organizational stakeholders? There are many questions that the organization must face when
addressing theissue of developing leadersand leadership. Isit appropriateto try to place everyone
inanin-group? The meaning of "in" and out-groups would get lost when everyone is a member of
an in-group. Would the establishment of a culture that encourages the emergence of charismatic
|eaders cause counterproductive conflict between potential transformers? Thesearetough questions
and maybe researchers can help provide answers.

Thispaper integratesthe LM X, charismatic | eadership and mentoring literature by proposing
a charismatic leadership development process that initially parallels the mentoring process. The
potential charismatic leader is a member of the in-group during these paralel phases. The
emergence as a charismatic leader occurs after the separation phase of mentoring. This research
contributesto our understanding of |eadership by explaining the link between mentoring and group
membership, and by showing its position and explaining its importance in the development of
charismatic leaders.
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ABSTRACT

Digital depressionisthetermgiven to thefeeling of being overwhelmed and overwor ked by
technology. With fewer employees doing moreworkinnearly every industry, peoplearefeeling the
drain both mentally and physically. What many employees are doing is engaging in something
called "rational endurance;" they are trying to keep focused on their jobs despite the tough
economic climate, job layoffs, and technology demands. Yet, many employeesare beginning to feel
the stress. Common symptoms of stressincludeirritability, anxiety, depression, muscular tensions,
digestive problems and elevation in blood pressure. To combat these symptoms, some workers
become disengaged; othersjust burn out. Burnout, unlike disengagement, isa condition that affects
motivated people with high ideals. This paper will describe digital depression, discuss the stress
that foll ows when employees are overworked for an extended period of time, describe the resulting
burnout that occurs, and describe what managers can do to help.

INTRODUCTION
"Work saves us fromthree great evils: boredom, vice, and need.” Voltaire

The United States has surpassed Japan as the most overworked country intheindustrialized
world. U.S. workers earn the fewest number of vacation days out of along list of countries. With
fewer staff doing morework in nearly every industry, people arefeeling the drain both mentally and
physicaly (Ammondson, 2001). In fact, forty percent of employees say their workload is
unreasonable. Andin many organizations, that won't change soon. Positions have been eliminated,
and many people will be expected to continue to do more work than they believe is appropriate
because hiring has stalled (Bates, 2003). And as work continues to pile up and employees feel
additional pressureonthejob, stress, depression and burnout will occur. Inarecent study conducted
by the Familiesand Work Institutein New Y ork City, it found that the more overworked employees
feel, themorelikely they are to report making mistakes at work and the morelikely they areto lose
sleep because of their work. In addition, the report found that many employees reach a point when
increasing work demands simply become too much, apoint at which personal and family relations,
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personal health, and the quality of work itself are seriously threatened (Eisinger, 2001). This paper
will describe digital depression, discussthe stressthat follows when employees are overworked for
an extended period of time, describe the resulting burnout that occurs, and detail what managers can
do to help.

DIGITAL DEPRESSION

"In order that people may be happy in their work, these three things are
needed: They must be fit for it. They must not do too much of it. And
they must have a sense of successinit." John Ruskin

"Digital Depression” istheterm givento thefeeling of being overwhelmed and overworked
by technology. Employeesdon't feel that they can escape anymore. Up to five million employees
feel stressed at work and up to half a million of us suffer from stress related illnesses. Eighty
percent of employees work more than 40 hours a week with only five percent feeling a sense of
accomplishment at theend of theday. Technology meansthat employeesareawaysaccessible The
profusion of communications technology, mobiles, email, wireless PDAs and laptops, are
contributing to arise in employee stress levels, which currently affects sixty-four percent of the
working population. (Digital depression, 2003).

People experience stressin many parts of their lives. Stressisaby-product of modern-day
life. However, stress becomes harmful when it reaches an intensity that begins to impair daily
activity (Pretrus& Kleiner, 2003). Several factorscontributeto feeling overworked: working more
than 50 hoursaweek, regularly working morethan five daysaweek, working morethan one prefers,
and believing that one has little or no control over hisher work schedule. Other factors include
continual use of technologieslike beepers, cell phones, and laptops to communicate with the office
during nonwork hours, an expectation to be accessi ble during off-hoursand of f-days, and thefeeling
of powerlessness about the pacing of job goals and tasks (Leggiere, 2002).

Technology offers greater convenience but also fuels the flames of stress. The speed of
information exchanges today drives the nonstop mentality that has made multitasking a necessity.
And, one of the perilsof instant communication isthat because we respond so quickly, we are more
apt to make careless mistakes. The classic example is someone sending an e-message and then
regretting what he or she said (Eisinger, 2001).

According to research, there are seven main signs of digital depression: 1) only the most
technologically up-to-date will gain career success, 2) an inability to unplug from working life, 3)
the permanent interruption of work by emails, mobiles, colleagues and bosses, 4) the 24/7 working
life - shorter deadlines and a faster working environment, 5) the pressure to acquire the newest
digital gadget, 6) the frustration when technology does not work, and 7) the constant stream of
communications that creates a sense that work never ends (Digital depression, 2003).

Journal of Organizational Culture, Communications and Conflict, Volume 8, No. 1, 2004



129

What many employees are doing is engaging in something called "rational endurance”
(Employee view, 2003). Rational endurance is a phrase that describes how US workers are trying
to keep focused on their jobs despite the tough economic climate, job layoffs, and technology.
Employees are getting the job done but are becoming more stressed and burned out as they do so.

STRESS

"Over the years your bodies become walking autobiographies, telling
friends and strangers alike of the minor and major stresses of your lives." Marilyn Ferguson

Common symptoms of stress include irritability, anxiety, depression, muscular tensions,
digestive problems, and elevation in blood pressure. Based on research conducted during the past
20yearsby the American Institute of Stress, 43 percent of all adultssuffer adverse health effectsdue
to stressand nearly half of all American workers suffer from symptoms of burnout. I1n addition, an
estimated 1 million workersare absent on an average workday because of stress-related complaints.
The Occupation Safety and Health Administration has declared stress a hazard of the workplace.
And it is no wonder that workers feel overwhelmed and overworked; the average American office
worker sends or receives about 201 messages a day in the form of e-mails, voice mails, faxes, and
memos (Eisinger, 2001).

And, the costs of stress are high. The American Institute of Stress reports that stress costs
U.S. businesses an estimated $200-$300 billion in lost productivity each year (Eisinger, 2001).
Companies who think the way to increase profitability is to push for more demanding schedules
should take ahard look. Thereisclear evidence that no allowing their people timefor leisure will
come back to haunt their bottom linesin theform of high turnover costs, deteriorating performance,
high health care costs, and declining customer satisfaction. Employees who consider themselves
overworked are 17 timesmore likely to make mistakes or have accidents on the job than employees
who are not overworked. They are more than 40 percent more likely to feel angry with employers
and co-workers, 30 percent more likely to devel op health problems, and not surprisingly nearly 50
percent more likely to seek jobs el sewhere when the economy improves (Leggiere, 2002).

DISENGAGED EMPLOYEES

Others, because of the stress, simply become disengaged. Whether managers realize it or
not, unhappy and stressed workers often send unconscious and conscious signal s of dissatisfaction
long before they become disengaged (Ware, 1997). Unhappy workers, those who are "actively
disengaged" are costing American employers billions of dollar a year. About 19 percent of
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American employees say they are actively disengaged from their work. That disinterest is costing
U.S. firms about $300 billion in lost productivity annually (Cassiani, 2001).

Disengaged workers arerusted out, rather than burnt out. They are often formerly excellent
employeeswho did whatever it took to get the job done and who now contribute at aminimal level.
Disengaged workers are not accomplishing the same amount of work that they used to because the
person has pulled his or her heart out of the work. In addition, actively disengaged workersin the
US collectively miss roughly 150 million days annually (Cassiani, 2001).

Some signal s that managers should watch for to identify the disengaged employees are the
person used to contribute in meetings now no longer offers his or her views, or the person who
always was ready to pitch in during an emergency now sits on the sidelines (Prencipe, 2001). In
addition, actively disengaged workers arelessloyal, are away from work more often, report higher
stresslevelsand lower life satisfaction, and arelesslikely to recommend the organization to others
who are looking for work (Cassiani, 2001).

BURNOUT

"One of the symptoms of an approaching nervous breakdown is the
belief that one'swork isterribly important.” Bertrand Russell

There is the disengaged employee, the stressed employee, and the burnt out employee.
Research studiessuggest stressand burnout aredifferent. M ost peoplebecomestressed periodically.
Burnout ismuch morethan being stressed. Burnout, unlikedisengagement, isacondition that affects
motivated people with high ideals. There is a human need to derive meaning from work. High
quality employees, regardless of the field, want to believe their life and work is significant and
purposeful. Thereisan ancient desire to be fulfilled at work that goes back to atime when skilled
crafts were looked upon with pride. Not surprisingly, there is a connection between idealistic
dedication to ajob and a heightened tendency to burnout (Stanley, 2001).

Burnout results in reduced productivity, higher turnover, and generally poor performance,
whichisexactly what organi zations cannot aff ord as budgets keep getting tighter and demandsfrom
the business side keep getting louder (21 Hayes, 2003). In fact, arecent study found that employee
moraleisbecoming an issue among workers. Seventy-one percent of managers admit that burnout
isaserious problem in their organizations (McGee, 2003).

Burnout is a costly and distressing phenomenon, which damages both individuals and
organizations. Employeesfeel undervalued and frustrated, thequality of their work deteriorates, and
ultimately they may |leave the organization (Beating burnout, 2002). The bottom lineisemployers
are squeezing people to accomplish more with less, and there is a reduction of commitment and
loyalty between employers and employees. And, although technology is speeding our lives along,
in actuality, people are experiencing more depression, stress, and burnout (Motley, 2001).
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WHAT CAN MANAGERS DO?

There are a number of things that managers can do to reduce stress and burnout. For
example, managers can:

1 Build amore supportiveworkplace. Thiscan bedoneby giving workersthetoolsthey needto do their jobs.

N

Assess vulnerable populations in terms of the type and amount of work they do. Try to make
accommodations to maximize their productivity and improve retention.

Assess job design to see if you can reduce feelings of being overworked.

Eliminate unnecessary tasks in order to increase productivity and reduce workload (Stop burnout, 2002).

Set redlistic goals.

Encourage workers to take time out for afew minutes each day to take a brief walk or just sit quietly.

Think of tasks that turn your employees on rather than overwhelm them (Avoiding burnout, 2003).

© | I N o g |~ |®w

Spend time with your happy and productive employees. Once you feel you know all the things your best
employees like about their jobs, develop an interview format that will help you to determine how much a
job candidate is like your best employees (Rovner, 2001).

9. Establish an employee mental health at work referral system.

10. Create information services to help employees maintain a balance between their work and family lives
(Mclintyre, et. a., 2003).

CONCLUSION

"It isyour work in life that is the ultimate seduction.”" Pablo Picasso

Job stress is common today. The workplace is highly charged and organizations arein a
global economy that haslittle mercy for companiesthat fall behind. And, technology, oncethought
of asthe meansto greater leisure, has paradoxically increased the pressure of work. This, in turn,
challengesorganizationsto find waysof maintaining employees full engagement intheir work while
reducing their stress Staff must be appraised and rewarded in ways which they feel are beneficial
and just, and any organization which fails to meet these challenges will lose it most precious
resource to burnout.
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