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IN MEMORIAM OF PROFESSOR DR. FERENC FARKAS (1949-2016)

Dr. Ferenc Farkas was a Member of the Faculty of Business and Economics of the University

of Pecs where he worked for 44 years.

His teaching areas included leadership, organizational behavior, change management, and
human resource management. He participated in the development of study materials of these
disciplines, and also of business majors and minors that were using these materials. He was a
supervisor of many Hungarian and foreign PhD candidates. He was able to align his academic
career and his everyday experiences in the business and nonbusiness sector organizations.
The research interest of Professor Farkas included nonprofit management and leadership,
human resource management, knowledge management, and change management. He was
the team leader of several Hungarian and international projects, and also a member of
numerous (both Hungarian and international) journals of management. Both nationally and
internationally, as an author and/or editor, he published over 250 papers and 15 books and
numerous book chapters, frequently participated in international conferences and published

conference papers and journal articles in Hungarian and in different foreign languages.

Professor Farkas held different positions at Faculty and University level, and for his
outstanding performance and excellence in teaching, research and university management he
received high ranked awards from the local government and the President of Hungary, and
also from the Rector of the University. He held positions of Board of Directors and Board of

Trustees in for-profit and nonprofit organizations.

This conference honors his achievements as a scientist, as an excellent professor, and as an

outstanding expert in management.
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GREETING WORDS BY EMERITUS PROFESSOR GEERT HOFSTEDE, THE
NETHERLANDS, ON SKYPE

Dear audience,

Nearly ten years ago, on 15" October 2009, | attended a conference at this University on
“Culture of Business — Capital of Culture”. Simultaneously three colleagues, one from Hungary,
one from Italy and one from the U.S.A., and | received an Honorary Doctorate in Economics.
On a picture | still preserve we all four stand in our new Pécs robes on either side of Rector

Ferenc Farkas.

The next day | gave my talk on “Business Goals for a New World Order”. | had retired from
Maastricht University in the Netherlands in 1993, and among other adventures, | had been a
Visiting Professor at Hong Kong University in China. My talk in 2009 in Pécs referred to a
questionnaire | had developed in 1998 with and for my Hong Kong Business Administration
students, evening students with day jobs in business, about the relative importance to their
own Business Leaders of 15 goals. | presumed that MBA students were better informers about
the real goals of their leaders than the leaders themselves, who if asked were likely to produce

more “wishful thinking”.

| presented the outcome of this experiment at an international conference in Korea, and to
my happy surprise, a number of colleagues from different countries asked for a copy of our
guestionnaire, to use it with their own students. Within six months | got their results from 17
countries, and | had the material for an article on “Business Goals for a New World Order”,
which showed the variety of goals perceived by evening MBA students with day jobs in

business among these 17 countries, around 1999.

Across countries, dominant goals were growth, continuity, short-term profits and personal
wealth. Goal profiles differed among countries, however. When the business world went
through the crisis of 2008, the most affected countries were the U.S.A. and others most
stressing short-term profits and personal wealth. Least affected were China and Germany,
stressing respecting ethical norms and responsibility towards society. One of the countries

participating was Hungary, with a middle position, and besides the Hungarian results in 1999,



| had recent data from a study in Pécs in 2009. So my talk about “Business Goals for a New

World Order” had a solid local research base.

You are now entering a conference on “Management and Leadership in the 21st Century” and

the subject “Business Goals” is still as current as in 2009. | wish you an inspiring conference!



INTEZETIGAZGATOI KOSZONTO

JARJABKA AKOS
Tisztelt Rektor Ur, Dékdn Ur, Elnék Ur, Védnék urak, kedves Meghivottak, Hélgyeim és Uraim!

A Nemzetkozi Tudomdanyos Konferencia otlete szinte akkor fogalmazdédott meg a PTE KTK VSZI
oktatdi kozosségében, amikor 2016. oktdberében elvesztettiik az Intézetiink vezeté
professzorat, Farkas Ferencet. Tudtuk, hogy egy ilyen formatumu vezetd, oktatd, mentor és
menedzser neve és vele mentalitdsa nem maradhat nyom nélkil, ezért mar 2017 —ben
megszerveztlink a hazai tarsegyetemek oktatéi részvételével egy emlékkonferenciat Farkas
professzor tiszteletére, majd létrehoztuk a Farkas Ferenc dijat és Osztondijat azon fiatal

oktatdk és hallgatok szamara, akik tovabbviszik Professzor Ur szellemiségét.

Am a legfontosabb elem ekkor még hidnyzott: Egy olyan tudomdnyos 6sszejovetel, mely
hosszutdvon fenntarthaté médon hagyomanyt teremt, ahol a vildgbdl érkezett tuddsok és
fiatal kutatok taldlkozhatnak, eszmét cserélhetnek oly médon, ahogyan Farkas Professzor célja

is volt.

Oriilok, hogy most itt dllhatok Onék el6tt és bejelenthetem, hogy eréfeszitéseinket siker
koronazta és életre tudtuk hivni ezt a nemzetkézi tudomanyos férumot olyan prominens
képvisel6kkel és érdeklédés mellett, ahogyan azt eleinte remélni sem mertiik, hiszen most a
megjelent meghivottak szdma tobb mint 80 f6, akik 14 orszagbdl érkeztek hozzank. Azt

hiszem, ezek a szdmok igen impresszivek!

Engedjék meg, hogy kdszénetet mondjak Schepp Dékan Urnak, hogy az elsé pillanattdl kezdve
az elképzelés mellé dllt, tovabba a Magyar Rektori Konferencianak és a Magyar Tudomanyos
Akadémia vezet6 tagjainak, és a Vezetéstudomany folydirat szerkeszt&§ségének, hogy
védnokségikkel befogadtak az elképzelésiinket, és kiilon koszonom Hofstede Professzornak,

hogy védnoki jelenlétével emeli a konferencia jelent&ségét.

Legyenek ezek a napok a tudomany Gnnepnapjai minden évben, érezzék j6l magukat Pécsen.

A konferenciat eziton megnyitom!



GREETINGS FROM DEPARTMENT LEADER

AKOS JARJABKA

Honored Rector Bddis, Dean Schepp, Presidents, Patrons, Dear Guests, Ladies and Gentlemen!

The idea of our International Scientific Conference was conceived by the Community of the
Department of Leadership and Organisational Sciences of the Faculty of Business and
Economics of the University of Pécs when we lost our leading professor Ferenc Farkas in

October 2016.

We knew, that a leader, lecturer, mentor and manager of this greatness can not be left
unnoticed, so we have organized a memorial conference with professors of Hungarian
universities in 2017 in honor of Professor Farkas, and then we created the Ferenc Farkas
Award and scholarship for young lecturers and for students who follow the spirit of Professor

Farkas.

But the most important element was still missing : Organizing a scientific event that creates a
long-term sustainable tradition where scholars and young rearchers from all over the world

can meet and exchange ideas the way Professor Farkas aimed to.

| am so glad to be here, and | am so proud of announcing that our efforts have been successful
and brought this international scientific forum to life with prominent representatives and such
an interest, we did not hope for at first. Now, the number of guests at this first time event is

more than 80, from 14 countries. | suppose that’s impressive!

Let me express my sincere thanks to Dean Schepp, and the Hungarian Rectors’ Conference
and the Hungarian Academy of Science as well, and additionally the editorial staff of the
Journal of Vezetéstudomany (Budapest Management Review), that they accepted our vision
with their patronage and special thanks to Professor Hofstede for his presence as a patron in

the conference.

Let these days be the festivities of science every year, thank you so much!
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KARIZMATIKUS ES NEO-KARIZMATIKUS LEADERSHIP

CHARISMATIC AND NEO-CHARISMATIC LEADERSHIP

BAKACSI GYULA
Kandidatus, egyetemi tanar (kutaté professzor)
Budapesti Gazdasdagi Egyetem Pénzligyi és Szamviteli Kar
Vallalkozas és Emberi Eréforrasok Intézeti Tanszék
bakacsi.gyula@uni-bge.hu

,A Lélek megnyilvdnuldsait mindenki azért kapja, hogy haszndljon vele.”

(1Kor 12:8)

A leadership nem a hatalom-gyakorlds, hanem azon képesség alapjdn hatdrozhaté meg,
miként névelhetd a vezetettek hatalom-érzete. A leader legalapvetébb munkdja az, hogy
tovdbbi leadereket teremtsen.”

(Mary Parker Follett, 1924)

Absztrakt

A karizmatikus leadership a vonatkozé szakirodalom egyik legnehezebben definidlhaté
fogalma. K6zéppontjaban a kévetd vezetd iranti odaadasa, elkotelez6dése all, amely kivaltja a
kovetést. A kovetés természeténél fogva értékracionalis (nem tranzakcids jellegl) és belsé
meggydz8désl azonosulds (nem behddolds). A Max Weber-i karizmatikus és napjaink neo-
karizmatikus leadership-je kozott az odaadds tdrgya alapjan tehetlink kilénbséget: a
karizmatikus leader esetében az odaadds a vezetd személye irant nyilvanul meg, a neo-
karizmatikus leader esetében az daltala képviselt és a szervezet jovGképének részét képezd
értékek és célok irdnt. A definicios szétvdlasztdas kapcsan ramutatok arra, hogy a két
karizmatikus leadership értelmezés visszavezethet6 a kovets érettségére (motivacidjara és
problémamegoldé képességeire, készségeire). A tanulmdny a szakirodalom attekintésére
alapozott karizmatikus/neo-karizmatikus fogalmi kilonbségtétel mellett a GLOBE kutatas
eredményeire tdmaszkodva bemutatja a magyar és a nemzetk6zi minta hasonlésagait illetve
kiilonbségeit a harom karizmatikus leadership valtozéd (inspiralo, jovGéképpel bird,

onfelaldozd), illetve a Karizmatikus masodlagos f6faktor tekintetében.


mailto:bakacsi.gyula@uni-bge.hu

Kulcsszavak: karizmatikus/neo-karizmatikus leadership, motivdcio, érettség

Abstract

Charismatic leadership is one of the most nondescript notions of the relating literature. It is
focused on devotedness and commitment of the follower toward the leader, triggering
followership. Followership is, by nature, value-rational (non-transactional) and based on
internal identification (not subservient). Max Weber’s charismatic and the contemporary neo-
charismatic leadership can be differentiated by the subject of de devotion: follower is devoted
to the person of the leader in the case of charismatic, and to the vision (values and goals)
represented by the leader in the case of neo-charismatic leadership. By the definition-shifting,
| point out that the charismatic leadership originates in the maturity (will and skill) of the
follower. Besides the literature-based conceptual differentiation paper present the GLOBE-
based resemblances and variances of the Hungarian and the international samples on the

second-order Charismatic variable and its first-order components.

Keywords: Charismatic/neo-charismatic leadership, Motivation, Maturity

A Korintusiaknak irt 1. levélbél vett idézet a karizma fogalom bibliai eredetére utal.
Nyelviinkbe a gorog ,Kharidzesztai” szobdl kerilt at, jelentése: kedvesnek lenni (kegyelmi
ajandék). A Magyar Katolikus Lexikon a kovetkez6 meghatdrozast adja a sz6 hétkdznapi
értelmezésére: ,a személynek az a nagy belsd, lelki ereje és hatasa, mellyel képes masokat
irdnyitani, befolyasolni, fliggetlenil attdl, hogy a befolydsolds j6 vagy rossz irdnyba torténik-
e” (Didsi — Viczian, 2001).

A karizma, karizmatikus vezetés a menedzsment irodalom egyik legnehezebben definialhatd
fogalma. A nehézséget nemcsak az értelmezés, meghatarozds pontos fogalmi
megragadhatdsaga jelenti, hanem a definicidk szertedgazdsaga, az azok mogott allé elméletek

sokszinlisége és a kialakult szakmai konszenzus ebbél fakadé hianya is.
1. Ml A KARIZMATIKUS ES A NEO-KARIZMATIKUS LEADERSHIP KOzZOTTI KULONBSEG? —
SZAKIRODALOM ATTEKINTES

A karizma jelentését Weber értelmezte Ujra és helyezte at a teoldgiabdl a szocioldgiaba (Bass,

1999, 541). Weber a karizmatikus uralmat azon az alapon kiiloniti el a gazdasagi sziikségletek



kielégitésére alkalmas uralomformaktol, hogy az a magasabb rendl sziikségletekre adott
vezetGi valasz: ,,A mindennapok gazdasagi igényein tulmend sziikségleteket viszont elvileg
mindig egészen masképpen fedezték, éspedig minél régebbi torténeti korokat vizsgalunk,
annal inkdbb azt [atjuk, hogy az ilyen sziikségletek fedezése karizmatikus alapokra épul. Ez azt
jelenti, hogy pszichikai, fizikai, gazdasagi, etikai, valladsi vagy politikai sziikség esetén nem
alkalmazasban 4ll6 hivatalos személyek és nem is a sz6 mai értelmében vett — vagyis
szaktuddsként megtanult és fizetség ellenében gyakorolt — ,foglalkozas” birtokosai voltak a
Stermészetes” vezet6k, hanem természetfelettinek (abban az értelemben, hogy nem
mindenki szamara elérhet6ek) gondolt testi és szellemi tulajdonsagok birtokdban Iévé

személyek” (Weber, 1996, 205 — kiemelések az eredetiben, BGy).

Ez a Weber-i értelmezés egyértelm(ivé teszi, hogy — szemben a tradiciondlis illetve raciondlis
uralomformadkkal, ahol az engedelmesség az elfoglalt pozicié autoritasabdl eredeztethets — a
karizmatikus vezetd autoritdasa személyébdl fakad (Nye, 2010). Ez azonban felvet egy mind
elméleti, mind gyakorlati szempontbdl izgalmas kérdést: a karizma vajon a hatalom, vagy a
leadership fogalomkorébe tartozik-e? A logikai szétvalasztas elvben egyszer(i: a vezetd6i
befolyasnak megfelels viselkedés a hatalom-gyakorlas esetén az engedelmesség, a leadership

esetén a kévetés formajat olti (nincs hatalom engedelmesség és leadership kovetés nélkdl).

Jéllehet Weber a karizmdt az uralomformak kozott tdargyalja, ,természetfeletti

IH

tulajdonsagokkal” biré személy befolydsanak engedni inkdbb tlinik kovetésnek, mint
engedelmességnek. Egy Ujabb idézettel szeretnék ramutatni arra, hogy ez a kett§ Weber-nél
keveredik: ,A karizma birtokosa nekilat a rd mért feladatnak, engedelmességet kdvetel, és a
kiildetésbdl addddan azt is megkdveteli, hogy kovessék. Az donti el sikerét, hogy kdvetbkre
talal-e. Ha nem ismerik el a kildetését azok, akiket a kildetés cimzettjeinek érez, akkor
semmivé foszlik a kildetésre formalt igénye, és nem tarthat igényt engedelmességre és
kovet6kre sem. Ha viszont elismerik az igényét, akkor 6 az uruk mindaddig, amig meg tudja
Grizni ezt az elismerést azzal, hogy kildetése beigazolddik. De ezt a ,jogat”, hogy 6 az uruk,
ekkor sem a tobbiek akaratabdl vezeti le — mintha mondjuk, megvalasztottak volna —, hanem

pont forditva: a karizmatikus képességekkel rendelkezé személyt kételesek elismerni azok,

akik a kildetés cimzettjei” (Weber, 1996, 206 — kiemelések az eredetiben, BGy).

A szovegben mind az engedelmesség, mind a kovetés szavak szerepelnek — lényegében azonos

sullyal korl irva azt, hogy a vezetdi befolyas gyakorlasa miként valt at cselekvésbe.



Weber mar itt ,birkdzik” Barnard (1938) késGbbi felismerésével, vagyis az autoritas (tekintély)
és a legitimdcid kozotti kapcsolat megforduldsaval: az autoritds azoktél eredeztethetd, akiket
vezetnek, és nem azoktdl, akik vezetnek (Bakacsi, 2011). |dézzik ezuttal Barnard indifferencia

z0na értelmezését:

»Minden egyénben létezik egy ,indifferencia-zona”, amelyen belll az autoritds tudatos
megkérdGjelezése nélkil elfogadja az utasitasokat. .. Az ,indifferencia-zéna” kifejezés a
kovetkez6képpen magyarazhatd: Ha az ésszerlien megvaldsithaté valamennyi utasitast sorba
rendezzik aszerint, hogy az utasitds altal érintett személy szamara azok mennyire
elfogadhatdak, akkor belathato, hogy van néhany, amelyek egyértelm(ien elfogadhatatlanok,
azaz ezeknek bizonyosan nem fog engedelmeskedni, van egy masik csoport, amelyek tobbé-
kevésbé kozombosek, azaz vagy elfogadhatdak, vagy éppen csak hogy elfogadhatatlanok, és a
harmadik csoport minden kétséget kizaréan elfogadhatd. Ez utdbbi csoport az, amely az
»indifferencia-zénan” belll taldlhaté. Az érintett személy — legalabbis ami az autoritds
kérdését illeti — elfogadja azokat az utasitdsokat, amelyek ebben a zéndban vannak, és
szamdra nagyjabdl ké6zombds, hogy mi ez az utasitds. Ez az utasitds belll van azon a
tartomanyon, amelyet altaldban el6re latott akkor, amikor a szervezettel kapcsolatba lépett”
(Barnard, 1938, 167-169). Az autoritas tehat Barnard nézetei szerint akkor tekinthet6

elfogadottnak, ha az egyén (szervezeti tag) mérlegelés nélkil a direktivak szerint cselekszik.

Kovetés ez, vagy engedelmesség? Az utasitdsok szerinti cselekvés engedelmességet, az
elfogadds kévetést sejtet. A hatalom (uralom) mogott mindig fiiggés all, amelyet valami olyan
joszdg sziikossége, nehezen helyettesithet&sége és vagy/bizonytalansaga alapoz meg, amely
jészagra az engedelmeskedé vagyik, és amit a hatalom-gyakorlé a kontrollja alatt tart (Bakacsi,
2015, 153). Az engedelmeskedd az engedelmességgel (az arra vald hajlanddsaggal) viszonozza
a vagyott joszag megszerzését. A leadership kévetése ezzel szemben inkabb csere-aktusnak
tekinthet6 (lasd Burns, 1978, 257—-258): a beosztott vezetGi elvarasok szerinti cselekvésének
jutalma a — jellemz6en intrinsic — motivacidi mogotti szliikségletek kielégitése. A kett6 kozotti
Iényeges kilonbség, hogy a hatalmi fliggéssel szemben a leader-follower viszonyban a fliggés

jéval inkabb kélcsénés.

Mibdl adddik ez az ambivalens (engedelmeskedd-kévetd) értelmezés? A karizma sajatos
természetl fogalom, mivel — jollehet személyiségre jellemz6 vonasnak tlinik — ténylegesen

inkabb egy olyan személyes hajlamra utal, amely masokat bizonyos valaszokra késztet:



ahelyett, hogy a vezet6k tényleges tulajdonsagaira mutatna rd, inkabb a kovet6kre gyakorolt
hatdsra helyezi a hangsulyt (Sy et al., 2018, 58). Ha a Weber-i és a Barnard-i karizma-

értelmezést ezen a szemiivegen keresztil nézziik, akkor

— egyfeldl kitlinik az, hogy az engedelmesség-kovetés valdjaban észlelés kérdése: a
beosztott inkabb kovetésként vagy inkdbb engedelmességként éli-e meg azt?

— a kiindulépont az elfogadds, a kiildetés elismerése és az elfogadott zondn, illetve
kildetésen belll az utasitdsnak megfelel6 magatartas inkabb tlnik kovetésnek, mint
engedelmességnek;

— a hangsuly a kivaltott magatartdson és az annak eredményeként el6allé kimeneti

teljesitményen (beteljesedett kildetésen) van.

House (1977) mutat ra arra, hogy a kivételes onbizalom, a befolyds megszerzésére és
megkovetelésére irdnyuld er6teljes motivacio és a sajat hiedelmek erkolcsi
kifogastalansagaban vald erés meggy6z6dés azok a vezetSi személyiség-vonasok, amelyek a
karizmatikus leader-ship el6zményeinek tekintheték. McClelland — Burnham (1976) hatalmi
motivacio elmélete bontja ki azt a befolyasra toérekvé motivaciét, amelynek hangsulya nem a
személy, hanem az dltala vezetett intézmény sikerén van — a hatalmi motivacié ezen ,tarsas”
értelmezésének lényege a jo teljesitményre 06sztonz6 mikro-klima megteremtése, ami

éppenséggel a személyes hatalmi ambicidk visszafogottsagaval jar.

House et al. (1991) a McClelland-féle elméletet és annak kiterjesztését (LMP = Leader Motive
Profile) integrdltdk sajat modelljikbe: ahhoz, hogy a vezets a kdvetdk vdltozashoz elégséges
kritikus tomegét mozgdsitani tudja a kovet6k és a kozosség vizioit megjelenit vezetbi jovikép
megvaldsitasara, a (tdrsas) hatalmi motivacid magas szintjével kell rendelkeznie. Minthogy
azonban ez a kovetSk egy részének ellenalldsat — és kritikajat — valtja ki, a vezet6 viszonya

ezekhez k6z6mbos, ami az affiliacids motivacié relative alacsony mértékével jar egyiitt.

Trice — Beyer (1986) a kovetkez6 ot tényezGben foglalja 6ssze a Weber-i (szociologikus)
karizma értelmezést: (1) egy rendkiviili tehetségl személy, (2) egy tarsadalmi értelemben
valsagos, de legaldbb is nehéz helyzet, (3) a valsdg gyokeres megoldasara alkalmas
elképzelések halmaza, (4) olyan kévetSk halmaza, akik a kivételes személyiséget vonzdnak
taldljdk és meg vannak gy8z6dve arrdol, hogy az kozvetlenll kotédik transzcendens

hatalmakhoz, végiil (5) ismétl6dé sikerek hitelesitik a kiemelked6 tehetséget és



transzcendencidt. Nézetlik szerint mind ezek egyltt alldsa nélkiilozhetetlen ahhoz, hogy a

karizma, mint szocioldgiai jelenség felszinre keriiljon (House, 1999, 563).

A neo-karizmatikus paradigma a karizmatikussagot tdrsadalmi-szociolégiai helyett inkdabb
szervezeti tényez6ként értelmezi, és a vezet6 személyes tulajdonsdgai (a kivalésag, a ,nagy

ember” hangsulyozdsa) helyett inkdbb a kovetést kivaltd magatartdst helyezi kozéppontba.

A neo-karizmatikus leadership értelmezés elsé ,fanfarjait” House illetve Burns ,fujjak meg”:
el6bbi a valtozas-vezetést, utdbbi a magasrend(l szikségletek kielégitésének vezetdi

szandékat kapcsolja a fogalomhoz.

Weber kiildetés értelmezését tovabb fejlesztve ugyancsak House (1977) mutat ra arra, hogy a
karizmatikus vezet6k lényegében valtozas-vezet6k, a tdrsadalmi valtozasokhoz
nélkilozhetetlen kockdazat-vallalasi hajlanddsdggal, 4llhatatossaggal, elszantsaggal és
kitartassal. A valtozas-vezetSi szerep ugyanakkor jol értelmezhet6vé teszi a karizma észlelt
természetét is: a valtoztatasi szandék ellenallast valt ki a status quo kedvezményezettjeibdl,

akik ennek folytdn nem fogjak karizmatikusnak észlelni 6t, inkdbb negativ szinben latjak.

Burns (1978) korszakos jelentGségl konyvében két vezet6-tipust kiilonboztet meg: az
Uzletkotd (transactional) és az atalakitd (transformational) leadert. A kett6ben k6z6s az, hogy
a leadership lényegének a cserét tekinti, a megkilonboztetés azon alapul, hogy vezet6 és

kovet6 mit is cserélnek ki? Burns értelmezésében:

— a leadership a kdzos-kollektiv célhoz kotddik, és hatékonysaga az emberi sziikségletek
és varakozdasok kielégitésére iranyuld szandékban és valtozdsban mérhet6 meg; ezen
belul

— az Uzletkot6 leadership konkrét, vezet6 és kovetd szamdara hasznos dolgok kdlcsénos
cseréjét jelenti, mig

— az atalakito leader magasrend(i motivaciok kielégitésére torekszik, és figyelmét a kovetd
teljes személyiségére koncentrdlja. Az atalakitdé vezeté — kovetd viszony kdlcsondsen
serkent6 és emelkedett, és gyakran valtoztatja a kovet6t vezet6vé, a vezetSt pedig az

erkolcs képvisel6jévé (moral agent) (Burns, 1978, 4).

Burns az atalakité vezet6 fogalmat Osszekapcsolja a hdGsiességgel, karizmatikussaggal. A

moralis leadership szerinte értékalapu és egyértelmdlen olyan tarsadalmi valtozasokhoz vezet,



amelyért a vezet6 felelGsséget érez és vallal. Burns leader-e erkdlcsileg felemeld, és tudatosan

torekszik kovetGit leader-ekké fejleszteni (atalakitd) (Avolio, 2000, 741).

Bennis — Nanus (1985), majd Nanus (1992) kildetés és kozos(ségi) cél gondolatat elmélyitve
vezetik be a vezetGi jov6kép (vizid) fogalmat: ,nincs annal erésebb hajtéerd a szervezeti

kivaldsag és a hosszutavu sikeresség elérésére, mint a jovének egy széleskdrben osztott vonzo,

érdemi és elérhetd vizidja” (Nanus, 1992, 3).

1. tablazat: A karizmatikus vezet6 tulajdonsagai és magatartdsmintai Conger—Kanungo

Szakasz-modellje alapjan

1. szakasz: a kornyezeti
kontextus és a jelenlegi
helyzet kritikai értékelése

2. szakasz: szervezeti
célok megfogalmazasa és
artikulacidja

3. szakasz: a megvaldsitas
madjanak és eszkozének
szemléltetése

A status quo hidnyossdagai
felismerésének

A jelenlegit6l lényegesen
eltérg, eszményitett

Eredeti, szokatlan,
Ujszerd, tarsadalmi

szlikségleteinek és
elégedettségének pontos
felmérése

képessége jovékép megfogalmazasa szabalyoktdl eltéré
Az adott
szakaszra Szerethetd, azonosulasra Szavahihet6 hitelesség,
jellemzd Erds késztetés a status és kovetésre érdemes, személyes kockazatokat
karizmatikus guo megvaltoztatasara kozosen értelmezett és aldozatot is vallald
vezetdi tdvlatok megfogalmazdsa | szenvedélyes képviselet
tulajdonsagok . u . . . 1z
J' & A kovetdk hajlamainak, Szakértelem a fennalld
illetve . L . .
i képességeinek, T T rend megahaladasara
magatartdsok A jovbbeli célok erételjes

és inspirald artikulacidja

alkalmas, nem
szokvanyos eszkdzok
alkalmazasaban

Forrds: sajdt szerkesztés Conger — Kanungo, 1998, 4857 alapjdn

Az (zletkot6 és az atalakité vezetG-tipusokat Kotter (1990) operacionalizdlja vezetdi
szerepekké, el6bbit a manager-ként, utébbit a leader-ként cimkézve. Kotter a leader-szerepet

egyben dsszekapcsolja a valtozas vezetéssel (change-agent) is.

Conger és Kanungo (1998) szakasz-modelljiikben finomitjadk és kibontjak a karizmatikus
vezet6k valtozds-vezetésre képesitd tulajdonsagait és magatartasait, egyben tovabb fejlesztve

Kotter leader szerep értelmezését is (ldsd 1. tablazat).

A GLOBE kutatas a karizmatikus/érték-alapt ledershipet a vezetd olyan képességeként
hatdrozza, meg, amelynek révén szilard meggy6z6déssel vallott értékei révén inspirdlja,

motivalja kovetGit, és kiemelked6 kimend teljesitményt var el téliik (House et al. 2004, 14).



2. KARIZMATIKUS ES A NEO-KARIZMATIKUS LEADERSHIP — A KOVETOK NEZOPONTJABOL

Tegyuk fel a kérdést: miért kovetkezik be a neo-karizmatikus paradigmavaltds a leadership

irodalomban? Nézetem szerint ennek magyarazatat a kovet6k fel6l érthetjik meg!

Argyris (1957, 1973) érettség koncepcidja mutat ra arra, hogy a kdvetdk a gyermek-feln6tt
(éretlenség-érettség) kontinuumon egyre inkdbb az érettség felé elmozdulva, egyre magasabb
szintld problémamegoldd képességgel és hajlanddsaggal Iépnek be a munka vildgaba.
Hackman — Lawler (1971) rdmutat ennek a motivacids hatterére: erételjes az elmozdulas a
magasabb rendd (intrinsic) sziikségletek kielégitése felé (valtozatossag, autondmia, munkaval
vald azonosulds, a teljesitményrél vald visszajelzés). Az érettségre mint fliggetlen valtozora
Hersey et al. (1996) épitenek (szituativ) leadership elméletet, ramutatva, hogy az érett (kész
és képes) személyiségek vezetésében a feladatorientdlt vezetési elemek eltlinnek a pozicidbdl
fakadd hatalmi eszkozokkel egylitt, a vezet6 csak személyes hatalmi forrasaira —szakértelemre
és a French-Raven-i (1959) értelemben vett referens hatalomra (azaz a karizmara) —

tamaszkodhat.

A karizmatikus illetve neo-karizmatikus leadership paradigmat két szempont mentén vetjiik

ossze:

— szélesebb értelemben a két leadership paradigma eltérd vezetési-szervezeti paradigmak
keretei kozé illeszthet6k — a vezetési-szervezeti paradigmakrél b6vebben lasd: (Bakacsi,
2015);

— szlikebb értelemben az érettség elmélet izgalmas lehetGséget teremt a karizmatikus és
a neo-karizmatikus leadership szétvalasztasara — mindezt a kovet§ perspektivajabdl
(vegyuk észre: a beosztotti érettség a vezetési-szervezeti paradigma egyik fliiggetlen

valtozéja).

A Weber-i (klasszikus) karizmatikus vezet6 kovet6je inkdbb az Argyris-i kontinuum éretlen, mig

a neo-karizmatikus vezet6é inkabb az érett végpontjahoz van kdzelebb.

A klasszikus karizmatikus vezet6 kdvetGje még nem 6nallé problémamegoldd (komplexebb

problémak tekintetében legalabbis biztosan nem), a neo-karizmatikusé viszont mar az.

A klasszikus karizmatikus vezeté dominansan magatartas (bilirokratikus) kontrollt, mig a neo-

karizmatikus teljesitmény (piaci) vagy klan kontrollt gyakorol. EI&bbi egyenes kovetkezménye



az 6nallé problémamegoldé képeség hianyanak. Utdbbi esetében a kovet6i problémamegoldd

képesség mar jelen van, igy:

— elismertség motivacios szint esetén a kimend teljesitmény folotti alku és a ténylegesen
teljesitmény alapjan torténd visszacsatolds,
— Onmegvaldsitds motivacid esetén a dontések alapvetd kognitiv (hiedelem természetd),

illetve preferencialis (érték) premisszdiban valé el6zetes megallapodas
a kontroll gyakorlds médja.

A klan kontroll alkalmazasat Schein (1992, 229) a kovetkez6képpen irja le: ,A legegyszerlbb
magyarazat arra, hogy a vezet6k hogyan értetik meg Uzeneteiket, nem mas, mint a
karizmdjukon keresztiil — ezen rejtélyes tulajdonsdagon beliil az egyik legfontosabb elem a
leader azon képessége, hogy elevenen, ugyanakkor tiszta egyértelmiiséggel képes a lényeges
el6feltevéseket és értékeket kommunikalni. A karizmatikus jovéképnek, mint az ezeket
beagyazd mechanizmusnak a legfGbb problémadja az, hogy kevés vezets képes erre, és hatasat

ezzel egyltt nehéz eldre jelezni”.

Mi az, ami a kétféle karizmatikus leadershipet mégis k6z6s nevezGre hozza? Podolny et al.
(2000) mutatnak ra a karizmatikus leadership egy lényeges aspektusdra: a jelentés-adasra. ,A
karizmatikus leadership, mint jelenség, majdhogynem definicié szerlien foglalja magaba azt,
hogy a kovet6k cselekedeteiket Gsszekapcsolva szeretnék I|atni életiik nagyra értékelt
szempontjaival” (ibid: 70). A kdvetd szervezeti valdsaga egy tarsas konstrukcié folyamataban
jon létre, az altala kialakitott értelmezés a szervezet tagjai altal k6zosen kialakitott jelentés-
adastdl nem fliggetlenithet: azt egymastdl tanuljdk, nem (feltétlenil) maguk konstrudljak —

ebben a vezetdnek kitlintetett szerepe van (Gioia, 1986; Isabella, 1990).

Masnak itélem azonban a karizmatikus, illetve a neo-karizmatikus leader 3ltal kozvetitett

jelentésadast, a kovetGi értelmezéshez vald vezetdi hozzajarulast.

A karizmatikus vezet6 kovetGje — aki még nem 6nallé problémamegoldé — a sajat probléma-
észlelését meghaladd, annadl joval komplexebb probléma-értelmezést varja a vezet6tél és
egyben ezt is értékeli benne! A sajatjanal jéval Osszetettebb, az Onértelmezéséhez és
Onbecsliléséhez igen fontos hozzajarulast jelent6 vezetbi értelmezés folyomanya ugyanakkor

az, hogy a kovetd:

— avezetGjét bnmaga folé emeli, és személye irant elkételezédik,



a kovetS odaaddan felnéz vezetGjére; probléma-észlelést és -megoldd képességét (1Q-
jat) magdét messze meghaladdnak tekinti,

kész kovetni, amely mind a karizmatikus vezet6 céljai, mind a célok megvaldsitasi
maodjanak az elfogaddsaban nyilvanul meg,

a folé-rendeltség nem a vezet6 pozicidjabdl fakad (ennek folytan nem feliilrél
kikényszeritett), hanem a személyének tulajdonitott (azaz Barnard értelmezésével
0sszhangban alulrdl tételezett);

vegylik észre, hogy igy nyer értelmet a fentebb targyalt kovetés-engedelmesség
dilemma: a vezet6 személyével és ezaltal céljaival vald azonosulds kovetésként
értelmezhet6, az 6nmaga folé valé emelésbél kovetkez6 onként vallalt aldrendeltség
mégis egyfajta hierarchikus viszonyt eredményez, ami — tekintettel arra, hogy a vezet§

személye iranti odaadds feltétlen — kvazi-hatalmi relacid.

Mas a helyzet a neo-karizmatikus vezets kdvetSjével. O mar — lévén kész és képes 6nalld

problémamegoldé — nem a probléma értelmezését és megolddsat, mint jelentésaddst varja

vezet6jétdl, hanem

1. olyan 6nmagan tulmutato, kihivd és vonzé célok megfogalmazdsat, amelyek a
kompetencidk teljeskor(i mozgdsitasat igénylik, mi tobb azok tovabbfejlesztésére
is lehet6séget kinalnak — vegylk észre, hogy ezek az dnmegvaldsité motivacio

szerves részei;

2. olyan kognitiv (hiedelem természet(i) és preferencialis (érték jellegli) keretek
megteremtését, amelyeknek — mint dontési premisszaknak — a koveté Aaltali

elfogadasa kijeldli az autondm cselekvés mozgasterét.

Ennek a jelentésaddsnak ugyanakkor mas a folyomanya:

a vezet6-kovet6 viszony sokkal inkdbb mellérendelt — [évén kettejlik fliggése kdlcsdnos;
a kovetést nem a jobb probléma-észlelés és -megoldas képessége, hanem éppenséggel
a beosztotti problémamegoldasnak teret engedd vezetés-felfogas és az inter-perszondlis
viszonyokat kezelni képes kompetenciak (EQ) megléte valtja ki;

jéllehet a vezetGi befolyds személyes-személyhez kotott, a koveté mégsem a vezetd
személye, hanem az altala képviselt célok, illetve értékek és hiedelmek irdant kotelez6dik

el;



v

ha a vezetd altal képviselt célok és kultira hiteles a kbvet§ szamara, a leader-kdvetd
viszony kolcsondsen elényds, és a kovetbben kialakulhat a nyer-nyer jatékhoz vald
feltétlen ragaszkodds, elkételezédés, amelyért személyes aldozatot is vallal,

ezt tekinthetjik az indifferencia zéna egy teljesen mas szintl Ujra-értelmezésének is: a

szamara elfogadhatonak tekintett direktivdkat kész kovetni. A direktivak

értelmezéséhez két kiegészit6 megjegyzés kivankozik — mindkett6 érdemi kiilonbség a

klasszikus karizmatikus leadershiphez képest:

o a neo-klasszikus karizmatikus vezetd kovet6je szamara a direktivak a célrdl és

A karizmatikus és a neo-karizmatikus

a célelérést terel6 dontési premisszakrol szélnak, és nem a célelérés modjardl

(magatartasrol),

a célok és a dontési premisszak kibernetikai értelemben vezérlés jellegliek:

nincs korrekcids jellegli (szabalyozd) visszacsatolas. Ha van visszacsatolds, az

két-hurkos jellegl: nem a kovetkezményeket kompenzaljak, hanem magat a

célt, illetve a dontési premisszakat (értékeket, hiedelmeket) valtoztatjak meg!

leadership értelmezések 0sszehasonlitasanak

legfontosabb szempontjait és jellemz6it a 2. tabldzatban foglalom 6ssze.

2. tablazat: A karizmatikus és neo-karizmatikus leadership 6sszehasonlitdsa — szempontok és

jellemzdék

Osszehasonlitasi
szempontok

Karizmatikus

Neo-karizmatikus

Koncepcio- tarsadalmi szint tarsadalmi-szocioldgiai jelenség szervezeti tényez6
nalis
fokusz elméleti hangsuly vezet6i tulajdonsagok, kivalosag a kovetést kivalté magatartas
hatalom-leadership | inkdbb hatalom (engedelmesség) inkabb leadership (kdvetés)
. . érintettek szamara fontos kodlcsonos és emelkedett
Burns-i lizletk6to- . il - (s s
Vezetdi stalakits joszagok kolcsonds cseréje serkentés (atalakito, moral agent,
szerep- (Uzletkotd, zérd-osszegl jatszma) nyer/nyer jatszma)
értelmezés

Kotter-i manager-
leader szerepek

inkabb manager

inkabb leader (valtozas-vezetd)

vezetG6tdl elvart
intelligencia

problémamegoldd intelligencia

(1)

érzelmi intelligencia (EQ)

elkotelezédés,
odaadas

vezet6 személye irdnt

vezet6 altal képviselt értékek és
célok irant




Osszehasonlitasi

Karizmatikus

Neo-karizmatikus

szempontok
flggés egyoldalu kolcsonos
vezet6i kontroll magatartds teljesitmény vagy klan
\Y] o kibernetikai szabalyozas vezérlés
?Zet?,_ visszacsatolds ¥
kovetd
viszony vonzo és onkiteljesitésre alkalmas
. , , komplexebb probléma észlelés és cél és az autondm cselekvés
leaderi jelentésadas , , . TR .
értelmezés mozgasterét kijel6l6 hiedelem- és
érték-keretek
kovetGi érettség inkdbb éretlen (feladat inkabb érett (6nallo
(Argyris) végrehaijtd) problémamegoldd)
Akovets |—
jellemzgi | elegtett kovetd o o
szlikséglet szint extrinsic motivacidk intrinsic motivaciok
(motivacid)

Forrds: sajdt szerkesztés

3. NEO-KARIZMATIKUS LEADERSHIP — TENYEK A GLOBE KUTATAS ALAPJAN

A GLOBE kutatds vezetési stilust vizsgdlé része azokat az elvart tulajdonsagokat, elvart

magatartdsi mintdkat tarja fel, amelyek egy sikeres vezet6vel szemben megfogalmazdédnak. A

kutatds tehat nem az észlelt (leird), hanem a kivanatos, elvart (normativ) vezet6képre vilagit

ra.

A GLOBE kutatas karizmatikus/érték-alapu leadership valtozéjanak definicidjat olvasva

kétségtelen, hogy az a neo-karizmatikus értelmezési keretbe illeszthets: ,,Ez a széles

értelemben vett leadership valtozd a vezetd szilard érték-meggy6z6désen alapuld, inspirdlo,

motivald, masoktdl magas teljesitményszintet elvard képességét tikrozi.” (House et al., 2004,

14)

A karizmatikus/érték-alapu valtozé egyike annak a hat masodlagos faktornak, amely a

kovetkez6 elsGdleges (itemekbdl ugyancsak faktor-analizissel képzett) valtozdkbol allt 6ssze:

1. Jovéképpel bird karizmatikus

2. Inspirdld karizmatikus

3. Onfeldldozd karizmatikus

4. Integritas

5. Dontésképesség




6. Teljesitmény orientdcio

A GLOBE izgalmas kutatdsi kérdése volt az, hogy vajon vannak-e a kivalé vezet6ktdl
univerzdlisan elvart, kulturaktdl fliggetlen leadership valtozék? Univerzalisnak a kutatdk azokat

a valtozokat tekintik, amelyek az aldbbi kritériumoknak megfelelnek (House et al., 2004, 676):

a) azadott valtozo egyes tarsadalmak 1-7-es skalan mért atlagainak 95%-a (egyszerlbben:

harom kivételével) 5 folotti értéket mutat,
b) a 62 vizsgalt tdrsadalom f6-atlaga (vilag-atlag) 6 folotti érték.
A 3. tdbldzat mutatja be a GLOBE kutatas karizmatikus leadership adatait:

— a karizmatikus/érték alapu f6-faktort,
— annak mind a hat komponens-véltozojat;
— kulturdlis klaszterenkénti (Gupta et al., 2002) csoportositdsban, feltlintetve a klaszter-

atlagokat is.

A tablazat els6 szembe6tl6 ténye az, hogy a kompozit karizmatikus/érték-alapu fé6faktor éppen
csak nem felel meg az univerzdlis kévetelménynek: jollehet csak 3 orszag (Franciaorszag, Katar
és Marokko) atlag-értéke 5 alatti, a vilagatlag ,,csak” 5,91 (6-nal kevesebb). A hatbdl négy

elsédleges karizmatikus komponens-valtozé azonban univerzdlis:

— nemcsak igazolhaté Yukl (2002) tétele, amely az joévéképpel birét és az inspirdlot a
karizmatikus leadership kritikus tényez6inek tekinti, de ezek egyben univerzalisan
elvartak is (rendre: 6,02 és 6,07 vilag-atlag értékek, és minden orszag-érték 5 folott van!);

— a hitelesség f6atlaga is 6,08, az orszagok kozil csak Katar 5 alatti (4,83);

— ateljesitmény orientdcié féatlaga 6,19, ugyancsak Katar 5 alatti értékével (4,51).

3. tablazat: A GLOBE Karizmatikus /érték-alapu valtozojanak orszagonkénti értékei

Jovolfe’ppel Inspirald - . . | Hite- | DOntés- Teljesit- Karizmati-
, biré . Onfeldldozé B , s
Orszag ) karizma- . ) les- képes- mény kus / érték-
karizma- . karizmatikus B} . L .
. tikus ség ség orientacid alapu
tikus
Anglia 6,21 6,39 4,90 6,12 6,00 6,38 6,01
Ausztrélia 6,24 6,40 5,14 6,36 6,02 6,35 6,09
Dél-Afrika (fehér) 6,15 6,33 5,01 6,35 6,07 6,01 5,99
irorszag 6,33 6,33 5,11 6,19 6,14 6,38 6,08
Kanada (angol) 6,36 6,47 5,11 6,51 6,03 6,43 6,15
Uj-zéland 6,23 6,50 4,88 5,49 5,69 6,31 5,87
USA 6,28 6,35 5,16 6,51 5,96 6,46 6,12




Jovéképpel

.. Inspirald .. , , | Hite- | DOntés- Teljesit- Karizmati-
Orszag b.lro karizma- Onfelaldpzo les- képes- mény kus / érték-
karizma- . karizmatikus , , s ,
. tikus ség ség orientacio alapu
tikus
Ausztria 6,13 6,34 5,03 6,46 5,96 6,23 6,02
Svajc (németajku) 6,12 6,25 4,88 6,36 5,86 6,08 5,93
Hollandia 6,30 6,38 4,79 6,52 5,87 5,95 5,98
Németorszag (K) 5,86 6,10 5,08 6,11 5,81 6,33 5,87
Németorszag (Ny) 5,99 6,15 4,87 6,12 5,78 6,11 5,84
Finnorszag 6,29 6,42 4,22 6,52 5,97 6,04 5,94
Svédorszag 6,05 6,31 4,81 6,29 5,59 5,96 5,84
Dania 6,20 6,26 5,05 6,38 6,08 6,05 6,00
Franciaorszag 5,06 5,22 3,98 5,14 5,06 5,10 4,93
Izrael 6,45 6,40 5,52 6,47 6,24 6,34 6,23
Olaszorszag 6,24 6,14 5,20 6,06 6,09 6,18 5,98
Portugalia 6,11 6,27 4,33 6,21 5,31 6,18 5,75
Spanyolorszag 5,91 6,34 4,80 6,11 5,95 6,25 5,90
Svdjc
(franciaajku) 6,10 6,31 5,27 6,11 5,79 5,82 5,90
Albdnia 5,97 5,84 5,12 5,94 6,20 5,74 5,79
GoOrogorszag 6,19 6,25 5,42 6,27 6,18 5,82 6,01
Gruzia 5,82 5,48 4,91 5,79 6,00 5,94 5,65
Kazahsztan 5,88 5,46 4,50 5,65 5,76 5,97 5,54
Lengyelorszag 6,03 5,87 4,61 5,58 6,00 5,87 5,67
Magyarorszag 6,27 5,93 4,83 6,22 6,05 6,15 5,91
Oroszorszag 6,07 5,93 4,28 5,72 5,95 5,92 5,66
Szlovénia 6,00 5,74 4,77 6,08 5,79 5,76 5,69
Argentina 6,15 6,32 4,87 6,15 6,13 6,20 5,98
Bolivia 6,20 6,28 4,94 6,29 6,27 6,04 6,01
Brazilia 6,15 6,35 4,84 6,62 5,70 6,36 6,00
Costa Rica 6,06 6,10 5,67 6,18 5,66 6,15 5,95
Ecuador 6,50 6,63 5,99 6,79 6,29 6,64 6,46
El Salvador 6,21 6,25 5,81 6,29 5,78 6,22 6,08
Guatemala 6,06 6,25 5,71 6,24 5,77 6,09 6,00
Kolumbia 6,36 6,34 5,21 6,43 5,52 6,39 6,04
Mexico 5,78 5,91 4,80 5,77 5,54 6,14 5,66
Venezuela 5,74 5,81 5,56 5,89 5,40 6,05 5,72
Dél-Korea 5,76 5,74 5,30 5,62 5,63 5,18 5,53
Hong Kong 5,76 5,85 5,13 5,73 5,76 5,82 5,66
Japan 5,63 5,74 4,57 5,55 5,70 5,73 5,49
Kina 5,85 5,92 4,70 5,98 5,29 5,64 5,56
Szingapur 6,17 6,09 5,39 6,15 5,85 6,11 5,95
Tajvan 5,66 5,74 4,98 5,89 5,60 5,67 5,58
India 6,02 5,93 5,45 5,99 5,83 5,96 5,85
Indonézia 6,23 6,29 5,54 6,34 6,19 6,36 6,15
Fllop-szigetek 6,46 6,51 5,55 6,58 6,37 6,56 6,33
Malejzia 6,01 6,10 5,18 6,03 5,93 6,11 5,89




Jovolfe!:)pel Inspirald .. , , | Hite- | DOntés- Teljesit- Karizmati-
Orszag b.lro karizma- On.felald.ozo les- képes- mény kus / érték-
karizma- . karizmatikus ) , S .
. tikus ség ség orientacio alapu
tikus
Thaifold 6,09 5,77 4,96 6,03 5,87 5,98 5,78
Irdn 6,35 6,02 5,04 5,83 5,34 6,21 5,81
Katar 4,62 5,04 4,52 4,83 3,62 4,51 4,51
Marokko 4,84 5,09 4,10 5,03 4,70 5,10 4,81
Torokorszag 6,25 6,08 5,03 6,16 6,29 5,91 5,95
Egyiptom 5,52 5,50 5,11 6,05 5,60 5,79 5,57
Kuwait 6,22 6,16 5,16 6,19 5,58 6,08 5,90
Namibia 6,16 6,26 4,79 6,35 6,16 6,16 5,99
Zambia 6,10 6,25 4,91 6,10 6,02 6,10 5,92
Zimbabwe 6,27 6,46 5,31 6,14 6,29 6,16 6,11
Nigéria 5,89 5,98 4,92 6,07 5,75 6,00 5,76
Dél-Afrika
(fekete) 5,39 5,56 4,33 5,36 4,83 5,47 5,16
Cseh Koztarsasag 5,91 6,03 5,72 6,41 5,37 6,19 5,91
Vilag-atlag 6,02 6,07 5,00 6,08 5,79 6,19 5,91

Forrds: sajdt szerkesztés House et al., 2004, 680, 713—714 és a GLOBE kutatocsoport belsé

munkatdbldi alapjan

Az Onfeldldozo karizmatikus és a déntésképes komponens-valtozok ugyanakkor nem teljesitik

az univerzalitas kévetelményét.

Tanulsagos a kulturdlis klaszterek kozotti dsszehasonlitds is. A kutatdsi eredmények arra
utalnak, hogy Hummel (1973) érvelése, tudniillik hogy a Konfucidnus tdrsadalmakra a
karizmatikus leadership nem értelmezhet6, bizonyos arnyaldssal aldtdmaszthatd — talan abban
az 6vatosabb Ujra-fogalmazasban, hogy ez az elvaras ebben a kultirdban mérsékeltebb. Amivel
a GLOBE eredmények alapjan kiegészithetjiik: a latin-eurdpai, a kelet-eurdpai és a fekete-afrikai
klaszterekben is mérsékeltebb az elvart karizmatikussag, az arab kultiraban pedig ennél is

(szignifikdnsan) alacsonyabb (House et al., 2004, 682).

A kelet-eurdpai klaszteren beliil izgalmas végig elemezni a magyar adatsort. A f6faktor 5,91-es

értéke egyértelmden a klaszter atlag f6l6tt van, és a vilag-atlaggal azonos érték!
Ami a komponens-valtozdkat (els6dleges faktorokat) illeti:

— avonzb jovGképet kinald vezet6 elvardsa mind a klaszter-, mind a vilagatlagot meghaladé
(6,27);

— azinspirald a vilagatlag és a klaszteratlag kozotti atlag-értéket mutat (5,93);



a vezet6tdl vart onfeldldozds belesimul a klaszter-atlagba, am alatta marad a

vilagatlagnak (4,83);

— a hitelesség mind a vildg, mind a klaszter elvardsait meghaladdéan fontos a magyar
kultaraban (6,22);

— hasonléan mindkét referencia-atlagnal fontosabb a dontésképesség (6,05); végiil

— a teljesitményorientaltsag a vilagatlaghoz kozeli, a klaszter megfelel6 értékét messze

meghalado elvéras (6,15).

A magyar adatsorrél azt érdemes kiemelni, hogy a Kelet-Eurépa kulturajat jellemzd
elvarasokhoz képest a magyar vezet6k a karizmatikus leadershipet minden elemében
fontosabb elvarasként fogalmazzak meg sajat vezetGik felé, és ezzel — az egyes valtozo értékek
kismérték( szordddsaval egylitt — belesimulnak a vildgatlagba. Tekintettel arra, hogy a régié (és
a klaszterbéli orszagok) tarsadalmi-gazdasagi fejlettségét a magyar érdemben nem haladja
meg, a magyarazatot a szervezeti tagok érettségében (képességeik és motivacioik relative
magasabb szintjében) kereshetjik — ennek a hipotézisnek az igazoldsa azonban tovabbi

kutatasokat igényel.

4. OSSZEGZES

Ahogy az Argyris-i éretlen-érett skalan egyének és tarsadalmak elmozdulnak az kész és képes
(érett) polus felé, a szervezeti univerzumban a munkavéllalok vezetGikkel szembeni
elvarasaiban ugy valtja fel a klasszikust a neo-karizmatikus leadership. Ahogy a szervezeti tagok
maguk valnak ,6njard” problémamegolddkka, a tevékenységiiknek értelmet adoé varakozasaik
hangsulya ugy tevédik at a vonzé jovSképre, az 6nmegvaldsitds lehetEségét felkindlo inspirdld
és hiteles vezetGi viselkedésre, a magas szint( teljesitményre, a képességek mozgdsitasat,
egyben fejlesztését igényl6 alkotds lehet&ségére. Minél érettebbek vagyunk, illetve minél
fejlettebb tarsadalomban éliink, annal inkabb érvényes ez az 6sszefliggés. A magyar kultaraban
a neo-karizmatikus leadership elvaras relative erGs, ami inkdbb az egyéni érettségnek, semmint

a tdrsadalmi fejlettségnek kdszonheté.
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Abstract

The objective of this study was to uncover the nature of subcultures in a higher education
institution in Hungary with a mixed-method approach. Following a quantitative repeated cross-
section study in 2011 and 2016, it was found that in spite of significant change drivers both
externally and internally, there was little change in culture on the organisational level.
However, on a subcultural level, subcultures had moved and changed over time, culminating in

the emergence of a new subculture in 2016 — the adhocracy type.

Based on the subcultures identified during the studies, we have undertaken a qualitative
analysis of three subcultures: the strong clan, the (standard) clan, and the market subcultures.
It is found that strong subcultures are distinguished by a strong sense of fair play, a standard
clan by its preference for flexibility and the market culture by its need to overcome in times of
difficulty. From the findings of our repeated cross-section and mixed-method studies, it seems
that market subcultures have a tendency to revert to the clan type in times of difficulty and

change.
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1. SUBCULTURES IN HIGHER EDUCATION

The theory behind organisational cultures in general and, more specifically, subcultures
generally considers an organisational culture to involve some central elements, such as external
adaptation and internal integration, values being taught to new members and these values
were shared. This can be seen in Schein’s definition of organisational culture: “A pattern of
shared basic assumptions that the group learned as it solved its problems of external
adaptation and internal integration, that has worked well enough to be considered valid and,
therefore, to be taught to new members as the correct way you perceive, think, and feel in
relation to those problems” (Schein, 2004). On a subcultural level, the aspects of sharing and
problem solving are also emphasized as seen in the following definition by Van Maanen and
Barley (1985) of a subculture as “... a subset of an organization's members who regularly
interact with one another, identify themselves as a distinct group within the organization, share
a set of problems commonly defined to be the problems of all, and routinely take action on the

basis of collective understandings unique to the group” (p. 38).

Starting from this theoretical framework, we examine the nature of subcultures in a higher
education institution. In this explorative study, we consider how subcultures interact, what

perceptions and values are shared or not shared within subcultures.

The context of higher education in Hungary is vital as Hungary has undergone significant
upheaval in the past few years. Government funding for the higher education institutions (HEIs)
has decreased, state funding for students of subjects such as business and human studies was
withdrawn (and then, to a very limited extent, reintroduced) in 2012, all HEIs have a chancellor
to take on many of the roles of the rector as of 2014 and changes to the pension system result

in higher staff turnover as well in 2012.

As organisations, higher education institutions are often rather large and complex. This view is
confirmed by Kuh and Whitt (1988, 27): “the ‘small homogenous society’ analogue ... is surely
strained when applied to many contemporary institutions of higher education”. Moreover,
subcultures are more likely to develop in bureaucratic, larger, or more complex organizations
since these organizations are more likely to encompass a variety of functions and technologies

(Trice — Beyer, 1993).



If we accept that there are likely to be subcultures in a higher education institution, then we
need to find a suitable instrument, and the following section is concerned with the

methodology of our study.

2. METHODOLOGY

This research study has two phases. The first involves the identification of subcultures using a
guantitative instrument. The second involves using this data to select focus groups made up of
the subcultures and, with the use of a qualitative method, uncover in greater depth the nature

of these subcultures.

The most suitable instrument would be one with considerable usage in an educational context.
The Competing Values Framework has a market-culture type and the organisational culture
assessment instrument (OCAI), based upon this framework, was originally developed for an

educational context.

The Competing Values Framework was developed by Quinn and Rohrbaugh (1983) makes use
of two bipolar axes as a means of indicating four orientations of culture (Cameron and Quinn,
1999, 32) as follows: the ‘Clan’ culture is characterized by internal cohesiveness with shared
values, participation, and collectivism with a focus on internal problems and concerns of
individuals; the ‘Adhocracy’ culture uses ad hoc approaches to solve problems incurred from
the surrounding environment and indicates a willingness to take risks, creativity and innovation
and independence and freedom are highly respected; the ‘Hierarchy’ has centralized decision-
making, much-formalized structures and rigidity with policies, instructions, and procedures
aimed at reducing uncertainty and enforcing stability; and the ‘Market’ culture is based on
orientation to the market and maintaining or expanding current market share with a focus on
profit and ambitious, quantifiable goals coupled with a competitive nature. The OCAI has also
been used in Hungary as a means of assessing culture types in Hungarian and enterprises (Gadl

etal., 2010).

To identify the subcultures, a hierarchical cluster analysis using Ward’s method was
undertaken. The methodology of using a quantitative instrument for cultural assessment for
identifying subcultures was first introduced by Hofstede (1998) for a study of the organisational

culture of a large Danish insurance company of 3,400 employees. This produced a dendrogram



through which significant clusters can be detected. This method has also been used by Tan and

Vathanophas (2003) to identify the subcultures of 230 knowledge workers in Singapore.

For the second phase of our study, vignettes have been chosen as a qualitative approach to the
study of subcultures. Vignettes are described as short scenarios in written or pictorial form,
intended to elicit responses to typical scenarios (Hill, 1997, 177). They involve concrete
examples of people and their behaviours and serve as the means for participants to offer
comment or opinion (Hazel, 1995, 2). In this way, they can aid in the study of perceptions,
beliefs, and attitudes (Hughes, 1998, 381). Wade (1999) and Neale’s (1999) examined moral

codes and their contingent status within different contexts.

The use of vignettes as a complementary technique alongside other data collection methods
(see Hazel, 1995, Hughes, 1998) can help to develop existing findings and explore data that
cannot be uncovered through, for example, interviews or observation (MacAuley, 1996; Wade

1999). They can also be used to deal with sensitive topics (Neale, 1999).

For the purposes of contrasting differing perceptions and attitudes, Barter and Renold (1999)
used vignettes to compare young people’s, residential care workers’ and managers’ evaluations
and perceptions. In the context of a focus group, in particular, Maclean (1999), found that

vignettes encouraged even the quietest group member to voice an opinion.

There are some challenges to the vignette approach. Firstly, Finch (1987, 113) points out:
“asking about what a third party ‘ought’ to do in a given situation is not the same thing as asking
respondents what they themselves think they ought to do”. The biggest caveat in using this

technique emerges when it is used in isolation (West, 1982, cited in Finch, 1987; Faia, 1979).

With samples of respondents taken from each of three subcultures and formed into focus
groups, these groups were presented with vignettes involving the role of the teacher, the
relationship between students and teachers, the future of high education, and the role of the
University as an organisation. The comments from the interviews were recorded by the
frequency of mention and whether the group agreed, disagreed or were indifferent to the
comments made. In this way, we could detect the most commonly held values / perceptions

within the focus groups.



3. FINDINGS

The research has been carried out in the largest Hungarian business school. For the first phase
of our study in 2011 from a total possible 959 employees from all levels of the organisation,
369 completed questionnaires were received, In 2016 using the fully identical survey,
346 responses were received from a total sample of 979 employees in the organisation. We

first assessed the reliability of our sample, and the results are in the following table:

Table 1: OCAI Reliability Statistics using Cronbach’s alpha

2011 2011 2016 2016 Comparison

Culture Perception Value Perception Value N
, , , , Reliability
type Cronbach’s Cronbach’s | Cronbach’s | Cronbach’s Coefficients*
Alpha a Alpha a Alpha a Alpha a

Clan 0.818 0.792 0.825 0.716 0.82
Adhocracy 0.756 0.771 0.740 0.679 0.83
Market 0.733 0.651 0.718 0.688 0.67
Hierarchy 0.777 0.680 0.741 0.608 0.78

* Reliability coefficients reported by Cameron & Quinn (1999).

Source: own construction

As can be seen in the table, the scores for Cronbach’s alpha range from 0.65 (questionable) to
0.825 (acceptable). The relatively low alpha of 0.608 suggests that market and hierarchy have
a little lower intercorrelation with other variables for values due to higher variances, and these
lower correlations reduce alphas. Hair et al. (2017) highlight that Cronbachs' alpha tends to be
underestimated in some models based on averaging (like OCAI). According to Nunnally
(1978), a satisfactory level of reliability depends on how a measure is being used. Loewenthal
(2004) claimed the alpha coefficient of 0.6 could be acceptable and these coefficients exceed
the 0.6 thresholds in all cases. This evidence of reliability indicates that the 6 dimensions are

related to a common construct, namely, the four culture types.

After conducting a hierarchical analysis using Wards method (Hofstede, 1998), the subcultures
were identified. Subcultures were classified as strong subcultures when the figure for dominant
culture type was significantly higher than any of the other three values, hence subculture 3 is a
standard hierarchy as the market culture type was only slightly lower, whereas subculture four

is classed as a strong hierarchy as it’s figure is much higher than the other three culture types



(see example in figure 1 of the two clan types for further details). The subculture of dominant

types and membership can be seen in the following table:

Table 2: Subcultures identified in 2016 and 2011

Subculture
2011 1 2 3 4 5
Dominant culture type Market Clan Hierarchy Strong Hierarchy Strong Clan
Scores (average per 27.25 34.64 37.35 35.50 55.34
member)
No. of members 140 84 34 30 44
Subculture
2016 1 2 3 4 5 6
. . Strong .
Dominant culture type Clan Clan Hierarchy Clan Hierarchy Adhocracy
Scores (average per 26.5 38.4 31.8 49.7 323 33.7
member)
No. of members 142 62 61 24 21 36

Source: own construction

For the second phase of our study, the same questionnaire was sent out in 2017 to select
respondents according to subculture. Respondents were also asked to indicate if they would
be willing to take part in focus groups. As clan and market subcultures were the largest over
the period and our findings of this additional study indicated the re-emergence of a market
dominant subculture, focus groups were taken from the market, clan, and strong clan
groupings. Sufficient respondents were found to constitute 4-6 respondents per focus group.
The differences between the three subcultures used in the sample can be seen in the following

figure using the OCAI for comparison.

As can be seenin the figure, the subcultures are essentially along the axis of the clan and market
dimensions. These are opposing dimensions as the market is externally focussed with stability
and control, whereas the clan types are internally focussed and have a preference for flexibility

and discretion.



Figure 1: Three subcultures in the focus groups
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Source: own construction from existing data on subcultures in the organisation

With samples of respondents taken from each of these three subcultures and formed into focus
groups, these groups were presented with vignettes involving the role of the teacher, the
relationship between students and teachers, the future of high education, and the role of the
organisation. The comments from the interviews were recorded by the frequency of mention
and whether the group agreed, disagreed or were indifferent to the comments made. In this

way, we could detect the most commonly held values / perceptions within the focus group:

Table 3: Summary of values of the three subcultures

Strong Clan

Clan (slight)

Market

Fair to other students as well-
formal solutions.

Would be good to Mentor
students.

Teachers’ evaluation by
students is not REALITY.
Finding acceptable solutions
but keeping the rules

To be fair.

Customer orientation first with
moderate rules.

Help students.

Share and retain knowledge.
Flexibility Vs. customer
orientation (OK on the part-
time programme).

Individual flexibility of the
teachers  regarding  rules
(discretion).

No teacher performance
evaluation wanted by
teachers.

Different, simultaneously
valuable individual career
paths

Support and development for

increased burdens - peer
mentoring, teamwork,
organization development,
facilitation, measurability,
control.

Source: own construction




Table 4: Summary of perceptions of the three subcultures

Strong Clan

Clan (slight)

Market

Quantity over quality.

Being evaluated by students
is not everything.

Beside education, many
other roles (talent
management, publishing,

professional progress, public
activity) are required.

The university’s role s
uncertain in the society.
Expectations are unclear by
state.

Rigid operation —expectation

Lack of supporting system for
students.

Lack of support for teachers
(both education and research).

Existing demands - rather
academic than education
centered.
Mass production — missing
conditions.

Existing evaluation — based on
unclear  expectations and
values.

Lack of autonomy of the
institution.

Lack of teacher support.

Following tradition vs. new
research results in education.

Lack of career for
teachers.

Requirements are moving to
more academic orientation
Mixed, confused identities of
academic staff (teaching vs.

research.

of society, students, politics paths

Source: own construction

4. DISCUSSION

Referring back to Schein’s definition of subcultures in our literature review, subcultures may
exist when there is a degree of sharing and interaction. Our subcultures came from different
departments, disciplines, and —in some cases — different locations. This presents a concern that
our subcultures do not meet the original criteria to constitute subcultures. In order to assess
the level of interaction, two additional questions were included in our instrument in which the
respondents had to specify which locations they worked at and their frequency of interaction.
This addition was due to findings in the pilot study that some staff was classed as full-time but
only went to the office once a week, whereas an employee classed as part-time was found to
be working 25-30 hours of lessons a week. To allay concerns that these groups were not
subcultures but merely a collection of common values, ‘interaction maps’ were drawn up for
the members of each subculture. An example of the ‘interaction map’ can be seen in the

following figure:



Figure 2: Interaction levels of a subculture with other university locations
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Figure 2 shows the sample from one of the 2011 subcultures as a means to illustrate the
interaction of participants across a range of locations. The blue circles indicate different
locations and the number of participants based in that one location. The lines and associated
numbers indicate the number of participants is moving from one location to another for work.
Thus, more than 25% of the staff work at one or more locations in the organisation. Thus, we
maintain the assumption that the members that do not work in a range of locations, may be

affected by the ‘cross-pollination’ of values and perceptions (Bird — Stevens, 2003).

For a comparison of the values of our subcultures, there are commonly held beliefs across all
three for the lack of support and dissatisfaction with the evaluation of teachers. However, there
are some defining characteristics which allow us to differentiate between these three
subcultures. The strong clan is very much focussed on helping others (finding solutions and

helping students), but only within the framework of their ‘sense of fair play) (following rules

43

a



and being fair). Whilst the standard clan also refers to rules, the context in to follow the rules
‘in moderation’ and the values have shifted towards flexibility. Success and ambition are also
seen in the high frequency and agreement of a preferred type of career path. The third
subculture, the market subculture, has a preference for support and development in the face

of uncertainty.

From the perspective of our original theoretical framework (Competing Values Framework),
there are some aspects that are reinforced, but also some discrepancies. Firstly, the clan
subcultures had far more agreed values and the market subculture very much less so and the
standard clan values flexibility, which fits well the CVF, as well as the tight-knit social context of
clan cultures (internal focus) — as contrasted with the market cultures inherent external focus.
There is a discrepancy in relation to the CVF, as clan cultures are supposed to have a focus on
the people aspect and working as a group. However, the value of teamwork and peer-
mentoring was raised by the market subculture. In the context of the focus group discussion,

these two aspects were seen as a means to solve the ‘increased burdens’.

For perceptions, the strong clan is characterised by ambiguity and uncertainty, despite a
recognition of the rigidity of the system. The subculture also equates the organisation with
expectations and demands above most other aspects. The standard clan also perceives a
certain degree of ambiguity and uncertainty, coupled with a certain degree of dissatisfaction —
as seen in table 4 the most common perceptions relate to a ‘lack of’ some item or other. In
contrast to these subcultures, the market subculture highlights the current change between
the old / traditional ways and the new. This might indicate the preference for a new way
forward or potential for resistance to change. If we consider this perception in light of the
values and attitudes of the market subculture to change, then this further highlights the market

subcultures discomfort with change and tendency to revert to another type when in crisis.

5. CONCLUSION

Our study raises some interesting questions with relation to the mentality behind our market
culture type: In 2011 the largest subculture was a market subculture (more than double the
size of the second largest). In 2016, the largest subculture had transformed into a clan culture

type. Between 2011 and 2016 Hungarian Higher Education underwent significant change and



the organisation in this study thus also experienced both internal and external changes in terms
of higher than usual staff turnover, changes in governance systems, and changes to funding for
both students and the institution. This change of the largest subculture from market to clan
during a time of crisis and transformation may also be seen in the outcome from the focus
groups that a greater clan approach is needed in these times. Answering the question of
whether the clan culture is preferred as a means of ‘joining together in crisis’ or a reversion
back to the ‘good old days’ would require further research. Although this finding may not be
generalizable at this stage of the research, it highlights an important consideration for
practitioners that have market cultures and are considering transformation within the

organisation.
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Abstract

In my theoretical paper, | seek to elaborate the existing job demands and resources (JD-R)
model of employee engagement (EE) by extending it through the work-life balance (WLB)
concept. This elaboration of the central model of EE is necessary due to the rapid developments
in ICT technology, which have dramatically changed working conditions. Employees can work
remotely, and independently from the physical and social work environment of an office. It is
possible to accomplish most of one’s work at any place and at any time. This flexibility in
working conditions has both positive and negative impacts on the work-life balance,
engagement, and aspects such as family, health, well-being, and motivation of employees. My
approach has four phases. First, | highlight the need for contributions and discuss the benefits
and drawbacks of work flexibility. Then | present the main concepts and subsequently propose
and describe the elaborated model of JD-R that is the main contribution of this paper. Finally, |
discuss the novelty, value contribution, limitations, and theoretical implications of this paper,

as well as proposing future research directions.

Keywords: Employee engagement (EE), Work-engagement (WE), Work-life balance (WLB), Job

demands and resources (JD-R) model

1. INTRODUCTION AND NEED FOR CONTRIBUTION

In this conceptual paper, my goal is to elaborate the central model, job demands and resources
(JD-R) model of employee engagement (EE) or work engagement (WE), by extending it through
the work-life balance (WLB) concept. Albrecht (2010, 14-17) indicates several key areas for
further research in the field of EE. He argues that ‘the JD-R model (Bakker — Demerouti, 2007,

2008) provides a useful unifying platform to examine the nomological net around engagement’
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and further he adds that ‘future research and theorizing might usefully be focused on
elaborating the JD-R model to accommodate additional variables and additional complexity’

(Albrecht, 2010, 14). This will be my main contribution to the existing knowledge about EE.

There have been already several extensions of the JD-R model and the EE construct, which
include different contextual factors. Rothmann and Baumann (2014) for example examined the
psychological conditions of work-home/home-work interactions on EE. They focus on the three
psychological conditions of personal engagement at work identified by Kahn (1990) namely on
meaningfulness, availability, and safety. Their study shows ‘that psychological meaningfulness
and availability, as well as work-life balance, accounted for a large proportion of the variance
in employee engagement’, and they ‘are important psychological conditions to consider in
promoting the engagement of employees’ (Rothmann et al., 2014, 525 and 527). As future
research needs, they suggest the need ‘to better understand the pathways to work-life balance
and employee engagement’ and the relations of these concepts (ibid: 527). Consequently, there

is a need for such a contribution.

However, to my knowledge, the WLB concept has not yet been related to JD-R. Concurring with
Albrecht (2010), the JD-R model needs to be extended and more broadly conceptualized ‘to
more explicitly acknowledge contextual factors such as organizational leadership,
organizational strategy, organizational vision and values, organizational culture, organizational
structure and human resources (HR) systems’ (ibid.: 14). | argue that the elaboration of the
central model of EE is also necessary because, due to rapid developments in ICT technology,
working conditions have changed dramatically (Primecz et al., 2016). Is it possible to be engaged
at work and disengaged off the job in the current changing context of work? Employees can
work remotely, independently from the physical and social work environment. It is possible to
accomplish most of one’s work at any place and at any time. This flexibility in working
conditions has positive and negative impacts on the work-life balance, engagement, and

aspects such as family, health, well-being, and motivation of employees.

Benefits of flexible working on WLB can be viewed from the individual, organizational and
societal points of view. | will focus on what flexible working means for individual employees
and for the employer. For the individual working flexibly and remotely it means savings on
commuting time and costs, comfort, autonomy on deciding when to engage in work activities,

scheduling work tasks flexibly, and deciding about being available for work independently.



Benefits for the organization are savings on the costs of physical office facilities (renting,
electricity, heating, cleaning, etc.), saving time and costs on business trips through online
meetings. Dizaho et al. (2017) studied how to achieve WLB through flexible work schedules and
arrangements. They determined that ‘Flexi-time, working from home, part-time, job sharing
and teleworking have been depicted as effective strategic approaches to achieving work-life
balance’ (ibid.: 455). They conclude that organizations can benefit from WLB achieved through
flexible work scheduling by ‘increased productivity, loyalty, satisfaction, increase in morale, and
attitude and behaviours of employees’. They emphasize the WLB benefits for employees, as
well as ‘increasing flexibility, increase in family and leisure time, childcare privileges, less work-
life conflict, reduced burnout, and improved emotional, physical and psychological well-being’

(2017, 462).

Drawbacks of the work flexibility on WLB for the individual could be weakening family relations
(children, spouse, and parents), feelings of being a ‘bad mother or father’, suffering social
relations, less time for friends and hobbies, and a decrease in motivation. Furthermore,
constantly being connected to work could lead to health problems, stress, burnout, ambiguity,
addiction, and workaholism. Thinking constantly about work-related issues, inability to turn off
the engagement, inability to relax, and feeling constant pressure could lead to the ‘absent
presence’ syndrome for employees (Middleton, 2008). Similarly, Primecz et al. (2016, 79)
conclude that while ICT provides an opportunity for flexible work, it creates new problems for
individuals such as ‘overwork, obsession with work (and technology itself), mental and physical
exhaustion and burnout’. On the other hand, the drawbacks of flexible working for
organizations are potential crises in the role of management, loss of control of working hours,
and difficulties in scheduling work that requires physical presence (healthcare, service
providers, etc.). In addition, the negative impacts could be leadership crises, difficulties in
leading, trying to inspire workers you do not actually meet, communication difficulties (IT, ICT
problems), machine-human interactions, machine-machine interactions (the human touch is
missing), difficulties in creating a unified vision of the organization, involvement, commitment,

motivation difficulties, and feelings of not belonging.

Based on the above arguments about the changing context of work conditions and the needs
for future research indicated in the EE literature, | argue that the JD-R model of EE needs to be

extended through the WLB construct. Broadening existing knowledge and providing a better



understanding of the emerging EE concept are the contributions of my paper. Next, | will
present the concepts of EE, JD-R, and WLB. Then, | will describe the elaborated model of JD-R,

followed by conclusions and a discussion.

2. APPROACH AND CONSTRUCTS

My approach is theoretical. As | have indicated in the introduction, the changing work
conditions, flexibility in the workplace, space, and time influence the work-life balance and
employee engagement, both positively and negatively. Nowadays it is possible to accomplish
most of one’s work at any place and time. The JD-R model argues that high job demands and
low job resources or low job demands and high job resources cause health, motivational,
engagement, and well-being problems for employees. On the contrary, when job demands and
resources are in balance, it results in a positive impact on employees, work engagement, and
organizational performance. Therefore, my argument is that if the JD-R model would integrate
the work-life balance (WLB) concept, the imbalance or balance between job demands and
resources would show more explicitly, which would lead to well-being, motivation, work
engagement, and increased organizational performance. This elaboration of the existing JD-R
model is my objective in this paper. Next, | present the building concepts of my proposed

model, namely EE or WE, the JD-R model, and WLB.

2.1. Employee engagement or work engagement

Employee engagement (EE) is a relatively recent concept. Dagher et al. (2015) provide a
comprehensive overview of the historical evolution of the EE construct. They discuss the
historical roots and evolution of EE and its three dimensions, i.e., vigor, dedication, and
absorption. In their literature review, they present the most common fourteen definitions of
EE (ibid.: 240) from 1990 to 2009. However, they argue that ‘the definition and meaning of
employee engagement is unclear and vague and has been interchangeably misused with many

different terms’ (ibid.: 237).

Employee engagement has been defined in multiple ways, but there are similar characteristics
in these definitions. The definitions of EE emphasize the physical, emotional, and cognitive

dimensions of engagement (Kahn, 1990, 700). The drivers of EE are positive intrinsic



motivation, enthusiasm, passion, commitment, satisfaction with work, and individual
involvement. Employee engagement is ‘a positive, fulfilling, work-related state of mind that is
characterized by vigor, dedication, and absorption’ (Schaufeli et al., 2002, 74). The definition of
Bakker and Demerouti (2008) is the most relevant to the objective of this paper. They write that
‘Engaged employees have a sense of energetic and effective connection with their work
activities, and they see themselves as able to deal with the demands of their jobs.” In my
proposed model, in addition to the physiological (i.e., behavioral), cognitive, and affective

dimensions of EE, | emphasize its psychological and social dimensions.

Like Dagher et al. (2015), Jakubik and Vakkuri (2015, 8-9) explore the theories, definitions,
models, and drivers of EE. They argue that because the EE construct is relatively new, there are

several theories related to this concept. They mention the following four:

1. The job demands and resources model of Bakker and Damerouti in Bakker (2010,
240) examines how job resources (such as autonomy, support, and feedback) and
personal resources (such as self-efficacy, optimism, and reliance) directly influence
work engagement, something that influences outcomes (e.g., in-role performance,

extra-role performance, creativity, financial results).

2. Hobfoll’s (2002) theory of conservation of resources seeks to answer how employees
strive to gain and protect resources, and why employees perform more effectively

when they have access to a range of resources.

3. The self-determination theory of motivation by Deci and Ryan in Meyer et al. (2010,
68) focuses on explaining why the experience of employee engagement requires the

satisfaction of basic psychological needs (competence, autonomy, relatedness).

4. Blau’s social exchange theory (1964) shows how the provision of valued resources
results in employees developing a felt obligation to reciprocate with pro-social

attitudes and engagement-related behaviors.

In addition to the above four main theories, there are several other theories that are relevant
to EE. For example: the social identity theory of Tajfel (1974); the broaden-and-build theory of
positive emotions by Fredrickson (2001); the job characteristics theory of Hackman and Oldham
(1980); work psychology and positive organizational studies (Cameron et al., 2003; Dutton —

Ragins, 2007); the theory of flow (Csikszentmihalyi, 1991); motivational theories; social



intelligence (Goleman, 2006); the ‘becoming to know’ framework that is based on the practice
view of knowledge creation (Jakubik, 2011); action research (Reason and Bradbury, 2007); and
appreciative inquiry (Preskill — Catsambas, 2006; Reed, 2007). In this paper, however, | focus
only on the first main theory, namely on the JD-R model, because it is considered as the most

general one and it is what would specifically need further elaboration.

According to Jakubik and Vakkuri (2015) employee engagement has several drivers: affective
organizational commitment, job satisfaction, job involvement, and job attitude (Newman et al.,
2010); organizational resources, job resources (e.g., autonomy, feedback, support), and
personal resources (e.g., self-efficacy, optimism, resilience) (Bakker, 2010, 46, 48, 54); energy,
enthusiasm, vigor (ibid.). These factors are important for individual employees vis-a-vis their

feeling of engagement.

Several authors argue that a high level of EE enhances business performance. Bakker (2010)
and others (e.g., Fleck —Inceoglu, 2010, 33) explore EE’s impact on organizational performance.
Employee engagement has several dimensions. Schneider, Macey, Barbera, and Young (2010)
propose that engagement has both psychological (trust, safety, feelings) and behavioral
components. ‘While other situational job resources, such as autonomy, supervisory coaching,
performance feedback, and personal resources, like optimism, self-efficacy, and self-esteem
can predict engagement (Bakker et al., 2008), they fail to capture the psychological experiences
employees have that most significantly impact their engagement in workplaces’ (Schneider et
al., 2010, 159 quoting Bakker et al. 2008) (Jakubik — Vakkuri, 2015). | argue that in addition to
the psychological and physiological dimensions of EE it is necessary to include the cognitive,

effective, and social dimensions as well.

2.2. The job demands and resources model

The job demands and resources (JD-R) model (Demerouti et al., 2001; Bakker — Demerouti,
2007) is one of the key models of EE (or WE). The three main assumptions of the model

according to Mauno et al. (2010, 112—-113) are as follows:

Assumption 1: Psycho-social characteristics of any work can be characterized by two main
factors: job demands and job resources. ‘““Job demands” refer to those aspects of a job that

require sustained physical and/or psychological effort’. ““Job resources” refer to those aspects



of a job that are functional in achieving work goals, may reduce job demands and the associated
physiological and psychological costs, and stimulate personal growth, learning, and
development’ (Mauno et al., 2010, 112). In the proposed elaborated model of this paper, |
extend and explain these two factors, both from individual employees’ and organizations’

perspectives.

Assumption 2: The JD-R model is characterized by two basic processes, i.e., health and
motivational (Bakker — Demerouti, 2007). The health process is related to employees’ physical,
cognitive, emotional, and social resources to meet job demands. The other process is the
motivational process of employees. This is characterized by extrinsic and intrinsic motivational
factors. The model proposed in this paper opens up both the organizational and individual

health and motivational processes.

Assumption 3: The JD-R model assumes the negative impacts of the lack of resources. | argue
that this imbalance between job demands and resources could lead to both positive and
negative work outcomes, and could thus influence EE both positively and negatively. In my
proposed JD-R model, | clearly show the need for balance between job demands and resources

by extending the existing model through the work-life balance concept that | will present next.

2.3. Work-life balance

The concept of work-life balance (WLB) is defined in different ways. In their review paper,
Dizaho et al. (2017, 457) refer to WLB definitions by Dundas (2008), Greenhaus et al. (2003),
and Hudson (2005). Dundas focuses on ‘efficiently managing the pressures between paid
employment and all additional activities’. Greenhaus et al. associate WLB of individuals with
‘even dedication to work and other non-work’ activities. For Hudson (2005, 3) WLB of

individuals is a ‘satisfactory level of participation or “fit” between numerous roles’.

Similarly, Helmle et al. (2014, 114) argue that ‘work-life balance has been defined in multiple
ways’. They refer to definitions of WLB given by Clark (2000), Grzywacz and Carlson (2007), and
Greenhaus and Allen (2010). Clark’s (2000) definition is related to the satisfaction of individuals
so they can function with minimum conflicts at home and work. Grzywacz and Carlson (2007)
define work-life balance as ‘the accomplishment of role-related expectations ... in the work and

family domains’. Work-life balance defined by Greenhaus and Allen (2010) is ‘the extent to



which an individual’s effectiveness and satisfaction in work and family roles are compatible

with the individual’s life role priorities’.

Concurring with Greenhaus et al. (2003), Parkes and Langford (2008, 267) define WLB ‘as an
individual’s ability to meet both their work and family commitments, as well as other non-work
responsibilities and activities’. In their quantitative study of 16,000 employees, Parkes et al.
(2008, 275-276) focus on the connection of WLB and EE. However, their quantitative research
resulted in a weak correlation (0.21) between WLB and EE. They conclude that ‘work-life
balance was more important for engaging full-time and contract employees than part-time and
casual employees, and for parents ... than non-parents ... work-life balance was more strongly
predictive of engagement for couples than singles ... and work-life balance was less important
for engaging employees under 30 than for older age groups’ (Parkes et al., 2008, 276). These
are important and relevant points for this paper because WLB traditionally has been examined

only as a concept related to individual employees’ resources and organizations’ demands.

In their interesting research, Robak et al. (2016) examine how the size of organizations
influences WLB. By referring to Kirchmeyer’s (2000) definition of WLB, they assume that ‘WLB
can be understood as an equal distribution of time, energy, and engagement in all the areas of
life’ (Robak et al., 2016, 88). Their goal is to identify the main factors that influence the WLB in
small- and medium-sized enterprises (SMEs). The main WLB influencing factors are open
internal relations of personnel, a professional environment, flexible forms and systems of work,
informal support from colleagues, superiors’ readiness to provide support to employees in
difficult life situations, and ability to present personal and professional needs to the employer.
Regarding this paper, in addition to identified relevant factors, the style of management and

leadership as an influencing factor of WLB is important.

In brief, the concept of WLB, like EE, has multiple definitions. These are, however, quite similar
and they are related to life satisfaction, job satisfaction, family satisfaction, commitment,
dedication, and engagement. Factors that influence WLB include job involvement, flexibility at
work, spousal support, work-home/home-work conflict, and communication processes (Helmle
et al., 2014). However, Rothmann and Baumann (2014, 527) recommend that ‘managers and
employees should become aware of the concepts of engagement and work-life balance, and
the relation of the concepts’. As future research, they suggest ‘to explore the work-life balance

and employee engagement between different gender roles, cultures, and hierarchies within a



company. ... further research is warranted at both the individual and the organisational level to
better understand the pathways to work-life balance and employee engagement’ (ibid). My
objective is to answer their call for future research and propose an elaborated model of JD-R in

the next section.

3. PROPOSED AND ELABORATED JD-R MODEL

The main contribution of my conceptual paper is the elaborated job demands and resources
model (figure 2) of employee engagement. | decided to present the model building in two
phases first, the core (figure 1) and then the more detailed, elaborated model.

In figure 1, lillustrate the core of the model, which consists of individual and organizational job
resources and job demands (i.e., I-JD-R and O-JD-R) that lead to employee engagement (EE)
through work-life balance (WLB). Placing WLB between the I-JD-R and O-JD-R is an important
step in the model’s extension because it makes explicit the need for balancing job resources
and demands. When employees are engaged at work (EE), it leads to performance (P) and to

the achievement of both employees’ and organizations’ visions and goals (VG).



Figure 1: Extended Job Demands and Job Resources (JD-R) Model
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The second step in my model building is the further elaboration of figure 1 that | present in
figure 2. It is important to understand what helps both individuals and organizations to achieve
their vision and goals (VG). Therefore, the foundation of this process is job demands and

resources. First, | describe the I-JD-R and then, the O-JD-R is shown in figure 2.



Figure 2: Elaborated JD-R Model of Employee Engagement
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3.1. Individual job demands and resources

Obviously, one needs to understand that individuals do not exist without their social networks,
family, and friends and that they are all part of the society and culture. With this, | want to
underline the importance of the social context for an individual employee’s job demands and
resources. Individual job demands and resources have a social, cognitive, emotional, behavioral

and psychological character.

Purpose, motivation, personality, resilience, optimism, self-efficacy, and self-esteem of the
individual employee lead to person-job and person-organization alignment. Selecting the right

organization and job is a demand and resource for the individual, and it has an impact on WLB.

When this alignment is achieved, the employee becomes proactive, takes extra-role activities,
shares his or her knowledge, and is willing to help other colleagues. It means that with these

extra physical and cognitive efforts, and with the support of family and leaders, the employee



reaches a high level of engagement. This experience is an emotional state when the employee
feels energetic and ready to make an extra effort in his or her job. Alignment, absorption,
identification, vigor, dedication, excitement, feeling of belonging and making a difference are

characteristics of this experience.

Individual goals and objectives include a meaningful contribution, job satisfaction, belonging,
learning, and career development. Moving toward realizing these individual objectives is
achieved when employees have feelings of safety, recognition, meaningfulness, and an

opportunity to develop their skills.

3.2. Organizational job demands and resources

Job demands and resources of organizations influenced by their micro and macro environment,
as well as by society. Values, culture, ethical principles, policies, and regulations, as well as
educational and technological infrastructure, all have an impact on vision and goals (VG),
working conditions, and the support that organizations can provide for employees. If the
organization can create a safe and trustworthy work climate, provide autonomy, flexibility,
remote work opportunities, coaching, and well-being, it can be considered an employee-

friendly organization. All these working conditions and support reinforce WLB.

To engage employees at work (EE) is also a challenge for leadership. A leader’s role in this is to
inspire, motivate, and encourage employees by providing them autonomy and involvement in
decision-making. Jakubik (2016) argues that ‘The task of managers and leaders is to engage
knowledge workers at work by providing them meaningful work in which they are able to thrive’
(ibid.: 103). Further, she adds that ‘the role of people management and leadership becomes
pivotal in the knowledge economy’ (ibid.). It is a challenging task, however, when leaders and
managers need to motivate employees whom they do not meet face to face due to flexible and

remote working opportunities.

Employee engagement (EE), when achieved, has mainly positive drivers and a positive impact
on organizational performance (P). When employees are engaged, it results in low staff
turnover, employee retention, low absenteeism, corporate responsibility, open

communication, a feeling of belonging, meaningfulness of job contributions, fewer faulty



products, customer satisfaction, and loyalty. All these lead to performance (P) and realized

organizational objectives.

Realized organizational objectives, i.e., goals and vision (GV) include financial goals,
productivity, market share, good product and service quality, good reputation, image, and

relationship capital.

After presenting the proposed, elaborated JD-R model of EE (figure 2), | now turn to the

conclusions and discussion.

4. CONCLUSIONS AND DISCUSSION

The goal of my conceptual paper was to answer the calls for future elaboration of the JD-R
model of EE (cf. Albrecht, 2010; Baumann — Rothmann, 2014). The novelty of my elaborated
model is that | demonstrate how both the individual JD-R and the organizational JD-R relate to
employee engagement through the work-life balance construct. Furthermore, my proposed
model (cf. figure 2) shows how EE leads to higher performance and the achievement of goals
and vision. In addition, as | argued in the introduction, my contribution is needed because of
the intensely positive and negative changes in the working context and in work conditions due
to the development of technology. | believe that in the future when many work activities are
performed by robots, my contribution to better understanding the key role of WLB in achieving

individual and organizational goals and vision will become even more crucial.

This paper has several theoretical contributions. Firstly, the main contribution of my conceptual
paper is the elaborated job demands and resources model (figure 2) of employee engagement.
It contributes to a better understanding of the JD-R model by extending it through the WLB
concept and showing the connection between WLB and EE (cf. Rothmann and Baumann 2014;
Parkes and Langford 2008). The model demonstrates how and why WLB connects [-JD-R and
O-JD-R with EE. Secondly, broadening existing knowledge and providing a better understanding
of the emerging EE concept are the contributions of my paper. Thirdly, | have contributed to

the three main assumptions (cf. Mauno et al., 2010) of the JD-R model as follows:

1. Work-life balance traditionally has been examined only as a concept related to

individual employees’ resources and organizations’ demands. In the proposed



elaborated model of this paper, | have extended and explained job demands and

resources, both from individual employee’s and the organization’s perspectives.

2. The model proposed in this paper opens up both the organizational and individual

health and motivational processes.

3. In my elaborated JD-R model, | have shown clearly the need for a balance between
job demands and resources by extending the existing model through the work-life

balance concept.

As is the case with every paper, this one has its limitations. The elaboration of the JD-R model
is based only on the need for future contributions and future research, as expressed in the EE
and WLB literature. Its contribution is only theoretical. Therefore, the proposed model would
need empirical validation. In addition, | look forward to receiving the comments, constructive
feedback, and suggestions of research scholars interested in the EE, JD-R, and WLB topics

involved in my proposed model.
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Abstract

Digital transformation has become the key process in the last decades and has had a major
impact on the way how companies operate, how customers change their behaviours and at the
end, how employees will have to change. To review the main changes, | have already done
several researches into the area of expected and forecasted changes in the daily life of

companies and on how customers will change their behaviour.

The current study aims to do a research on how these technological changes will influence the
labour market conditions. | also focus on to determine the scope of necessary skills for
employees that will be expected. In addition, the object is to analyse future labour market
trends, to identify new types of workplaces to be established due to digital transformation as

well as to artificial intelligence and robotization.

Besides the above, we also have to analyse the possible impacts that the entering of a new

generation into the labour market will trigger.

The paper is based on literature survey as a research method. The main conclusions rely on
international studies and forecasts. The expected changes will be described and analysed in the

labour market, and as a result, the new types of workplaces will also be shown and listed.

Keywords: Labour market, Generation Z, Artificial intelligence, Robotization

1. INTRODUCTION

As a new phenomenon in our age, digital solutions appear in many fields of our life. Digital
transformation will lead to major changes at workplaces after already triggering significant
changes to companies and customers’ behaviours in the digital environment. The change of

pace depends on the industry the companies are involved in. Most of the companies have
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already made digital strategies, introduced and applied new digital solutions. Their aim is to
provide new digital services in order to render new, digitally marketable services and to sell
digitally available products. In the first place, this process reached international companies. The
changes in the value chain will also force small- and medium-size companies to introduce digital

solutions in order to stay profitable.

Digital changes do not only appear in our customer behaviour and in the daily management of
companies, but it will also have a significant impact on our workplaces. Looking at changes in
companies’ structure, we can summarize that services will mainly be restructured, and the
production processes will be digitally restructured in order to meet digital challenges.
Customers’ behaviour changed to a significant part as well. Customers can react promptly to
companies’ marketing actions, can make up a digital hotline using social media. The decisions
of customers can sharply influence companies’ decisions. On the other hand, companies also
gain information promptly on how customers react to a new product or service or any kind of
news relating to the company. These changes have opened up new and cheaper ways for

companies to reach customers as well. (Accenture, 2017).

The changes will definitely lead to new types of jobs and working structures within the
companies. | analysed the main factors such as technological changes, robotization, and
artificial intelligence that have led to these challenges. | also made a research on the expected
impacts resulting from the fact that the first digital generation will enter the labour market.
Based on these results, | put up a scheme that companies can follow to cope with these
challenges. Based on this workflow, companies can manage to create conditions for these new
employees in the form of a new type of workplaces that will support companies to be successful

in this new digital environment.

2. DIGITAL TECHNOLOGIES WILL BE INTRODUCED IN THE WORKPLACES

The most complex area impacted by these digital changes will be the working conditions at the

workplace of future. Looking at the main factors, we can summarize below:

— New technologies such as artificial intelligence and robotization will be introduced.
— New, digitally comfortable generations enter the labour market, and due to these

changes.



— New types of jobs will be introduced, while recurring and superfluous jobs will be taken

over by robots at the same time.

Based on surveys carried out at European level, it may be concluded that the European labour
force wishes to apply innovative technologies and digital solutions in the workplaces in order
to increase productivity (Deloitte, 2016). Most of the employees have a positive tendency
towards new digital technologies. They hope that they can work "smarter" with these new
technologies. In their mind, this process can lead to faster access to databases, to a higher
number of working days in home office and a lower number of persistent and recurring tasks.
Some of them always complain about red tape and add that they need to complete superfluous

tasks (Richter — Briihl, 2017).
Main Influence Factors Regarding Future Workplaces

Based on previous presumptions, we may conclude that in future value creation may be the
main field of work for employees. This shift in workplaces will create significant challenges for
our education systems. Based on the survey mentioned above, most of the working time is
spent daily with repetitive tasks that can easily be automated or simplified. Hopefully, the
application of technological solutions can lead to more effectiveness in the workplaces which

can result in more value creation at the end (Richter — Briihl, 2017).
The work in the future will be influenced by four major factors:

— Impact of digital technological solutions, mainly influenced by Artificial Intelligence and
robotic solutions
— Interpretation of artificial intelligence systems generated data and

— introducing Artificial intelligence into new territories. (Wisskirchen, 2017)

Based on the above, we need to analyse our working processes and establish new ones based
on digital solutions supported by artificial intelligence (Al) tools. Furthermore, an enormous
amount of data will be compiled by introducing these new Al tools. As a result, these sets of
data need to be analysed in order to develop new services and products that customers desire.
Meanwhile, companies have to look at constantly “the bottom line” meaning profits.
Therefore, cost-effectiveness is also the main aim to reach (Rendall, 2017). This aim can be

fulfilled by introducing robotization in the manufacturing industry. The robotization will also be



“supported” by new, young generations of employees that mainly want to add to value creation

in their workplaces instead of making recurring and superfluous tasks. (Deloitte, 2016).

3. CHALLENGES DUE TO CHANGE OF FORM OF CONNECTION BETWEEN MAN AND
TECHNOLOGY

Looking at the possible ways of interpretation, we can emphasize that the form of connection
between man and technology will be essential in the future. Digital services will also be
developed by the way how people co-operate on these new platforms or through social media
platforms. The outsourcing platforms will also have a major role in the future as well. As a
result, we will also see a lot of freelancers in the labour market in the coming decades.
Furthermore, this new type of workplaces may, however, endanger the current legally
protected working conditions (Google, 2017). Nevertheless, we also assume that the
employees expect new challenges, flexibility, and interactivity in the labour market. This
expectation is closely linked to the challenges that the new generations entering the market
such as Generation Z is bringing to the market (Gallup, 2016). This new type of connection can
fulfill these expectations. The upcoming generations will change their jobs more frequently and
may change to jobs that are not even invented today. Therefore, the ability to change, to learn,
to grow and to adapt to new challenges will be critical factors for an employee in the future

(Tulgan, 2013).

4. LABOUR MARKET CHALLENGES FROM TECHNOLOGICAL FIELD: ARTIFICIAL INTELLIGENCE
AND ROBOTIZATION

In the above, we summarized how this new generation might lead to significant changes in the
labour market. Nevertheless, we also need to review how the technological solutions are
developed in parallel. We can assume that the main challenge coming from the world of

technology is the spreading of Artificial Intelligence in the industry (Accenture, 2017).

Artificial Intelligence is mainly entering each main industry from advertising to healthcare,
banking, education, and transportation. Nowadays, we see that artificial intelligence is entering
our workplaces. We may have already contacted a chatbot (defined as an automated, yet

personalized, conversation between software and human users) or the Facebook Messenger



to book a hotel room. According to Facebook Vice President, David Marcus, there are now more
than 100,000 chatbots on the Facebook Messenger platform, up from 33,000 in 2016
(Rodriguez, 2016).

Following the growing number of chatbots in our personal lives, we may also use them in our
work to help us find new jobs, answering frequently asked questions in HR filed. The chatbots
can also digitize HR processes and make employees able to reach HR solutions from anywhere

(Taherdoost et al., 2013).

The user interface is the main area today for artificial intelligence (Al) in the companies. One of
the main examples regarding Al practice is Alexa made by Amazon.com. Alexa is a conversation
based assistant that is used by nearly three million people today (Hutson, 2017). Alexa’s success
story is just one example of Al that plays more and more important role across user interfaces
(Shah, 2017). According to a global survey on artificial intelligence adoption among companies
made in 2017, it was stated that nearly 80% of IT and business executives think that Al will help
accelerate technology adoption throughout their organizations (Wisskirchen, 2017). In a
nutshell, artificial intelligence is meant to help companies to improve the experience and

outcome for each and every customer interaction (Wisskirchen — Schiller, 2015).

4.1. Artificial Intelligence will redefine the employee experience

Artificial intelligence is also applied to the companies for HR purposes. One of the main
examples is the use of so-called chatbots. A chatbot is a software that conducts a conversation
via auditory or textual methods (Vincent, 2017). This software is usually designed to simulate
how a human would behave as a conversational partner. Chatbots are mainly used in dialog
systems mainly in the field of customer service or information acquisition. Chatbots are used
also for recruiting, employee service, and employee development and even for coaching

(Meister, 2017).

Tracking further steps in the life of companies relating to digital transformations supported by
artificial intelligence, we can see that most of the companies cannot develop Al expertise in a
short period of time. As a result, we have to advise them to make long-term plans for these
changes. Presumably, companies need to prepare and set up structures that support this

process within the company. As mentioned above, most of these tools are introduced in the
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field of customer interaction. Therefore, these teams may be used to prepare this Al
transitional process. From a human resource management perspective, most of the companies
could rely their first digital transformation groups on the members of customer interaction

units that are involved in the use of digital tools in this regard (Wisskirchen — Schiller, 2015).

Based on current forecasts based on the global survey mentioned above, we may expect that
Al turns enterprise architecture on its head (Accenture, 2017). Enormous sets of data are
needed from every channel in order to continuously learn how those interactions should evolve
over a lifetime. This amount of data need to be analysed, and the decisions at corporate level
need to be based on the results of these data analysis processes. Therefore, the company

structure needs to change in order to comply with these challenges (Obel, 2017).

4.2. Artificial Intelligence will lead to new types and forms of jobs

Since data analysis will be a key point in the daily life of a company in the future to plan new
products or to answer customers’ needs, we can assume that these types of working phases do
not necessarily need to be in the same one place and at the same time. As a result, we may
foresee that two converging technology developments will drive the digital transformation of

labour in the future (Accenture, 2017):

— online management of work and

— on-demand labour force.

The commonly introduced platform solutions mainly enable planning, management, and
remote execution of work. The so-called remote and mobile workers will become a significant
part of the workforce. Companies will also adopt digital communication tools as well.
Traditional tools like e-mail will presumably be abandoned soon, and next-generation digital
tools like Slack and Google Hangouts may be spread instead of them. For example, Slack is a
cloud-based set of team collaboration tools and services. This is usually called the “Facebook of
workplaces”. The software enables a flexible, even out-of-office interactive working
connection. Google Hangouts is similar in this regard to Slack. Dropbox is also a typical form of
storing documents that need to be in reach for workers within one company. We can also see
today that documents through Dropbox may also be available for contractual suppliers such as

bookkeepers or lawyers (Deloitte, 2016).



The digital management of work is only half of the story. We can also expect that platform
technologies will also deliver capabilities that businesses need in order to connect their labour
requirements with an on-demand supply of skilled workers. Future trends show that digital
technologies in this field may eliminate the difference in terms of time, cost, and location in

matching workers and employers.

As mentioned earlier above, the members of Generation Z have a tendency to become
freelancing workers, since they want more flexibility and space in their work. Freelancing can
already be seen as a major type of employing a workforce in the most developed economies.
According to the 2016 Upwork/Freelancers Union study, approximately 35% of the US
workforce of 159 million are freelancers. The example of this 55 million people shows that
freelance earnings in the US economy are estimated at $1 trillion, or 6% of the $18+ trillion US

economy (Ren, 2017).

4.3. Artificial intelligence and robotization will have a significant impact on the future

number of workplaces

Artificial intelligence can lead to new jobs in analysing sets of data and in creating new services
or products. A good example of creating new types of workplaces is the shared service centre
phenomenon. These centres were mainly set up by international companies working in
different countries. To establish these centres, the working procedures had to be restructured,
and new working processes had to be introduced. The centre concept did not only mean that
if ten people do the same work in ten countries, then only one man can do the same work for
ten countries in one centre (Chandok, 2016). All the information channels regarding the
markets and the companies had to be analysed. In many cases, new services were introduced
by unbundling or bundling previous working procedures within such as centre. As a result, new
types of services and new types of jobs were created (Campbell, 2011). The changing process
of a company’s procedures in such a way is a typical way for companies how they can become
digital companies. They need to rebuild and restructure their procedures to identify the actual
needs and to develop new forms of services/ products to meet these needs in the digitized

market (Earley, 2014).



In the last decades, we could see companies moving to new markets and to set up new factories
in cheap labour countries. Most of the relation processes were tied to the availability of
sufficient amount of cheap labour. Recently, we can see a turnaround in a sense that the
companies simplify and restructure their manufacturing procedures and introduce robots to

carry out the recurring tasks in the production chain (Taherdoost et al., 2013).

In the first step, the big ticket item industries such as car manufacturing managed to introduce
robots to fasten their processes. Due to lack of labour and rising wages in the developed
countries, these robots may provide for a long-run and cost-effective solution in these

industries (Accenture, 2017).

Furthermore, looking at US industrial data, a very interesting process can be demonstrated
relating to changes in a number of workplaces in this economic sector and the increase of US
industrial GDP data. Over the last 20 years, inflation-adjusted U.S. manufacturing output has
increased by nearly 40 percent (Deloitte, 2016). However, looking at the number of jobs for the
same period of time, we can see that there are fewer jobs. It is due to the fact that employees
in the manufacturing industry are better educated, better paid and producing more valuable
products. This is the result of the technological developments that enable these employees to
be so much more productive. Today, there are nearly two million jobs available in the

manufacturing sector (Accenture, 2017).

These numbers lead to a different conclusion than the usual one about robots demolishing our
workplaces in these industries. This conclusion is that robots are not demolishing or stealing
our jobs, but they are improving them. We can also add that robots are safer and more reliable
than people. From an ethical point of view, the exploitation of labour does not come into
consideration at all. Looking at ROl numbers in these industries, cost-effectiveness is also
underpinned since these robots deliver a return on investments within 12 months (Meister,

2017).

This process can lead to new workplaces that the new generations want in the long run. The
unwished working tasks can be carried out by robots in the future. Companies are also in favour
of this change since cost-effectiveness, and reliable manufacturing procedures are also within

reach. (Wisskichen et al., 2017).



5. FIRST DIGITAL GENERATION WILL ENTER THE LABOUR MARKET AND THEIR CHANGE
WORKPLACES

Before looking at technological framework changes in the workplaces and artificial intelligence
solutions, we have to face up to the fact that not the only technology itself will change our
workplaces in the future. The expectations of new generations entering the labour market will

radically change the workplaces as well (Google, 2017).

5.1. New Generations Coming to the Labour Market

Based on recent surveys, we can state that the main role players of the labour market today
are the so-called baby boomers, the members of X and Y generations. The main features of this
generation differ from each other significantly. The main reason for these differences is that

they work in a different working environment (Gallup, 2016).

The baby boomers are 50-60 years old today and started their career in a so-called decent and
stressful working and economic environment. The main features of their environment were
that they worked in one place in a fixed amount of working time. Their main form of connection
was based on personal connection. They also knew their managers in person (Richter — Briihl,

2017).

Looking at the generations coming to the labour market after the baby boomers, we can
summarize that significant changes were introduced in the working environment of the new
generations. Several features in the working environment loosened significantly. The fixed
need of working hours started to fade away. In practice, indefinite working hours were
introduced. We also need to face up to the fact that these changes led to stressful situations in

the working places as new phenomena.

The members of next generation, which is called Y generation, were born 20-30 years ago. This
kind of indefinite working time and availability for work in the entire week is seen as a
drawback, and they want to avoid these situations at all. Looking at their behaviour in the
labour market, we can see fast and often job changes. The labour market may be described as
a saturated market. Nevertheless, they do not intend to adapt to the indefinite working hours

(Schulz — Brenner, 2010).



Looking at the current structure of labour market, we can see that the workers of age over sixty
will be still active for the next decade. The baby boomers’ generation, the X, and Y generations
will also be key players in the global labour market trends in the next decades (Schulz — Brenner,

2010).

However, we would like draw light to the fact that a brand new generation is entering the
market soon. We assume that their behaviour and expectations towards the current labour

market conditions may bring significant challenges to the labour market (Google, 2017).

The members of Z generation still go to schools today, but tomorrow, they are already in the
market and start their integration process. Based on recent labour market trends, we assume
that the members of this Z generation will not only join the group of employees, but soon their

members will also join the group of managers as well (Ernst and Young LLP, 2016).

5.2. Challenges in the Labour Market due to Lack of Necessary Knowledge for Daily Life

Main challenges relating to the Z generation entering the labour market may also come from
the fact, that our education system is not ready to fit them up with necessary skills and
knowledge for the daily life. There is a striking difference between their knowledge gained from
the education system and the knowledge that is essential for the daily life routines.
Unfortunately, most members of this generation will only realize this difference after entering
the labour market. They need to face up to the fact that even a good performance in our so-
called Prussian education system does not necessarily provide us with the necessary skills for
our daily life. Based on labour market studies, we may conclude that they learn a significant

amount of superfluous knowledge in this system (Earley, 2014).

5.3. First Digital Generation Coming to the Market

Besides the failures in our education system, the members of Generation Z will undoubtedly
have a significant impact on our labour market. We assume that this change will also reach the
daily life of our companies and the behaviour of our customers. This generation is seen as the

first digital generation. The main features of this generation are (Google, 2017):



— Their field of communication is the internet and mainly the apps that are available for
smartphones such as Instagram and Messengers.
— They are “mobile”: their main digital device is the smartphone.

— Their customer behaviour is also based on smartphones: they shop online and pay online.

Based on recent surveys, the members of Generation Z prefer so-called sudden customization
and wish to gain adventures. They feel that everything actually is within reach for them based
on the internet. On the one hand, they use the virtual world as their normal environment.
Therefore, they fell that they can easily reach anything with a few clicks. On the other hand, if
they cannot reach anything right away, they just move on by clicking further (Ernst &Young,
2016). This kind of digitalized environment will not only have a significant impact on the labour

market but also on the daily life of our companies and on our customers’ behaviour as well.

6. SUMMARY

The digital transformation process brought new technologies that changed the companies’
daily management. The change reached the customer interactions first. As a second step, the
company’s internal structures were changed in order to provide new digitally sellable services
and products. Following these steps, the working conditions will also be modified. The new
technologies allow companies to introduce working conditions that are not carried out in the
same place and at the same time. New platforms are already introduced to reach these

purposes.

This process will be accelerated by the fact that a new generation will enter the labour market
and this new generation prefers flexibility and freelancing regarding working conditions. They
differ from the previous generations represented in the labour market in this regard. This new
generation will change the main conditions of the labour market since they want to make their
professional dreams come true and will not be connected to companies so close than their
predecessors. They want flexible working hours and more flexible working conditions than any

generation before them.

The restructuring process will also lead to new forms of workplaces such as shared service

centres. New types of jobs will also be introduced since artificial intelligence solutions will lead



to a significant number of new types of jobs relating to data analysis and digital product

development.

Companies will also be forced to prepare a roadmap to become digital in the aspects mentioned
above. As the main example show, the best way is to set up internal teams in companies to
introduce digital transformation process step by step. In this process, companies will also focus
on becoming more cost-effective. As a result of the digitally restructuring process in
manufacturing, robotization will also be spread to reduce manufacturing costs. In the short run,

this process will lead to a reduction of workplaces in the manufacturing industry.

Nevertheless, there also researches relating to new digital industries that show that if
companies are well-prepared for digital transformation and follow their roadmap, even new
jobs may be created. Regarding the need to introduce new digital products and services, we

assume that these new types of jobs will probably be established in the field of value creation.

In order to prepare the students today, the education system will also have to cooperate closely
with these companies to provide the necessary digital skills for the employees of the future.
Generation Z will force not only the education system but also the labour markets and
companies to introduce new ways to meet their digitally developed needs and the challenges

this new digital environment triggers.

The new types of jobs will be created in the field of It development, big data analysis, and digital
marketing. The introduction of these new jobs will also require companies to manage a
significant number of freelancing employees. The new types of working conditions and internal
communication channels such as chatting application and social media platforms may lead to
more flexible company culture. Customers will also be able to influence the planning phase of
the product even before launching it on the market. In this new phases of work, the creativity
and effectiveness of employees may be more important than ever before to set up successful
interactions with the customers. It is important to note that these new changes in the working
structure of a company will also support the company to reach its main economic goals such as

profitability and digital customer experience.
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Abstract

Wrongdoing is pervasive with cases of persistent misconduct and personal or societal harm
being unveiled on a seemingly weekly basis. This paper presents the findings of an exploratory
survey of individuals and explores their exposure to both wrongdoing and also institutional
training and formal structures to empower them to be better positioned to protect themselves
and to disclose wrongdoing when encountered. Models are evaluated that best predict the
outcomes of an individual's likelihood of having experienced wrongdoing and also the
individual’s perception that the institutional environment is improving its overall ability to
protect people. The findings of the models are incorporated into a proposed governance
framework to empower leadership to take a proactive approach to organizational

improvement with regards to monitoring, preventing, and addressing wrongdoings.

Keywords: Whistleblowing, Higher education, Wrongdoings, Likelihood of experiencing

wrongdoing, Perceptions of organizational learning, Organizational improvement model

1. INTRODUCTION

Wrongdoings are a class of all actions consisting of misconduct, unethical behaviours, illegal
actions, fraud, theft, or worse. How often do people experience wrongdoings on campus? Does
this vary by region or role? For example, do students experience this more often than faculty?
How do they react and address the wrongdoing once encountered? Wrongdoings are often
revealed and resolved through whistleblower claims. Whistleblowing is the moral and ethical
challenge of revealing wrongdoings and is a phenomenon that is as old as human civilization.
Going back to Greek Mythology, the story of Sisyphus who was condemned by the gods to a

perpetual punishment after revealing that Zeus had abducted and raped Aegina. Did the Greek
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gods take the time and effort to protect Sisyphus? Did they attempt to design a system to
prevent them from making similar mistakes? Rarely does a day go by without another headline
of an individual or institution being impacted by the claim of wrongdoing. This has included
major scandals such as the Michigan State University athletics department, the global “post-
Weinstein” uprising against sexual harassment, Volkswagen’s active deceit of regulators over
diesel engine emissions, FIFA bribery and misconduct, the Transparency International
disclosure of offshore banking habits of elected officials, and even the US Federal government
under President Donald Trump and James Comey, Director of the FBI, blowing the whistle on
the President himself. Over the centuries, has humanity learned to protect itself from
wrongdoings? Are we getting better at protecting people, ourselves? If so, what is the
evidence? If someone is effectively learning from wrongdoings, what are some approaches that
they are using? Are some of those approaches more effective than others? In which situations

or under which circumstances?

This paper seeks to answer some of these questions through the findings a survey of individual
stakeholder experiences and perceptions that was conducted to explore personal exposure and

experiences with wrongdoings on and around campus.

1.1. Problem Statement

That different approaches to institutional governance have varying effectiveness in lowering
the incidence of wrongdoings in institutions is depicted in figure 1. Moderating Variables (MV)
in this relationship of governance approach to successful mitigation of wrongdoings are
believed to be Transparency, Training, and Structured Approach to Learning. Transparency as
a factor is controversial, and no consensus exists on if it is truly better to be more open and
communicate more detail, and the inevitable increases on time demand in order to ensure
stakeholders are informed of risks and hazards and what to do when encountering
wrongdoings. The impact of formalized training of procedures, processes, and policies that
defines the approaches to the handling and treatment of wrongdoings within an institution
should clearly affect the organizations administrative and governance effectiveness. This
research looks for evidence of these disciplines as well as evidence of a structured, proactive,

preventative organizational approach to learning and growth.



Figure 1- Madel of Governance Ffficacv in lowerine the Incidence of Wrongdoing

Governance Approach

Moderating Variables
-Level of Transparency (MV1)
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Lower Incidence of Wrongdomgs

Source: own work

The aim of this paper is to document the findings of the survey of individual experiences and
the development of a quantitative model of the factors that contribute to the effectivity of
governance approach via the three moderating variables: Transparency, Stakeholder Trainings,
and Structured Organizational Learning. This data and models should provide the basis for
improved management disciplines, a method for continuously monitoring such disciplines, and

provides a basis for further research.

1.2. Current Literature

All institutions of higher education are knowledge-intensive institutions consisting of large
pools of intellectuals and are ever striving for stronger client focus on knowledge processes, as
found in Dobrai and Farkas (2008). Ken McMillen (2014), focused on assessing the level of self-
adoption of the NACUBO recommended guidelines for Universities and Colleges to adopt
Sarbanes-Oxley whistleblowing best practices. Messemer-Magnus and Visvesvaran (2005) look
at internal correlates of wrongdoing from a quantitative approach and support the general
research that internal climate and culture can influence the likelihood of reporting. Tsahuridu
(2014) summarizes the research and legislation that focuses on documenting and preventing
the types of retaliation that whistleblowers experience. Bosua (2014) expands the research by
looking at the impact of new media on the likelihood of reporting. Vandekerckhove, Brown, and
Tsahuridu (2014) explore the internal mechanisms and what they identify as a propensity for

individuals to attempt first to report and escalate internally, as a natural phenomenon. Curtis



(2006) in her research paper sponsored by the Institute of Internal Auditors, an organization
that serves as a global thought and practice leader in the area of Internal Control. Christopher
(2014) looked specifically at compliance and controls in higher education in Australia and in a
survey of 37 universities chief audit executives. Schmidt (2015, 2016, 2017) and Schmidt and
Farkas (2015) and Schmidt and Kiraly (2015) have looked at whistleblower claims in higher
education and how each institution, and governing bodies, use unique and inconsistent

approaches to soliciting, managing, administering, and learning from whistleblower claims.

Thomas, Schermerhorn, and Dienhart advocate for the urgency of proactive corporate ethical
leadership (Thomas et al., 2004). Bonau (2017a) identifies integrity, and authentic behaviours
as a key factor in inspirational leadership, and separately argues for the strengths of
behavioural decision theory to better predict agent’s behaviours (Bonau, 2017b). Farkas and
Dobrai (2012) state that the role, structure, and task of the administration of higher education
institutions has become dramatically more complex in the past decades. Vandekerckhove et al.
(2014) look at the “Whistle While They Work, 2007” study from Australia and the frequency of
training and reporting incidents that supervisors receive. Vandekerchove, Brown, and
Tsahuridu (2014) introduced the concept of the “hearer” and the “protector” roles inside an
organization. Bonau (2018) shows that ethical behavior is a key factor in the employee’s
perception of organisational commitment, a prerequisite for high-performing organisations.
The link between transparency and better government is made by Gould and Amaro-Reyes
(1983). Transparency is enabled by internet communication technologies, the impact of which
is studied in a number of research papers: Bhatnagar (2003). Bushman (2004), Ciborra (2005),
Schmidt (2005), Hermalin and Weisbach (2007) Shim and Eom (2009), Relly and Sabharwal
(2009), and Bertot (2010).

2. METHODOLOGY

2.1. Survey and Interview Design Approach

The survey establishes a framework for the completion of a primary data survey of individuals
regarding their experiences and perceptions of learning from fraud and whistleblower claims
inside of institutions of higher education. The framework is developed in these components:

an interview guideline, the development of scaling questions with anchoring vignettes.



Churchill (1995) in his 6th Edition Marketing Research textbook defines the 9-step process that
was used in creating the survey to document and facilitate the development of the survey of
individual experiences and perceptions. In this case, to reveal personal experiences and
exposure to whistleblower claims and establish if individuals and institutions are actively
communicating with their stakeholders regarding claims that are received, actively training
individuals to be aware of the causes of whistleblower claims and help them prevent and avoid
such circumstances from arising. Additionally, it is of interest to understand some classification
data related to each of the respondents’ backgrounds, country of origin/geographic location,
type of institution they are responding for, and their role within the institution. Google Forms
was used as the mechanism for publishing and disseminating the survey. This link

(http://go00.gl/forms/zGRz66hgBL) contains the fully operational survey and is contained in the

Appendix A. The start date of the survey was offered with no end date anticipated and was

opened from February 2015 through October 2017.

2.2. Modeling of Survey Responses

Nine of the survey questions were of critical interest and were used to create two models for
analysis and dissection to understand moderating effects and differences between country,
institution type, and role inside of an institution. One model, regarding the outcome of
“Experienced Wrongdoing” is a Binary (yes/no) two-state outcome requiring a binomial model.
The second model, “Getting Smarter” is a scale type outcome (1-5) requiring an ordinal

regression. Both models were developed using the following 5 step methodology:
1. Key questions selected for model input
2. Data cleaning and verification
3. Automated Model Selection in R
4. Verification of R Model and Diagnostics
5. Potential follow-up or iterations and enhanced processes

Each of these steps is documented in the data results and analysis for each question.


http://goo.gl/forms/zGRz66hgBL

2.3. Model Input Development

The survey dataset consisted of 36 questions. In order to dissect the responses and condense
down key factors, eliminating free text responses, resulted in the following list of responses
used as the dataset shown below. The data, shown in Table 1, was categorized by breaking up

categorical responses into binary yes or no factors. These simplify the analysis of the model.

Table 1: Question Selection and Coding for Statistical Analysis

Question Simulation Label Categories
1.1 Type of Institution University 1=University,0=2year college
1.2 Country us 1=US, 0= Hungary
1.5 Code of Ethics? EthicsCode
2.1 Role at Institution? Pres SeniorLeader 1 = President; 0= Other
Faculty 1 = Senior Leader; 0=Other
Student 1 = Faculty; 0=Other
1 = Student;0=0Other
2.2 Received Training? HadTraining 1 =Yes; 0 = No, Don’t Know
2.6 Was Incident Reported? MadeReport 1 = Reported Incident; 0 = Didn’t

2.8 Is the process Important?

HowlmportantProcess

1-5

2.4 Experienced Wrongdoing

ExperienceWrong

1 = Experienced; 0 = Didn’t

2.9 Is the institution getting smarter? | Getting. Smarter 1-5

Source: own work

2.4. Automated Model Selection

The survey responses were recoded to facilitate statistical analysis. In no cases were data
elements were missing. The recoded data was verified as matching the source records by using
checksum validation of the total coded data vs. the original response data. The simulation tool
chosen for this analysis was the open source and freely distributed statistical and
computational software called R. Calcagno, and de Mazancourt (2010) created the “glmulti” R
library for automated model selection for small sample populations. This tool allowed for an
automated iterative creation of all possible combinations of input independent variables and
also the second order combination of effects “mixed effects” within all variables. The library
employs a genetic algorithm to optimize the combination search and thereby eliminates the
unnecessary calculation of outlier and non-functional models. This model and approach have
been used widely, with over 300 citations and as Viechtbauer (2010) asserts, has been used in

thousands of scientific research projects since 2010. This rigorous and verified approach to



model selection facilitates the exploratory discovery of the significance of different
computationally derived theoretical models. The actual regression is performed by the module

I “"

general linear model “glm” in R (R Development Core Team, 2009). The corrected Aike
Information Criteria (AICc) is used to score models and rank and sort the model results.
Importantly the AICc criteria applies for mixed-effects models. Viechtbauer (2010) created a
number of functions in the R library “metaphor” for the analysis of linear models generated in
R, and these tools were used to provide a best-fit, optimized model of the drivers of the two

relationships of interest.

3. FINDINGS

It should be noted that the following portion of the research covers a small sample, 19
individuals responded, and none of the governing bodies or large organizations mentioned in
the literature review sponsored or supported the distribution of the survey to their
membership. The survey results’ aggregate data findings are discussed first and followed by the
development of statistical analysis to describe the variation and aid in the interpretation of the

survey results.

3.1. Presentation of Findings

Responses (N=19) were received from a diverse population of individuals, institutions, and
countries. 37% of the responses were from Hungarian respondents, and 63% were from the
United States. The respondent participation rate was approximately 0.13% of all invitations
sent. The type of institutions attended by the respondents, the respondents’ role in the
institution, and the component or part of the institution for which the respondents were

replying are presented and show a diverse character of the respondents, as shown in Figure 2.

The most frequent type of institution was the public or state university, which made up 53% of
all responses, together with 32% of responses from public colleges, making 84% of responses
specific to publicly funded institutions, while 16% were private institutions. The most frequent
role was faculty, followed by a senior administrator, while 11% of the respondents were
academic leadership and the remaining 21% were students. Academic areas (students &

faculty) were the most prevalent components of the institution covered by the respondents.



Figure 2: Overview of respondent characteristics

1. Type of Institution 2. Country of Respondent

Private University

Public College

Public University uUs

Private College

3. Respondent Role at Institution 4. Respondents Part of Their Institution
Academic Lea...

President / Ch... ‘Senior Leaders...

Administration

Academic

Student

Source: own work

The respondents’ exposure to fraud and fraud prevention training is described in the next
section. A total of 53% of the respondents had experienced some type of wrongdoing in their
workplace, and 42% had made some kind of formal report or complaint about such
wrongdoing. A similar proportion of respondents, about 42%, had received any kind of ethics
or preventative training, and only 25% of those fractional respondents actually were aware of
practical, local-based examples, as illustrated in Figure 3. The next set of responses in the survey
was specific to the institution, and in four parts, it explored how claims were received by the
institution, by which function, and form, and the respondent’s perception of claims being
tracked to completion or summarized in an annual report. The most frequent response for who
in the institution received such claims was “responsibility not assigned” at 37%, with “Don’t
Know” at 16% and “legal” at 11% the next most frequent. With regards to reporting about
claims to the public, 58% of the responses stated that the status of a claim was not reported to
the public, and over 79% said their institution did not produce a summary of claims, nor did

they track the claims to completion.



Figure 3: Respondents’ experiences with fraud and fraud prevention training

1. Have you encountered theft, fraud, or misconduct in your workplace? 2. Have you ever reported a concern or made an anonymous complaint?

3. Had training on fraud, theft, or misconduct? 4. bid this ":Ei;?'i:“'“* ; ﬁmﬂm o ofhar seay inatfintiona o halp improve the
Don't know
12.5% Yes
25.0%

No
62.5%

Source: own work

The next set of charts, presented together in Figure 4, present and visualize the responses to
the two Likert scale questions received regarding perceptions of the importance of
whistleblowing to their institution (strong tendency towards important) and their impression
of the trend of improving or not improving progress at their institution (slightly skewed towards
improving). Additionally, respondents were asked the question of whether a code of ethics was
available, with less than half of the respondents able to confirm the existence of a code of
ethics, and 83% of respondents stating that learning from whistleblowing was not an element

or component of their institution’s strategic plan.

3.2. Statistical Analysis of Survey Findings

The statistical approach to modeling the two outcomes described in the methodology section:
“Experienced Wrongdoing” and “Getting Smarter” was performed and is summarized below.
The best statistical formula and regression model was identified for each model is listed below,

and the simulation results are presented and clarified.
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Figure 4: Perceptions of importance and progress towards learning

1. In your opinion, is your institution getting smarter and better ahout 2. In your opinion is whistleblowing an important process for your institution
protecting itself from theft, fraud, and misconduct? to execute well?
10 10

& 8

6 6

Responses
Responses

0 0
1.00 1.90 280 370 4.60 550 1.00 190 2.80 370 460 5.50

1 - Getting Worse, 5 - Getting Better 1 -Unimportant, 5 - Very Important

3. Does your Institution have a Code of Ethics? 4.0 Does your institution's strategic plan identify learning from whistleblower
claims or improving internal controls as a goal?

No
83.3%

Source: own work

3.3. Experience Wrongdoing Model

First, the simulation and model for the likelihood of an individual experiencing wrongdoing on
campus is modeled and optimized the value of the AICc selection criteria. Evaluating the p-
value for the factors identified, where the p-value is much less than 0.05, one must reject the
null hypothesis that B = 0, and conclude that there is a significant relationship between the
variable and the model. Reviewing the relative importance of all factors explored in the
permutations of simulations, it is apparent that one additional factor had a low t-value, high p-
value, and corresponding low level of confidence (0.1) — which could be removed from the

model, giving a further simplification, leaving us with the final model presented in Table 2.
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Tahle 2- Rest Fit Madel Earmiuila for Exnerienced \Wransdaing

Constant Faculty EthicsCode:University Faculty:EthicsCode

Estimate 0.641 -0.641 -0.6154 0.010769
Std. Error 0.1542 0.2117 0.1972 0.2577
tvalue 4.158 -3.028 -3.121 4,178
Pr(>|t]) 0.000966 0.009041 0.007516 0.000929

Dispersion parameter for gaussian family taken to he 0.08424508
Null Deviance: 4.7368 on 18 degrees of freedom

Residual Deviance: 1.195 on 14 degrees of freedom

AlC:13.112

Number of Fisher Scoring Iterations: 2

Source: own work

The interpretation of these factors and weights follows, that the likelihood of experiencing a
wrongdoing is 0.64 (Intercept/Constant Term) which is offset/lowered for faculty members,
regardless of origin, and also reduced for Universities which have a Code of Ethics (EthicsCode:
University) but increases significantly by the mixed effect of Faculty which have an Code of

Ethics (Faculty: EthicsCode)
Institution Getting Smarter Model

In an identical process to the simulation and model for the perception that the institution is
getting smarter about handling whistleblower claims and wrongdoing is modeled and
optimized for the value of the AlCc selection criteria. The top 5 models had little or no
difference in the absolute scoring, and also that all of the top 12 models consisted of a constant
term and combinations of several mixed effects factors. The information criteria plot for the
top 100 models calculated showed little the stepwise improvement in model accuracy. The
relative lack of variation brings to question the relevance of the model and all possible
permutations of the factors included in the dataset. Additional simulations were run without
the genetic algorithmic search application to identify possible other outcomes, which resulted
in 1.2Million permutations and various model approaches being systematically generated,
none of which approached the low level of AlCc achieved by the best models calculated by the
genetic algorithm approach. Looking at the weighting of the best model revealed that the
weights of one of the mixed effect factors were not estimable and therefore offer another

simplification of the model.



Again, evaluating the p-value for the factors identified, where the p-value is much less than
0.05, one must reject the null hypothesis that B = 0, and conclude that there is a significant
relationship between the variable and the model. The relative importance of all factors
explored in the permutations of simulations was the basis for removing factors that had a low
t-value, high p-value, and corresponding low level of confidence (0.1) from the model, giving a

further simplification, leaving us with the final model shown in Table 3:

Table 3: Best Fit Model Formula for Getting Smarter

Senior Senior Experience Experience
Leader: Leader: Experience Wrong: Wrong:
Constant  University EthicsCode Wrong:US Had Training Student
Estimate 3 2.64706 -0.64706 1.82353 -0.76471 -1.5
Std. Error 0.09644 0.37716 0.2219 0.25193 0.24308 0.22618
tvalue 31.107 7.018 -2916 7.238 -3.146 -6.632
Pr{>|t|) 1.36E-13 9.09E-06 1.20E-02 6.57E-06 7.73E-03 1.63E-05

Null Deviance: 16.1053 on 18 degrees of freedom
Residual Deviance: 1.0882 on 13 degrees of freedom
Residual Deviance: 1.0882 on 13 degrees of freedom
AlC:13582

Number of Fisher Scoring Iterations: 2

Source: own work

The interpretation of these factors and weights as the best model of Getting Smarter score
consists of the mean score of 3 (Intercept/Constant Term) and five mixed effects combinations.
The first, an improvement factor, increased the score for senior leaders at universities
(SeniorLeader: University). The second mixed effects term was an additional improvement for
individuals who experienced wrongdoings in the US (ExperienceWrong: US). The third mixed
effects term substantially lowered the score for any of the combined factors of SeniorLeader
with a Code of Ethics. The fourth factor was the combination of if someone had training and
experienced wrongdoing. The fifth term was the combination of students who had experienced
wrongdoing, which had a negative impact on the overall score. The absence of the significance
of any direct non-mixed effect variables in this model could be interpreted as a sign that

institutions are not communicating enough to drive this awareness and perception.



4. CONCLUSIONS

Setting out to explore and better understand how wrongdoings are experienced on campus, by
which groups, the survey and subsequent model for the likelihood of experiencing wrongdoing
shows that there is a 64% likelihood of experiencing wrongdoing, that this is lower for faculty,
and where a code of ethics exists and is communicated. This implies that stakeholders are more
likely than not to experience wrongdoings. This contrasts with the findings that only 33% of
respondents had experienced any training in how to deal with wrongdoings. Improving the
exposure to training and awareness of what to do when wrongdoings are encountered is an

initiative for leadership to undertake.

The model of the respondent sentiment of “We are Getting Smarter” shows that most people
feel neutral to this sentiment, but that Senior Leaders feel that they are improving — which
could be a result of group think or be a result of actions seen to be taken, but then not perceived
by other stakeholders. Notably, individuals who had experienced wrongdoing generally did not
think things were getting better, which may be an indicator that the institutional support and
response is inadequate and insufficient to reassure them of the quality and effectiveness of the
governance environment. This negative sentiment was even stronger for students who

experienced wrongdoings.

These findings outline clear opportunities for the improvement of management practice, and
the survey itself is the foundation of a framework for monitoring and improvement within an
institution. Expanding the survey to larger populations and sustaining its application over time
will build up the evidence required to determine the effectiveness of governance practices in

making our organisations safer for all stakeholders.
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Abstract

This paper tries to solve the common organizational problem of why do organizations fail in
implementing management practices such as Total Quality Management (TQM) in which
managers tend to implement a specific management practice to correct certain drawbacks in
their firms' performances with ignoring their existing capabilities and strategies. A qualitative
research methodology is utilized for having a consensus on the main failure reasons where
comprehensive literature reviews emphasize on the major principles of TQM such as
customers' satisfaction, employees' involvement, and continuous improvements of financial
and operational performances. Finally, this study illustrates several empirical findings about
organizations who implemented successful TQM practices and improved their financial
performance wherein some of them increased their stock price, operational income, total
assets, and sales by 114%, 107%, 79%, 69%, respectively, compared to the control companies

who do not apply any TQM procedures during a particular period.

Keywords: TQM, Organization's Financial Performance, Customers' Satisfaction, Employees

Involvement, Cost Minimizing, Continuous Improvements

1. INTRODUCTION

Total quality management (TQM) has received considerable attention by both academics and
practitioners in which both argue whether implementation of these TQM programs would
increase total customer satisfaction, organizational innovations, and flexibility, employees'

involvements, improving the financial efficiency or not. Several studies have been done in
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which the researchers are divided into two groups where the first argued that these TQM
programs are wasting billions of dollars without any effective results. Furthermore, the
opponents of TQM programs also mentioned public examples in which some of Baldrige
Awards winners that have been granted by the American Society for Quality, had been latter
suffered from financial relapses, dangerous faltering economic situations and even

bankruptcies (The American Society for Quality, 2016).

To the contrary, the proponents said that these TQM programs would develop not only the
organizations' financial performance, but also they enhance their operational characteristics
which these TQM programs must be judged by rigid empirical evidence and consequences not
with anecdotes, hype, and publicity. Thus, this paper addresses and tries refute the opponents'
arguments through supporting proponents' one by presenting rational evidence that occurred

at a massive majority of organizations.

The next section emphasizes the main paper problem and its origin of why organizations usually
fail in implementing management practices such as TQM under the light of existing strategies.
Then, literature reviews would focus on the main principles of TQM. Giving illustrations, a
special section would be specialized to present empirical researches wherein organizations
implemented such successful and effective TQM programs, and as a consequence, they
achieved terrific financial performances. Finally, the last part of this paper summarizes the main
contribution of this paper; while future studies would be carried out depending on the

mentioned limitations.

2. WHY DO ORGANIZATIONS USUALLY FAIL IN IMPLEMENTING MANAGEMENT PRACTICES
UNDER THE LIGHT OF EXISTING CAPABILITIES AND STRATEGIES?

2.1. The Main Problem

Before answering this question, the meaning of strategy should be revisited; Porter (1996, 75)
defines strategy as "it is creating a fit between firm's activities wherein doing many things in a
perfect method together with a complete integration among them would result to a strategy
successfulness. Nevertheless, in case there is no existing fit among these activities, low strategy

sustainability would occur where that would push the management resorting to simplifying



missions and supervising discrete functions for leveraging the organizational performance

where the last is usually determined by the company's operational and financial efficiency."

Thus, the main problem is not with concurrent engineering, lean manufacturing, Just-In-Time
(JIT), or even with TQM; the problem is with the company's way of fulfilling these management
practices to their problems. In other words, companies usually apply a specific management
practice to treat particular operational or financial fragilities where managers ideally determine
problems in a static term of starting and ending points. Going further, managers would say that
the company aim is to decrease defect level to 100 parts per half million; or they would say that

the enterprise's target is minimizing the variable cost by $2 per unit (Hayes — Pisano, 1994).

Accordingly, these managers use a narrow thinking that these management practices end in
themselves and the easy solution is by adopting a particular management practice where they
apply JIT for increasing the firm responsiveness, or they would implement TQM to improve
quality; without taking into consideration that these management practices must be
implemented according to companies' capabilities in which if they do so, they would definitely

think in a deferent way to solve their problems.

This is the optimum perception that the managers should have for distinguishing whether the
problem is required a static or a dynamic solution; under the static framework, the resolution
of problems rely on one-shot treating; while in a dynamic context such as most of world's
companies environments, solving the problems are represented as a piece of long-term process

developments.

So, Harrington and Keating (2006) investigate the tourism and hospitality sector in Ireland
which their study focused on hotels, they find that applying TQM does not always improve the
sustainability of the firms due to the isolated implementation of whether TQM, JIT, or even

charts techniques without taking into considerations the organizations' capabilities.

Thus, applying a chosen management practice must emphasize on building new proficiencies
together with unlocking new opportunities rather than solving the immediate or present
problem. As a consequence, not only the operational or financial performance must be aligned
with the current firm's competing priorities but also its selected, current, and invented

capabilities to implement and deploy these management practices optimally.



2.2. An Empirical Study Determines the Problem's Origin

Furthermore, Sadun et al. (2017) surveyed and interviewed around 20,000 managers in 12,000
companies in various four sectors: manufacturing, healthcare, retail, and higher education; in
34 countries. The primary purpose of that study is to ask how far these companies are applying
their related management practices using 1-5 scale for 18 particular practices in four different
areas: operations management, performance controlling, target setting, and talent
management where these would rate organizations according to their fulfillments extent which

the higher scale indicates a higher fulfillment rate of the firm.

The outcomes present two significant findings: Firstly, an enormous permanent gap found in
applying fundamentals of these management practices where that lead to inconsistent
variations in companies performances which the well-managed ones are less likely to die,
growing faster, and more profitable than the others in which if any firm would like to move
itself from the worst 10% to the best 10% in term of applying specific management practices,
it requires an extra increase of $15 million in its profits together with a faster annual growth of
25% and having a higher productivity by 75%; especially that across countries and industries,
these well-managed firms spend ten times more on R&D as well as increasing up their patenting
factor to 10 for achieving innovation and efficiency sustainability together with hiring more

talented workers and employees.

The second finding indicates that getting superior operational and financial performances are
still considered as a significant challenge among well-informed and well-structured companies
where the variations reach around 30% between these firms across many countries and
industries in which to mention but not limited to, the U.S. as a wealthy country, its variation
reached 60%. Furthermore, 11% of these firms had an average score of 2 or less which indicates
to no existing targets for employees, low efforts are spent to determine and solve problems
within the firm, general weak controls, and the process of giving incentives and rewards depend

on tenures or family relations rather than professionalism.

In contrary, only 6% of these enterprises had a mean score of 4 or more which their rewarding
systems rely on performances of employees where these systems appreciate the policy of
encouraging the underperformers either to mover on or turn around. These firms do

continuous enhancement practices that would support not only the short-term aims but also



the long-term ones, rigid performance monitoring rules, and they exploit the maximum benefit

from information flow across and within the firm's functions.

Sadun et al. (2017) have justified the reasons behind all of these deficiencies to which they are
attributed to different three impediments that prevent any organization from applying these
management practices. Firstly, False perceptions: The managers are incapable in judging how
bad or well their firms objectively are run wherein a scale of 10, the managers majority had a
very optimistic evaluation of their companies' practices qualities where the mean answer was
7/10, while in reality, this result has a zero correlation between the perceived and the actual

management qualities.

Identically, this study also illustrates that 90% of universities' teachers, 80% of drivers, and 70%
of students rate themselves as above average. Another, additional, and the common ground
problem that the employees usually do not elevate problems to their managers due to their
fear of being reprimanded or blamed which as a consequence this process would hinder the
information flow of substantial and critical knowledge that could allow managers to identify

and solve these problems.

Secondly, Governance structure: Unfortunately that sometime a full knowledge would be held
by managers regarding the needed developments of certain management practices, but they
would sacrifice that opportunity due to concerns of this organizational change may endanger
their private goals. In other words, the most famous problem in family-linked or family-owned
firms within industries, countries, and companies' sizes is that these firms are reluctant to apply
rigorous management practices which it could consequence to a severe personal price of other
family members. Thus, these firms had the lowest average score of management practices

scale.

Lastly, Skill deficits: According to the positive relationship between firm's operational and
financial performances in one hand and well-educated employees and managers on the other
hand; the last would extremely pillar fostering and applying a specific management practice
through their high abilities, skills, and motivations to do the required changes wherein the
absence of these capabilities, the skills deficit would be represented as a significant failure

factor.



3. LITERATURE REVIEWS

According to Krajewski et al. (2013) mentioned in their book that the TQM is a philosophy that
conveys three main principles for the purpose of achieving high levels of quality, operational,
and financial performances where these three principles are represented by (3.1) Customer
satisfaction, (3.2) Employees involvement, and (3.3) Continuous improvement of organizations'

operational and financial performances.

3.1. Customer Satisfaction

Establishment of the strategic quality management cannot be dated back to either a single
article or even a specific book. Thus, Garvin (1987) mentioned in his paper that after the Second
World War, the U.S. firms expanded themselves significantly where Richard Anderson (the
general manager of Hewlett-Packard's Data Systems Division at 1980) tested around 300,000
16K RAM chips from three Japanese and U.S. manufacturers, and he found quality differences

between these two manufacturers.

The results show that the Japanese failure rate was close to zero while the U.S. failure rate was
reeling from 11 to 19 failures per thousand of chips. Furthermore, after a thousand hours of
testing these chips, the Japanese failure rate was faltering between 1 and 2 while the U.S.

failure rate reached 27 per thousand of chips.

So, the U.S. manufacturers got the message which it was that quality could be a sharp strategic
weapon where this high quality means pleasing consumers, not just protecting them from
disturbance in which managers must stop thinking of their narrow definition of production
quality process, and begin thinking more about consumers' preferences, satisfaction, and
needs; especially that quality is not a matter of an easy problem would be solved merely; quality

is considered as a competitive opportunity for all firms.

Additionally, Schonberger (1990) wrote in his book that the notion of total customer
satisfaction is considered as a crucial factor of TQM efficiency in which the prizes' providers are
interesting extremely in increasing this satisfaction due to the enormous added weights to their
prizes, increasing customer retention rate, raising market share which all of these would lead

to increase firms' profitability as well.

100



Indeed, Fisher et al. (1994) mentioned that the invention of point-of-sale scanners have given
dozens of data on customers' purchasing patterns in which it minimizes enormous costs
through producing smaller products' quantities and flexible manufacturing where these finally
allowed the firms to produce a wide variety of products and lead to increase total customers'

satisfaction by selling them what they exactly want.

Furthermore, Fisher et al. (1994) illustrate the customers' acts to Black and Decker's (one of the
largest retailer in the U.S.) where the customers started to push the firm to deliver smaller
orders on a JIT basis in a more frequent manner. Furthermore, those customers created the
cancellation policy of any order that could not be shipped on the specified time or in a non-
complete manner as well. Thus, the Black and Decker top managers' turned to have flexible and
fast plants manufacturing for not only responding to market preferences rapid changes and

flexibility but also to increase and empower the total customers' satisfaction.

Moreover, Fisher et al. (1994) provoked another vital example extracted from Dillard
Department Stores' where the last adopted a new policy to improve total customers'
satisfaction together with solving the phenomena of one-quarter of its clients used to leave its
stores empty-handed due to the needed product is out of stock. Therefore, Dillard applied the
strategy of whenever any store is out of a particular product that requested by a certain
customer; the firm will send the needed product by mail to the customer's home without any
extra charge from another Dillard store. As a result of this act, the firm has a great sales
increase, enhance its true demands understandings and forecasting of each store, and raises

its total customers' satisfaction.

From another angle, Fisher et al. (2017) wrote in their article that in the year of 2010, Kroger
Corporation utilized a new analytical instrument diffusing infrared technology that tracks
customers whenever they would enter the store and then forecasts the needed time that they
would have for reaching any checkout lane in which that allow Kroger's stores determining how
many necessary lanes should be operating at a particular time to meet and to minimize the
customers' waiting time standards. As a consequence, the waiting time depressed from four
minutes to 26 seconds which in turn it increases the total customers' satisfaction as well as

improved sales significantly.
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3.2. Employee Involvement and Minimizing Costs

Applying the TQM philosophy in a modern process layout system require the employees
involvement in several quality problems such as spotting a problem in a particular workstation
(cell) by employees that they would pull out the electricity plug (Andon) cord in the assembly
line which it results to shut down this line for giving enough time to fix that problem up within

an anticipated period.

Thus, Mishina and Takeda (1992) mentioned in their paper that in Georgetown, Kentucky, at
Toyota final assembly line, a one team member (over 70 existed members) get used to pulling
out the Andon cord several times per shift on an average basis in which this results to an actual
line stoppage. In other words, this final assembly line would be shut down around 70 times per
shift under the name of employees involvement as well as immediate process quality

improvement.

Adding more weights, specialists in organizational innovation show the TQM as a modern
organizational technology which allows the firm to use its physical and human properties in
more productive manner where Wruck and Jensen (1994) mentioned in their study that
involving the organization's employees would enhance the organization's efficiency due to their
motivations in term of utilizing new scientific methodologies in operational levels regarding
everyday decision-making process. Also, the company would activate punishment and prizes
system for encouraging employees through either getting incentives and rewards or losing their

jobs at the company.

From another angle, Toyota company gives a great example of employees' involvements and
minimizing costs in which Toyota's president Mr. Watanabe (2007) mentioned that the two
Toyota Way pillars are spiritually as well as apparently appyling the TQM practices where the
first pillar consists of two main branches, namely: "Kaizen" is attributed to the persist
developments by utilizing a human like intellegence technology, employees inovations, and
their evolutions; while the other branche is deploying "Genchi Genbutsu" principle for
motivating employees to go and see the problems by themselves to find the source of problem,
then having the required consensus on corrective decisions to solve these problems and

attaining the intended goals.
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While, the other Toyota Way pillar is also focusing on two branches: "Respect for People" where
this respectful to its employees, suppliers, and customers through taking into company's
consideration all their exerted efforts, taking the needed responsibility, making an excellent
coordination, getting reciprocal confidence, and finally increasing their satisfaction.
Furthermore, the other branch relies on heartening the spirit of teamwork by raising up its
performance utilizing prizes incentive for those employees who outperformed the others as

well as making they share the growth opportunities professionally.

As a consequence of these two pillars implementation, Toyota advertises its famous slogan
"Producing Better Cars For More People" where it produces cars that identical with customers'
preferences without any flaw in their qualities, with a perfect delivering time, and with

affordable prices to the audience.

Another study did by Porter and Heppelmann (2015) to examine the influence of employees
involvement on their customers in which Sysmex firm installed a smart and modern
connectivity tool to its products for the purpose of tracking them by the mother company after
selling them to customers where this tool allows the employees to upgrade the product's
system, maximize its abilities, prevent system's problems, and conclude customers'

preferences.

Going deeply, Sysmex's equipment analyzes urine and blood samples in universal laboratories
where this installed connectivity tool allow service technicians to remote access, control, and
monitor this equipment whether they are off-site or on-site to solve software problems and
upgrading it as well as guiding practitioners of the usage methods. As a result of this employees'
involvement, the costs and downtime periods of services decreased as well as customers'

satisfaction increased.

3.3. Continuous Improvement

Mishina and Takeda (1992) go further in defining the meaning of Toyota's Kaizen where it
literally means "changing for the better" and seeking continues improvemnts which this change
encompasses typically the standardized equipment, work, documents, ideas, and other

procedures for the purpose of executing and improving the daily production through
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eliminating waste or muda in seven categories namely: correction necessitated by defects,
motion that does not add contribution to work, inventory that excess of immediate needs,
processing that does not add value, handling the unnecessary workflow smoothly, decreasing

the waiting time that imposed by an inefficient work sequence, and overproduction.

V6rés (1999) construct a particular model that depends on the principle of Kaizen to improve
quality in a continues manner and reducing setup cost where the setup time may reach zero as
well as decreasing investment cost to a limited boundary. The dominant feature of his model
that it relies on Economic Order Quantity (EOQ) model that the production rate and setup time
are finite while the production cost is near to zero where the process design makes it easy
discovering and fixing problems at their appearance places. After regression, the result shows
that the response time decreased while the process reliability increased in which both of them

enhanced the process pertained quality.

From another angle, V6rés (2002) explores the continuous improvement of Toyota Company
where the same quality resource could be utilized in different market segments such as
borrowing the airbag safety system from Toyota Celica and use it in the new Toyota Corolla
that commenced in 1997 in which this occurred due to that the firm learnt from its effective
practices and it hedged itself from competition spurs through creativity and continues

improvements and gain benefits from their available quality resources.

Adding more weights, Omega implements the Kaizen principle in which it improves itself in
term of producing a high-tech touchpad system in which it could record a victory of the US
swimmer Michael Phelps and won the gold medal in the 100-meter butterfly at Beijing Olympics
2008 with a difference of a one-hundredth of a second on the Serbia's swimmer Milorad Cavic
where the race spectators inside the arena, the people at home, and even the slow-motion
replay could not tell who won that race. Thus, the reason behind this that Omega utilized
chronographs and timepieces with both timekeeping and stopwatch capabilities to record the

start and finish times of athletes in multiple disciplines (Krajewski et al., 2013).

Nevertheless, Vérés (2013) conducts research to identify all the elements that would shape the
development operations and dynamic price nature through giving a full analysis of when these
development operations dynamics would be either decreased or increased by determining a

particular crucial expression. Taking into considerations that in all mentioned models, time is a
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continuous variable where the optimum control theory instruments are involved in which the
models at several points of time tend to have parameters of time independence and continuous

differentiability which all of these paves the way for creating multi-period models.

The result detects that the relationship between development operations dynamics and
business strategy to be either less successful or prosperous; where the most popular driving
factors that determine either the quasi-concave or convex nature of development operations
directly are: capital costs, future anticipations, and marginal total costs dynamics; which the

last is exclusively shaped by the business strategy success.

Interestingly, in the case of efficient utilization of internal resources, the cost would be saved
in a significant manner because of the productivity-raising; while if the product is positioned in
the market successfully, the demand would increase too. Thus, these two factors make the
development operations dynamics' rates quasi-concave; while the last would be quasi-convex
in the case of either demand rates decreased or productivity increased over the time in

significant manners.

Additionally, Hauck and Vé6rés (2015) did a research for solving the conventional lot-sizing
problem, discovering whether incremental investments would improve and speed up the
quality screening process continuously or not; in which all products subject to usual screening
and quality control check-ups where the defective items' percentage is varying, while the
screening rate might be increased through making certain investments and processing the

backlogging cases.

Since the defective items percentage is considered as a random variable, the authors create
two-model types to find the optimal screening rate level. Furthermore, the first model type has
a sequential cycle which usually inherits the state of the ex-period; while the other model has

a new independent cycle state which is not inherited from the previous one.

At the screening process of the inventory system, any defective item would be rejected and
accumulated to be sent back to the supplier in a lot, reworked, or even sold where the good
ones get used to satisfying market's demand. Nevertheless, the result presents that with having
high backlogging defective items, if the screening rate raised up, the setup costs would be

increased too; while the inventory pertained costs would be minimized.
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Additionally, the optimum screening rate is significantly impacted by the defective items'
distribution kind together with the relationship between unit holding and backlogging costs
where the last costs spurs the system for investing more for enhancing and speeding up the
screening process by increasing its capacity such as involving new company's capabilities,
technologies, or even or professional employees which all of these would minimize the
probability of shortage occurrence, increase supply system response, decrease backlogging

cost, as well as improve system's production flexibility.

4. EMPIRICAL STUDIES ON THE INFLUENCE OF IMPLEMENTING SUCCESSFUL TQM PRACTICES
ON ORGANIZATIONS' FINANCIAL PERFORMANCE

Hendricks and Singhal (1996) explore the influence of gaining quality prizes on firms' market
values due to applying TQM principles in which the average abnormal change in companies'
stock prices occurred due to public announcements of awarding these quality prizes. The
results show positive and significant relationships between the announcements of winning
these quality prizes and firms' stocks markets returns where these abnormal returns were
swinging from an average of 0.59% to 0.67% relying on the model type that used to forecasting

these abnormal returns.

Furthermore, this evidence was solid enough for smaller companies with median abnormal
returns of 1.16% to 1.26%; while other small firms who got prizes from independent
organizations such as Philip Crosby, Malcolm Baldrige and so forth; their abnormal returns were
ranged from 1.31% to 1.65%. Moreover, the assets' and equities' betas for all sample firms were
declined significantly due to decreasing their systematic risks after announcements of winning

these quality awards.

Going deeply, Hendricks and Singhal (1997) examine the impact of practical TQM
implementation on enhancing companies' financial and operational efficiencies in which the
quality awards that had been given to these firms are used as a proxy to measure the
effectiveness of these TQM implementations. This study analyzed around 400 publicly traded
firms during 1983-1993 (10 years) which three years of them were after awarding that first

quality award, while the other six years were before winning that quality award. Also, this study
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compares these main samples tested firms who implemented and got quality prizes with other

control firms who do not do so.

The results present that during that 10-year the sample firms who implemented and won these
quality awards show outstanding financial performance compared to control firms in several
financial indicators in which these sample companies had median operational income and sales
growth increase by 107% and 64% respectively, compared to only 49% and 24% increase for

control firms, respectively.

Furthermore, these sample firms also show a considerable increasing in their total assets,
employment growth rate, and better cost control compared to control firms. In contrary,
before winning the first quality award, precisely during the six-year period, the control
companies present a lower growth rate in their capital expenditures compared to the sample

ones.

Interestingly, Easton and Jarrell (1998) examine the effect of implementing TQM principles on
both long and short terms financial performances of 108 enterprises during 1981-1991 through
doing in-depth interviews with senior managers of these firms who won the Baldrige Awards.
The results illustrate that the companies financial performances represented by stock returns
and other accounting variables were improved significantly in the sample firms who implement
these TQM principles compared to the control firms who do not do so in which this relationship

would be more vigorous for companies that have sophisticated TQM systems.

Adding more weights, Hendricks and Singhal (2000) did a comprehensive study that includes
600 firms approximately where they implemented TQM principles during a five-year period and
won quality prizes from various organizations to investigate whether these awards would

enhance the financial performance of these companies or not.

The outcomes show that the stocks' prices of the quality winners raised by a mean of 114%
compared with S&P 500 benchmark portfolio of only 80% where these 34% difference would
be translated to a median market value creation of $699 million. Also, NASDAQ, American, and
New York stock exchanges got an increase of only 76% compared to 114% of prizes' winners in
term of stocks' returns. Additionally, stocks' returns for firms of similar size and same industry

got growth of only 34% and 26% respectively, compared to 114% of award winners firms.
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Similarly, total assets, sales, employees number, return on assets, and return on sales for
quality prizes' winners outperformed with 79%, 69%, 23%, 9%, and 8% respectively, compared
with benchmarks' firms with only 37%, 32%, 7%, 6%, 0% respectively, where all of these are
considered as a fantastic index of improved financial profitability, efficiency, as well as growth

of these companies who implemented TQM principles.

Going further, Hendricks — Singhal (2001) test the influence of implementing TQM programs on
several organizations' capabilities such as capital intensity, firm size, operating performance,
firm diversification, and time and maturity of applying these TQM programs in which these

organizations won various quality prizes.

The results present that smaller organizations who have more mature TQM programs and
received independent prizes do significantly better than larger organizations who have less
mature TQM programs and just received awards from suppliers. The reason behind that, these
low capital-intensive, as well as less diversified companies, have more labor intensity, sharing
the same organizational cultures and environments, and easy to implement and disseminate
TQM programs to different firms' departments and units compared with high capital-intensive

and more diversified firms.

Exploring a different region of the world, Hansson and Eriksson (2002) investigate the
enterprises that have implemented TQM principles and won Swedish quality prizes for
measuring their financial performance after receiving these quality awards. Thus, the outcomes
illustrate that the sample firms who successfully implemented TQM programs and received
these quality prizes outperformed in several financial indicators compared to their branch

indices as well as their competitors.

Moving to China, Bu et al. (2012) test the impact of implementing TQM factors on firms'
financial performance that publicly listed in Chinese stock exchange markets such as Shanghai
and Shenzhen stock markets in which receiving quality prizes namely: China Quality Award

(CQA) is utilized as proxy for successful TQM implementation during the years of 2001 to 2009.

The findings present that quality awards' winners gained cumulative abnormal returns
significantly with 5.77% in the short run in which winners are represented by larger firms with
higher debt ratios which this result contradict with Handricks and Singhal (1996, 2001) findings.

Nevertheless, winning the CQA as a prestigious prize would significantly affect the
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organizations' returns in stock markets which these, in turn, attract the investors to hold firms'

stocks that won this quality awards due to firm's high short-term profitability

successful. Lin and Su (2013) examine the companies' market values of Taiwan firms where they
have received Taiwan National Quality (TNQ) awards due to the successful and effective
implementation of TQM procedures in which any change in their stocks' prices and returns

would be considered as a reaction of winning these TNQ prizes.

The result shows, one to two days after the announcement day, there is a positive and
significant relationship between announcements of getting the TNQ prizes and firms' stocks'
prices as well as their returns which in turn that increased their market values; this result is a
little bit different from Handricks and Singhal (1996) finding, where their firms' stocks reacted

at the same day of announcement of receiving those quality awards.

A study from Jordan has been done by Al-basheer et al. (2015) for the purpose of investigating
the impact of adopting TQM philosophy on the financial performance of Jordan Islamic Bank in
Irbid province. The findings were marvelous in which they improve not only the financial
performance but also the operational one where a significant correlation exists among the
whole quality dimensions of Jordan Islamic Bank and its financial performance factors such as

profitability, liquidity ratios, and some other financial indicators.

Going to Vitnam, Nguyen et al. (2016) examine the construction sector firms of Hanoi to see
whether the TQM implementations would affect their financial performance or not utilizing a
high-reliability tool of Cronbach's alpha where that study coefficient exceeds 0.70.
Furthermore, that paper focused on six selected elements namely: process effectiveness,
process efficiency, employee satisfaction, order time, customer satisfaction, market and firms
profitabilities. After doing six regression models, the results present that there is a significant
and positive relationship between applying TQM dimensions and enhancing organizations'

financial performance.

Last but not least, Fisher et al. (2017) have mentioned that after adopting and implementing
TQM dimensions at McDonald's stores by the the new CEO (Jim Cantalupo) in which he has
been appointed in the year of 2003 To be a successor of the previous CEO where the last was
adopting a destructive policy of expanding and acquisitions of new McDonald's stores during

the years of 1998 to 2002 which this failed policy eroded the restaurants' earnings and
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decreased McDonald's stock price. As a consequence of adopting these TQM procedures, the
previous acquisition and expansion strategy have been dismantled, the current stores' sales
have been increased, the profit margin has been doubled, and the share price has been

quadrupled.

5. CONCLUSION AND FUTURE RESEARCHES

Over the last few decades, statistical and empirical studies present a greater adoption of TQM
programs in a significant manner to reach the highest customer satisfaction, employees
involvement, and continues improvements as well as proving that the successful and effective
TQM implementation would improve the firm's financial performance. This paper determines
the major failure organizations' reasons in case of implementing TQM programs in which senior
managers make a massive mistake once they handle the problems in a static term instead of
focusing into how to solve this problem according to organizations' capabilities such as actual
managers' perceptions of current firm's performance, governance structures, operational and

financial sources of the company, and their employees' skills.

Furthermore, the empirical studies explore implementing effective and sucessful TQM
practices by several organizations would increase the firm's stock price, operational income,
total assets, and sales by 114%, 107%, 79%, 69%, respectively, compared to the control
companies who do not apply any TQM procedures during a particular period in which these
ratios already surpassed not only the national or industry indecies but also the international
market indecies such as S&P, NASDAQ, American, and New York stock exchanges in which they
added and created enourmus and astonished market value of more than $699 million,

regardless of higher employment growth rate and cost control advantages.

Thus, this paper would be considered as a great response to opponents who said that these
TQM programs would damage the company's financial performance due to their high costs as

well as their inefficient procedures in which both of them are wasting millions of dollar.

Future research may intensely focus on the influence of these TQM practices on organizations'
operational performance under the light of amending or creating their strategies and visions
where correlating the long-term objectives with the spontaneous impediments and problems

could be utilized for the purpose of improving the entire enterprise progress. Another limitation
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that the future studies would be done by doing new statistical surveys, interviews, and
regression on the financial sector such as banks where there are limited papers who utilized
that sector for bringing a new contribution in the related field instead of critically reviewing of

previously published articles.
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Abstract

The role of the strategy is crucial for the organization as it creates high value and enables the
company to differentiate from its main competitors for both goods and services. Moreover, the
paper has shown that the strategy becomes increasingly important, mainly when connecting it
with innovation. Therefore, combining these two is essential for the company's performance
improvement. However, firms very rarely align their innovation efforts with their company's
strategies. Hence, this paper aims at providing some new insights not only of the role of the
strategy in the organization but also its importance when connecting it with innovation. The
structure of the article has been organized as follows: First part of the paper will discuss the
overall purpose of the strategy within the organization, while the second part will mainly pay
attention of the role of innovation along with the importance of connecting strategy with
innovation. The third part will offer some insights on the role of management when

implementing the strategy. The last piece of the paper will provide a conclusion.

Keywords: Strategy, Organization, Innovation, Management

1. THE ROLE OF STRATEGY WITHIN ORGANIZATION

During the 1980s the markets were moving fast, and the role of the strategy started to become
an issue. Huge companies such as IBM, Digital General Motors were struggling to justify even
their existence due to the lack of having their proper strategies. As a conceived of the strategy
was given by (Kenneth — Andrews, 1971), who defined strategy as a match for what a company
can do and what it might do. Whereas, the first significant breakthrough came in Michael E.
Porter's book on Competitive Strategy (1980). In fact, the essence of the model is that the

structure of an industry determines the state of competition in that industry, also sets the

113


mailto:dedajz@gmail.com

context for companies' conduct that is the strategy (Collis — Montgomery, 1995). However, the
problem was the failure to distinguish between operational effectiveness and strategy. While
the role of operational effectiveness is to perform or develop the same activities and products
better than its rivals, the strategy, in this case, has a different meaning completely. In fact, the
core of a good competitive strategy is about being utterly different from competitors, in terms
of doing both different activities and products which create a great and a unique value for the
organization. More specifically, the role of strategy is mainly in the activities, for instance, to

perform activities differently or to do different activities than rivals do.

Last but not least, without involving trade-offs there will be no need for companies to have a
strategy. Therefore, the operational effectiveness is not sufficient compared with the role of
strategy since rivals can easily copy or imitate the technology and products as well. Thus, to
stay ahead of rivals the company should be able to offer a high value to its customers and
establish a comparable value that results in the lower cost than its competitors (Porter, 1996).
For example, in the stable environment, competitive strategy is about staking out a position,
and manufacturing strategy is more focused on getting better to defend the position, compared
with the case of the turbulent environment when the goal of strategy becomes strategic
flexibility. In such situation, it means that being only world class is not enough; because the
companies need to have the capabilities to develop their products at the lower cost, more
quickly, and with the minimum resources as well. However, the adoption of these practices can
lead to the following problem; equating an improvement regarding the manufacturing
capabilities of a manufacturing strategy and also failing to recognize that new practices can
build new skills. Therefore, before adopting such programs, managers must take into account
to identify what specific capabilities could potentially create and whether those will be valuable

in competitive terms (Hayes — Pisano, 1994).

In this regard, the fundamental element of a new strategy lies in the capabilities-based
competition. In the complex environment the strategy also becomes more dynamic, as rivals
move in and out of products, and in such situations, the meaning of strategy is to develop those
products which can hardly be imitated by competitors. For instance, in the case of Wal-Mart,
one of the main secrets of the success lies in the strategic business decisions that transformed
the company into a capability-based competitor. The company aimed to focus on satisfying

customer's needs and providing the customers access to the quality goods and services and
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making products available for clients when and where they want, with the very competitive
prices (Stalk et al., 1992). In this context, it is crucial for a company to understand not only the
structure of the industry but also the competitive forces, as both are essential for shaping the
industry and developing the strategy as well. As there is a connection between them, in this
case, the power of suppliers, customers, substitutes, buyers, and potential entrants, enable the
industry to identify the best developments and foreseeing the potential effect on industry

(Porter, 2008).

1. dbra: The Five Forces That Shape Industry Competition

Threat of
New
Entrants

. Rivalry .
Bargaining Bargaining
Power of Among Power of
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Threat of
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Sources: Porter, 2008

As mentioned above, making sustainable competitive advantages by differentiating the firms
from its main rivals, is a value, hence, when formulating strategy, it is essential to link it to
operations, otherwise, if firms are not able to perform well is due to the breakdowns between
strategy and operations. Once the strategy has been formulated, it is a matter of translating it
into specific objectives, and concrete actions as those have to be communicated to all

employees when implementing the strategy in the organization (Kaplan — Norton, 2008).

Based on the international quality study the total quality management (TQM) has not shown
to improve performance, it might even hurt it, and firms might waste money in the TQM
strategies; however, others suggest that TQM might improve operating performance. In
essence, implementing TQM can raise revenues, and the profitability of the firm, which leads

to higher customer satisfaction and improves the operating performance of companies, while,
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other studies suggest that TQM has a positive impact on improving performance (Hendricks —
Singhal, 1997). Although to improve the quality of products and pleasing consumers, or to keep
costumers satisfied, the first step that has to be undertaken by managers is to develop a
strategy; thus, they can gain the market and be competitive with the high quality. For instance,
the eight dimensions of quality such as performance, features, reliability, conformance
durability, serviceability, aesthetics, and perceived quality serve as a useful framework for
developing a strategy; however, the importance of the application of these dimensions

depends on the type of firm's production (Garvin, 1987).

2. CONNECTING STRATEGY WITH INNOVATION

The first part of the paper described the meaning of the strategy in the organization. However,
the role of strategy becomes increasingly important, particularly when connecting it with
innovation. In the 20the century, Schumpeter and a few other economists had considered
innovation as an important tool to create sustainable economic development. Whereas, later
on, during 1950 innovation started to become a fascinating topic for economists that lead them
to some new models of innovation regarding economics paradigms (Havas, 2016). Innovation
can be understood as the ability that transforms innovation inputs into outputs, and thus to

turn innovation capability into market implementation (Zizlavsky, 2016).

Considering the Schumpeterian approach that refers to adding something new to the market
which has not existed before and where the demand and supply curve does not exist. Also, the
markets are not well established and not defined, and the production function is not known,
and not all factors of production are marketed. However, in this situation, the gap filling is the
input completing capacities which are meant to be as the unique features or additional

characteristics of the entrepreneur (Plummer et al., 2014).

Being customers oriented can very much improve products, and services and innovation are
vital to this process, as well as differentiation or low costs is an effective and competitive
strategy (Kim — Mauborgne, 2015). It is clear, however, that all of these could be somehow
related to strategy. Hence, focusing on connecting these two is crucial for the company's
performance improvement, and it also creates a great added value for customers. An excellent

example of how a good connection between business strategy and innovation leadership is
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found in Corning, a leading manufacturer of electronic displays, telecommunications systems,
which was transformed and grown in new markets through its strategy and breakthrough
innovation. Moreover, in the case of Apple, its main innovation objective is to produce more
user-friendly products than its competitors. However, on the one hand, there is a critical issue
that firms very rarely align their innovation efforts with their company's strategies. Hence, the
issue of non-innovation improvement comes as a result of the lack of an innovation strategy

(Pisano, 2015).

On the other hand, due to the excellent product strategy, manufacturing companies are
creating durable and safe products for sale to real customers as the companies adopt the new
technology thus, new developments are changing the way of goods are designed, made, and
delivered to customers (D’Aveni, 2015). In the theoretical aspect, the term disruptive
innovation was introduced in 1995. However, the problem with conflicting a disruptive
innovation might change an industry's competitive patterns. For instance, the process that
small firms with considerable resources which can easily challenge the existing companies or
incumbent in the market either through low-end footholds or new-market footholds and in
particular, if consumers welcome the new entrants, the innovation disruption has taken place.
To better illustrate this, Xerox had targeted large corporations and provided good qualities, but
at the same time, the company charged high prices. What happened later? New firms
introduced personal copiers and provided those to individuals and small businesses with the
lower prices than Xerox did. Thus, the new market was created, and they gradually built an
excellent market position in the mainstream customers market that Xerox valued them before

(Christensen et al., 2015).

Itis clear that today one of the main challenges for businesses is how to maximize the customer
satisfaction for both goods and services (Krajewski et al., 2013). Despite the fact that some
improvements in supply chain performance have happened as a result of the application of the
new technology and brainpower, there is still place for further improvement. Managers should
pay attention to the demand and make efforts to connect it with products. In this way, the
companies then could provide and meet customers demand at the low cost, in particular, if
their products are innovative. Thus, companies can formulate the proper supply chain strategy
that results in higher profit margins (Fisher, 1997). Innovative companies like Adobe and Google

are increasing based on their growth, while they are also providing customers a better service
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with lower prices than their rivals which can't match it (Sawhney, 2016). Companies that have
built three elements like agile, adaptable and aligned supply chains have proved to perform
better than their rivals, because, being supply chains efficiency is essential, but it is not also
enough to show their best performance. A good example to describe it, is Seven-Eleven Japan,
a company that has become one of the world's most profitable retailers because of building a
real triple-A supply chain. However, it depends on how firms use it, as HP and Canon have failed
to keep costs down and having an adaptable and aligned supply chain did not help especially

HP overcome its lack of agility.

It is vital if companies invest in the new adequate technologies, but, it has to be considered that
if it proves to be inadequate one, it can create additional cost for the company, to hire then
top-notch talent and boost supply chain performance and so on (Lee, 2004). For instance, it is
good if the company's capacity for production is linked to the accurate forecasts, as it enables
the firm to make supply meet demand. Usually, the real problem, in this case, is that some
companies do a poor job when incorporating the demand into their production planning

processes (Fisher et al., 1994).

Based on the company's strategy, products can be fine-tuned to meet new customer
requirements, especially, smart, connected products which reshape not only competition, but
also create value and transform the nature of the manufacturing product, its work, and the way
it is organized. The effort of achieving this, it pushes the companies to apply very new
technology and be innovative as well (Porter — Heppelmann, 2015). However, the nature of the
product is not the same as for the services, as they have different approaches, but, the value
created in a product is shared between both firms and customers. The advantage of the services
companies, in this case, is that they almost know what they are marketing; thus, they convert
a service into a service with an embedded product, but it is quite essential also if the company
can capture the value. So, to achieve this goal, firms have to define the value that should be

part of their strategies (Sawhney, 2016).

Manufacturing company’s efforts in the United States are oriented to boost the productivity
further, and the quality through the application of the new technology and product innovation
as this will enable companies to increase the benefit in the future products and be competitive
in the market (Wheelwright — Hayes, 1985). Besides, there are several techniques for measuring

the performance of services there is also a necessity to have the strategy which makes sense if
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it creates a value of a loyal customer and increases the revenue stream as well (Heskett et al.,

2008).
The role of Management in Implementing Strategy

This section shed light on the role of management when implementing strategy within the
organization. In such cases, management should be highly committed to monitoring the
development arising from the implementation of the strategy as well as be prepared for new
challenges that might potentially appear. Especially, here we highlight the role of
transformational leadership which is an involved process that binds both leaders and followers
together in the transformation of organizations. Moreover, it involves leaders interacting with
followers with respect to their “emotions, values, ethics, standards, and long-term goals, and
includes assessing followers’ motives, satisfying their needs, and treating them as full human

beings” (Northouse, 2010).

When implementing the strategy, the transformational leader is seen to provide a new strategy
in tamers of vision and to structure the way to tackle a problem, endowing the subordinate's
sovereignty in problem-solving (Dedaj, 2017). On the other hand, employees in such cases have
their crucial role as they are reassured concerning management's commitment to being open,
and have honest communications, and they see how their jobs can make an impact and
improve overall results (Gardner — Schermerhorn, 2004). The critical element to managing
people in ways that lead to profit, productivity, innovation, and the real organizational learning
ultimately lies in how you think about your organization and its people. In so doing, when
implementing the strategy, it is crucial to conduct the employer's performance (Schermerhorn,

2006).
Performance = Ability X Support X Ef fort

In addition to this, in such situations managers should motivate employees in order to exceed
performance expectations with the focus on articulating a compelling vision of the future, by
offering a model and fostering the group goals and communicating high-performance
expectations to workers (Huang et al., 2015). Bearing in mind that to achieve the core value is
crucial for a company, such as; customers satisfaction, shareholders, and employees. But in this
case, it depends on the management how these are prioritized and oriented, however, these

should be very much considered from a decision maker side (Simons, 2010).
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3. CONCLUSION

As it has been elaborated above, this paper has provided some new insights into the overall
role of the strategy in the organization as well as it has highlighted with the particular focus the
importance of connecting strategy with innovation. In conclusion, based on the analysis it can
be said that strategy remains the critical factor for the companies, as it makes them different
from main competitors and enables them to create high value. Moreover, it is important to
mention that the strategy has proved to be a necessity not only for the manufacturing
companies but also for services as well. Most important of what the paper points out is that
connecting strategy with innovation is crucial for the companies, in particular, if they align their

innovation efforts with their strategy.

The article showed some successful cases of companies connected their strategy with
innovation. However, there are also cases shown in the paper that the problem with innovation
improvement is due to the lack of innovation strategy, as not all the firms connect their strategy
with innovation. Last but not least, | emphasized the role of management when implementing
the strategy within the organization and we found out that its purpose is crucial. In particular,
management should be highly committed to monitoring the development and be prepared for
new challenges that might potentially arise during the implementation of the strategy.
Additionally, measuring the employer’s performance during the implementation process is vital

for the organization as it enables the firm to make further improvement.
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Abstract

Good strategies do not guarantee business success unless they are successfully implemented.
It is possible to identify some recurring influential factors in the strategy implementation
literature: some structural factors ("hard factors") that can be associated with routines,
resources and decisions taken at institutional level that affect the behavior of individuals; and
cognitive factors (“soft factors”), which refer to the interpersonal processes, that have to be
dealt with positive and negative processes and sanctions. The main objective of this research is
to map and identify key barriers and facilitators encountered by administrators at each
influential factor in the implementation phase of planned business strategies. Quantitative
research was designed, with managers of different hierarchical levels in large private
companies headquartered in Brazil. Data was collected through a survey with an online
guestionnaire, and data analysis includes the use of factor frequency analysis. The results show
new empirical evidence and identify potential gaps in the theory of strategic management, as
well as managerial contributions.

Keywords: Strategic implementation, Key factors, Cognitive factors, Structural factors, Barriers

1. INTRODUCTION: STRATEGIC IMPLEMENTATION HEURISTICS

Good strategies do not guarantee business success unless they are successfully implemented

(Ho et al., 2014). However, the contemporary business literature suggests that there is a gap
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between the formulation and implementation of strategies (Greer et al., 2017). After devoting
themselves to the planning part of strategy, executives maintain only reasonable
understanding of the actions necessary to achieve it (Leonardi, 2015), the most relevant
influential factors, as well as the main barriers encountered by companies and how to
overcome them (Greer et al., 2017; Li et al., 2008), resulting in a 50-90% rate of plans

implemented inefficiently (Cdndido - Santos, 2015).

It is the implementation that enables the value creation reflecting the use of internal and
external resources, processes, activities, and capabilities that determine how the value is
generated in the organization (Teece, 2010). If the objective of the strategy is to generate
competitive advantage, its implementation needs to be considered for a complete theory of
strategy. However, implementation presupposes both structural and cognitive factors,
requiring both a macro and an individual perspective that is not always addressed in classical

strategy theories.

The literature that deals with the execution of strategies are a fragmented and eclectic process,
favoring multidisciplinary approaches (Greer et al., 2017). Strategic implementation can be
understood as "a dynamic, interactive and complex process composed of a series of decisions
and activities by managers and employees - impacted by a number of interrelated internal and
external factors - to transform strategic plans into reality in order to achieve strategic objectives
" (Li et al., 2008, p.6). The dynamism and complexity inherent to the process are intensified in
globalized markets, whose constancy, abundance and speed of transformation in the
competitive environment result in a strong pressure for frequent changes or adjustments in the
strategy (Pors, 2016), requiring companies to adapt with increasingly agile and efficient

responses.

Strategies may fail or succeed for different reasons (Raps, 2005), many of these internal to the
organization and not external to it (Nutt, 1987). However, it is possible to identify some
recurring influential factors in the strategy implementation literature: some structural factors
("hard factors") such as organizational structure and administrative systems; and cognitive
factors (“soft factors”), with emphasis on leadership, the relationship between different
business units and communication (Li et al., 2008). Understanding key influencing factors in
strategic implementation can contribute to RBV by indicating heuristics and routines essential

to ensure value creation and, consequently, sustainable competitive advantage. In a
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complementary way, the implementation literature discusses relevant individual and
interpersonal cognitive factors and how they impact the achievement of institutional results,
which may contribute to the discussion about the interrelation between the micro and macro

levels of the theory (Coleman, 1988).

So, the main objective of this research is to map and identify key barriers and facilitators
encountered by administrators at each influential factor in the implementation phase of
planned business strategies. To achieve the proposed goal, quantitative research was designed,
with managers of different hierarchical levels in large private companies headquartered in
Brazil. To collect the data, it was proposed the use of a survey, through the application of an

online questionnaire. Data analysis includes the use of factor frequency analysis.

The results show theoretical and managerial implications, contributing with new empirical
evidences and identifies potential gaps in the theory of strategic management, as well as
managerial inputs when suggesting essential cognitive heuristics to implementing strategies
and finding facilitators little used, such as the existence of a system of early warnings about
changes in the competitive environment and an open and encouraging atmosphere for
communication multidirectional, indicating a path for development and improvement of the
strategic implementation process of Brazilian organizations. Limitations and suggestions for

future studies are also discussed.

2. STRUCTURAL AND COGNITIVE FACTORS

Multiple factors impact the success or failure of implementing a pre-determined strategy, and
many of these attributes are internal to the organization and not external to it (Nutt, 1987).
The main influential factors found in the strategy literature can be classified from a structural
perspective, also known as "hard factors" and a perspective of interpersonal processes also
called "soft factors" (Noble, 1999). and a combination of both perspectives may occur (Li et al.,

2008).

The structural perspective includes issues related to organizational restructuring
(Govindarajan, 1988) and to control mechanisms (Drazin — Howard, 1984). The perspective of

interpersonal processes involves a range of behavioral and cognitive issues (Noble, 1999),
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covering the quality of communication (Forman — Argenti, 2005), the existence of consensus

(Noble, 1999), among others.

This classification of perspectives reflects the dichotomy intrinsic to strategic thinking, which
seeks the balance between logical rationality ("hard factors") and creativity derived from
human motivations ("soft factors"). In this sense, the structural perspective is concerned with
efficiency in the administrative processes and its strategic management occurs through
indicators and improvement projects. In parallel, the interpersonal perspective aims at the
effectiveness in meeting the needs of the stakeholders that make up the organizational
environment and its management occurs through projects of change using qualitative
measures. It is worth noting that the perspectives are complementary since both efficiency and

effectiveness are essential for the adequate strategic implementation.

The hard factors can be associated with routines, resources, and decisions taken at the
institutional level (macro level) that affect the behavior of individuals (micro level) and,
consequently, the execution of the strategy, as proposed in the Coleman bathtub (Coleman,
1988). On the other hand, soft factors indicate inactive and interpersonal cognitive heuristics
(micro level), which should be evidenced and encouraged by directly influencing the strategic

implementation and the result (macro level).

Two influential factors are classified as "hard factors", that is, they are associated with the
structural perspective of the implementation (Skivington - Daft, 1991). The organizational
structure must be aligned with the strategy and must be adjusted so that the corporate
environment is conducive to implementation. Control systems and corporate policies favor
implementation, as they allow for monitoring their development, highlighting divergences with
agility (Li et al., 2008). Because they are institutional decisions, implementations of changes
regarding organizational structure and control systems tend to be faster than those encouraged
by individuals (Thornton et al., 2013). The absence of such capabilities can generate inefficiency
in the use of the company's other resources and, therefore, compromise its competitive

advantage.

Leadership is a soft key factor both in strategy development and execution. Ultimately, the

formal business model reflects the view of leadership on the critical factors for value creation
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and capture (Martins et al., 2015), so the effectiveness of the strategy depends on quality (skills,
attitudes, skills, and experiences) of the people involved in the process (Li et al., 2008).

In particular, high-level management is attributed to the ability to directly impact the strategy
implementation and innovation outcome (Hossain — Hossain, 2017), and it is possible to predict
the characteristics of firms by the characteristics of their key leaders (Hambrick - Mason, 1984).
Leadership cohesion is singled out as one of the core capabilities of an agile organization,
coupled with strategic sensitivity and fluidity of resources (Doz — Kosonen, 2010). In order to
achieve such unity, organizations should encourage routines such as dialogue, sharing and
integration (Hossain — Hossain, 2017) among managers, leading leaders to focus on informal
relationship dynamics within the company (Zott et al., 2011). After all, it is soft factors, which
refer to the cognitive processes of strategic implementation, that positive and negative
processes and sanctions would be useful to reinforce the desired behavior, anchored in the
normative rationality of individuals (Lindenberg — Foss, 2011). In addition, empirical results
confirm that both human capital (entrepreneurial and managerial skills) and social capital

(relationship networks) of leadership positively impact implementation (Guo et al., 2013).

The relationship between different business units is closely related to the strategic
implementation since the functional and interpersonal relationship between the different
business areas and their degree of autonomy interfere in the implementation of the strategy.
The degree of autonomy of the units, formal programs of sharing and the synergy obtained
have a positive impact on implementation, while conflicts and misalignments can jeopardize it
(Li et al., 2008).

Multidisciplinary teams influence the implementation and innovation of models through
collective learning (Hossain — Hossain, 2017) and shape institutions and decisions by the power
struggle between the agents involved (Thornton et al., 2013). In this sense, the creation of an
integrated vision and information sharing between the business units is pointed out as one of
the necessary routines for the generation of value during the implementation (Gupta, 1987).
Policies and incentives to share information to address possible internal conflicts of interest

(Chimhanzi, 2004) also tend to leverage corporate results.

In the implementation literature, the soft factor communication is defined as the proper
alignment and correct understanding of the motivations, outcomes and expected results of the

strategy with all stakeholders, which avoids rework and accelerates implementation (Li et al.,

127



2008). Thornton et al. (2013) highlight the role of collective understanding in organizational
change. Communication gains are based on collective models and beliefs of organizational
members (Kaplan, 2011), which is more easily shared when it combines the cognitive schema
(what others see and perceive) with the linguistic dimension (communication within the

organization) (Massa et al., 2016).

By simplifying current cognition, the narrative proposed in the communication allows us to
achieve a number of concomitant goals such as persuading external audiences, creating a sense
of legitimacy around a new intent, or even guiding the attention of decision makers (Perkmann
- Spicer, 2010). By such nature, communication heuristics can alleviate difficulties reported in
the implementation literature such as lack of clarity in the definition and dissemination of
critical tasks and activities (Rapert et al., 2002) or the ineffective dissemination of global

strategic decision goals at all levels of the company (Kaplan, 2011).

A well-structured internal communication routine can also contribute to the formation of a
consensus in the organization (Ring — Rands, 1989), by explicitly articulating and
communicating the strategic objectives in order to generate a certain value. The consensus can
then be understood as the agreement between top management, middle management and
employees at operational levels as to what business priorities should be achieved for successful

implementation (Li et al., 2008).

In addition, internal communication is responsible for the dissemination of knowledge and
learning throughout the implementation process. Thus, the absence of consistent
communication routines could induce faulty decision heuristics (Perkmann — Spicer, 2010),
since they would not incorporate an essential element in the success of the strategy. The
implementation literature ratifies the difficulties experienced by organizations about this
myopia. For example, the difficulty of access and communication by employees and lower
administrative levels with top management (Forman - Argenti, 2005), causes the necessary

adjustments to occur slowly, wasting potential value.

Assertive and continuously communication can also boost the involvement and commitment of
all employees, another soft factor influencing the implementation process (Li et al., 2008).
Clarifying the logical articulation of the strategy (Teece, 2010) and its key components

contribute to limiting the harmful effects of a potential negative perception of the managers in
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relation to the probable results of the strategy and its capacity to implement it (Heracleous,

2000).

The influential factor called strategic formulation proposes that strategy targeting must be
consistent, accurate and appropriate to the company's capabilities (Li et al., 2008) and is a
combination of rational and cognitive elements (Allaire — Firsirotu, 1985) or the difficulty of
early identification of problems in the external environment (Alexander, 1985) generate
barriers to implementation that result in loss of potential value creation. However, limiting the
cognitive capacity of the agents responsible for the formulation (Barney, 1991) may hinder the

perception of the reality of the firm.

Although there is some consensus in the literature regarding the main influential factors on
strategic implementation (Noble, 1999), the methods to achieve them are still little explored
(Li et al., 2008). Some authors focus on the detailing of a single aspect (Gupta, 1987; Chimhanzi,
2004) while others dedicate themselves to the articulation and interdependence between
them, proposing models to the process of execution (Alexander, 1985; Hrebiniak, 2006). The
main constraints found in the literature are supported by empirical evidence researched with
market executives (Hrebiniak, 2006, Viseras et al., 2005). A systematized summary of the key
21 constraints and 19 facilitators associated with each of the 7 influential factors on strategic
implementation found in the management literature is presented in Figure 1 and used as the

conceptual basis for the research.

3. RESEARCH DESIGN AND DATA COLLECTION

The sample of this quantitative study (Cervo et al., 2007) was composed by managers of large
private Brazilian companies, chosen for convenience. A pre-tested survey was then conducted
through an online questionnaire from April to June 2016, obtaining a total of 230 responses. Of
this total 96 answers were excluded because they were incomplete, in addition to 6 responses
from public companies. 50 other answers were discarded because they were not large
companies, besides 9 respondents who do not hold a management position. The final database

was composed of all valid responses received, totaling 69 responses.

In order to identify the main obstacles to the implementation of strategies in the managers'

perception, we used a comparative factor frequency analysis (Anderson et al., 2013) in which
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21 barriers pointed out by the literature are found in the companies, as indicated by the
respondents. Respondents assessed the 21 barriers to strategic implementation, following a
Likert scale. The main barriers emerged as a result of the analysis of the percentage of
respondents who agreed to each statement (summed by "Entirely Agree" and "Strongly

Agree"). Both barriers and results are synthesized in Figure 1.

In addition, to identify the facilitators adopted by managers in order to minimize or circumvent
eventualities in the implementation of strategies two complementary analyzes were
developed: the comparative frequency analysis in which 19 facilitators pointed out in the
literature are adopted by the companies (yes or no question) and a comparative analysis with

the perceived criticality of the factors and related barriers, according to the managers'

perception. The assessed facilitators and the found results are synthesized in Figure 1.

Figure 1: Influential factors, barriers and facilitators in strategic implementation

Influential

e Reduced time available for
implementation (29%)

Main barriers Facilitators
factor
¢ Conflict with cultural values and | ® Formation of strategy management
power structure (20%) coalition (17%)
Strategic . Unidentified external | ¢ Early warning system on
formulation environment problems (43%) environment changes (13%)

e Weekly time to revision of the
strategy (12%)

Business units

e Excessive bureaucracy for
decision making (43%)

e BU did not share information

e Autonomy of BU to adjust strategy
if necessary (28%)

change (33%)
¢ Insufficient staff abilities (23%)

BU
E‘ela)tionshi with each other (42%) ¢ Incentive programs and rewards
P e Conflict of interests and | between BU (28%)
activities between BU (41%)
Desi ted f trat
¢ High leadership has modified . e5|gnag area —tor  strategy
. implementation (28%)
. priorities (48%) .

Leadership « Managers unable to promote | © Training  offered to the
quality & P professionals involved (33%)

e Sense of gravity and urgency of
change stimulated (29%)

Communicatio
n

e Tasks and responsibilities
without proper definition (51%)

e Global goals not well
communicated and understood
(51%)

¢ Collaborators without access to
top management (30%)

e Meetings to communicate goals
(62%)

e Internal
(67%)

® Open climate for multi-directional
communication (19%)

communication tools
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Commitment

e Lack of "owner" feeling (42%)

e Managers did not believe in the
strategy (23%)

e Strategy misaligned with
managers' individual interests

e Multi-hierarchical levels involved in
the formulation (33%)

* Incentive programs and rewards
linked to the results of implementing

Administrative | ¢ Incentive policy not linked to | e Financial indicators and goals linked
systems strategy (35%) to strategy (54%)

(32%) the strategy (28%)
e Lack of financial, physical and / | ® Budget associated with the defined
or technical resources (35%) strategy (41%)
Organizational | ¢ Changes in organizational | ¢ Organizational structure adapted
structure structure not performed (33%) to the strategy (35%)
¢ Insufficient human resources | ¢ Recruitment of temporary
availability (30%) consultancy or workforce (41%)
¢ Lack of models or information | e Information systems to monitor the
and control systems (29%) strategy (29%)

¢ Lack of performance indicators | ® Process indicators and goals linked
(39%) to strategy (55%)

Source: own construction, based on Li et al., 2008, Hrebiniak, 2006; Viseras et al., 2005

4. DATA ANALYSIS

According to Figure 1, there are eight most critical barriers in the perception of the

respondents, with more than 40% agreement in the sample:

1t Critical implementation tasks and activities, as well as those responsible, have not
been defined and disseminated in sufficient detail;

2" Global strategic decision goals have not been widely disseminated and understood
at all levels of the company;

3. Top leadership has either modified strategic priorities or failed to provide the
necessary support during implementation;

4™ The emergence of major problems in the external environment that were not
identified in advance had an adverse impact on the results;

5t Excessive bureaucracy for decision-making on possible adjustments to the strategy
hindered implementation by making it slow;

6™ The business units did not share information with one another and lacked an
integrated view of the strategy;

7t Even the collaborators who criticized the successful implementation of the strategy

did not feel themselves to be the "owners" of the process; and
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8% Conflicts of interest and activities between the different business units have

generated internal competition and hindered mutual coordination.

It is worth mentioning that among the 8 barriers with the highest degree of agreement, 6 of
them are interpersonal (“soft factors”) and only 2 are structural (“hard factors”). Thus, although
it is not possible to state that on average interpersonal factors are more critical than structural
ones, it can be said that, among the most critical obstacles evaluated, most are from an

interpersonal perspective.

Communication emerges as the most critical influencing factor to implementation, supported
by the respondents' perception of the barriers associated with it. The two main problems
pointed out are related to this factor. It is worth mentioning that the higher the hierarchical

level of the respondent, the greater the criticality attributed to strategic communication.

Analyzing the most used facilitators, it is identified that the two with greater penetration is
associated with the communication. The most present facilitating measures in the companies,
according to executives' perceptions, were:

15 Internal communication tools (e.g., intranet, endomarketing, etc.);

2" Meetings of dissemination of objectives and goals;

37 Control of process indicators and goals, directly associated with the company's

strategy;

4t Control of financial indicators and targets, directly associated with the company's

strategy.

Although companies appear to be making extensive use of facilitative measures to this end,
communication still represents a major barrier to the implementation of strategies. These
results could indicate that: either the measures are being used inefficiently or they are
ineffective to improve the communication of the strategy. For example, 62% of respondents
say their companies hold goal-sharing meetings, although 51% of managers agree that overall
strategic decision goals have not been well-publicized and understood at all levels of the
company, indicating that holding meetings is not sufficient to ensure understanding of the

objectives.

However, one of the facilitators mentioned in the literature on communication is still among

the measures with less penetration in companies, according to the respondents. The lack of an
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open and encouraging climate for communication (perceived by only 19% of managers) may be
indicative of why the internal communication tools and the meeting of disclosure of goals are

not being effective since seem to be used unidirectionally.

Regarding the relationship between the different business units, this influential factor in the
implementation of strategies concentrates the most relevant barriers, in the perception of the
respondents, along with the communication. However, it is surprising that its perception of
criticality is not so consolidated and homogeneous. Diametrically opposed to the results
referring to communication, the lower the hierarchical level, the greater the relevance of the
relationship between the business units seems to be. A possible explanation for the result
addresses the nature of the assignments of each hierarchical function. Information sharing and
conflict of interest (constraints on the relationship between business units) tend to have a
direct influence on tactical and / or operational decisions and actions, which are the
responsibility of the middle management and the first levels, respectively. High leadership, in
turn, shrouded in strategic decisions can distance itself from the operation and no longer
identify these difficulties. This asymmetric perception can indicate a risk of myopia in the
formulation of the strategy, traditionally focused on high leadership. It is possible that because
the planners do not consider it a relevant obstacle, the strategic plan does not incorporate

initiatives to facilitate information sharing and relationship between BU.

Finally, the low relevance attributed to administrative systems by the respondents may indicate
that this influential factor, although important, is already more developed in companies. The
analysis of the main facilitators corroborates this idea. Two of the measures with greater
penetration in the companies concern administrative systems. The comprehensive presence of
control indicators may signal the reason why systems are no longer such a critical influencing
factor in implementation, indicating that the adopted facilitators seem to address the issue
satisfactorily. It should be noted that technological development and the speed of changes in
the competitive environment may require adjustments and improvement of the administrative
system issues. Among the additional obstacles reported by managers, for example, a latent

concern with the complexity of control systems has already emerged.
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5. CONCLUSION

The results show that the main obstacles are related to the soft factors, indicating cognitive
barriers, such as communication, strategy formulation and the relationship between business
units. In parallel, the difficulties related to hard factors such as administrative systems seem to
be overcome. A joint analysis of the data indicates that there is evidence that a broad
understanding of the needs of all stakeholders involved in the organizational environment is

necessary for the planned strategy to be implemented efficiently and effectively.

It's comprehensible why the hard factors seem to be the first barriers surpassed. The
organizational structure must be aligned with the strategy and must be adjusted so that the
corporate environment is conducive to implementation. On the other hand, control systems
and corporate policies favor implementation, as they allow for monitoring their development,
highlighting divergences with agility (Li et al., 2008). Because they are institutional decisions,
implementations of changes regarding organizational structure and control systems tend to be
faster than those encouraged by individuals (Thornton et al., 2013). The absence of such
capabilities can generate inefficiency in the use of the company's other resources and,

therefore, compromise its competitive advantage.

Instead, the soft factors, which refer to the cognitive processes of strategic implementation,
have to be dealt with positive and negative processes and sanctions. If aligned to the strategic
purpose, those would be useful to reinforce the desired behavior, anchored in the normative

rationality of individuals (Lindenberg — Foss, 2011).

In addition, it was found that are still some facilitators with low penetration in companies, such
as the existence of an early warning system for changes in the competitive environment and
an open and supportive climate for multidirectional communication, indicating a path to
development and improvement of the strategic implementation process in Brazilian
organizations. The absence of such resources and capabilities associated with the influential
factors in strategic implementation can generate inefficiency in the use of company resources

and thus compromise their competitive advantage.

It is worth mentioning that the research has limitations as the development of the analyses on
a non-probabilistic sample, not allowing generalizations. Moreover, because they are based on

the perception of the respondents, the results imply that they correctly interpreted the
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guestions and that their opinions are capable of reflecting the reality of the companies in which
they work. The results of this study can contribute to the development of new research on the
subject, such as a new application of the questionnaire already tested with probabilistic
sampling for generalization of the results; research with CEQ’s only or the investigation of

barriers segmented by economic sectors.
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Abstract

Performance is the level of the results, in quantitative and qualitative terms, reached by the
teaching staff as a result of fulfilling the tasks set out in the Job Sheet. Performance appraisal
is the process of measuring and assessing the degree of performance achieved in relation to
the functional obligations and established evaluation criteria. Assessment of individual
performance is based on the evaluation criteria such as professional activity; development of
teaching materials; scientific, academic research; activity and participation in the academic
community; activities with students; national and international recognition. The professional
performance indicators, corresponding to the evaluation criteria, score on average the
performance indicators are attached to each evaluation criterion. The evaluation is made from
different points of view in order to get a more accurate picture and using various methods and
techniques. The research part is a brief analysis on Romanian universities, with a case study at

Efimie Murgu University of Resita.

Keywords: Performance, Assessment, Scientific academic research, Professional activity,

Methods

1. INTRODUCTION

Performance is the degree of accomplishment of the tasks that define the position occupied by
an employee. Professional performance appraisal is defined as the process of determining the
way and the extent to which the employee fulfills the duties and responsibilities of the occupied
post compared to established standards. The performance appraisal process is the set of

standardized procedures aimed at obtaining information on the professional behavior of
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employees. Performance refers to the contribution employees make to the organization's
goals. The assessment of individual performance is based on the systematic and objective
appreciation of the performance, quality of work, behavior, initiative, efficiency, and
effectiveness.

Individual professional performance assessment should be done with probity, professional
deontology, realism and objectivity by the hierarchically superior leader of the evaluated

person. Performance appraisal is done for:

— correct expression and sizing of objectives;

— determination of the directions and modalities of professional improvement and increase
of their performances;

— establishing deviations from the adopted objectives and making corrections;

— diminishing the risks of maintaining or promoting incompetent persons;

Performance appraisal means comparing achievements, behaviors, attitudes, specific training
levels, etc., with performance criteria. Performance standards - the criteria compare to
standards, which represent the desired level of performance. They determine what a person
should do and how well (the indicators used are the amount of work, the quality, the cost, the
time allocated to it, the efficiency of using the material and financial resources and the way of
achieving the products and services. Performance evaluation methods - a variety of methods
are used to evaluate performance, such as category grading methods, comparative methods,
personality tests, descriptive methods, or behavioral methods. The need to evaluate
performance in work has led to the development of numerous techniques and methods of staff
appreciation. Methods of assessment, performance appraisal are very diverse and the quality
of evaluators, as a result of their use, is increasing. “Faculty members have the right and
obligation to develop and maintain their scholarly competence and effectiveness as teachers
within their area of expertise; conscientiously to prepare and organize their subject matter, and
to revise the subject matter on a regular basis as is appropriate for the courses that they teach.”
(Rubenstein, 2002, 8)

The professional performance of the teacher is a complex phenomenon. The effectiveness of
the teacher is defined as his ability to facilitate student access to the highest level of their
independent thinking. This requires more than just the presentation of information in a

structured, organized, interesting manner. Measuring is usually indispensable in scientific
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research, measuring and comparing performance is also indispensable not only in the economy
but also in the field of science - both for practical purposes and for the recognition and prestige.
”Performance evaluation is a continuous and systematic process that helps the organization
assesses its candidates through comparison to the accepted standards. For the evaluation to
take place correctly, there is a need for precise measuring techniques. The evaluation criteria
need to be correctly formulated with the accepted standards, clearly

defined and easy to observe.” (Arndutu — Panc, 2015, 391)

2. PARTICULARITIES OF ASSESSING INDIVIDUAL PERFORMANCE IN ACADEME

In general, the quality of university education was given by the fame of the teaching staff, the
results obtained by the graduates as well as the recognition of the authority that approved the
functioning of the university. When choosing the system of academic staff evaluation, it is
necessary to consider the increase of the competitiveness spirit and the need to recognize the
scientific-scientific excellence, the increase of the quality of the education, the new
requirements in the field of scientific research and the acknowledgment of the scientific merit
and the development of new points of view on learning mechanisms. "Academic jobs require
simultaneous performance of a variety of duties, including teaching, research, and
administration captured in a large number of alternative performance measures available on
each one of them.” Garcia-Gallego et al., 17) The evaluation of professional performance for
faculty members creates the framework for matching the requirements of the occupied post
and the professional qualities of the occupant, providing a motivational system that will
increase the individual professional performance. ”“As an academic department improves its
level of performance, the members of the department are able to produce more effective

student learning, more effective research, and more effective culture.” (Elger, 2009, 11)

Assessment of individual performance is based on the evaluation criteria on professional form;
development of teaching materials; scientific, academic research; activity and participation in
the academic community; activities with students; national and international recognition.
”Success as a university faculty member is dependent on having a clear understanding of how
to combine the elements of teaching, research and original creative work, and service in a way

that makes the best use of the time and resources available.” (Sampson et al., 1)
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Individual performance appraisal determines the level at which the individual fulfills the
organization's expectations. Part of these expectations is included in the job description. The
job description is the breakdown of organizational goals to the level of the individual's activities.
Performance appraisal is designed to improve performance and utilize the capabilities of
employees to achieve organizational goals. Individual performance appraisal includes three

evaluation areas: ability, knowledge, and attitude.

”Performance in teaching is examined in relation to the effectiveness of course delivery, quality
of course content, effectiveness in developing and managing instruction, effectiveness in
mentoring students, the effectiveness of academic advising, and using research and original

creative work and service to enhance teaching.” (Sampson et al., 3)

Measuring the performance of researchers causes many controversies and often results in
controversial procedures. One of the manifestations of scientific work is the publication of new
results. The best-known science metric measurement methods try to quantify the volume,
quality, and echo of publications. “The activities that have the greatest effect on evaluations
(i.e., merit rankings) should be closely aligned with the unit’s mission and role within the
university. By aligning evaluation priorities with the unit’s mission, the annual evaluation
process will help promote the activities that are important. Evaluations are most likely to
achieve this goal when standards are fairly applied, expectations are clear, and the metrics used

to evaluate performance are well validated and appropriate.” (University of Nevada, 2007, 4)

Regarding the methods of the evaluation process and the results obtained with them there are
many reserved or even hostile opinions. The most strongly contested part concerns the
evaluation of the academic activity of the academic staff. “Higher education is a particularly
difficult sector to enforce the assessment process. Its specific characteristics, multiplicity of
staff positions and status, the various history of the academic institutions, also its traditions of
independence and free spirit, make higher education a real challenge for implementing a
personnel assessment process. However, contrary to what some people claim, these specific
characteristics do not make the assessment approach impossible, only specific.” (Kerczer, 2013,

246)

With all the challenges of evaluating the professional performance of university environment,

the phenomenon of evaluation is practiced on a global scale, and there is a very serious concern
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in all universities in the world to improve and enrich this process more and more. ”Performance
evaluation is a continuous and systematic process that helps the organization assesses its
candidates through comparison to the accepted standards. For the evaluation to take place
correctly there is a need for precise measuring techniques. The evaluation criteria need to be
correctly formulated with the accepted standards, clearly defined and easy to observe.
Behaviorally anchored rating scales respect the constraints of an efficient evaluation tool. The
360-degree feedback evaluation ensures objectivity in evaluation, by offering the assessed the
possibility of adjusting their image of their own performance through others’ perspective.”

(Arndutu — Panc, 2015, 246)

3. INDIVIDUAL PERFORMANCE ASSESSING MODELS IN IHE ROMANIAN ACADEME

In Romania, the evaluation of the university staff is imposed by the legislation and the
verification of methods, legality, efficiency, correctness and transparency, done by the
Romanian Agency for Quality Assurance in Higher Education - ARACIS. The procedure for
measuring and evaluating professional performances takes into account the National Education
Law no. 1/2011; Order M.E.C.T.S. no. 4072 / 21.04.2011 for the approval of the collection of
data and information for the evaluation of universities and study programs for the purpose of
classifying universities and the hierarchy of study programs; M.E.C.T.S. n0.4478 / 23 June 2011,
4691/26 July 2011, 4692/29 July 2011 on the approval of compulsory and compulsory standards

for the award of higher education didactic titles.

"Instruction and learning are increasingly based on competencies, causing a call for assessment
methods to adequately determine competency acquisition. Because competency assessment
is such a complex endeavor, one single assessment method seems not to be sufficient. This
necessitates Competency Assessment Programs (CAPs) that combine different methods,
ranging from classical tests to recently developed assessment methods. However, many of the
quality criteria used for classical tests cannot be applied to CAPs, since they use a combination

of different methods rather than just one.” (Baartman et al., 2006, 2)

Professional performance evaluation is done for all teaching staff, from the position of
university assistant to university professor. Assessment of individual performance is based on

the evaluation criteria such as: professional form; development of teaching materials; scientific

143



academic research; activity and participation in the academic community; activities with
students; national and international recognition. The professional performance indicators,
corresponding to the evaluation criteria, score on average the performance indicators attached
to each evaluation criterion. The internal evaluation of individual professional performances is
intended to substantiate the policy of professional promotion of teaching staff and to ensure
incentive pay. The assessment, based on quantifiable criteria and performance indicators,
taking into account the quantitative and qualitative elements of the academic life, ensures the
proper substantiation of the academic qualification. Although, there are differences in the

approach of the Romanian universities, they all evaluate mainly aspects related to:

— Didactic activity;

— Scientific research;

— National and international recognition;
—  Work with students;

— Activity in the academic community.

The evaluation of the teaching staff is the responsibility of the department manager who
develops an evaluation report (summary) containing information and assessments from the

following sources: self-evaluation, peer review, assessment by students.

4. INDIVIDUAL PERFORMANCE ASSESSMENT METHODS OF ACADEME FROM EFTIMIE MURGU
UNIVERSITY OF RESITA

The evaluation of teaching and research staff at the Eftimie Murgu University in Resita is done
automatically at the level of university departments, helped by dedicated electronic platform.
This e-platform generates an annual score, as the result of the evaluation, based on the

following components:

1. Self-evaluation forms completed by the teaching and research staff of the

department and validated by the Commission appointed by the Rector;

2. Quality assessment of teaching and research staff is a component of the quality
assurance system of the university, based on benchmarks and performance
indicators adopted by the University Senate. Teacher evaluations by the department

manager;
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3. Collegial evaluation by departmental staff;
4. Teachers' ratings by students.

The total annual score of teachers as a result of the annual evaluation is comprised of the scores

accrued on the four evaluation criteria as follows:

Maximum score

1. Annual self-evaluation 40
2. Appraisal by department manager 40
3. Appreciation by colleagues 10
4. Appreciation by students 10
TOTAL 100

Score attributed to the activity reported in the Annual Self-Evaluation Form results from:
1 - Didactic and scientific activity

2 - Professional Prestige and Activities within the Academic Community

The score for the assessment made by the Departmental Director:

Score maximum

1. C1. Teaching (teaching and examination) 10
2. C2. Coordination of licensing and mastering 5
3. C3. Involvement in the activities of the chair and in the research activity 10

4. C4. Activities in committees, guiding students in circles students,

organization of scientific / artistic / sporting events, and so on 5

A very important part of teacher evaluation is self-evaluation, which has two parts: one part is
about research activity that includes publications and other aspects of scientific activity and the
other part related to professional recognition and didactic activity. Both aspects must be

documented, otherwise, they are not validated.

The quality of teaching staff reflects both the specialized knowledge and didactic ability to pass
on this knowledge to students, as well as in professional ethics and local, national and

international recognition.
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5. CONCLUSION

Evaluating academic staff individual performance is an indisputable requirement for increasing
level of society and academic activity development. This assessment should be as complex as
possible, achieved through the most effective methods that can synthesize all aspects of this
specific field. The evaluation should include aspects related to didactic activity, scientific
research and the involvement of teaching staff with the function basic and associated,
researchers and doctoral students in extracurricular actions, carried out in the interest of the

university and the community.

Also, the assessment must include annual self-evaluation, departmental assessments, collegial
evaluation and assessment by students, for the 360-degree feedback evaluation, that reflects

results in a comprehensive way from all points of view.

About the evaluation system of teacher individual performances from Romanian universities
can be said that exist and function as they are imposed by the legislation in force. Of course,
there are many opinions that call into question the efficiency, effectiveness, criteria, form,
method, etc. Most often all these work, other times some standards are very difficult to achieve
for many teachers, especially from smaller, younger universities without a long tradition. Many
of these Romanian universities are facing both a material and a hostile situation from the

academic evaluation agency.

Eftimie Murgu University of Resita, although a young university with a disadvantageous
geographic location, currently has an online assessment platform that provides much greater
transparency and efficiency than the model of printed questionnaires. The evaluated teachers
also have the opportunity to evaluate the organizational culture of the university and the

efficiency and professionalism of the management team of the institution.

It should also be noted that, regarding the publishing activity, a young Romanian teacher, from
a younger university located in areas where are very few possibilities in high-level academic
publications, it should address outside the country at a very high publication cost. Most
universities cannot support that kind of financial costs. Under these conditions, these teachers
have no chance in front of those from the United Kingdom, Canada, Australia, and Europe as
well, which work in old and reputable universities with much greater tradition and power. Of

course, they can emigrate to them, but | do not think that is the solution.
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Abstract

Studies that have been developed in recent years and dedicated to measuring the quality of
business management in many countries have proven something that was already believed:
The quality of business management in Latin America is weak and extremely distant from the
level of management found in many developed countries. This report aims to demonstrate that
this fact is due to cultural factors that have a huge influence on Latin American companies and
on the way they are managed. There a number of very typical characteristics that pervade
practically every country in the region, such as the extreme dedication to their families and
friends, the enormous distrust of competitors, aversion to risk, and an intensive use of
government and politicians for their own benefit that influenced the way companies are run
and often making it difficult to practice professional business management. Latin Americans
need not only to be aware that cultural factors exercise a strong influence on how companies
are managed but also need to learn how to take advantage of these influences. The Method

and Data used in this report are based on a review of the literature.

Keywords: Latin America, Management, Culture, Productivity

1. INTRODUCTION

Today it is clear that not everything that has to do with the economic development of nations
can be explained by traditional economic theory. There are numerous factors that do not
constitute the habitual tools of economists and which have a decisive influence on a country’s
economic delay or advance. For example, the history of a nation defines values which

perpetuate for generations and end up defining the behavior of its citizens. In other words, it
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is because of these values, that the individuals will be willing to assume greater or lesser risks,
will be more or less patriotic, will be willing to share profits and so forth. The geographic
location also impacts people’s habits and customs and consequently the level of economic
progress. Important to emphasize here that geographic location doesn’t mean only a nation
but could also be a state, a province or a city. Jeffrey Sachs (Sachs, 2000, 31-32) currently one
of the most cited economists, says that Geography is so important that social scientists should
dedicate more time to looking at maps to better understand the roots of economic

development.

The quality of business management in Latin America is weak and very far from the level of
management found in many developed countries. This report aims to demonstrate that this is
due to cultural factors that have a huge influence on Latin American companies and on the way

they are managed.

In fact, it is an old supposition that Latin American companies could never be considered as
good examples of well-run companies. Fairbanks and Lindsay, two North American professors
who lived for almost 15 years in various countries of the continent researching the reasons for
the region's economic backwardness and came to the conclusion that one of the main reasons
for the delay was precisely the mismanagement of their local businesses. In 1998 they
published a book called "Plowing the Sea" where they described this experience. So, either

subjective or empirical evidence has existed since the last century.

Only more recently, in 2010 were the results published of the first rigorously scientific research
conducted in the world to measure the quality of management in seventeen countries. Two
professors Nicolas Bloom of Stanford and John Van Reenan of the London School of Economics
decided to interview about 6,000 companies located in USA and England, respectively. They
designed a standard questionnaire with 18 questions and hired MBA students in all these
countries to conduct interviews with the C.E.O.s of the 6,000 companies. In this way, they
evaluated the grade of each company, grouped them by the country of their headquarters and
thus calculated the average for each one. Brazil was the only country in Latin America
contemplated into this research, and 559 Brazilian companies were interviewed. The Brazilian
average grade was very low — 2.75 and Brazil was ranked 14th. Only Greece, China and India

presented lower grades than Brazil. Four categories were created to evaluate each company:
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Overall Management, Monitoring, Targets and Incentives and Brazilian companies were very

poorly evaluated in all of them.

In 2012 two World Bank researchers — W. Maloney and M. Sarrias — decided to do very similar
research but this time with 21 countries, four of them from Latin America — Argentina, Brazil,
Chile, and Mexico. In this new survey, the Brazilian companies did even worse because now the
placement of Brazil was the 20th and the average grade dropped to 2.6. Argentina and Chile
were also poorly placed in 16th and 17th, with only Mexico obtaining a reasonable placement
— 10th — with their companies averaging grade of 3.0. Different than the study by Bloom & Van
Reenan here they had analyzed the companies in five categories which were: Overall
management, Practices, Operations, Targets, and Talents. The results of this research are
published in a book edited by the World Bank in 2015, called "Latin American Entrepreneurs:
Many firms but little innovation" and whose authors are D. Lederman, J. Messina, S.

Pienknagura and J. Rigolini.

We could show other studies that have been done in the region, but the fact is that we can
conclude that there is a management problem in companies in Latin America and especially in
South America. Our hypothesis that we want to demonstrate here is that this poor
management is due to cultural aspects. In other words, the culture of the Latin American
peoples leads to the fact that their companies end up being poorly managed. This is what we

intend to demonstrate in this study.

Economists have spoken and written about the reasons for the delay in the economic and social
development of Latin American countries. Lately, this subject has been much more present,
even in the newspapers, due to the comparisons that have been made with the Asian countries
especially China, India, South Korea and others, which during the last 20 years, in the 70’s and
80’s, have known how to exit a situation of stagnation, even worse than the average Latin

American country, to occupy an outstanding place as active actors in the globalization process.

Latin America houses almost 8.5% of the global population and answered for 8.2% of the world
GDP in 2017. But amongst the 2,000 biggest companies in the world, according to the principal
international yearbooks, only 40 of them are Latin American, in other words, 2.0%. What are
the reasons to explain why there are so few companies getting international projection? Isit a

structural economic problem? Much has been analyzed about the Latin American economy,
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and all its countries from a structural point of view, principally a macroeconomic, but rarely has
there been an attempt to explain the delay of our continent from the vision of its companies
and how they are administered. Our proposed hypothesis is that in order to be among the top
2,000 a company should be very well managed and the reason why only 2% of these are Latin
American is totally related to the two studies mentioned above (VanReenan —Bloom & Maloney

—Sarrias). In other words, this continent has an issue related to bad management.

Why cannot Latin America stand out in these areas or in other words why aren’t there any
companies originating in the region that stand out globally in areas with more advanced
technology? This is an old discussion, but a very important one. In the end, why is it that some
countries have a greater propensity for innovation? David Landes (1998) asked why the
Industrial Revolution happened in Europe and more specifically, in Great Britain, and not in
other countries. Landes himself answered with reasons of a cultural, historical and geographic
order but he emphasizes that Great Britain, in the middle of the XIX century, had a growing
autonomy of intellectual investigation combined with enormous interest about what at the
time was called “the invention of the invention”, and which Landes called the “routinization”
of invention. This aspect ended up being the motor that unleashed the appearance of many
scientific discoveries and technological innovations on the part of Great Britain and which

resulted in British domain over the world economy at the end of the XIX century.

Despite that, all during the XX century, numerous economists dedicated themselves to explain
economic growth as something very linked to the location of the cities and countries,
highlighting Marshall (1920), as one of the pioneers of this theme. More recently, in the last
twenty-five years, some other economists began to give importance to geographic conditions
in economic development like Paul Krugman (1995) Peter Dicken (1998) or Michael Porter
(1993).

2. IMPORTANCE OF CULTURE TO DEFINE MANAGEMENT

Since Max Weber (1930) we have heard that culture weighs, determines, inclines and ends by
deciding which nations will prosper and which are condemned to live in poverty, as long as their

people do not change their habits, beliefs, and values. Weber said that the protestant ethic was
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responsible for the fact that Germany and Switzerland were more successful economically in

the XX century that the Catholic countries of Spain and Portugal.

More recently Lawrence Harrison (2000) placed the values and people attitudes as the main

reasons to explain the persistent instability and inequality of Latin America.

The theme “cultural diversity” has attracted considerable attention throughout recent years.
This is because the global market covers many hundreds of countries and many different
cultures. And the large international companies perceive that to operate efficiently in different
countries it is necessary to recognize that it could be necessary to operate in a different manner

in each of them.

David Landes (1998, 13), as we have already mentioned before, said that if there is something
for us to learn about the economic development of the nations, it is that culture makes a
difference. It is undeniable that History and Geography have an enormous role in the culture
of a people. In turn, culture and consequently the uses and customs have an effect on the
economy, however, cannot be modified by decree or governmental policies, therefore they

need to be studied more deeply.

Myrdal (1968, 104) had already said, more than 40 years ago, when he studied the Asian
economies and concluded that cultural factors profoundly influenced by religion were the main

obstacles against modernization in that part of the world.

This paper intends to focus on these aspects which we call cultural. We will focus on the
capacity for companies to be well-managed. Fairbanks e Lindsay (2000, 112) emphasized that
culture is a vital component to define the capacity of a nation to prosper because it formats
that which the individuals think about taking risks, rewards, opportunities and, consequently,
about progress. In this chapter, our objective is to evaluate how the capacity to manage
institutions and companies, public or private, is affected by cultural factors and why this ends
up having an enormous impact on the degree of economic development of the respective

countries.

An interesting model was developed by Gert Hofstede (1980) who did a scale study with the
employees of IBM. Hofstede identified in his study that there are cultural dimensions in work-

related values and that these same vary significantly from one country to another.
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3. MANAGEMENT IN LATIN AMERICA: WHERE ARE THE PROBLEMS?

Evidently, the entrepreneurial structure in Latin America is very heterogeneous. Our biggest
concern here is the private companies with local capital, as these today lack important
corrections in their management models. Obviously, there exist honorable exceptions, and it is
very difficult and reckless to generalize. Nonetheless, some problems and deficiencies are

repeated in such a way that is concerning, as we will see below.

One of the most characteristic and also most problematic traits is that, according to Bethlem
(1989), almost all of the large Latin American companies are in the hands of one stockholder,
an individual or, when many, in the hands of one or two families. This leads to a loosening of
the controls over the results and the absence of professional management, in other words,
many times the stockholders do not cover results because they themselves are the executives.
It is very common that the owners of the companies don’t clearly separate the limits of the
company with the limits of the family. Contrary to what occurs in the United States, where the
capital of a large company is greatly pulverized, and the minority stockholders pressure even
greater for more consistent results. In the Latin American companies, it is difficult to find a
separation between the Administrative Council and the Executive Directorate. And even in the
large companies where this separation exists, the question of governance and the attribution
of responsibilities are rarely well-defined. It is important to emphasize that there are many
exceptions and we can find large family companies that became successful but, generally
speaking, they were able to separate ownership and executive, professional management.
While in a good part of the North American companies it is very difficult to discover who is the
owner is, such is the extent of stock pulverization, in Latin American companies there is always
practically one owner and everybody knows who he is. The mentality of “the owner of the
company” makes it such that these same owners, instead of taking out their earnings of
distributed dividends they prefer to take them through indirect earnings, as for example,
setting up personnel firms that are suppliers of the main group. For this reason, the process of
transference services between companies of the same group is determined by the group of
individuals that control (majority shareholder) the holding of the group which, at the very least,
distorts the profitability of the business. These facts have a negative effect as well for stock
market development being that the minority stockholder, generally, receives very little

protection. To survive and be efficient in the international market the Latin American
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companies need to be administered in the most professional way possible and globalization
tends to affect family-run companies more negatively than those that are not managed by the

family.

This is not the only big difference that exists between the Latin American way and the North
American way of managing companies. The other difference is of a philosophical order and is
linked to the historical role that the companies had in the economic development of the
2 regions. In the United States companies and executives assumed a preponderant role, even
in the process of conquering and integrating territory during the XVIIl and XIX centuries, as the
large railways indicate, almost all of them private. While in Latin America all colonization,
conquering, and integration of territory in the main countries occurred under the protection of
the State, with the private initiative totally absent. In other words, we can say that if the United
States had been colonized by Spain or Portugal, this process would have totally been
conducted, implanted and operated by the government. This posture had begun in the XVIlII
century, through the initiative of the Portuguese and Spanish Crowns and had continued after

the political independence of the various nations and is described by Feldmann (2014).

This entire characteristic of colonization generated a cultural aspect which has remained until
today, which is that the Latin American private investor acts if the government acts first. But it
is not only this aspect that characterizes a type of paternalism, as defined by Lindsay and
Fairbanks (2000): “The Latin American businessmen frequently opt to deliver to the
government highly complex decisions which refer to their own businesses”. It is common for
there to be lobbies and pressures of associations on the government to obtain tariff protection
to impede the entrance of imported products, including even monetary devaluations. Lindsay
& Fairbanks emphasize that the relationship between government and businessmen is a fact of
enormous importance in the region and that it is very common that the government is
manipulated so that certain companies or sectors obtain competitive advantages which,

generally, end up being ephemeral.

Fukuyama (1996) upon discussing the 3 societies with the greatest influence on the State, and
excluding all the socialist countries, mention France, Mexico and Brazil and makes it a point to
emphasize that even in Japan, where there is a strong presence of the State, the actuation of
this was always limited when compared with those 3 other countries, two of which are leaders

in Latin America.
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Other important authors have already decided to analyze the relationship between the State
and the entrepreneurs. One of the most important analyses of the Latin American “spirit” was
done by Carlos Alberto Montaner in the chapter which he wrote in the book “Culture Matters”,
organized by Lawrence Harrison and Samuel Huntington (2000). Montaner describes how the
elites of Latin America behave and they especially hold the role and the shape of the action of
the businessmen. According to him an important trace of the businessmen of the region is his
preference for exercising political influence instead of competing in the market. Seeking the
support of the government is another typical characteristic which permeates the Latin
American entrepreneurial. Entrepreneurs and executives in important industrial sectors lose
valuable time in meetings with Ministers and authorities which could be better-employed if

they were dedicated to searching for the effective increase of productivity of their companies.

A good part of the time this political influence is arranged through non-ethical means, and
according to Montaner, it is common for businessmen to corrupt civil servants to obtain
customs exemptions or loans at subsidized interest rates or even market reserves. All these
advantages are always ephemeral and end up not proportioning the effective competitive and
perennial advantages to their businesses. Montaner highlights that corruption is not exclusive
to Latin America, but emphasizes that the frequency with which it happens in this region, is
mainly, due to the impunity which is highly concerning as the respective societies seem to not
perceive how much these facts end up encumbering the goods and services that they

themselves acquire and consume.

On the other hand, when there are problems or failures in their companies, the first to blame
is the government. This, in fact, is in agreement with that which Lindsay & Fairbanks (2000)
defined as one of the important characteristics of the Latin American businessman: They are
always on the defensive, never admitting their own mistakes or their company’s mistakes. If
there are problems, losses or failures, the first to blame is the government. But if not this, then
the blame for failure goes to the supplier or to the labor unions or the distributors or even the
client, if not nature; never the very company the stockholders or executives. In this way, a good
part of the Latin American companies loses a big chance of examining the competitiveness of
their companies. They don’t perceive the big problem that puts the lives of their businesses at
risk, and their own incapacity of generating quality products at accessible prices, fit for the

needs and the desires of their consumers.
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The answer is to always put the blame on others for your own shortcomings, it is truly a very
important Latin American cultural trait that it was even mentioned by Landes (1998), when he
commented, ironically, that the most successful export of the region in terms of economic
doctrine was the famous “Dependence Theory” the theoretic exponent of which the then,
sociologist Fernando Henrique (1979) made use of. This theory attributes to the most advanced
countries of North American and Europe the roots of the Latin American problems. According
to Landes: Instigating a morbid propensity to attribute to everybody the blame except for where
the blame lies, these doctrines promoting economic impotence; even if it were true, it would be

better to file them.

Besides the already-mentioned aspects, the book by Lindsay and Fairbanks (2000) broaches
other important deficiencies in the way that Latin American companies are managed. They are
(1) the deficient cooperation among companies and (2"9) the fact that executives love to mix

business with friendship :

1. Deficient cooperation among the companies. There is no culture of cooperation of the
companies in the region. To the contrary of countries like Italy, where there are clusters or
industrial groupings, to promote cooperation and encourage that the companies join forces to,
for example, seek foreign markets together, launch a new brand, or invest jointly in R&D —
Research & Development, in Latin America, usually, invariably, the businessmen only know to
see in their competitors an enemy that needs to be destroyed. Due to the protectionist spirit
that always prevailed in Latin America the companies always saw their local competitors as a
dangerous enemy contributing to creating a spirit of mistrust within each sector that always
annihilated any possibility of cooperation. Honorable exceptions exist in the automobile
assembly plants and their relations with auto parts suppliers in Argentina, as well as Brazil and
Mexico. But the exception is probably due to the fact that these are sectors where there is

predominantly foreign capital.

2. Mixing business with friends is common in Latin America. The contract, sometimes, is not as
important as the given word. While in the United States there is the lawyer cult with everything
laid out in contracts, in Latin America there is the cult of the “personality”, in other words,
everything depends on whom you are negotiating with. Therefore, in Latin America, the
contract does not have the same significance as in the United States. In fact, generally, for the

Latin American personal relationships are of extreme importance. Hickson and Pugh (1995)
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emphasize that the principal characteristic of behavior of Latin Americans, which affect the way
the businesses of the region are managed, are the extensive networks of personal relationships.
Family and personal friendships are among the greatest values of all the Latin American people.
Knowing the people or having family relationships with the people involved in a transaction
make the hierarchical division in a company easier to deal with. Contrary to North Americans,
the Latin American have a negative opinion about individual competition but gives enormous
importance to the social groups of which they are apart. There is a phrase around that says first
Americans do business and then later, if possible, they become friends; while Latin Americans

first they check if they are friends and then later they do business.

Still, according to Hickson & Pugh, the Latin Americans present the following 4 characteristics

in their way of managing companies:

1. Very rapid management performance directed at short-term results with emphasis
on crisis solving. This, by the way, is the ever-present conclusion in analyses done in
Brazil with respect to predominant characteristics in Brazilian management, such as
for example, the book “The Brazilian Way To Manage” by Betania Tanure and Marco

Spyer Prates (1998).

2. Decisions are centralized on superior hierarchy levels with terrible communication
among the different levels and a clear incompatibility between responsibility and
authority, but the system is extremely authoritarian, and there is a large and firm

tendency of the lower levels to delegate-decisions.
3. Great difficulty for conflicts to be discussed and solved.

4. The organizational structure is extremely hierarchical, and the subsystems are

extremely segmented and not very integrated.

Relative to this last aspect, we emphasize that it is very common to find companies in the region
that are strongly inflated with employees and hierarchy levels that, many times, are
unnecessary. Evidently, this multiplicity of decision-making levels has a price. Besides
propitiating the superposition of functions — numerous people doing the work that could be
done by only one —it hurts the agility of the business, encourages bureaucratization and creates
an unnecessary separation between the head office and the business base. This, many times,

is owed to the fact that in the past the low cost of labor always worked to discourage the
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introduction of automated processes or more modern ones. Today with the brutal cheapening
of automated equipment in the entire world they are running to automate their processes
before the competitors, and the Latin American companies can no longer count on the age-old

advantage of the low price of labor. Many have still not awoken to this new reality.

If there is one notable Latin American cultural trait, it is the ever-present need to have a
superior leader to make the important decisions. Maybe because of this, almost all of the
countries of the region have presidential regimes and not parliaments. The search for an
answer for everything through a type of great leader is something that has been passed through
history in practically all of the countries of the continent. Probably for this reason management

decisions are made by only one person in a central and decisive manner.

Continuing to compare with the United States, it is important to emphasize that in that country
there is the culture of the winner. In the United States, they all seek to win. More than in other
societies, and in clear contrast with the Latin American societies, personal and professional
success is valued as the big objective in the life of any individual. The reverse is true: the worst
name that you can accuse a North American of is being a loser. This culture doesn’t exist in
Latin America, to the contrary success, frequently, gives the opportunity to suspicions and

mistrust.

4. DISCUSSION

Little has been discussed in Latin America with respect to the low efficiency of the local
companies. The challenge for them is enormous as all these difficulties that involve the very
redefinition of their role and strategies have to be overcome within quite a peculiar cultural
context. The entrepreneurial world is based greatly on the United States, and it is from there
that the new paradigms and recommendations for structural changes come. However, we
cannot forget, as seen earlier, the importance of the cultural question making Latin America a

very different and peculiar continent in the way their companies are administered.

5. CONCLUSIONS

What really characterizes all of the countries that constitute Latin America, and what makes

them different from North America is the historical formation, in other words, the type of
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colonization to which they were submitted beginning in the XVI century, by the European
powers of the Day. While in Canada and the United States what we call settlements
predominated, in Latin America predominated the colonies of exploitation. In these, the
objective was to serve the economic interests of the emperors, in the case of Spain and
Portugal. The wealth and well-being of the colonized people mattered little. The most
imperative was that the emperor should become even richer. While in the settlements the
objectives were others; the colonizers came to the new land in search of a new country and not
to get rich. That is why in Canada as well as in a good part of the United States the colonization
was not done with slave labor and not with the objective of producing primary genres at a low
cost. It happened, by enormous masses of Europeans that had left their continent due to the

religious conflicts at the time, and came to North America without any commercial interests.

These historical questions have a fundamental role in the way companies of the region are
managed: As the Latin American societies are characterized by aristocratic formation and
therefore oligarchic, and having a patriarchic family, we can’t expect the companies to be run
any differently. Therefore, what distinctly makes the Latin American businessman stand out is
his enormous attachment to the command and control of all of his companies. This explains,
for example, the reluctance in opening the capital very much the opposite of what happens in

the United States.

Furthermore, the typical Latin American company, inevitably, suffered unnecessary
hierarchized structures, too many workers in innocuous tasks and great communication
problems, a good part of them caused by poor information management systems which many
times did not even exist. The fact of having lived for a long time without needing to compete

with foreign products reinforced this culture.

Our conclusion is that all of these strong cultural aspects have an enormous influence on the
way Latin American companies are managed, and they explain the bad grades that they had
received in both important studies that we have mentioned in this paper — Bloom & Van Reenan

and Maloney and Sarrias.

But is it possible to change standards of cultural behavior of the Latin American businessmen?
Probably so, but this can only be done in the long-term, and the problems of the continent are

chronic and need a short-term solution. Latin Americans need to look at other nations that
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were able to transform that which apparently was deficient into levers of success. The
important thing is that Latin Americans be aware that cultural factors exercise a strong
influence about how the companies are managed and consequently about the economic
development of the nation and being of no use to go against these influences. Latin Americans

need to learn to take advantage of these influences.
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Abstract

This paper? presents results of an empirical research project on the status of Online Learning
from the Perspective of German Audit Companies (Big4 and others). The theoretical basis links
elements of knowledge management and professional service firms (cf. Kiihnel, 2002;
Farkas/Kiihnel, 2016). Results are based on interviews performed by the authors and
representatives of the firms. Conclusions on the future structure of Continuing Professional

Education or Development initiatives may be drawn from the study.
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Abstract

The current theoretical paper demonstrates the hypothesis that transformational leadership
has a positive impact on change management in organizations. The paper has been developed
following the next order: Firstly, it is exposed the importance of adapting to change via the
application of change management by considering three change management models (Prosci
ADKAR Model, The Kurt Lewin Change Management Model, and Kotter’s 8-Step Process);
secondly, after comparing transformational and transactional leadership styles, it remarks on
the relevance of a transformational leader to help manage the change; thirdly, literature review
of several studies, conducted in different countries and industrial sectors, is used to prove the
hypothesis; some criticisms to the theory have been considered, regarding the theoretical
weaknesses observed by researchers. Finally, previous literature review of several studies
showed how transformational leadership has effectively contributed to change management,

together with the adaptation of organizations to the change.

Keywords: Transformational leadership, Change, Change management

1. INTRODUCTION

The world is in constant change; markets move towards new trends to meet the latest
demands, so do the companies. It is a job of the leaders to manage the change, understanding
that change management is “the process, tools, and techniques to manage the people side of

change to achieve the required business results” (Prosci.com, 2017).

Important organizations understand the relevance of finding inspiring leaders to manage their

changes and keep up with the new demanding market scenario. As an example, these issues
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are clearly identified in the National Geographic Society case (Garvin — Knoop, 2015, 13). NGS
is one of the world’s largest scientific and educational nonprofit organizations, set up in 1888,
which made the decision to adapt to the new global state by moving from the print to the digital
area, integrating all the editorial groups of the magazine, TV production, channel, books, and
other units across multiple media platforms, and improving staff motivation, based on an e-
commerce strategy. What makes this event remarkable is that in addition to requesting
demanding requirements of experience, knowledge, and responsibilities in the charge, the job
description for the position of senior vice president, e-commerce, highlighted the importance
of being a good leader with a strong character and great communication skills, capable of

working effectively at a large organization.
Purpose

The purpose of the paper is to do a literature review exercise to show how researchers have

demonstrated that transformational leaders have helped organizations to manage change.
Hypothesis

Transformational leadership positively impacts change management in organizations.

2. LITERATURE REVIEW

In this section, as an attempt to obtain a close and reliable approach to the models, the sources
selected are taken from journals, books, and the model’s original websites as the Prosci ADKAR
Model for Change Management and Kotter’s 8-Step Process which are broadly explained by

their developers on the official websites.

2.1. Change and change management connection

Change, at its most basic level, is defined as a movement outside an existing phase (how things
are nowadays), through a phase of transition, and then, a future phase (how things will be
done). Changes, which can be motivated exogenously or endogenously, happen in all
environments of human beings, work, social or family. In the same way, these can be planned
or happen suddenly. In conclusion, the changes have a starting point, a transition to reach a

future phase. In the same way, change management consists of managing an individual support
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for each of the employees that has been affected, during the three phases, by the change
during the projects or the institutional initiatives, in order to increase the adoption and the use
of the solutions introduced during the projects and initiatives (Prosci.com, 2014). It is important
to highlight that change management is related to human side of the process (Richards, 2013,
36).

Changes make the organization move to future states in which employees have to do their jobs
differently to get their own future states and achievements; In other words: “the results and
outcomes of a project or initiative are defined by and depend on employees adopting the
change. So, in times of change, change management is an essential tool for delivering results

and outcomes, not an optional add-on” (Prosci.com, 2014).

2.2. Models of change management

Change can be improvised; it is necessary to adopt models to plan and to supervise the process.
Three models of change management will be considered: Adkar Model for Change
Management, the Lewin’s Change Management Model and The Kurt Lewin Change

Management Model.

2.2.1. The Prosci ADKAR Model for Change Management

ADKAR stands for awareness, desire, knowledge, ability, and reinforcement, which symbolize
the five results that must be achieved to achieve a successful change. For the ADKAR model,
initially developed by Jeff Hiatt, a successful change is the consequence of the simultaneously
maturing of the business or project side of change and the people side of change dimensions

(Prosci, 2017, 4).

Table 1: Standard steps

THE BUSINESS DIMENSION OF CHANGE THE PEOPLE DIMENSION OF CHANGE
Identify a business need or opportunity Awareness of the need for change

Define the project Desire to participate and support the change
Design the business solution Knowledge of how to change

Develop the new processes and systems Ability to implement the change daily
Implement the solution into the organization Reinforcement to keep the change in place

Source: own construction based on Prosci, 2017, 7
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2.2.2. The Kurt Lewin Change Management Model

The model was first presented in (Lewin, 1947a, 1947b), and basically, his scope of research is
aimed to describe the factors that encourage people to change, which are related to three

stages: Unfreezing, Change, Freezing.
Stage 1: Unfreezing

This stage opens the door to the understanding of a compulsory need for a change, strong
enough to push the individual to leave the comfort zone. Unfreezing is a stage to prepare for
the change, and it is a time to balance the Pro’s and Con’s before any action is taken. This is
called the Force Field Analysis which refers to all those factors surrounding the change making
a decision. These factors consist of for and against forces that must be analyzed. It is necessary
to measure these forces if forces against the change are higher than the forces for the change,
then, a demotivation will make the individual to feel uncomfortable for changing. On the
contrary, when the against change forces are lower, then the change must be made. This first

stage is a movement to the motivation for change.
Stage 2: Change — or Transition

Understanding that change is a transition, it is the first movement to be done, and
consequently, it is the impulse to go to the second stage. This stage occurs together with all the

necessary decisions taken to get a complete and successful change.

It is a very hard stage, so a correct communication and leading must be applied to motivate
people to find new ways, to adopt new values and competencies to identify problems, and find
ways to solve them; thus, that a correct accompaniment and support in the form of training

and coaching will be very helpful.
Stage 3: Freezing (or Refreezing)

The last stage takes part in the last part of the process, and it is a change of providing stability
once the changes have occurred. This stable period considers change as a new rule, and new

routines and relationships, now, embrace the individual.

2.2.3. Kotter’s 8-Step Process (Kotterinc.com, 2015)

It was first presented in 1994 and later enhanced in 2014 to adapt to the quickly changing

environment. It consists of 8 steps, as follows:
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Step 1: Create a Sense of Urgency. In this step, leaders must think of an opportunity,
attractive enough, to touch the hearts of the followers, and use it to attract a group of
urgent volunteers.

Step 2: Build a Guiding Coalition. The second step is creating a coalition of effective
individuals to accompany the group of volunteers. The task of the coalition will be to
explain, manage to communicate the actions to pursue.

Step 3: Form a Strategic Vision and Initiatives. The fast achievement of the vision is related
to the success of the formulation of the actions to follow, which demands a superior
design and a correct execution of the tasks.

Step 4: Enlist a Volunteer Army. It states that a huge change will be just possible when a
large group of volunteers pursue a common objective and, push all in the same direction.
Step 5: Enable Action by Removing Barriers. In this step, it is suggested that creating a
real impact requires the employees to feel free and act beyond the barriers; that is,
leaders must eliminate unnecessary obstacles that may limit employees’ capacities.

Step 6: Generate Short-Term Wins. For Dr. Kotter, wins are “wins are the molecules of
results. They must be collected, categorized, and communicated - early and often - to
track progress and energize your volunteers to drive change.”

Step 7: Sustain Acceleration. It means that acceleration needs to keep going at the same
fast speed, then it is a leader’s job, to get the adequate human talent and provide them
with fluent processes and give daily directions to keep the group aligned with the aims.
Step 8: Institute Change. This last step aims at keeping the good practices updated so that
they can be retaken and repeated to ensure a longer success in the long run. Hence, it is

a need to register and find relations between the good practices and the organization’s

success.
Table 2: Change management models
Lewin, 3 Stages of Prosci, ADKAR Steps for Individual Change Kotter, 8 Steps for Change
Change Management

Unfreeze Awareness of the need for change Increase urgency for change
Build a team for the change
Construct the vision
Communicate

Transition Desire to make the change Empower

Knowledge on how to change
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Ability to implement new skills and

behaviors
Refreeze Reinforcement to retain the change once it | Create short-term goals
has been made Be persistent

Make the change permanent

Source: Varkey — Antonio, 2010, 269

2.3. The role of the leader in the change management

As new and constant changes are required the organization to adapt to new trends of the
market, leaders need to prove how capable they are to face the challenge and provide
organizations with modern and innovative solutions that produce effective results in the overall
process of the business. A leader must not only know about motivating and encouraging
followers, but also about managing personnel, dealing with business strategies, and having a

strong personality to make crucial decisions.

In addition, because there may be a natural negative perception about change, in terms of
tension and anxiety among staff, which may interfere with the accomplishment of the
organization (Boga — Ensari, 2009, 236), the leader needs to bring confidence and harmony to

connect with employees and eliminate the resistance.

An incorrect selection of a leader may affect negatively all the processes and put investments
at risks. Great efforts, a huge investment and grants, and starting aims may be thrown away
due to the incorrect nomination of a leader with a notorious lack of management and

leadership knowledge to control, to plan, and to communicate to run the project.

As it is agreed that “the attainment of the organizational future state depends on the success
of individuals reaching their own personal future states. Change management is the structured
and intentional approach to enable individual employees to successfully adopt the changes
required by projects and initiatives” (Prosci.com, 2014); it is now important to find the correct
leaders to connect the personal individual goals with that of the organization in a world that

demands innovative strategies to find different and better results.
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2.4. From transactional to transformational leadership

Transactional leadership has to do with exchanges between the leader and employees; it means
that results depend on the different ‘prizes’ leaders promise to their followers, which is
comprehensively documented and supported on the bulk of leadership models (Northouse,
2016, 162.). The role of this type of leaders focuses on giving their followers directions to fulfill

their objectives (Robbins — Judge, 2013, 188).

On the other hand, transformational leadership responds to engagement processes in which a
mutual level motivation and morality raises due to the connection between both the leader
and the followers, which conducts the followers to attain their uppermost potential levels to
achieve their goals (Northouse, 2016, 162). The transformational leadership style is more
related to the sharing of beliefs, needs, and values (Luthans et al., 2015, 430). They act as agents
of change who motivate and lead followers to a new stage of values and behaviors (McShane
—Von Glinow, 2010, 414). To the definition, (Diaz-Sdenz, 2011, 299) adds that the achievement

of goals mixes a strong emotional link with collective commitment of a moral cause.

Under these positive considerations, there are 4 ideas to help develop motivation which is

called transformational leadership factors or transformational 4 I's, and they are:

— Idealized influence or charisma has to do with those leaders who want to be emulated by
the followers, based on the moral and ethical conducts they inspire (Northouse, 2016,
167).

— Inspirational motivation or inspiration: it is the way leaders encourage and motivate their
followers to focus efforts in search of a collective aim (Northouse, 2016, 168).

— Intellectual stimulation: the third factor consists of the support the leader gives his
followers to be creative and innovative to solve their problems. It is an impulse for
followers face their challenges by creating new ideas, even beyond their own beliefs
(Northouse, 2016, 168).

— Individualized consideration: this factor involves leaders as coaches, leaders are invited
to create a confident climate that permits employees to share individuals concerns and

needs (Northouse, 2016, 168).
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It is important to highlight that there are other transformational perspectives, but this one is
singularly valuable because it contains the basis to confront results with the transactional

leadership.

Some studies presented by Rowold — Heinitz (2007), Nemanich — Keller (2007) and Tims et al.,
(2011 cited in Northouse, 2016, 170-171) showed important and positive responses of the
transformational leadership in the organisations in terms of employee’s motivation, work

engagement, job satisfaction and employee’s performance.

2.5. Although useful, not the perfect approach

Despite the positive results in the application of the transformational leadership, a series of
concerns have shown up which determine a lack of consistencies that attempt against the
strength of the theory. Among the several criticisms faced by the theory, conceptual definition,

instrument, and leadership-focused style are considered below:

There is a vague definition in the limits of the concepts which makes a constant overlap among
the 4 I's factors. This ambiguity of the conceptual framework also involves that charisma and

transformational leadership are not well defined (Northouse, 2016, 178).

For Tejada, Scandura — Pillai, (2001 cited in Northouse, 2016, 178), some versions of the 4 I's
QLM questionnaire presents a high correlation among them what makes differentiation among

the factors an issue not easy to establish.

Studies suggest that one weakness of the transformational leadership is that the theory gives
too much credit to the leader rather than the elements related to the followers; therefore, “the
effects of the followers’ contribution to the interaction with their leader and situational or
process factors underlying foundations or transformational effects” (Bryman et al., 2011, 308),
may represent a clear sample of how the approach disregards variables of individuals, group

and organizational development.

For Bryman, (1999 cited in Northouse, 2016, 178), third weakness of the transformational
leadership theory is related to the conceptual basis of the term, since it looks more trait focus
oriented than behavioral focus oriented, what may end up in a complex job for leaders to

motivate employees to change their traits rather than their behaviors.
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Antonakis, (2012 cited in Northouse, 2016, 179), argues that one more weakness of the theory
has to do with the lack of evidence by researchers that prove the transformational leaders have
really transformed individuals or organizations. The research evidence is limited to show merely

positive outcomes in terms of organizational effectiveness.

Finally, the lack of attention given to the relation leadership-followers has shown a
transformation in a single way opens a gap to understand the theory actually behaves. There is
little literature about the manifested influence followers have on leaders, what may be seen as

a reciprocal influence among the agents (Northouse, 2016, 178).

2.6. How Transformational leadership contributes to change management

Change is a wide and hard issue to deal with for organizations. Leaders need to examine several
aspects to achieve a correct implementation of change, and carefully observe how
transformational leadership can provide successful help to attain the aims. Under this
consideration, several studies have examined different approaches to topics related to change
and have proved that, firstly, the transformational leadership plays an important role on the
change of the organizations, and secondly, it is a crucial tool to support the change

management.

A studied applied on 219 managers from 63 companies in the top 100 Iranian companies,
presented by (Mokhber et al., 2015, 234-235), demonstrated that charisma, inspirational
motivation, and intellectual stimulation have a highly positive relationship with organizational

innovation, considering innovation as a strong variable to construct a deep change.

A research done by (Shanker — Sayeed, 2012, 470) considered that one important factor that
leaders must deal with is the understanding of the powerful influence the climate has on
change. Results of the research “revealed the unequivocal influence of transformational

leadership styles over organizational climate dimensions”.

Additionally, successful achievements in change are at risk when employees have a negative
perception of change, a research conducted in part-time and full-time employees from small
to mid-size businesses demonstrated that “an organization undergoing many organizational
changes is perceived as more successful when managed by a transformational leader” (Boga —

Ensari, 2009, 246).
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One more study conducted in South Africa, in which the Multifactor Leadership Questionnaire
was applied on 190 leaders of the higher education sector, demonstrated that when leaders
exhibit a high level of transformational behaviors they were able to manage change successfully

(Vinger — Cilliers, 2006, 7).

3. CONCLUSIONS

Organizations have understood that if they want to subsist they need adaptation to new
contingencies naturally imposed by the market, and change is the answer; nevertheless, the
change requires planning and supervision which may be better adopted if a change

management model is implemented.

Changes may present some resistance by employees; that is why, organizations may adapt a
suitable leadership style to guide the followers to attain the personal goals, and consequently,

the goals of the organization.

Several studies on transformational leadership style and change have demonstrated how
transformational leadership has contributed to organizations by giving positive support to

several decisive factors related to change, as climate, innovation, and perception of change.

Although transformational leadership has offered a lot of contributions for a broader
understanding of leadership in organizations, there is a need of more research that helps solve,
consolidate, and clarify the theoretical view to obtain a deeper accuracy and reliability of the

approach.
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Abstract

The study of internationalization of small and medium enterprises (SMEs) has increased in the
past few years due to several factors. Mexico has many bilateral free trade agreements; its
exports rate grows every year. However, Mexican SMEs struggle to find their place in such
competitive environment. This is an empirical analysis of the relationship between the export
capacity and critical success factors including strategic planning, strategic alliances, innovation
and information and communication technologies of industrial SMEs in the state of Coahuila,
Mexico. The sample size includes 138 owners of SMEs in the manufacturing sector in Coahuila,
Mexico. The questionnaire includes 26 queries, and its reliability was assessed on studies of
FAEDPYME (Foundation for the Strategic Analysis and Development of the Small and Medium
Enterprise). Data were analyzed with SPSS 25 using Crosstables for hypothesis testing, and final
interpretations are proposed in two methods; odds values (Osborne, 2006) and B values
(Pallant, 2010) through Logistic Regression. Evidence of statistic associations was found in 10

variables specifically in strategic planning, innovation, alliances and ICTs, size and age.

Keywords: Internationalization, SMEs, CSF, Export, Odds ratio
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1. LITERATURE REVIEW

1.1. Introduction

The study of internationalization of small and medium enterprises (SMEs) has increased in the
past few years due to several factors; the economic globalization has emerged as a significant
movement increasing the number of free markets and non-tariff agreements in several

countries around the world (Martinez et al., 2015).

Mexico has numerous bilateral free trade agreements; its exports rate grows every year;
however, Mexican SMEs struggle to find their place in such as the competitive environment.
Some researchers believe that internationalization focuses on two significant avenues:
international business and entrepreneurship (Etemad — Wright, 2003, B. Oviatt — McDougall,
1995). Several theories are explaining this international phenomenon, but most researchers
agree with the Uppsala model as an initial stage in the process. (Johanson — Vahine, 1977). In

this stage, companies grow gradually until they are ready to move onto the next step.

SMEs in Mexico are essential since 99.8% of these firms produce approximately 52% of Mexican
GDP. In Coahuila, the micro sector (1-10 employees) takes over most of the sectors, but
unfortunately, its exports have little impact. Small and medium firms export more but are not

significant since they only account for 3.92% of Mexican exports. (SIEM, 2015)

Objective: This is an empirical analysis of the relationship between the export capacity and
some critical success factors including strategic planning, strategic alliances, innovation and
information and communication technologies of industrial SMEs in the state of Coahuila,

Mexico.

1.2. Internationalized firms

Several theories are explaining the internationalization of firms, starting with Aragdn Sanchez
and Monreal Perez (2008) elaborated a synthesis of the leading theories. They are explained
from two different perspectives: In the economic perspective, the eclectic paradigm integrates
contributions of theorists of the industrial organization. The paradigm of transaction costs and

the theories of international trade and locational advantages (Dunning, 1988) while in the
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process perspective, the Uppsala model (Johanson — Vahilne, 1977) of gradual
internationalization, in which a firm starts by doing small activities. These activities, eventually,
will allow them to control a market and then reach foreign markets. This perspective of the
accelerated model or international new ventures (B. M. Oviatt — McDougall, 2005) which is
quite distant from Uppsala model, explains how firms due to the owner skillfulness start an
internationalization process by focusing on more effort and resources. This model has two
variants; the cycle of life model (Vernon, 1966) and the innovation model (Bilkey — Tesar, 1977).
Models like the network theory (Johanson — Mattsson, 1988), the model of organizational
capabilities (Madhok, 1997) and the born-global theory (Madsen — Servais, 1997) became
prominent in the 90’s. Recently, the theory of international joint ventures (Lu — Beamish, 2006)
has become important since explains how SMEs in Europe internationalize their activities by
merging with others companies to take advantage of the geographic position. The main barriers
that affect SMEs ability to enter in other markets are naturals, such as; financial imperfections
of markets, legal inaccuracies and differences in culture and language (Acs et al., 1997; Love —
Ganotakis, 2013). Based on the literature research, internationalization might be measured by
the export orientation (Cassiman — Golovko, 2011; Love — Ganotakis, 2013; Lu — Beamish, 2006).
Exporting represent the first step to get into the process, followed by the creation of
representative offices abroad for sales and marketing and finally the establishment of

transnational firms.

1.3. Critical success factors

The scope of this research is limited to analyze critical success factors of the firm like strategic
planning, strategic alliances and cooperation agreements, innovation, information, and
communication technologies. According to Garrido (2011), strategic thinking is a continuous
process or linking of the actual and the future value, “It is like the DNA of the strategy, where
the essential part is how do you conceive it." The system approach emphasizes the importance
of setting cooperation networks inside and outside of the firm (Echeverria Esponda — Merino
Malillos, 2011). This approach is based on collaborative learning (Merino, 2004) and innovation
(Etxezarreta Etxarri, 2005). Also, cooperation between firms affects the internationalization of
the SMEs, especially in the early stages (Aragdon Sanchez — Monreal Perez, 2008). Regarding

innovation, is known as a strategic variable to boost competitivity and regional development,
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while within the firm, innovation emerges from the best organizational practices and others
essential functions. Keskin (2006) states that innovation requires mechanisms like learning
orientation and innovation capability, in this research, innovation is considered from the vision
of the firm's owner, and it emphasizes organizational innovation for production, trade, and
technology. According to Glavas and Mathews (2014) the success of SMEs, especially in the
manufacturing sector, depends strongly on their use of technology. The technological
capacities, like the internet technologies, improve access to new markets, knowledge
transference, international transactions, and networking. The technology integration speed is
a process that affects firms, for Del Aguila-Obra and Padilla-Melendez (2006) this process is
made in four stages. Initiation, when the company has their first contact with the net, like when
they create an e-mail account, adoption, where the firm acquires an internet supplier or get
better access, acceptation, where intranet services and virtual presence are executed and

diffusion when firms have their departments for technology management.

2. METHODS

Fundamentally, this is an empirical study that gathers research methodologies of a
quantitative approach. The data was collected through direct surveys of 138 owners/managers
of small and medium companies (SMEs) in the manufacturing, commerce and service sectors
in Coahuila, Mexico. The questionnaire used in the study was "MSMEs strategic development"
in 2011, and its reliability was tested on studies of FAEDPYME, (Foundation for the Strategic
Analysis and Development of the Small and Medium Enterprise) an international network of

studies of SMEs in Spanish-speaking countries. (Garcia et al., 2011)

2.1. Sample Definition

Classification and general design of the sample are based on in the principles of a stratified
sample of finite populations based on INEGI's (official institution in Mexico of statistical
control). Classification of firms is related to the number of employees (INEGI, 2009). The sample

distribution and selected data are shown in Table 1.
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Table 1: Sample distribution

SME’S POPULATION (Number of .
Manufacturing
Employees)
Small 11-50 96
Medium  51-250 42
TOTAL 138

138 small and medium firms from the industrial sector were selected including both exporters

and not exporters, during 2010-2011.

2.2. Variables

2.2.1. Dependent Variables.

Exports, through sales to foreign markets. The answers of SME's owner/manager were a
dichotomous response, for this reason for the question; Does the company sale to foreign

markets? The answer was as a Yes or No reply.

2.2.2. Independent Variables.

23 variables of critical success factors including strategic planning, strategic alliances,
innovation and information and communication technologies of industrial SMEs, all

independent responses also were dichotomous.

2.2.3. Data Processing and Statistical Analysis.

The field work was developed during June and July 2012. The questionnaire includes both
guantitative and qualitative questions, for this reason, the size of the sample implies as quality
criteria, generally accepted, the control above the maximum error on the estimation of the
proportion of response of a dichotomous question (relative frequency of response for an item
with two possible replies). For data processing, SPSS 25 was used. The hypothesis was tested

to find associations between export orientation and critical success factors.
Hnuir There is no association between export orientation and strategic planning.

Hnuiz There is no association between export orientation and strategic alliances and

cooperation agreements.
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Hnuizs There is no association between export orientation and innovation of process and

product.

Hnuiia There is no association between export orientation and information and communication

technologies (ICTs)

Hnuis There is no association between export orientation and control variables of age, size, and

location.

Finally, Logistic Regression test (LR) allowed testing models to predict categorical outcomes

with two or more categories. Results are interpreted through odds ratio (OR) and B values.

3. RESULTS

3.1. Characterization of SMEs

The firms targeted belong to the manufacturing sector since the majority of companies in this
sector, benefit from larger companies or through joint ventures to establish value-added
chains. It is also important to emphasize the industrial metal-mechanic SMEs, especially in the
southeast and north regions. Therefore, 138 SMEs in the manufacturing sector were selected
to establish statistically significant relations between export capacities and strategic factors for
superior improvement. Results show that only 55.3% of the total export companies are small
and the rest are medium. However, the percentage of the total of SMEs is just 34% which is a

competitively small value.

3.2. Strategic Planning

To analyze the means of variables, we performed crosstabs, and associations between export

capacity and the factors for strategic development were the following:

A percentage of 78.7 export firms confirmed they have a strategic plan. Figure 1 shows
substantial evidence of a relationship between export orientation and strategic planning (Chi-
square *(u=0.031, p<0.001), which agrees with Aragon Sanchez — Monreal Perez (2008) and Lu

— Beamish (2001) who found that the lack of a strategy leads to poor results.
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Hnunz is rejected because of the significance *u<0.05. Furthermore, it is necessary to point out
that in previous research, strategic planning was an area to be improved for the SMEs, since

most of these companies only have short-term plans.

Figure 1: Association between export capacity and Critical Success Factors in Coahuila’s SMEs

Strategic
Plan
*0.031

IcT Alliances
Web Page Logistics
*0.037 **0.009

Export

Chi Square
INN Cooperation
GOV
**0.002

Equipment
**0.001

INN
Productf{Serv
**0.019

INN Poduction
**0.001

New Product
*0.044

Source: own construction. Sig. of x2: *u<0,05; **u<0,01.

3.3. Alliances and Cooperative Agreements

Figure 1 shows the results of the crosstabs and percentages of the existence of strategic
alliances and collaboration agreements of export SMEs. The hypothesis null two is accepted
since only 20% of the variables resulted in evidence of a relationship between
association/cooperation factors with export capacity. It stands out association with logistics
firms, a key factor in operations management to export products and cooperation with the
government but not with universities, which explains the lack of collaboration between them,

producing negative effects for the technological development of the region.
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3.4. Innovation of Process and Product

Hnuiz is rejected accepted since 67% of variables showed evidence of statistical associations.
Improvements or innovation in products/services (**u=0.019), trading new products
(*u=0.044), production processes (**u=0.001) and acquisitions of new equipment or
machinery (**u=0.001) exhibited relation. There was no association in management
procedures, buy/supply department and sales/commercial department. Figure 2 shows the

results of the Crosstab and chi-square.

3.5. Information and Communication Technologies (ICTs) For Management

Hnuia is accepted since only the variable availability of web page (*u=0.037). Figure 1 shows
evidence of statistical association. Negligible association with paying taxes online, e-commerce
and electronic banking services. There was no association in an e-mail, e-marketing, social

media and corporate intranet.

3.6. Size, Age, and Geographic Location

Hnuis is rejected since it was found evidence of association in age (*u=0.031) and size

(**n=0.009). There was no association between location and export capacity.

3.7. Logistic Regression. A test for better understanding

Chi-square of the logistic regression was calculated, the statistics for the Step, Model and Block
are the same because we have not used stepwise logistic regression or blocking. The p-value,
which is compared to u=0.05 (Pallant, 2010). In this study, the model is statistically significant
because the p-value is less than 0.000. Multicollinearity was evaluated between the
independent variables. There is no evidence of a higher degree of inter-correlations between
IV’s since the Variance Inflation Factor (VIF) among the variables is less than 5. We verified that
each statement about the relationship between an independent variable and the dependent
variable was correct in both directions of the relationship and the change in likelihood
associated with a one-unit change of the independent variable. The Goodness of fit model or

Hosmer and Lemeshow Test showed a significance of u=0.239. A poor fit is indicated by a
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significance value less than pu=0.05, so to support our model we want a value greater than
p=0.05. The chi-square value for the Hosmer-Lemeshow Test is 10.387 with a significance level

of u=.239. This value is larger than pu=0.05, therefore indicating support for the model.

Shown in Table 3 are the main findings. The data obtained through logistic regression, which
determines the explanatory probability of the critical success factors concerning the export

capacity of SMEs. The model is statistically significant because of the value of p< 0.000

It was found a statistically significant relationship in five predictors' independent's variables and
the dependent variable. Therefore, results of four variables accepted by their statistical
significance (*u<0,1;**u<0,05; ***u<0,01) were interpreted, for better understanding through

odds ratio (ExpB) (Osborne, 2006).

Q17.3 The odds of a firm answering YES, they have export activity, is 5.28 times higher for a

firm who responds having an association for logistics compared to a firm who does not.

Q18.2 The odds of a firm answering YES, they have export activity, is 7.41 times higher for a
firm who responds having a cooperation agreement with the government compared to a firm

who does not.

Q18.3 The odds of a firm answering YES, they have export activity, is lesser by a factor of 0.152
for a firm who responds having a cooperation agreement with NGOs compared to a firm who

does not.

Q22.3 The odds of a firm answering YES, they have export activity, is 8.09 times higher for a
firm who responds having innovations or improvements in the production processes compared

to a firm who does not.

Q22.4 The odds of a firm answering YES, they have export activity, is 12.11 times higher for a
firm who responds having innovations or improvements in the acquisition of new equipment

or machinery compared to a firm who does not.

4. DISCUSSION AND CONCLUSION

This is an empirical analysis of the relationship between the export capacity and critical success
factors (CSF) including strategic planning, strategic alliances, innovation and information and

communication technologies of industrial SMEs in the state of Coahuila, Mexico. Compared
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with large companies, SMEs have limited experience and resources, (Hilmersson, 2014). Also,
the study of how to make them self-sufficient must contain the analysis of CSF in which SMEs

are immersed in.

Hnuir confirms a statistical association between exportation and the presence of strategic
planning which agrees with Aragdn Sanchez — Monreal Perez (2008). He found that an
organizational strategy leads to a better process of internationalization, this means, a higher
percentage of sales to foreign markets, more representatives offices overseas and more
production facilities abroad. While in some countries like China strategic planning on SMEs is a

primary tool (Ma — Luo, 2012) whereas in Mexico such planning is not taken seriously.

Hnuiz confirms there is a statistically significant association between export and alliances with
logistics and agreements with governments. These activities are strongly linked with the degree
of internationalization in large companies and are also part of Porter's forces. Furthermore,
Aragon Sanchez — Monreal Perez (2008) and Lu — Beamish (2006), state that cooperation
networks can make companies grow faster. Strategic alliances are collaborative organizations
that use resources and governance structures from more than one existing organization (Lee —
Park, 2006), which defines how these relationships are made. The relationship found between
Export and Alliances for Logistics corroborates how the management of operations is vital for
globalized firms while Cooperation with Governments lightens the importance of the
involvement of the public sector to generate public policies that promote the expansion of

firms.

Hnuiz shows statistical relationships between export capacity and innovation of production
processes and acquisition of new equipment because Ma — Luo (2012) found in studies of
exporting SMEs in Shanghai that high percentages of firms who had strong innovation in

processes and products.

Hnuiia is accepted due to not finding a statistical significance between export capacity and ICTs
in most areas. The use of E-mails varied amongst many of the companies irrespective of their
export status which agrees with Glavas — Mathews (2014) and Del Aguila-Obra — Padilla-
Melendez (2006) who studied how firms adopt technologies, starting with the essential tools,

such as e-mail and then using more complicated such as social media and e-commerce.
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However, literature research affirms the importance of technology and innovation on the

growth. The results must not be taken as definite.

Hnuis explains the statistical relationship of export capacity with size and age. Carr et al. (2010)
state that older firms tend to be more established and more likely to have more developed
routines and better accesses to resources in comparison to newer firms. This is generally
consistent, although there are some firms where the profile of the owner makes them more

venturous even if they are new.

The results from the test of the empirical database carried out in the state of Coahuila during
2010, and 2012 reflect statistically significant differences in 38% of the variables. This research
in this stage is focused on the empirical analysis of the relationship between the export capacity
and critical success factors of industrial SMEs that impact their internationalization. From the
academic point of view, this research allows us to find differences and similarities from other
contexts. The practical approach gives us information about the importance of sound public
policies can boost firms to export. Related to the correct explanation of statistical results in

logistic regression can help the reader to use the results correctly.

Limitations. The questionnaire for this study was constructed as a tool to evaluate a broad
number of factors where internationalization was a secondary output. Follow up studies should
consider factors such as time to export, the scope of countries, the access to grants and training
should be addressed in the future. A new instrument should include scale variables and
comparison between different periods of time. Further quantitative and qualitative studies
should be performed so this data can go from the academic scope to the practice, improving

public policies for internationalization and increasing the growth of regional SMEs.
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Absztrakt

Jelen tanulmanyban egy Uj vallalkozéi modellt mutatunk be. Vazlatosan Ismertetjik a
vallalkozéi életciklus altalunk definialt kilonb6z6 szakaszait: intrapszichés szakasz,
interperszondlis szakasz, szervez8dés és épitkezés szakasza, érettség szakasza. A fenti
szakaszokon belil kulénb6z8 vallalkozéi folyamatok zajlanak le, amelyek modellezése soran
kisérletet teszlink a lewini viselkedés funkci6 modell ,B=f(P,E)" tovabbfejlesztésére,

felhasznalva a pszicholégia és a viselkedési kézgazdasagtan eredményeit.

Kulcsszavak: viselkedés kdzgazdasdagtudomdny, gazdasdgpszicholdgia, lewini képlet, vallalkozoi

viselkedés, vdllalkozdstudomdny

Abstract

We introduce a new model of entrepreneurship in this study. We present a new definition of
the lifecycle of entrepreneurship: intra-psyche phase; inter-personal phase; creation and
organising phase; mature phase. We strive to advance Lewin’s behavioural equation ,,B=f(P,E)",

using the findings of psychology and behavioural economics.

Keywords: Behavioral economic, Economic psychology, Lewin’s formula, Entrepreneurial

behavior, Entrepreneurship science

188


mailto:Nemeth.Gergely@cova.hu
mailto:tormak@tmtconsulting.hu

1. A VALLALKOZOI FOLYAMAT - BEVEZETO

A viselkedés formaléddasa interakcidkon keresztiil jon létre, jelentés a kornyezeti behatdsok
szerepe (Terborg 1981). A pszicholdgia tudomanya azt tlizte ki, hogy egyrészt megismerje az
ember mentdlis folyamatait, amelyekbél a viselkedés kovetkezik (Zimbardo et al., 2017).
Amennyiben a megismerés sikeres és pontos, akkor ez alapjan akdr be is tudja josolni, hogy
hogyan fog viselkedni az egyén, vagy csoport, vagy akar a szervezet (Nadler 2006; Burke —
Litwin, 1992; Gregoire et al., 2011). Ezen tanulmdanyban azt a célt tlztik ki, hogy kifejezetten a
vallalkozékra koncentralva megvizsgdljuk Kurt Lewin (1972, 414) formuldjat (B=f(P,E)), amely
igen leegyszerUsitett megkozelitése az interakcidknak, amelybél a viselkedés létrejon. Alapvet6
kiindulds az, hogy a viselkedés egy funkcionalis jelenség. Ez a funkcionalitds nem az aktor
szandékairdl szol elsé sorban, sokkal inkdbb arrdl, hogy a ‘'nézék’ mindenféle sajatos észlelési
mintazattal, de értelmezik az észlelt viselkedéseket. Linton (1945) azt hangsulyozta, hogy az
interperszondlis viselkedés ©nmagdban nem értelmezhets, ugyanis az meghatdrozott
tarsadalmi és kulturalis er6térben torténik, amely régziti a funkcidjat és normait. Az egyének
ebben a tarsas strukturaban kiilonb6z6 pozicidkat foglalnak el, és feladatokat téltenek be. Egy
adott pozicié a “status”. Minden status meghatdrozott lehet6ségek és kotelezettségek
rendszere, azaz determinadlt, hogy tipikus szituaciékban hogyan viselkedjen. Linton szerint az
egy statushoz tartozo viselkedésmod a szerep. Erre vald tekintettel hivatkozzuk meg a Tarsas
Szituativ Kognitiv Megkozelitést (Smith — Semin 2004, 2007), amely keretet ad a szerep
értelmezésnek. Megkozelitésiink alapfeltételezési kornyezete, hogy a vallalkozét adott
tdrsadalomba bedgyazott szerepnek tekintjiik, folyamat szemléletben. Azaz vdllalkozoi
cselekményének van el6zménye, torténete, amely hatassal van az aktor jelen és jové
dontéseire. A folyamat sordn valtozik a helyzet, de maga az aktor is, hiszen tanul, frusztralodik,

farad, jobban beagyazddik, vagy sodrédik kifelé egy adott tarsas kozeg haldzat rendszerébdl.

Modellkisérletiink célja, hogy a vallalkozoi folyamat dontési szakaszat vizsgalhatova tegyik elvi

modellek kialakitasaval.

2. A VALLALKOZOI FOLYAMAT

Els6ként tekintsik at a vallalakozdéi folyamatot. Shaver és Scott (1991) Person, Process, Choice

(Egyén, Folyamat, Valasztas) cikkiikben leirt modelljikben azt irjdk le, hogyan megy az egyén
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végig egy dontési, értékelési |épéssorozaton, amelynek a végén valaszt, dont, amelynek
viselkedési megnyilvanuldsai, kovetkezményei vannak. A vallalkozasokrél nem tudunk
értekezni ezen dontési folyamatok értelmezésének hianydban. Németh (2018) doktori

disszertacidjaban Ujszer(i megkozelitést javasol a vallalkozoi folyamat megértésére.

A ‘vdllalkozdi folyamat’ els6 pillanata a j6 alapanyagbdl, azaz az 6tletbdl keletkezik. Az Gtlet
létrejottéhez szikséges az informacids kornyezet és bizonyos szakterllet készség szintl
ismerete, azaz néhany ezer szakért6i séma (Méré 2001). Ez alapjan az otlet, az
Otletadd/Inventor/Innovator fejébdl pattan ki, ami leginkabb intuitiv, spontan folyamat. Errél
az Otletr6l dont az egyén, hogy mit kezd vele. Ha dontése a vdllalkozas felépitése, akkor

elkezdddik a masodik vallalkozéi folyamatszakasz.

Az alabbi abrat (1. dbra) Moore (1986, 67) és Chell (2013, 14) hasonld dbraja nyomdan épitette
fel Németh (2018) disszertaciojaban.

1. dbra: Otlet — déntés - akcié megsziiletésének pszichodinamikai és kérnyezeti eléfeltételei.

Intra pszichés

tényezik Ingerek ey L.

Személyiség feldolgozésa, ;‘;E]]::;ﬁf ?ﬂbﬁ;ﬁ’g

Alap-kompetencidk Megértés, : 1' ; na% i g(

Speciélis Lehetdség latas Buoqyta —— AT Ve
kezelés

Kockézat kezelés,

kompetencidk

Kontextus e Iformicié
Tarsadal \ 0rmacio, ormécio,
ékssﬂzﬁg’ﬁa Informécid, Erbforrdsok, Eréforrésok,
Mikro  kozdsség Felhatalmazis Téamogatis, Téamogats,
(csalad, baratok) Megerdsités Visszajelzés

Forrds: Németh, 2018

Az otlet elkezd életre kelni, 6nallésodni, elkezd koréje a test éplilni, ami vallalkozasformat fog
Olteni. Innentdl viszont mar nem a klasszikus vallalkozéi kompetencia a legsziikségesebb — egy

e

épité menedzser és egy valtozasmenedzser tuddsdra van sziikség.
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A formalédd csapat rogton harmas problémaval néz szembe. A jovét kell terveznie (1), de
kdzben a mindennapos feladatokat is el kell Iatni. Ki kell tehat alakitani nagyon gyorsan a
szervezet ,kétkezliségének”, azaz a jelenben valé hatékony m(ikodés és az adaptiv jov6kezelés
kompetencidjat (Organizational Ambidexterity — Duncan 1976 nyoman Raisch — Birkinshaw
2008; Gibson — Birkinshaw 2004). A masik helyzet (2), amit meg kell oldania a csapatnak, az a
sajat csoportfejlédésének kézben tartasa, amely vélhetéen a viharzas (Tuckman —Jensen, 1977)

szakaszaban tart ilyenkor.

2. dbra: Vallalkozasi folyamat magas szintl modell f6szerepléje

Vallalkozdi folyamat

Invencid ) Na, mi ez? ) Kaosz és ) Konszolidacio

novekedés

Legfontosabb szerepld és legfGbb szerepe

Feltaldlé/6tletember ) Vallalkoz6/producer ) Valsag/ ) Menedzser

valtozasmenedzser

Forrds: Nemeth, 2018

A harmadik (3) helyzet pedig, hogy folyamatosan és gyorsan valtozé kérnyezeti feltételekre kell
reagalnia az ekkor még amugy is gyenge szervezeti kezdeménynek és tagjainak. Ez azt jelenti,
hogy ki kell fejlédnie a ‘dinamikus kapacitds’ kompetencianak (Teece et al., 1997, 516). A vezet6
részér6l legfontosabb tudds a menedzsment ismeretek (vdltozdsmenedzsment,
szervezetépités, stratégiai és er6forras tervezés) és a marketing szakismeretek tertletérdl kerdl
ki. El kell késziilnie az MVP-nek, azaz a ,termék mikodd elsé verzidjanak”. Parhuzamosan
marketing- és termékfejlesztési tudasunkkal fel kell térképezni a piacot (piaci niche,
értékpropozicid, vevészegmensek, versenytarsak, hasonld/kiegészit6 termékek, termék piaci
validacidja). A megszerzett piaci informacidk alapjan meg kell tervezni a termék piacra vezetési
stratégidjat, amely rogton felveti az er6forrasok kérdését is. Az er6forrasok tekintetében a
kérdés, hogy mennyi és milyen kompetenciaju eréforrasokra van sziikség. Ez tovabbi igényeket
szll: a pénzigyi er6forrasok sziikségletét. A piacra 1épés, az er6forrdsok és szervezetépités
igénye meghatdrozza a pénzligyi igényeit a vallalkozdsnak. Az Gzleti tervezés kompetenciait kell
el6térbe hozni. Ez idaig egy kotelez6 hazifeladat. Ezt el kell végezni kell6 szakértelemmel és
elérve a szikséges részletezettséget, hogy valdban jo alapjai legyenek a tervezésnek. Amint
lathattuk a kutatds eredményeibdl, ezen fazis az egyik legfontosabb és legmeghatarozdébb

szakasz a vallalkozas korai életében. Ha készen van a terv és a terv szerint érdemes tovabblépni,
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akkor egy Ujabb kompetenciat kell kifejleszteni — a pitchelés, azaz prezentdacids, vagy hivhatjuk
sales kompetencianak is. Be kell vonni tékét, és el kell tudni adni az 6tletet és a csapatot, abban
az értelemben, hogy képes lesz a csapat megvaldsitani a tervet, és nyereséges lizlet sziletik
bel6le a jov6ben. Ebben a szakaszban annyiféle Gj kompetencidra van sziikség, hogy
nyilvanvalé, ez nem egy ember feladata, igy nagy szerepe van a csapat irdnti bizalom

felkeltésének.

A kovetkez6 fazis mar nyugodtabb idGszakot igér, ahol egy konszolidaltabb szervezetben

klasszikus menedzsment funkciot kell ellatni, ha nem tortént hiba a kordbbi szakaszokban.

Tanulmanyunk most nem arrdl szél, hogy ezen szakaszok esetében akar vissza is lehet esni egy

mar tulhaladott életszakaszba, ez egy masik iras targya lehet.

3. A LEWINI MODELL ES MAS KIINDULO PONTOK

A vdllalkozdi folyamatban minGségi valtozas all be, amikor a véllalkozé dont, hogy kilép a
kiilvilag elé vallalkozasi szandékaval. Ekkor fejezédik be az intrapszichés szakasz és kezd6dik az
interperszondlis szakasz. Ez egyfajta inkubacids folyamat vége, és az addigi inkabb intrapszichés
folyamatok utdn ez egy fordulépont, amikor explicit dontés utdn a nyilvanossag elé lép a
vallalkozd. A tovabbiakban flggetlen megfigyel6k altal megitélt lesz a vallalkozé tevékenysége,
megadllapithato az eredményessége. Ett6l kezdve a siker, kudarc, nyereség, veszteség kalkulativ

vilagaba |ép a vallalkozd, pszichés 6nértékelését, valamint egzisztenciajat teszi kockara.

A nyilvanossag elé vald kilépés pillanatat kdzvetlenil megel6z6, ill. kovets idészakot egymdsnak
ellentmondd késztetések, impulzusok és szélsGséges emdécidk jellemzik. Lewin (1969) ezt a
folyamatot erGtérelemzésében az el6rehajtd erbk és a visszatartd er6k dinamikaja alapjan irja

le, amely a veszteségek, nyereségek allandé mérlegelését is jelenti.

Kézenfekvének tlint, hogy az interperszonalis folyamat szakaszban érdemes valamilyen modellt
talalni, amely megkdzelitéen leirja az itt megjelend 6sszetett dinamikat. A szakirodalomban két
modell jelentette a kiindulast, az egyik Lewin nevéhez (1972b, 414) fliz6dik (1 képlet), amely a
viselkedésalakulasnak igen a&ltaldanos formuldjat irja le. A masik (2 képlet) szintén
viselkedésalakuldsroél sz6lé formuldt D. Gleicher és A. D. Little (in Beckhard 1969) fogalmazta

meg, amikor a valtozassal szembeni ellenallas dinamikajat probaltak megragadni.

A kiinduld lewini formula a viselkedés alakulasra a kovetkezd:
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(D B = f(P, E) egyes publikdcidkban az E helyett S-t haszndlnak

ahol (B) a viselkedés, amely a személy (P) pszichés folyamatai és a kornyezeti hatasok (E)
figgvénye.

Gleicher és Little formuldja a valtozasra pedig kdvetkez6:

(2) C=(axbxd)>X

ahol (C) a valtozas, (a) a jelenlegi helyzettel vald elégedetlenség foka, (b) a célallapot vildgos és
atgondolt megfogalmazdsa, (d) a kivdnatos dllapothoz vezet6 elsé gyakorlati lépés, (x) a
valtozds koltsége, amelyet érzelmileg veszteségként is megélink. Amennyiben a valtozas
koltségét meghaladja a valtozas varhatd nyeresége, akkor elindulunk a valtozas iranyaba, ha
nem, akkor a status quo fenntartdsara fogunk koncentralni, vagy lemondunk a valtozasrél. A
képletben a,b,d >0-nal. Az 1-nél kisebb érték az adott elem gyengeségét jelzi, mig a 0 annak
teljes hianyat. Mivel a képlet nem additivnak tekinti az elemeket, ezért a valtozas létre sem jon
valamelyik elem 0 értéke mellett. A lewini képletben ennél kevesebbet tudunk az egyes elemek
egymasra hatdsardl. Az idedlis persze az lenne, ha képesek lennénk konkrét fliggvényekkel
jellemezni az elemek viszonyat, de egyel6re minddssze annyi a célunk, hogy részletesebben

térképezziink fel az elemeket, és néhany hipotetikus kapcsolatot irjunk le kozottik.

Kiindulasként még Kahnemann és Tversky kutatasai (1979) fontosak (3. dbra), mert az
intrapszichés és interperszonalis szakasz atlépéséhez egy dontés sziikséges. Marpedig a dontés
soran elemeznie kell a vallalkozénak a veszteségeket és nyereségeket. A kilataselméletbdl
tudjuk, hogy a veszteség elkerilésére kétszer akkor erdvel vagyunk motivéltak, mint a
nyereségek elérésére. igy a vallalkozdi folyamatban (és még késébb szamtalanszor a vallalkozas
menedzselése folyaman) ez a taszitd, vonzd hatas meghatarozo lehet. A fentiek miatt keriil be

a modellbe a kilataselmélet is.
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3. dbra: A Kilataselméletbdl kovetkezo feltételezett érték alakulas

VALUE

LOSSES GAINS

Forrds: Kahneman és Tversky 1979, 279

Forditds: Losses: veszteségek; Value: értékek; Gains: vagyott célok

4. A LEWINI FORMULA ATALAKITASA

A lewini modell atalakitasa tobb lépcsében tortént. El6szor a kiilsé kornyezet valtozd (E)

kibontdsara volt szlikség.

4.1. A kdrnyezet, mint valtozé formulazasa

Feltételezéslink szerint a kornyezeti hatdsok 6sszességét a kovetkezd kifejezéssel lehetne
modellezni:

(3) E=(SADP S,AL=0

A koérnyezet harom elemére koncentral a formula: az (S) ingerre, a kulturdnak a vallalkozasokat
megengedd, partold voltara (A), valamint az () informdaciéra. Itt az ingertulajdonképpen
barmilyen, az aktorra hatd kiils6, bels6 hatas lehet, amelyet tudatosan, vagy tudattalanul
befogad és hatdssal van rd. Az Informacid olyan tudatosan feldolgozhaté adatcsomag, amely
jelentéssel bir az aktor szamdra. Ezt Bond (2013) cikkében ugy fogalmazta meg, hogy az eredeti
képletbe beépitette az daltaldnos szituacido egyéni leképez6désének hatdsat (a cikkben S-t
hasznalnak, amire mi E-t hasznalunk).

(4) B=f(P,E, P(E)

Ezek a hatasok az egyén értékeld, kalkulativ rendszerén keresztiil keriilnek feldolgozasra a

lehetséges nyereségek és veszteségek mérlegelésével, tovabba egyéb az észlelést befolyasolo
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pszichés sz(irési folyamatokon esnek at. Ezért az észlelést befolyasold szlirési folyamat
mddositd hatdsanak jelzésére bevezettiink egy operatort, (b)-t, amely a kitevében szerepel. igy
egy exponencialis fliggvényt kapunk, amelynek tulajdonsaga, hogy ha b>1 akkor az E értéke
gyorsuléan né b ndvekedésével, ha b értéke =1, akkor (S,A,l) értékét nem befolyasolja, mig ha
b <1, akkor az érték csokken, azaz az adott kdrnyezeti hatdsok éppen létez6 mértéke a

valdsdgosnal kisebb lesz.

Az exponencialis fuggvény j6 lehet6séget ad a kilatdselmélet alkalmazasara. Ugyanis ha a
vallalkozé kornyezetet értékels szlirési folyamatat a realitds domindlja (akkor ezt jelezheti a
b=1 érték), azaz a kdrnyezet torzitdsmentesen, a realitds szintjén keril feldolgozasra, akkor az
elényok-hatranyok, nyereségek-veszteségek a maguk realitdsdban szerepelnek. Ha a vallalkozé
a kornyezet hatdsait, lehet&ségeit tulértékeli (a b>1 esetben jelzi ezt), és minél nagyobb b
értéke, anndl er6sebb a tulértékelés, akkor ez az irrealitds utjat jelzi. Ha a kornyezet
lehetdségeit alulértékeli (azaz b<), akkor a vélt veszteségek okozta erds félelem miatt gatlas ala

keriilhet a véllalkozoi folyamat elinditasa.

A fentiek alapjan megkozelitéleg lehetséges bizonyos allitasokat mondani arrdl, hogy a
vallalkozdshoz milyen (b) értékek kellenek. Ahhoz, hogy vallalkozas valéban elinduljon,
sziikséges, hogy a kdrnyezetet legaldbb realisan értékeljiik, azaz legyen b=1, de célszerl az is,
hogy bizonyos mértékd, de nem tulzott tulértékelés is szerepeljen, azaz b>1 legyen, amivel le
tudjuk gy6zni a veszteségek keletkezésétdl vald félelmeket, ez mintegy energiat ad. Hasonld
ehhez a vdltozdsi folyamatot leird modell formuldjanak (2. képlet) viselkedése is, ahol ugyanugy
érvényesnek tekinthets a kilataselmélet alkalmazasa, azaz ott is akkor kdvetkezik be valtozas
(X), amikor a lehetséges veszteségeket lényegesen meghaladja a lehetséges nyereségek

mértéke.

.....

folyamatot, amely a kdrnyezet hatdsanak és a betoltott szerepértelmezésnek készonhetGen
létrejott, Bond (2013, 8) az eredeti képletbe O(S) — ként illesztette be (ami nalunk O(E) — ként

jelenik meg).

(5) B =f (P, P(E), O(E))
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4.2. A pszichés folyamat, mint valtozo

Mdsodik |épésként a lewini formula kdvetkez6 valtozojat, a (P) pszichés folyamatokat bontjuk
ki. Ezt a kovetkez6 formuldaban adjuk meg:

(6) P=D,=i{(K x e x V)?} ahol K,e,V=0

A formula elemei: (Do) = az intrapszichés folyamatok eredménye, dontés a vallalkozas
meginditasa mellett. (1) = a vallalkozds meginditdsadra vonatkozé szandék, (K) = a dontéshozo
kompetencidi, (e) = energiaszint, amely az elkezdést segiti, (V) = jov6kép, amely eléggé vonzd
és a sz(r6 faktor. Ha adekvat kompetencidkkal rendelkezik a vallalkozd, akkor K=1, 0<K<1 ha
kompetencidi erésen hianyosak, és ha tobb és erések, akkor k>1. A teljes passzivitas esetében
(e) = 0. A vizié (V) értéke csak akkor mozgdsit cselekvésre, ha (V)>1. Az egyes elemek kozotti
viszonyt szorzat fejezi ki, mert ezek egyidejlileg és kdlcsondsen erdsitik vagy gyengitik egymast.
Nem tudjuk, valdjaban milyen jellegl fliggvénykapcsolat irja le ezek egymdsra hatdsat, de
hasonldan értelmezheték kapcsolataikban, mint Gleicher és Little formuldjanal (Beckhard,
1969). A pszichés folyamat eredménye egy felvallalt szandék, akarat a vallalkozas elinditdsara,
amely egy dontésben fog megjelenni, és ezt a dontést befolyasolni fogja majd a (b) operator

(nevezhetjlik ezt realitds index-nek is) hatdsa is, amely a tulértékelést vagy alulértékelést jelzi.

4.3. Tovabbi elemek, kompetencidk és energia

A fenti formuldban tovabbi bontasra ad lehet6séget a K kompetencia elem, melyet a kdvetkezé
képen lehetne formulazni:

(7) K {ek,s,ab,exp,a,pers}

(K) = kompetenciak, amely a kovetkezd elemekbdl all: (ek) = explicit tudas, (s) = készségek, (ab)
= képességek, (exp) = tapasztalati implicit tudas, (a) = attitlid, (pers) = személyiség profil. Az s,
ab, exp esetében gyakorlassal, azaz a helyzetek sorozatos megoldasaval, vagy legaldbb a
probalkozassal j6 esetben ndvekszik a problémamegoldasi kompetencia szinvonala.

A formula tovabbi részét, az (e) dontési energiat is célszer(i tovabbi elemekre bontani:

(8) e{fr,pro,coa}

(fr) = frusztracié mértéke, amely a vagyak és jelen helyzet fesziiltségébdl, akadalyoztatasokbol

ered, de ehhez még batran hozzaadhatjuk az ismétlésekbdsl adddd frusztracids allapotot is,

196



amely sejtésiink szerint exponencialis gérbe mentén névekvd; (pro) = proaktivitas iranti igény
mértéke, (coa) = verseng6 agresszivitas elegyébdl all. A fenti formuldk elemei kozotti
kapcsolatokat nem feltétlen a szorzat jelleg irja le, mert tébb esetben is valamelyik hianya (azaz

0 értéke) nem teszi értelmezhetetlenné a formulat.

A fentiek alapjan formuldnk most a kévetkez6 médon néz ki:

9 P =D, = i{(K{ek, s, ab, exp, a, pers} X e{fr, pro, coa} x V)P}

Bond cikkében (2013, 8) javasol még egy elemet a lewin-i képlethez, amely a tarsas kozeg altali
konszenzus mértékérél szél — ezt CO(S)-nek nevezte, azaz a mi jeloléseinkkel ez CO(E). Itt
utalnank vissza az adott szerep és annak adott kulturaban valo értelmezési jelenségére, amely

természetesen tarsul az adott kultiraba valo illeszkedési szandékkal is.

A lewini képlet atalakitdsahoz még egy |épés sziikséges. Az intrapszichés dontési folyamat és a
kornyezeti elemek értékelése utan a megvaldsitas (exe) formulaba illesztése sziikséges még

ahhoz, hogy a vallalkozéi viselkedést modellezziik.

igy az Gj formula:

(10) B =f{(D,,E)xexe},

ahol az (exe) jelenti a megvaldsitds minGségét, amely meg is sokszorozhatja az eredményeket,

vagy teljesen meg is hiusithatja a vallalkozast.

5. OSSZEGZES

A vallalkozéi folyamat modellezésénél egy kulcsfontossdagld mozzanatot kivantunk kiemelni,
azaz a dontést, amely elinditja a vallalkozas utjan a személyt. A folyamat sokszor rejtélyesnek
tlinik, szdmtalan dontéshozatali pszicholdgiai jelenség befolyasolja (szelektiv percepcid,
motivacid, kognitiv disszonancia stb.), korantsem lehetséges normativ médon meghatarozni a
dontési folyamatot, csak leirdst tudunk adni. Persze itt rogton el6kerilhetnek a mar leirt
gondolkodasi és viselkedési torzitdsok, amelyekbdl csak néhanyat emlitiink illusztracidoként: az
egyén a multbeli kockdzatos dontéseinek eredményeit elhessegeti (Thaler — Johnson 1990); a
tulzott optimizmus és a magabiztossag jelensége is megjelenik (Koriat et al., 1980; Busenitz —
Barney 1997; Zacharakis — Shepherd 2001); elhessegeti a lehetGségét annak, hogy barmi rossz

torténhet vele (Slovic et al., 1984), lehorgonyoz bizonyos adatoknal és jelenségeknél (anchoring

« 7z
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(elérhet&ség/aviabiality Tversky — Kahneman 1973, 1992), amelyek tamogatjak a kialakitott

képet, amit [atni szeretne, azaz a jovébeli sikerességet.

A fenti formuldk segitségével megfogalmazhatunk olyan vizsgdlati modelleket (vagy akar
kisérleteket), amelyek alapjan tisztabban lathatjuk, milyen személyes tényez6k és milyen
kornyezeti tényez6k mekkora hatdssal vannak a vallalkozéi dontésekre. A fenti modellkisérlet
Ujdonsagként beemeli a viselkedési kdzgazdasagtanbdl a kilatdselmélet eredményét, de még
kés6bbi kiegészitések kellenek a mentalis nyilvantartas elméletének beillesztéséhez (Thaler,
2016). Utbébbi kilondsen fontosnak tlnik, hiszen a vallalkozasi dontéseknél igen hosszu

id6tavra vonatkoznak a dontések.
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A MUNKAHELYI STRESSZ ES A SZERVEZETI ELKOTELEZETTSEG KOZOTTI
KAPCSOLAT VIZSGALATA SZLOVAKIAI KIS- ES KOZEPVALLALKOZASOKNAL
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COMMITMENT AMONG SLOVAKIAN SMALL AND MEDIUM-SIZED COMPANIES
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Selye Janos Egyetem Gazdasdgtudomanyi Kar K6zgazdasagtani Tanszék
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Absztrakt

A vezet6knek szdmos munkahelyi kihivassal kell megkizdenilk, ilyen példaul a munkahelyi
stressz is. A napjainkban egyre inkabb el6fordulé munkahelyi stressz szamos aggodalomra
adhat okot, mivel az jelent6s gazdasagi hatassal lehet a szervezetekre nézve. A tanulmany célja,
hogy szlovakiai kis- és kozépvallalkozasok példajan keresztiil felmérje, hogy van-e dsszefliggés
a munkahelyi stressz és a munkavallaldi elkotelezettség kozott. Kutatasi modszerként a
kérdGives felmérést valasztottam, melyben nyitott és zart tipusu kérdések egyarant
szerepeltek. A kérdések feldolgozdsa soran bebizonyosodott, hogy szoros 6sszefliggés van a
munkahelyi stressz és a munkavallaléi elkdtelezettség kdzott. igy a vizsgalt szervezetek szdmara
megkérddjelezhetetlen fontossagl a munkahelyi stressz megfelel6 id6ben torténd szakszerd
kezelése. A vizsgdlatok soran beigazolédott, hogy a felmérésbe vont szervezetek vezetdi
nagyrészt tisztdban vannak a szervezetiiknél jelentkez6 munkahelyi stressz tényével és azok
sulyossagdval, tovabbd az is kiderilt, hogy a vezet6k rendelkeznek az adott problémak

kezeléséhez szlikséges szakmai ismeretekkel.

Kulcsszavak: elégedettség, munkaerdhidny, stressz, szervezeti elkételezettség, vezetés

Abstract

Nowadays the labor markets cope with labor shortages, so there is a growing challenge for
employers to retain their staff. Leaders have to face many job challenges, such as workplace

stress. More and more occurring workplace stress can be a subject of concern, as it may have
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a significant economic impact on the organizations. Long-term work stress can cause losing
workers’ commitment to their organization. The purpose of the study is to assess the
relationship between workplace stress and employee commitment through the example of
small and medium-sized enterprises in Slovakia. As a research method, | chose a questionnaire
survey, in which both open and closed-type questions were. Research results reveal a strong
correlation between workplace stress and employee commitment. In the research, | concluded
that the managers of the examined organizations steadily aware of the workplace stress, and

the managers have the professional knowledge to handle the problems.

Keywords: Satisfaction, Lack of workforce, Stress, Organizational commitment, Leadership

1. BEVEZETES

A stressz a mai vilagban szinte mindendtt jelen van, nincs ez masképp a munkahelyeken sem.
A munkahelyi stresszoroknak tobb csoportja létezik, melyek lehetnek a mennyiségi- és
mindségi elvardsok, a nem megfelel6 munkafeltételek, a munkdaval kapcsolatos szervezeti

valtozasok, vagy akar a technolégia gyors Gtemd fejlédése is.

|"

A stressz az élet sava-borsa”, igy jellemezte a stresszt Selye Janos a ,,Stressz distressz nélki
cim( konyvében. Selye szerint a stressz a szervezet nem specifikus reakciéja minden olyan
ingerre, amely kibillenti eredeti egyensulyi allapotabdl, és azt alkalmazkoddasra kényszeriti
(Selye, 1976). Robbins (1998) szerint a stressz dinamikus folyamat, melyben az egyén

lehetdséggel, korlattal és kovetelménnyel szembesil.

A stressz elGtt a szervezeti tagokat kiilonb6z6 ingerek érik, melyek alkalmazkodasra késztetik,
ezeket az ingereket nevezzik stresszoroknak. Jelenségek, események, személyes
kdlcsdnhatasok, vagy akar a sajat gondolataink is funkcionalhatnak stresszorként (Khalatbari et
al., 2013). A stresszorokat két f6 csoportra oszthatjuk fel az altaluk kifejtett hatds szerint,

mégpedig Eustressz (pozitiv) és Distressz (negativ) (Kahn — Byosiere, 1992).

Minden esemény valamilyen mértékben az egyén szemszogébdl stresszesnek szamit, az
életeseményekben bekovetkez6 valtozasok kiilénbozd stressz-mértéket jelentenek az egyén

szamara (Noone, 2017).

A modern tarsadalmakban a munkahely adja az egyik legfontosabb pszicho-szocialis

kornyezetet szamunkra, melybdl ered6 ingerek nagymértékben befolydsolhatjdk mind
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egészségiinket, mind a pszicholdgiai jollétlinket. A szervezetekben jelenlévd stresszt altaldban
szorongasnak és elégedetlenségnek tekintik (Perrewe — Ganster, 1989). A szervezeti stresszt
ugy lehet meghatarozni, mint egy érzelmi, viselkedési és fizioldgiai vdlasz a munkahelyi
kornyezet kdros hatasaira. Jamal (1990) szerint a munkahelyi stressz ugy hatdrozhaté meg, mint
az egyén reakcidja a munkakornyezet ingereire, amelyek érzelmileg és fizikailag fenyegetik.
Nikolajevaite — Sabaityte (2016) szerint, ha a munkavallaldé nem tudja teljesiteni a
munkakoréhez hozzarendelt feladatokat, akkor munkahelyi stresszt érez. Cox (1991) szerint a
munkahelyi stressz akkor fordul el6 gyakorta, amikor az egyén méltanytalannak érzi a vele

szemben tanusitott vezet8i hozzaallast.

A munkahelyen fellép6 stresszorokat Cooper (1998) felosztotta feladattal, munkakornyezettel,
szervezetben betoltott szereppel kapcsolatos és szervezeten kivili stressz hatdsokra. A
feladattal kapcsolatos stressz hatasok az alul- vagy tulterhelést, a munkafeltételek rendszerét
és a szervezeti valtozdsokat foglaljdk magukba. A munkakornyezettel kapcsolatos stressz
hatdsokon a munkahely fizikai kdrnyezetét értjiik. A szervezetben bet6ltott szerep pedig tovabb
bonthatd egyéni, csoport és szervezeti szintekre. Az egyéni szinten jelentkezd stresszorok koziil
kiemelendd a szervezeti szerep kétértelm(isége, a felelGsségvallalds és a karrierlehet&ségek. A
csoportszint( stresszorok kozé tartoznak a munkatarsi és a felettesi kapcsolatok, valamint a
csoporton bellli konfliktushelyzetek. A szervezeti szinthez soroljuk a nem megfelel6
javadalmazasi rendszert, a munka bizonytalansagat, a rossz vezetési stilust és a kedvezstlen

szervezeti légkort (Juhdsz, 2002).

Murphy (1995) felosztdsa a munkahelyi stresszoroknak 6t csoportjat kiilonbozteti meg:
1. szervezeti rutinok (motivacids rendszer, ellenérzési mechanizmusok),
2. feladatok milyensége (munka mennyisége, munkafolyamatok, 6nallosag),

3. szervezeti kultura (munkavallaléi értékek, attitlidok, személyes fejl6dési

lehet6ségek),
4. interperszonalis kapcsolatok (felettesi és munkatarsi kapcsolatok, Ggyfelek), és
5. az alkalmazottak személyes jellemz&i (személyiségjegyek, csaladi kapcsolatok).

Stressz mindig jelen van az alkalmazottak k6zott, azonban a munkakorilmények és a minGség

javitasaval annak mértéke jelentésen csokkenthetd. A stresszt valamilyen uton-mdédon oldani
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kell, ugyanis a stressz jelentGs hatassal lehet a szervezet teljesitményére (Rose et al., 1998).
Ragel (2017) a kutatasaban szintén negativ korreldciét talalt a stressz és a munka teljesitménye

kozOtt, vagyis a stressz csokkenti a teljesitményt.

Napjaink gazdalkodé szervezeteinek egyik legfontosabb kérdése az, hogy mennyire sikeril az
alkalmazottakban kialakitani a szervezeti elkotelezettséget. A szervezeti elkotelezettség olyan

pszicholdgiai allapot, amely a munkavallalét érzelmileg a szervezethez koti.

Buchanan (1974) alapjan a szervezet iranti elkotelezettség egy egyén és egy adott szervezet

kozotti érzelmi kapcsolat, amelyet a kdvetkezd harom f6 paraméter jellemez az egyén részérdl:
1. azonosulds a szervezet céljaival és értékeivel,
2. aktiv részvétel a munkahelyi feladatokban a szervezet érdekében, valamint
3. aszervezethez vald tartozas érzete.

A szervezeti elkotelezettség az egyéni tobbletterhelés vallalasan felll a szervezeti lojalitast is
magaba foglalja, vagyis olyan pszicholdgiai kapcsolat, amely a munkavallalét a szervezethez koti

(O’Reilly — Chatman, 1986).

A stressz és a szervezeti elkotelezettség kozott szoros kapcsolat fedezhetd fel (Glazer — Kruse,
2008). A stressz nemkivanatos hatdst gyakorolhat a munkavallalékra, akiknél ez késGbb
alacsony szervezeti elkotelezettséget és munkahatékonysdgot eredményez (Leather et al.,
2003). Antoniou et al. (2003) szerint ha a munkakornyezetbdl eredd stressz megnd, akkor a
munkahelyi elégedettség csokken, ezaltal a munkavallaldk teljesitménye is visszaesik. Mathieu
és Zajac (1990) szerint az erésen elkotelezett alkalmazottak kevésbé érzik a stressz hatasait,

mint a kevésbé elkotelezett munkavallaldk.

Az el6z6ekben bemutatott elméleti megkozelitésekbdl kiindulva a kutatdsom a munkahelyi

stressz és a szervezeti elkotelezettség kozotti kapcesolat feltardsara iranyult.

2. KUTATAS MODSZERTANA

A kutatds f6 célja volt a szlovakiai kis- és kozépvallalkozasoknal, azon beliil is elsGsorban a dél-
szlovakiai, magyarok lakta régidkban tevékenykedd szervezeteknél jelenlevd munkahelyi

stressz felmérése, valamint hogy ravilagitson annak szervezeti elkbtelezettségre gyakorolt
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hatdsaira. A kutatds kiinduld hipotézise, hogy a munkahelyi stressz negativ médon tarsul a

szervezeti elkotelezettséghez.

A felméréshez kérdGives kutatdsi modszert valasztottam. A kérdGiveket hélabda maddszerrel
kivalasztott valaszadok toltotték ki 2014-2017. kdzott. A holabda mddszer lényege, hogy az els6
korben megkérdezett valaszaddt a megkérdezést kovetben megkérijlik, hogy javasoljon tovabbi

személyeket a kutatashoz.

A visszaérkezett kérdGivekbdl szelektalas (elsésorban a pontatlan valaszok kisztirése, illetve a
nem megfelelGen kitoltott kérdGivek kizadrasa) utdn 417 db kérdGivet dolgoztam fel, 6sszesen
21 dél-szlovakiai kis- és kozépvallalkozasbdl. A kérdGivben 6sszesen 32 kérdés szerepelt, melyek
kozott feleletvalasztds, Likert-skalds és nyitott kérdések is voltak. A kérdGivet két nyelven
készitettem el, mivel a kitolték kozott voltak magyar, illetve szlovak munkanyelvvel dolgozé

szervezetek is. A vdlaszok kiértékelése SPSS.21 program segitségével tortént.

A kérdGiv tobb részre oszthatd. Az elsé részben a demografiai adatokra kérdeztem ra: a kitolték
neme, kora, végzettsége, beosztasa, lakhelye stb. A masodik rész a munkahelyi jellemzG&kre
iranyul: munkatapasztalat, munkakoérilmények, munkafeltételek, feladatok Osszetettsége,
monotonitdsa, szervezeti konfliktusok jelenléte, munkatarsi kapcsolatok minGsége stb. A
harmadik rész a stressz személyhez kapcsolédd jellemzGit tartalmazta: alvashiany, szabadidds
lehet6ségek, karos szenvedélyek stb. Az utolsé részben pedig a szervezeti elkételezettséget
vizsgaltam: mennyire fontos az egyénnek a szervezethez vald tartozas, mennyire tud a sajat
szervezetével és annak céljaival azonosulni, milyen jovébeni tervei vannak a munkahelyét

illetGen stb.

Az utolsd — nyitott — kérdésként pedig lehet6séget adtam a vdlaszaddknak arra, hogy szabadon

kifejtsék, szamukra mit jelent a stressz, mennyire érzik magukat stresszesnek a munkahelylikon.

3. KUTATAS FOBB EREDMENYEI

Jelen fejezetben terjedelmi korlatok miatt csak a téma szemszogébdl legrelevansabb
eredmények kerlilnek bemutatdsra. A gyakorisag elemzés (1. tdbldzat) a vélaszaddk fébb
demografiai adatainak bemutatdsara szolgal. A kovetkezd tablazat részletes tajékoztatast nyujt

a valaszadok korardl, nemérdl, iskolai végzettségérdl, valamint munkatapasztalataral.
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1. tablazat: A valaszaddk f6bb demografiai adatai

Kor Gyakorisag (f6) Szazalék
18-24 12 2,7
25-34 53 12,8
35-44 44 10,6
45+ 308 73,9
Nem Gyakorisag Szazalék
Férfi 235 56,4
NG 182 43,6
Legmagasabb iskolai végzettség Gyakorisag Szazalék
Alap 28 6,7
Kozép 324 77,7
Felsé 65 15,6
Munkatapasztalat Gyakorisag Szazalék
Kevesebb, mint 1 7 1,7
1-5év 100 24
6-10 év 214 51,3
Tobb, mint 10 év 96 23

Forrds: sajat szerkesztés, 2018

Az 1. tdbldzat tanusaga szerint a valaszadok 73,9%-a 45 év feletti korosztalyba tartozott.
Ugyanezen tablazat azt mutatja, hogy a megkérdezettek tobbsége (56,4%) férfi volt. A
legmagasabb iskolai végzettséget tekintve a tablazat adatai szerint a valaszaddk tobbsége
(77,7%) kozépfoku végzettséggel rendelkezett. Munkatapasztalat alapjan a felmérésben részt

vevlk 51,3%-a 6-10 év kozotti tapasztalattal rendelkezett.

Az 1. dbra adatai szerint a megkérdezett vallalkozasok 29,3%-a ipari tevékenységet folytatott,
szolgaltatdsi szférdban 24,2%-a, logisztikai, szallitmanyozasi terileten 18,5%-a tevékenykedett.
A tobbiek pedig értékesitéssel (13,9%), mezlgazdasagi (5,8%), élelmiszeripari (6,6%)

tevékenységi korrel foglalkoztak, valamint 1,7%-uk egyéb tevékenységi kdrbe volt sorolhato.
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1. dbra: A vizsgalt szlovakiai kis- és kozépvallalkozasok tevékenységi kore, szazalékban

egyéb -

ipar

szolgaltatas

értékesités

logisztika, szallitmanyozas

élelmiszeripar

mezégazdasag

o
w

10 15 20 25 30 35

Forrds: sajat szerkesztés, 2018

A kérddives felmérés sordn vizsgaltam, hogy milyen tipusi munkahelyi stresszor éri leginkdabb
az elemzett szervezetek alkalmazottait. Di Martino és Musri, 2001-ben kiadott tanulmanyukban
a munkahelyi stressz és erGszak foglalkoztatdsra gyakorolt hatdsait és kockazatait vizsgaltak. A
vallalkozadsok szamara ezek a problémadk olyan kozvetlen koltségeket eredményeznek, mint
példaul a munkahelyi tavollétek meggyarapodasa, az alkalmazottak ndvekvd fluktuacioja, vagy
a termelékenység csokkenése. Tovabba kozvetett koltségeket is okozhatnak, mint példaul az
elégedettség visszaesése vagy a munkahelyi ellentétek kialakuldsa. Di Martino és Musri a
tanulmanyuk gyakorlati részében ajanlasokat fogalmaznak meg azzal kapcsolatban, hogyan
lehet a munkahelyi stresszt interjukérdések segitségével hatékonyan felmérni. A kutatasomban
az dltaluk alkalmazott felosztast vettem alapul, amikor a munkahellyel kapcsolatos
stresszorokat vizsgaltam. A 2. tdbldzat adataibdl kit(inik, hogy a Likert-skalds kérdésre kapott

valaszok alapjan a munkahelyi stresszt kivaltd tényez6k rangsora a kovetkezGképpen alakult:

1. a munkaterhelésbdl ered6 ingerek (hatariddk, feszitett tempd, alul- vagy

tulterhelés),
2. a munkarend (rugalmatlan munkaidé, éjszakai munka, tuldra),

3. a szervezeti kultura/klima (vezetési stilus, gyenge kommunikacid, rossz

csapatmunka),
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4.

10.

11.

a karrier és statusz lehet6ségek (bizonytalan elémenetel, alacsony fizetés,

bizonytalan munka),
a munka tartalma (vdltozatossag hianya, munka monotonitdsa),

a kedvez6tlen személykozi kapcsolatok (vezet6i tamogatas hidnya, rossz munkahelyi

kapcsolatok, konfliktusok),

a szervezetben betoltott szerepek (szerepkonfliktusok, tulzott felel6sség),
a felkésziiltség, képzetlenség (tudas és tapasztalat miatti aggodalom),

az egyéb problémak (rossz munkakornyezet és munkakorilmények),

a szervezeti problémdk otthoni kdézegben valé megjelenése (otthoni tamogatas

hidnya),

a részvétel hidnya a dontéshozatalban (dontésekbdl torténd kihagyas).

2. tdblazat: Munkahelyi stresszorok rangsora a szlovakiai kis- és kozépvallalatok esetében

Munkahelyi stresszor megnevezése Kozépatlag| Sorrend

Munkaterhelés 4,3 1
Munkaidé 41 2
Szervezeti kultara 3,9 3
Karrier és statusz 3,8 4
Munka tartalma 3,7 5
Személykozi kapcsolatok 3,5 6
Szervezetben bet6ltott szerep 3,4 7
Felkésziiltség, képzetlenség 3,3 8
Egyéb problémak 3,1 9
Szervezeti problémak otthoni kdzegben 3,1 10
Részvétel a dontéshozatalban 2,7 11

Forrds: sajdt szerkesztés, 2018

A kutatdsom soran feltételeztem, hogy a szervezeti elkotelezettség és a munkahelyi stressz

kozott szoros kapcsolat all fenn, e feltételezés alatdmasztdsara kereszttdbla elemzéseket

végeztem.

Ennek érdekében a kovetkez6 3. tdblazatban vizsgdltam, hogy van-e dsszefliggés a

munkahelyi légkor és a szervezeti elkotelezettség kozott.
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3. tdblazat: Munkahelyi |égkor és a szervezeti elkotelezettség kozotti kapcsolat vizsgalata a

szlovakiai kis- és kozépvallalatok esetében

Munkahelyi Elkotelezettség
légkor

. Pearson Correlation 1 ,816™
I'\é':k”ékrahe'y' Sig. (2-tailed) ,000
N 417 417
Pearson Correlation ,816™" 1

Elkotelezettség  Sig. (2-tailed) ,000
N 417 417

**_ Correlation is significant at the 0.01 level (2-tailed).

Forrds: sajat szerkesztés

A 3. tabldzat adatai alapjan kijelenthetd, hogy szoros a korrelacié (0,816) a jo munkahelyi légkor
és a szervezeti elkotelezettség kozott, vagyis azoknal a szervezeteknél, ahol a dolgozdk jél érzik

magukat, sokkal erésebb a szervezeti elkdtelezettség.

A munkahelyi légkoron kivil a munkahelyvaltoztatas iranti igény is jol jelzi, hogy a vizsgalt
szervezetek alkalmazottai mennyire lojalisak a sajat szervezeteik irant, ebben az esetben is
szoros kapcsolat tételezehet6 fel a munkahelyi stressz és a munkakeresés kozott. A 4. tdbldzat
szerint azoknal a szervezeteknél, ahol gyakorta fordulnak el6 munkahelyi stresszes helyzetek, a
dolgozdék kdnnyebben véltanak munkahelyet. A két tényez6 kozott szignifikdns kapcsolat van,

a kapcsolat erésségét mutatja a 0,675-6s korrelacios érték is.

4. tablazat: Munkahelyi stressz és a munkahelyvaltas gondolata kozo6tti kapcsolat vizsgdlata a

szlovakiai kis- és kozépvallalatok esetében

Munkahelyi | Munkahelyvaltas
stressz gondolata

Pearson Correlation 1 675"

Munkahelyi stressz  Sig. (2-tailed) ,000

N 417 417

. Pearson Correlation 675" 1
1 sig. (2-tailed) ,000

N 417 417

**_ Correlation is significant at the 0.01 level (2-tailed).

Forrds: sajdt szerkesztés

A munkahelyi stressznek nemcsak a szervezeti elkotelezettségre, hanem a szervezeti

teljesitményre is hatdsa van. A két tényez8 kozotti kapcsolatot szemlélteti az 5. tdbldzat, mely
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szerint a két tényez6 szorosan Osszefligg, a korrelacids tényez6 értéke 0,510, és a kapcsolatuk

szignifikans.

5. tablazat: Munkahelyi stressz és a teljesitmény kozotti kapcsolat vizsgalata a szlovakiai kis-

és kozépvallalatok esetében

Munkahelyi Teljesitmény
stressz

_ Pearson Correlation 1 ,510"
Sﬂ:‘e’;';jhe'y' Sig. (2-tailed) ,000
N 417 417
Pearson Correlation ,510™ 1

Teljesitmény Sig. (2-tailed) ,000
N 417 417

**_ Correlation is significant at the 0.01 level (2-tailed).

Forrds: sajdt szerkesztés

A munkahelyi stressz id6ben torténd felismerése és kezelése létfontossagu a vizsgalt szlovakiai
kis- és kozépvallalkozasok szdmadra, ugyanis a fent leirtak alapjan nemcsak a szervezeti
elkotelezettségre, hanem hosszabb tavon a szervezeti teljesitményre is kihatdssal lehet a

munkahelyi stressz.

2. abra: A vizsgalt szervezetek vezetSinek hozzaallasa a szervezetiiknél jelentkez6 munkahelyi

stressz kezeléséhez, szazalékban

Forrds: sajat szerkesztés
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foglalkozom veliik

A 2. dbra szerint a vizsgalt szervezetek vezetSi nagyrészt tudatdban vannak a szervezetiknél
jelentkez6 munkahelyi stressz tényének, és annak kezelési mddjait is ismerik. A megkérdezett
vezet6k 55,1%-a ismeri a szervezeténél el6forduld f6bb munkahelyi stresszorokat, és azt is

tudja, hogy milyen mddon lehet azokat megfelel6en kezelni, azok kdros hatasait csokkenteni.
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Ugyanakkor a vizsgalt szervezetek vezet6inek mintegy 18,7%-a annak ellenére, hogy ismeri a
stressz ingereket, mégsem tudja megfelelen kezelni azokat. A vezet6k 15,2%-a azonban nem
ismeri a munkahelyi stresszt kivalté ingereket, és ami még ennél is rosszabb, hogy van a
vezet6knek kozel 11%-a, aki bar tudja, hogy el6fordul a szervezeténél munkahelyi stressz,

mégsem kivan annak megoldasaval érdemben foglalkozni.

4. KOVETKEZTETESEK, JAVASLATOK

A szervezetek human erGforrds gazdalkoddsa alapvet6en fontos szerepet jatszik a szervezeti

célok elérésében és az eredményesség ndvelésében.

Napjainkban a munkahelyi stressz a modern szervezetek f6 jelenségévé valt, melynek negativ
hatdasai érz6dnek mind egyéni és mind szervezeti szinten. Azon szervezetek esetében, ahol
hosszabb tavon jelentkeznek munkahelyi stresszorok, valamint a vezet6k nem ismerik a
megoldast a felmeril problémakra (vagy — ha ismerik — nem akarjak alkalmazni azokat), ott ez

megmutatkozik az alkalmazottak szervezeti elkotelezettségében is.

A vizsgalt szlovakiai kis- és kozépvallalkozasok esetében statisztikailag kimutathato volt, hogy a
munkahelyi stressz, a szervezeti elkotelezettség és a munkahelykeresés kdzott szignifikans,
korreldcids kapcsolat all fenn. Amikor a munkahelyi stressz nagyon magas, az alkalmazottak
nagyobb aranyban gondolkoztak el a munkahelyvaltason. A sajat kutatdsom ezen megallapitdsa

0sszhangban all Glazer — Kruse (2008) és Leather et al. (2003) kutatasi eredményeivel.

A szervezeteknek alapvetd fontossdgu a munkavallaloik elkotelezettségének a javitdsa, ugyanis
a munkahelyi teljesitmény novelése érdekében a nagyon stresszes koriilményeket célszer( a
munkahelyi stresszorok csokkentésével javitani. Ezen kijelentésemet tamasztja ala Antoniou et
al. (2003) kutatasanak eredménye is, mely igazolta, hogy a munkakornyezetbdl szarmazé

stressz hatasara a munkavallaldi teljesitmény csokken.

A fent leirtakbdl kiindulva javaslatként fogalmazhatjuk meg azon vallalatok vezetGinek, akik
nem kivannak foglalkozni a munkahelyi stressz kérdésével, hogy igenis van jelentGsége e téma
helyén vald kezelésének. Ugyanis, ha valaki elhagyja a szervezetet, akkor azt a személyt
szervezeten kivllrél vagy belllrél kell poétolni, ami egyrészt tobbletkdltséget, masrészt

idéveszteséget okozhat a gazdalkodd szervezeteknek. Ezenfellil a szervezet kotelékében
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marado alkalmazottak teljesitménye a folyamatosan stresszes munkahelyi kérnyezet hatasdara

csokkeni fog, ami a szervezet versenyképességének tartds visszaesését eredményezheti.
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MUNKAHELLYEL SZEMBENI ELVARASOK VIZSGALATA A Z GENERACIONAL

EXPECTANCIES OF WORK SURVEY AT Z GENERATION
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Absztrakt

Jelen dolgozatom célja az volt, hogy bemutassam a legujabban a felsGoktatasba kerilt
generdcio fels6oktatdsi elvarasait. A Z generdcid kilonbozik az el6z6 generacioktdl mar abban
is, hogy informatikai eszkdzokkel zsufolt vildgba szlilettek, az internetet készségszinten kezelik.
Felvet6dott az a kérdés, hogy vajon ennek a generdciénak miben kilonboznek az elvarasai az

el6z6, X és Y generdciokétol. A kutatdsomhoz Miinnich 2002-es kérdGivét hasznaltam.

A vizsgalat alanyai a Debreceni Egyetem, Gazdasagtudomanyi Kar 2017-ben elsGéves
alapszakos és fels6oktatasi szakképzésd hallgatdi. Arra is kivancsi voltam, hogy az elvarasokrél
kialakitott véleményekben van-e kiilonbség attdl figgben, hogy milyen a megkérdezettek neme
és milyen messze élnek Debrecentél. Az alabbi elvarasokat, mint itemeket értékelték a
megkérdezettek: Rendszeres visszajelzés az elvégzett munkardl, Azonosulds a szervezeti
értékrenddel, Biztonsagos, modern munkakérnyezet, A munka és a maganélet kozti egyensdly,
Azonosulas a vallalat célkitlzéseivel, Tekintélyt keltd, tisztelheté munka, Stressz mentes, jé

hangulatu légkor, Biztos megélhetést nyldjtd munka, A térekvések szervezetbeli tdmogatasa.

Kulcsszavak: z generdcio, elvdrdsok

Abstract

The aim of this article is to analyse and clarify expectancy of the newest generation in the higher
education. The generation Z is different from previous generations even in the fact that they
were born into a crowded world with IT tools, they are handling the Internet at a skill level. First
of all, the main question was that is there any difference in form and measure of expectation

between previous generations?
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| used for my analyses Miinnich questionnaire from 2002. The subject of the examination was
given by first-year BSc students of the University of Debrecen, Faculty of Economics and
Business. My hypothesis was that there is some difference between generations, and the
expectations depend on the sex and the residence of the students. The evaluated items were
the follows regular feedback of the job done, identification w