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Forward

On behalf of the Africa Academy of Management, | am delighted to share with you the
proceedings of the best papers of our 2nd Biennial Conference. The theme of this year’s conference is
“Sustainable Development in Africa through Management Theory, Research and Practice.” Hosting of
conferences on the continent is integral to our mission to promote and advance knowledge creation and
dissemination about management in and about Africa. These proceedings will be available to others via
our website as a means of sharing the papers.

There is growing evidence that Africa is “on the rise.” Several African countries are experiencing
economic and industrial growth. However, some academics, practitioners, and even citizens are
concerned about the extent to which the developmental progress observed in those countries can be
sustained. Sustainable development, the process by which the complex and interconnected social,
economic and natural environment systems are harnessed to generate enduring national and progressive
outcomes is facilitated by the science of management. Management science enhances not only
understanding but also effective practice of social, economic and environmental components of
sustainability development. Management theory, research, and practice yield knowledge on effective
sustainable development.

The papers presented at the conference address various aspects of the theme from the many sub-
disciplines that make up the field of management. We are so pleased to have contributions from around
the world. 1 also want to thank our proceedings editors, Professors Moses Acquaah of the Bryan School
of Business and Economics, University of North Carolina at Greensboro (USA) and Professor Karel
Stanz, Department of Human Resource Management, University of Pretoria (South Africa).

Sincerely,
Stella M. Nkomo

Professor Stella M Nkomo

President, Africa Academy of Management

10
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The Africa Academy of Management (AFAM)

The Africa Academy of Management (AFAM) is a professional membership organization that was
formed in 2011. AFAM believes that management knowledge can make a significant contribution to the
productivity and prosperity of a nation. Yet, there is a dearth of knowledge about management in Africa
and several studies have identified the inadequate state of management research and scholarship about
Africa relative to other regions of the world. AFAM’s mission is to help close this gap by promoting
research and education about management and organizations in Africa. Specifically, the objectives of
AFAM are two-fold: (1) foster the general advancement of knowledge and scholarship in the theory and
practice of management among African scholars and/or academics interested in management and
organization issues in Africa. Africa is defined broadly to include all of Africa and individuals of African
descent in the Diaspora (i.e., The Caribbean, South America, Europe, Asia, Oceania, Middle East, and
North America); and (2) perform and support educational activities that contribute to intellectual and
operational leadership in the field of management within the African context.

AFAM focuses on building and strengthening research capacity and education about management in
Africa. This includes the mentoring of doctoral students, guiding and developing junior faculty, building
collaborative networks among scholars, and advancing research about management in Africa. We
launched our Africa Faculty Development (AFD) Workshop initiative, which is week-long intensive
residential research training, in 2011 in partnership with the Academy of Management. Since 2011, we
have held three AFD Workshops for doctoral students and junior faculty from African Businesses
Schools in Ghana (at Ghana Institute of Management and Public Administration0, Rwanda (at University
of Rwanda), and South Africa (Gordon Institute of Business Science. The organization works closely
with other academic associations and our sponsors in executing our mission. With a membership base of
about 200 academics and practitioners from around the world, we work closely with other academic
associations and our sponsors in executing our mission. Visit our website at www.africa-aom.org to learn
more about current activities.

11
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Introduction

It is now universally accepted that economic and human activities are inextricably interconnected
with the natural environment, therefore the exploitation of the natural environment for the good of
humankind should be done a prudent manner. As far back as 1992, The World Bank stated that “the
achievement of sustained and equitable development remains the greatest challenge facing the human
race” (World Bank, 1992: 1). This statement is true today as sustainable development has become the
goal of most nations since the publication of Our Common Future, also known as the Brundtland Report
(The World Commission on Environment and Development, 1987). According to The World
Commission on Environment and Development, sustainable development is “development which meets
the needs of the present without compromising the ability of future generations to meet their own needs”
(1987, p. 8). The report further argues that there are two key concepts inherent in sustainable
development “the concept of needs, in particular the essential needs of the world's poor, to which
overriding priority should be given; and the idea of limitations imposed by the state of technology and
social organization on the environment's ability to meet present and future needs” (1987, p. 8; italics in
original). Sustainable development is further seen as the “process of achieving human development in an
inclusive, connected, equitable, prudent, and secure manner” (Gladwin, Kennelly, & Krause, 1995: 878,
Italics in original). Thus, sustainable development deals with environmental, ecological, economic, and
social practices that foster the well-being of the world’s population now and in the future. We are
therefore confronted with the question: What is the role of management theory, research and practice on
“the full human community, the natural environment, and a sustainable future”? (Gladwin et al., 1995:
875).

Management research, theory and practice, therefore, have a significant role to play in
encouraging and enhancing sustainable development by emphasizing business models, practices and
activities that recognizes the interdependent nature of the environmental, ecological, economic, and social
systems. In fact, it has been stated that organizations are the only institutions with the resources,
technology, the global reach, and the power to promote the changes necessary for achieving sustainable
development (Hawken, 1993; Hart, 1997). These have led to the emphases being paced on sustainability
issues in management research and practice in the advanced industrialized countries for almost two
decades. For instance, sustainability issues in management gained momentum with the publication of the
Academy of Management Review’s Special issue, focusing on the role of management in enhancing
ecological sustainability in 1995; and the Special issue of the Academy of Management Journal, in 2000
with an emphasis on the management of organizations in the natural environment. Furthermore, to
encourage the inclusion of sustainability issues in business models of organizations, the Network for
Business Sustainability (NBS) was founded in Canada in 2005 to facilitate knowledge exchange among
sustainability researchers and practitioners (Bansal, Bertels, Ewart et al., 2012). Apart from its literature
on sustainable business practices, the NBS has also been organizing Webinars to share knowledge on how
to infuse sustainable development in firms’ activities. The Webinars include best practices for firms to
collaborate with other organizations to advance sustainable business, and strategies for teaching
sustainability in different management disciplines such as strategy, finance and accounting, marketing and
operations (Kilcoyne, 2013).

Management’s function in sustainable development would include the application of management
and organizational theories and practices by organizations that take into consideration their
environmental, ecological, economic, and social impact on development activities. Sustainability issues in
management are now widely accepted and several fields in management and organizations encourage
research topics that link their fields to sustainability. The importance of sustainable development and
sustainability issues particularly in Africa is evidenced by the establishment of an affiliate of NBS in
South Africa — Network for Business Sustainability: South Africa (NBS: SA) in 2013. A collaborative
partnership between The Gordon Institute of Business Science (GIBS) at the University of Pretoria and
the Graduate School of Business at the University of Cape Town, the goal of NBS: SA is to “advance
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South Africa’s sustainability agenda by identifying and addressing knowledge gaps faced by
practitioners” (NBS:SA, 2013: 5). This is a welcome effort since it will propel the rest of the African
continent forward towards achieving the goal of sustainable development in the near future.

Africa is a continent that is endowed with abundant natural resources, but also experiencing huge
social and economic development issues. With the continent of Africa experiencing considerable
economic growth, which is projected to continue and even out-pace other regions of the globe, it has led
to the exploitation of the natural resources indiscriminately resulting in severe environment and
ecological problems (e.g., desertification, deforestation and soil erosion or degradation) (Nyang’oro,
2007). Other environmental problems confronting African are water pollution and depletion, and the
inability to conserve wildlife. Despite the increase in the application of management theories to
sustainability and sustainable development in the advanced industrialized world, very little research has
been conducted in the African environment (Zoogah, 2013). This special issue seeks to encourage the
development and/or application of management theories and methodologies to endanger sustainable
development practices by organizations that could be used to address the social, economic and
environmental problems confronting the African continent.

The papers in this proceeding are the best papers from the 2nd Biennial Conference of the Africa
Academy of Management (AFAM) on the theme “Sustainable Development in Africa through
Management Theory, Research and Practice.” The purpose of the conference is the highlight the
importance of management in achieving sustainable development in Africa. In response for the call for
papers for the conference, we received 130 submissions. Each of the papers went through a double-blind
review process and 40% of the papers were accepted for the best paper proceedings. There are 51 papers
in the proceedings and they are organized into five parts based on the tracks for the conference:
entrepreneurship and small business; organizational behavior and human resources management; strategy
and international management; general management; and public policy, administration of government and
non-governmental organizations. Although, all the papers do not explicitly focus on sustainable
development and sustainability, most of the papers discuss theoretical, empirical and practical issues in
management that has the potential to encourage and foster sustainable development. We hope that the
papers in this proceeding will stimulate your interest.

REFERENCES

Bansal, T., Bertels, S., Ewart, T., MacConnachie, P., & O’Brien, J. 1012. Bridging the research-practice
gap. Academy of Management Perspectives, 26(1): 73-92.

Gladwin, T. N., Kennelly, J. T., & Krause, T-S. 1995. Shifting paradigms for sustainable development:
Implications for Management theory and research. Academy of Management Review, 20(4): 874-
907.

Hart. S. L. 1997. Beyond greeining: Strategies for a sustainable world. Harvard Business Review, 75(1):
66-76.

Hawken, P. 1993. The ecological commerce: A declaration of sustainability. New York:
HarperBusiness.

Kilcoyne, J. 2013. Embeding sustainability in teaching Webinar series: Online resources. Retrived
November 22, 2013, from http://nbs.net/embedding-sustainability-in-teaching-webinar-series-
online-
resources/?utm_source=November+Researcher+Update&utm campaign=RU+November+2013&
utm_medium=email

Network for Business Sustainability: South Africa (NBS:SA). 2013. The value of vision: Sustainability
challenges for South African businesses in 2013. Johannesburg: South Africa: Network for
Business Sustainability: South Africa (NBS:SA). Retrieved October, 30, 2013, from
http://nbs.net/knowledge/the-value-of-vision/

19


http://nbs.net/embedding-sustainability-in-teaching-webinar-series-online-resources/?utm_source=November+Researcher+Update&utm_campaign=RU+November+2013&utm_medium=email
http://nbs.net/embedding-sustainability-in-teaching-webinar-series-online-resources/?utm_source=November+Researcher+Update&utm_campaign=RU+November+2013&utm_medium=email
http://nbs.net/embedding-sustainability-in-teaching-webinar-series-online-resources/?utm_source=November+Researcher+Update&utm_campaign=RU+November+2013&utm_medium=email
http://nbs.net/embedding-sustainability-in-teaching-webinar-series-online-resources/?utm_source=November+Researcher+Update&utm_campaign=RU+November+2013&utm_medium=email
http://nbs.net/knowledge/the-value-of-vision/

Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Nyang’oro, J. 2007. Africa’s environmental problems. In A. A. Gordon and D. A. Gordon (Ed.),
Understanding contemporary Africa, 4th ed. (pp. 235-264). Boulder, CO: Lynne Rienner
Publishers. World Commission on Environment and Development. (1987). Our common future.
Oxford, England: Oxford University Press.

World Bank. 1992. World development report 1992: Development and the environment. New York,
NY: Oxford University Press.

World Commission on Environment and Development. 1987. Our common future. Oxford, England:
Oxford University Press.

Zoogah, D. B. (2013). Green management. In T.R. Liturchy, B. J. Punnett, & B. B. Puplampu (Eds.),
Management in Africa: Macro and micro perspectives. New York, NY: Routledge.

Moses Acquaah & Karel Stanz
Co-Editors

20



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Part 1: Entrepreneurship and Small Business

FINANCING AND NEW BUSINESS: QUANTITY VS. QUALITY

IFTEKHAR HASAN *
Fordham University, USA, and Bank of Finland, Finland
ihasan@fordham.edu

NADA KOBEISSI
Long Island University, USA

nada@liu.edu

HAIZHI WANG
Illinois Institute of Technology, USA
hwang23@stuart.iit.edu

MINGMING ZHOU
University of Colorado at Colorado Springs, USA
mzhou@uccs.edu

ABSTRACT

The paper investigates the effects of bank financing on regional entrepreneurial activities in China. We
present contrasting findings on the role of quantity vs. quality of bank financing on new small business
formation in China: While we find a consistent, significantly positive relationship between the quality of
bank financing and new venture formation, we find that the quantity of supplied credit is insignificant
after we control for the quality of financial intermediations in the local markets.

Keywords: New venture formation; Small business; Bank financing; Bank efficiency

INTRODUCTION

Entrepreneurship involves mobilizing resources in the formation of new ventures to pursue
opportunities based on commercializable innovations (Aldrich, 1990). There is a growing sense among
academic researchers that the U.S. economy especially benefits from vibrate entrepreneurial activities,
which also contribute to the rising leadership of U.S. firms in high-technology industries. During the
entrepreneurial process, resource acquisition, especially of financial resources, is crucial for making an
innovative idea into a reality (Black & Strahan, 2002; Blinks & Ennew, 1997). When a change in the
technological regime necessitates the creation of new firms, this can happen relatively rapidly in the
U.S., where financial markets function efficiently (Acemoglu, 2001).

The role of banks in facilitating entrepreneurial activities as well as economic growth has been
well established in the existing literature (Guiso, Sapienza, & Zingales, 2004). Entrepreneurial firms are
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generally small and depend heavily on the credit provided by local banking systems for their start,
survival and continuous growth (Cole, Wolken, & Woodburn, 1996; Guiso et al., 2004). However, most
of the research that investigates the effect of financial development or banking systems on
entrepreneurship focuses exclusively on countries in North America and Europe (Black & Strahan, 2002;
Blinks & Ennew, 1997; Bruton, Ahistrom, & Obloj, 2008; Kerr & Nanda, 2009; Wall, 2004). The
exploration of related domains outside of these two developed economic regions remains extremely
limited. Therefore, it is our attempt to contribute to the literature and provide new evidence by
empirically investigating the relation between banking institutions and entrepreneurial activities in
China, one of the largest and fastest growing transitional and emerging economies in the world.

Moreover, existing studies tend to resort to the quantitative side to measure the banking sector
in the economy, which emphasizes the role of banks in stimulating capital accumulation. Compared
with the environment in a developed economy, the banking institutions in emerging countries are
usually much more strictly regulated and their lending businesses are heavily government-directed or
are regulated by government intervention (Manolova, Eunni, & Gyoshev, 2008). More importantly,
lending to small businesses requires banks to rely more on “soft information” to make decisions
whether to extend credit to small businesses, because the “hard information” is difficult (or almost
impossible) to collect due to the small firms’ lack of bookkeeping or new establishment (Stein, 2002).
Given the complicated nature of the “soft-information” processing, a measure which is purely based on
the quantity dimension of banking practice (such as total bank loans or credit supplies) is simply not
sufficient or even appropriate to gauge whether banks are optimizing financial resources in an economy.
Therefore, it is a bit surprising how little the existing literature interrogates the quality of bank lending
matters for entreprenurial firms; most studies view the issue as resolved upon receiving a measure of
qguantity. Therefore, given the importance of qualitative dimensions of bank financing for new ventures,
and given the lack of documentation in the field, it is our intention to contribute to the existing
literature by capturing and examining both the quantity and quality sides of bank financing, to
documenting and compare their different effects on new venture formation, and finally, to highlight the
importance of these quality dimensions on the success of new ventures.

Among the existing studies, cross-country samples are usually used to pursue this line of inquiry.
However, such an approach falls short, as the systematic differences between markedly different
economies could be the hidden factors that drive the results. We argue that a research design that
focuses on intra-country information rather than cross-country samples avoids this cross-country
idiosyncrasy and ensures “data comparability and functional equivalence” (Sekaran, 1983). We
therefore collect data from different regions in a single emerging economy, and then form a panel of 30
provinces in China over the period from 1998 to 2008 to ensure we have sufficient variations in both
cross-sectional and time-series dimensions to explore our research question. From various sources, we
obtain information regarding the number and output of small businesses, and we construct our
measures to capture the entrepreneurial activities in local areas. We further measure both the quantity
and quality sides of bank financing to examine the role played by financial intermediations in
entrepreneurship. Following existing research, our quantity measure focuses on the size of the banking
sector at the province level. Our quality measure is derived from aggregation of bank-specific efficiency
scores.! We first estimate both profit efficiency and cost efficiency for each individual bank, and then
aggregate the bank-specific efficiency score into province level according to a weighed scheme. We also
control for the regional economic environment and demographic information in the regression analysis.’

We document a significantly positive relation between the quality of financing services offered
by banking institutions and entrepreneurial activities in local markets. Moreover, when we control for
the quality of bank financing, the quantity of supplied credit is insignificant in the model specifications.
To address the possible endogeneity issue commonly found in this type of research, we perform our
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analysis and report consistent results based on both a fixed effects estimator and a system General
Method of Moment (GMM) estimator.

The availability of capital is one of the major challenges faced by new technological ventures in
China, especially when in-house R&D becomes the driving force of industrial innovations (Sun & Du,
2010). We thereby contribute to the literature in the following two ways. First, we provide novel
evidence of the effect of financial institutions and entrepreneurship in an emerging country. Our
findings emphasize the importance of bank efficiency in funding entrepreneurial firms and highlight the
function of screening and monitoring as performed by banking institutions. Second, our study adds to
the few analyses that make an explicit distinction between the quantity and quality of bank financing
(Berger, Hasan, & Klapper, 2004; Koetter & Wedow, 2006; Lucchetti, Papi, & Zazzaro, 2001), and
investigates the relative importance of enhanced efficiency of financial intermediations over supplied
credit in promoting entrepreneurship in the local areas.

The rest of this paper is organized as follows. Section 2 introduces background information on
banking institutions in China and reviews related literature. Section 3 details the data collection and our
sample. Section 4 discusses our identification strategies and reports empirical results. Section 5
summarizes and concludes.

LITERATURE REVIEW

Background of Banking Institutions in China

Emerging economies are characterized by an increasing market orientation, and are becoming
major economic forces in the world (Bruton et al., 2008). The late twentieth century has witnessed the
transformation of numerous centrally planned economies around the world into market systems.
Among many emerging countries, China has followed an incremental and experimental path to reform
its economy and has achieved fast growth rates for more than three decades (Prasad & Rajan, 2006).
During the transformational stage, credit markets and banking system in China play a major role in
channeling crucial capital from saving to investment. Meanwhile, the banking system has continuously
undergone significant changes due to policy shifts.

The Chinese banking system was established in the late 1940s and followed the system of the
Soviet Union. The central bank, the People’s Bank of China, was founded in 1948, and took
responsibility for currency issue and monetary control. The banking system expanded by launching
several large state-owned banks that took over lending functions from the central bank. The Chinese
banking sector was dominated by four very large state-owned banks with about three-fourths of
banking assets.? Initially, these mega banks mainly served as “conduits” for the government, rather than
as commercial banks. Competition in the banking sector was limited because banks were lacking in
sufficient incentives to make profits out of real business lending.

It was not until in the early 1990s that the central government began to reform the financial
system by separating the policy banks from commercial banks. The 1995 Commercial Bank Law of China
officially states that the major objective of state-owned banks is to operate as commercial banks in
accordance with market principles instead of according with policy requirements. In addition, de novo
banks were permitted to enter into the market in the mid-1990s. In the subsequent years, a series of
procedures were taken to transform urban credit unions into commercial banks, grant limited licenses
to non-state commercial banks as well as foreign banks, and introduce standard accounting and
prudential norms.

Additional changes were implemented after China’s entry into the WTO in 2001, including the
liberalization of interest rates and a relaxation of restrictions on equity ownership. For example, in
2003, the China Banking Regulatory Commission introduced its updated guidelines to encourage foreign
investors to purchase shares of up to 25% of any domestic bank. In more recent years, the Chinese
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government has taken cautious actions to partially privatize its banks by selling shares to both domestic
and foreign investors (see, Berger, Hasan, & Zhou, 2009).

The gradual reform of the banking system in China and various regulatory changes has
significantly increased bank competitions and bank efficiency. While a flourishing entrepreneurship in
the private sector has been significant to the economic development of China, the role of the banking
sector is still inconclusive in existing literature (Hasan, Wang, & Zhou, 2009). Given the predominant
size of the banking sector in China, it would be interesting to examine both the quantitative and
qualitative sides of Chinese banks and their effects on entrepreneurial activities.

Related Research

Banks are essential for economic development in that they are a crucial device to screen
entrepreneurs and allocate financial and real resources in an efficient way (Diamond, 1991). As Cole et
al. (1996) report using the data from 1993 National Survey of Small Business Finance (NSSBF 1993),
banks provide more than 60 percent of small business credit. The causal relation between the financial
sector and economic development has been well established in the literature (King & Levine, 19933,
1993b), which supports a premise dating back to 1934 that a sound financial system fosters economic
growth (Schumpeter, 1934). Most of the research has been focused on the role of banks in
accumulating capital, and has employed measures such as the ratio between liquid liabilities of the
banking system and GDP (Gertler & Rose, 1994), the ratio of domestic credit to GDP (Rajan & Zingales,
1998), and the share of credit granted to the private sector in ratio to GDP (Beck, Clarke, Groff, Keefer, &
Walsh, 2001; Wurgler, 2000) to gauge the size of financial institutions.

The purpose of this article is to examine the effect of bank financing on new venture formation
given the importance of small business in the economic development (Headd & Kirchhoff, 2009). As
Schumpeter argues, entrepreneurship means innovation by independently owned start-ups that leads to
creative destruction. However, most entrepreneurship scholars focus on innovation as a source of
wealth creation but fail to recognize the wealth redistribution only occurs when innovation originates in
new firms (Spencer, Kirchoff, & White, 2008). We intend to further the investigation by focusing on
entrepreneurs that form and operate independent new firms (Spencer et al., 2008), especially when
they are depenent upon external financing to lauch their busiensses (Alessandrini, Presbitero, & Zazzaro,
2009).

We argue that there exists a dynamic interaction between entrepreneurial firms and financial
institutions (Peng, 2003). The decision to launch new ventures is a natural reflection of the formal and
informal constraints faced by entrepreneurs in the local markets (Barney, 1991; Teece, Pisano, & Shuen,
1997). Given the limited resources of the region in which entrepreneurial firms are competing (Aldrich,
1990), young ventures tend to be rationed and are subject to a screen for credit worthiness and future
prospects by banking institutions. Moreover, local banking development can affect firms’ innovative
activities, particularly for small firms and for firms in technology sectors (Benfratello, Schiantarelli, &
Sembenelli, 2008; Alessandrini et al., 2009). Consequently, the entrepreneurial orientation of would-be
entrepreneurs will be shaped by the practice of financial intermediations in local areas (Tang, Tang,
Marino, Zhang, & Li, 2008).

Although the importance of bank financing for entrepreneurship has been highlighted in the
existing literature, very few studies make a distinction between the quantity and quality of banking
institutions (Berger et al., 2004; Koetter & Wedow, 2006; Lucchetti et al., 2001). In a Schumpeterian
world, the quality of bank services should matter more than just the quantity of financial intermediation
for the economic development. Stein (2002) points out that the key distinguishing characteristic of
small business lending is the “softness” of information generated in the decision making process. Banks
have an informational advantage in identifying entrepreneurs with the highest potential to promoted
innovative products, services and processes, and thus can nurture lending relationships with
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entrepreneurial firms (Berger, Miller, Petersen, Rajan & Stein, 2005). Banks in the economic system
function as a certification to the quality and viability of entrepreneurial firms and increase their
probability of successful introducing innovation to the market (Lucchetti et al., 2001; Moore, 1988;
Stiglitz & Weiss, 1988). During the lending process, banks can economize on searching costs and thus
achieve aggregate savings (Allen, 1990). As both insider lenders and delegated monitors (Diamond,
1984, 1991), banks have access to entrepreneurial firms’ information from the onset of a loan
application, as well as from previous lending relationships, and thus are able to provide more effective
monitoring at a lower cost (Roberts and Yuan, 2010). In addition, bank competition is less favorable to
the emergence of new firms when information asymmetries are greater (Bonacorsi di Patti &
Dell’Ariccia, 2004). Therefore, the information advantages allow local banks to alleviate free-rider
problems arising from asymmetric information and may enhance entrepreneurial firms’ innovation
activities (Chen, Chen, & Vanhaverbeke, 2011).

In this sense, bank efficiency, which measures the relative ability of banks to efficiently utilize
their resources to generate outputs, plays an important role in allocating loanable funds to
entrepreneurs. We posit that in regions where banks are relatively more efficient at minimizing costs
when searching for promising businesses and monitoring their lending portfolios there will be evidence
of better nourished entrepreneurship and more venture formation.

In a standard cross-country setting, it is very difficult to observe and control for the set of social
and cultural variables that potentially play an important role in affecting financial intermediations.
Moreover, because of the sampling procedure, researchers are oftentimes forced to compare a large
number of countries that possess dramatically different legal systems and institutional settings, which
play an important role in shaping the practice of financial institutions (Manolova et al., 2008). For
example, a bank’s ability to force repayment and the cost of contract enforcement can vary widely
across sample countries. Therefore, cross-country comparisons are subject to “data comparability and
functional equivalence” (Sekaran, 1983). To reduce the sample biases, we examine the role of bank
financing in explaining entrepreneurial activities using provincial data in China, which is one of the
largest and fastest growing transitional and emerging economies in the world. By using the sub-national
level data, we are able to focus on both the quantity and quality aspects of banking institutions in China,
and we can largely avoid the data comparability issue in cross-nation studies because many institutional
factors — such as diversity in historical experiences and cultural norms — are homogeneous for our
sample regions.

DATA AND METHODOLOGY

One of the major challenges in measuring new venture formation and the quantity and quality
aspects of bank lending is due to data availability in emerging countries. In this study, we use aggregate
data at provincial level in China instead of using cross-country samples. The sub-national data we use in
this paper has some major advantages over cross-country studies in addressing the data comparability
and controlling for heterogeneity in historical experience, cultural norms or institutional environment
(Hasan et al., 2009). Essentially, we construct a panel of 30 provinces (including four municipalities) in
mainland China from 1998 to 2008."

Measures of New Venture Formation

Aldrich (1990) argues that there is a significant shift from “traits” approach to “rates” approach
in entrepreneurship research, the latter of which emphasizes the founding rates of new ventures over
time. Given that environmental resources set a limit on population density, new venture formation
rates vary substantially in local markets because the number of organizations competing for the same
pool of resources is constrained. Firm birth rates are widely adopted in recent studies to investigate
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entrepreneurial activities and the related determining factors (Francis, Hasan, & Wang, 2008; Kirchhoff,
1994; Kirchhoff, Newbert, Hasan, & ARmington, 2007). Nonetheless, another important aspect of
entrepreneurship has largely been ignored in empirical works (Delacroix & Carroll, 1983), which
highlights the importance of firm death rates in subsequent new venture formations. Founding rates
can be constrained by death rates in the sense that resources are only available when firm death
dissolves and releases them (Aldrich, 1990). The efficient operations of banking institutions require a
careful screen of the credit worthiness and future growth prospect of small businesses. Moreover,
lending to small businesses is highly regulated by certain quotas set by the government in China, as
dominating mega banks are state-owned. This practice of the banking sector in China implies that banks
have to shift their lending portfolios to allocate scarce financial resources to the most promising
entrepreneurs, which is surely associated with significant switching costs for existing entrepreneurial
firms or even negatively affects their survival. Therefore, in our paper, e consider not only the
founding rates but also the death rates in order to capture the dynamism of entrepreneurship in local
markets.

The National Bureau of Statistics of China (NBSC) provides various statistics on the number of
firms in different sized categories at the provincial level in their yearbook. However, before 1997, the
industrial statistics were based on types of ownership, and it is not until 1998 that the calibration of
industrial statistics was changed from the types of ownership to the sizes of enterprises. Therefore, we
are able to obtain aggregate information at the provincial level on a consistent definition of small
businesses after 1998. And we define a measure capturing the net birth rate of new ventures in each
province as follows:

w % 100% (1)

it-1
To validate our measure of entrepreneurial activates, we construct an alternative measure emphasizing
the output attributable to the net birth of new ventures, which is defined as follows:

Ll i S 100% (2)

it-1

where N represents the number of small businesses and P represents the output of small businesses.
We collect the information at the end of each year denoted as t for each province denoted as i. We
recognize that these measures are not perfect and subject to sample errors, but are the best available
proxies to our knowledge.

Net birth rate of new ventures; =

Growth in output of new ventures; =

Measures of Quantity and Quality of Bank Lending

Quantity of bank lending

The reform of the banking sector in China began in the 1980s with an effort to separate
commercial banking from state budget allocation (Berger et al., 2009). The ratio of total bank loans to
GDP is commonly used in the banking literature as a proxy for banking sector depth, which measures the
role and importance of financial intermediation in the economy (Berger et al., 2004; King & Levine,
1993a; Levine, 1997; Levine, Loayza, & Beck, 2000). We obtain the regional banking loans data from the
annual issues of the Almanac of China’s Finance and Banking (ACFB), and collect GDP data from the
annual issues of China Statistical Yearbook. Following existing literature, we measure the quantity of
bank lending as the ratio of total loans outstanding at the end of the year in the balance sheet of all
banking institutions to total GDP in the region (termed as “total bank loans/GDP”).
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Quality of bank lending

Prior studies have well established that bank efficiency better measures the quality of banking
lending because it is a more comprehensive measure than some purely balance-sheet measures such as
nonperforming loans ratio or loan loss provision ratio (Berger & DeYoung, 1997; Berger & Mester, 1997).
Therefore, we measure the quality of bank financing using two metrics based on the stochastic frontier
approach of bank efficiency estimations from both profit maximization and cost minimization
perspective. Cost and profit efficiency measure how well a bank is predicted to perform relative to a
“best-practice” bank producing the same outputs under the same environmental conditions. More
specifically, we estimate efficiency levels first at firm-year level by specifying the commonly-used trans-
log functional form based on the stochastic efficiency frontier approach (follow the approach in Berger
et al., 2009). For convenience, we show only the cost function:

4 144 2
IN(C/w,2);, =+ 8, In(y; / 2), +EZZ5,-k In(y; /), In(y, ! 2)i + - B In(w, 1wy )
j=1 1=1

j=L k=1

1&2 4 2
+§ZZﬁlm In(w, /wy); In(w,, /1w, + >0y InCy, / 2), In(w, /wy), (3)

1= m=L j=L 1=
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where i, t index the bank and year, respectively, k = 1,...4 index the four output variables, and 6 =6,;. C
represents the bank’s total costs. The inputs and outputs in the function are defined in the following:
four outputs including: y, (total loans), y, (total deposits), ys; (liquid assets), y, (other earning assets);
three inputs including : w; (price of funds, i.e., the ratio of interest expenses to total deposits), w, (price
of fixed capital, i.e., the ratio of other operating expenses to fixed assets), ws (price of labor, i.e., the
ratio of personnel expenses to total number of employees); and finally, one fixed netput (z): total assets.
We estimate the cost function using the Iny;; + Inv;; as a composite error term, where the Iny;, term
represents a bank’s efficiency, and lnv;; is a random error that incorporates both measurement error
and luck. In other words, a bank’s cost efficiency score is determined by comparing its actual costs to
best-practice minimum costs to produce the same output under the same conditions using estimates of
the efficiency factor Inu;., which is based on, in our case, the assumptions of half-normal distributions,
and is disentangled from the estimated cost function residuals using maximum likelihood estimations.
After the firm-level bank efficiency is estimated, we aggregate it to the provincial level by calculating the
provincial level weighted average bank efficiency scores, where the weights are the proportion of total
loans by each bank to total loans in the province (follow the approach in Hasan et al., 2009).> More
explicitly, we have

n
Banking profit (cost) efficiency j, t = zgi,j,t:ui,t (4)
i=1
L .
gi,j,t = n nl
it

= (5)

In equations (4) and (5), j indexes the j™ province in our sample, and equals to 1, 2, ..., 30. i
indexes the i bank in our sample, and equals to 1, 2, ..., maximum number of banks in jth province. t
indexes year, and equals to 1998, 1999, ..., 2008. g;;; indexes the weight of i" bank in j" province in year
t. L indexes the total loans provided by i bank to j™ province in year t. u;is the efficiency score
estimated based on equation (3) for i bank in year t.
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Other Control Variables

We collect province level information about GDP, education and FDI data from the annual issues
of the Statistics Yearbook of China. We include the following control variables in the regressions: (a)
lagged real GDP per capita growth, (b) the ratio of FDI to GDP, (c) measure of supply of human capital in
the local markets using the lagged proportion of population with college degrees. The real GDP per
capita growth is defined as the percentage change of real GDP per capita with price level adjusted to
year 1990, and we use this variable to control for regional economic development momentum and local
business environment. In terms of trained human capital, Armington and Acs (2002) document the
positive relationship between college graduates and the number of newly formed firms. Following their
method, we also calculate the proportion of population with college degrees, and use this to proxy for
the availability of trained human capital in the local area. The inclusion of these control variables are
based on the natural link between broader economic development and new business formation
discussed earlier.

Table 1 presents the summary statistics and correlation matrix of the variables as detailed
above. We note that the average net birth rate of new ventures is 7.4% with a standard deviation of
14.8%, while the average growth rate in output of new ventures is 21.7% with a standard deviation of
20.5% during the sample period from 1998 to 2008. It is noteworthy that the two measures capturing
entrepreneurial activities in local markets are strongly correlated with a correlation coefficient of 0.542
(p<0.01). In addition, we document that the ratio of bank loans to GDP (i.e., our measure of the
quantity of bank financing) is negatively correlated with both dependent measures, although the
magnitude of correlation coefficients are small. In contrast, both profit efficiency and cost efficiency of
banks (i.e., our measures of the quality of bank financing) are positively correlated with the growth
measures of new small businesses.

Table 1. Descriptive Statistics and Correlation Matrix of Variables Used in the Analysis

Variables N nMea sD. 1 2 3 4 5 6 7 8
1 Netbirthof new 310 0074 0.148  1.000
ventures
, Growthinoutputof 310 0217 0205 0.542***  1.000
new small businesses
3 Bankloans/GDP 339 1098 0538 -0.014 -0.069 1.000
4 Profitefficiency of 308 0.852 0.039 0.145%*  0.162* 0.047* 1.000
banks
5 Costefficiency of banks 308  0.458 0.063 0.014**  0.111**  -0.031 -0.745*  1.000
6 CR:;';DP growth per 310 0106 0.049 0.263***  0301**  0.007**  0.309 0.091*  1.000
7 FDI/GDP 298 0026 0028 0.101 -0.036 0.118 -0.037 0.034 0.114*  1.000
Proportion of
8 population with college 310  0.056 0.044  0.098***  0.078***  0.430 0.085 0.003 0.103 0.323**  1.000

degrees

* ¥* *** indicate significance levels of 10%, 5%, and 1%, respectively.
EMPIRICAL FINDINGS
While correlation analysis reveals certain patterns relating regional entrepreneurial activities to

bank financing, these results do not take into account potentially significant differences in economic
environment and other demographic characteristics. We employ regression analysis to investigate the

28



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

effect of both quantity and quality sides of bank financing on new venture formation while controlling
for a set of variables capturing various economic conditions in the local markets. More specifically, we
reports the estimations of the effects of bank lending based on (i) fixed effects estimators, and (ii) GMM
estimators.

Fixed-effects Panel Regressions

We do not provide the pooled OLS regression results because pooled OLS regressions not only
ignore the structural nature of the panel data, but also that model is overly restrictive and thus can have
a complicated error process. Moreover, if there are unobserved characteristics which are correlated to
our variable of interest (e.g. the quantity and quality of bank lending) but omitted from the model, it
would be inappropriate to draw any inference from the OLS results due to the biased estimation.
Therefore, for each regression, we include province fixed effects to control for the micro-level
unobservable time-invariant heterogeneity.

Table 2 presents regression results based on fixed effects estimators. The dependent variable is
net birth rate of new ventures in columns 1-4 and growth in output of new ventures in columns 5-8. The
result in column 1 reveals that the ratio of bank loans to GDP is not significantly associated with the net
birth rate of new ventures, which is our measure of regional entrepreneurial activities. We then turn to
our measures of the quality of bank financing and document that both profit efficiency and cost
efficiency of the regional banking system are significantly and positively associated with new venture
formation. In column 4, we enter both quantity and quality measures of bank financing and our results
are robust to this specification. Using the alternative measure of regional entrepreneurial activities, we
report similar results in columns 5-8, which further validate the results based on our primary measure.
Moreover, the F test of the null hypothesis that the constant term is equal across units leads to a
rejection of the null hypothesis (p<0.01), which suggests that there are significant individual (province-
level) effects, and fixed effects models are thereby better specified. Taken together, the results indicate
that after controlling for the quality of financing services provided, the quantity of supplied credit is
insignificant in promoting new venture formation.

Table 2 Fixed-effects Panel Regression

Independent variable Dependent variable

Net birth rate of new ventures Growth in output of new ventures

(1) (2) (3) (4) (5) (6) (7) (8)

Constant -0.140***  -0.530**  -0.144**  -1.358** -0.127 -0.369 -0.05 -0.092
[2.90] [2.31] [2.25] [2.23] [1.66] [1.11] [0.42] [0.20]
Bank loans/GDP -0.005 -0.004 0.016 -0.016
[0.38] [0.29] [0.78] [0.77]

Profit efficiency of banks 0.489* 1.215* 0.286%** 0.060**
[1.86] [2.04] [2.69] [2.12]
Cost efficiency of banks 0.504** 0.523% 0.188* 0.166*
[2.45] [1.98] [1.91] [1.76]

(Rlea' GdD)P growth per capita 0.605***  0.484***  0.598%F*  0.400%%  1394%FF  1328%*F  1364%F*  1.348%%*

agge:

[3.28] [2.81] [3.30] [2.31] [5.49] [5.22] [5.56] [5.04]
FDI/GDP (lagged) 0.64 0.634 0.603 0.531 0.893 0.858 0.896 0.938
[1.09] [1.09] [1.02] [0.94] [0.85] [0.81] [0.83] [0.87]

Proportion of population with 5 gogrex 2 03+5%  2482%%  1.976***  3.324%FF  3.134%*F 32325 3.228%%*

college degrees

[3.49] [3.48] [3.45] [2.97] [2.99] [2.79] [3.01] [2.86]
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Observations 298 297 297 297 298 297 297 297
Cross-sectional unit 30 30 30 30 30 30 30 30
F statistic 11.07 11.08 10.55 8.63 16.60 15.90 15.30 11.12
Adj. R-squared 0.20 0.21 0.20 0.23 0.26 0.26 0.26 0.26
rho 0.48 0.44 0.48 0.40 0.46 0.45 0.46 0.45
corr(u;, Xb) -0.79 -0.75 -0.79 -0.69 -0.76 -0.75 -0.76 -0.75

* ¥* ***indicate significance levels of 10%, 5%, and 1%, respectively.

At first glance, the results on the quantities of bank loans seem contradictory to previous
findings (e.g., Berger & Udell, 2006). Note that an important characteristic of Chinese banking is that
the majority of the loans were directed by the government toward large and state-owned enterprises,
which suffer from the soft-budget problem due to lack of efficient corporate governance. Our measure
of the size of banking institutions is essentially a measure based on loan size for which supplied credits
to both large enterprises and small businesses are included. Consistent with prior research on bank
loans in China (Aziz & Duenwald, 2002; Boyreau-Bebray, 2003; Hasan et al., 2009), our results support
the non-positive role of private debts on economic development. In addition, the findings reported in
this section are consistent with results reported by Koetter and Wedow (2006) using data in Germany,
who find similar results on the relation between the quantity and quality of financial intermediations
and economic growth.

Using information in columns 2 and 3, we estimate that an increase in profit efficiency by one
standard deviation results in an increase of 2 percent of the net birth rate of new ventures, holding
other factors constant, which is economically significant as well. We derive our measures of the quality
of intermediation at the bank-level to assess banks’ abilities to convert inputs into financial products and
services, and then aggregate the measures into regional levels. It appears that the regions associated
with higher overall banking efficiency are arguably the areas where banks are relatively more successful
in selecting the most promising corporate customers and monitoring their investments. Furthermore,
the "sound financial system" concept developed by Schumpeter (1934, 1939) focuses on the quality
rather than the quantity of financial intermediation that influences economic activities. Therefore, an
improved quality of intermediation in a bank-based economy helps to reduce transactional and
informational costs in lending to opaque corporate customers, and thus fosters new venture formation
in local areas.

Regarding other control variables, we find that real GDP per capita growth and proportion of
population with college degrees are significantly and positively associated with the new venture
formation. The link between economic growth and new business formation is well established (Callejon
& Segarra, 1999; Acs & Armington, 2004; Fritsch & Mueller, 2004; van Stel & Storey, 2004). Education,
on the other hand, reflects the accumulated level of human capital and our results imply that
entrepreneurial activities are more active and more successful in areas where the average citizen is
relatively more educated.

Two-step System GMM Panel Regressions

In the finance-growth literature, it is crucial to investigate whether the main explanatory
variables can be treated as exogenous or endogenous in order to make causal inference (Boyd and
Smith, 1996). For example, Robinson (1952) argues that financial services are provided as a reaction to
the demand by the corporate sector (i.e., reverse causality), and therefore, finance follows
entrepreneurial activity. In another instance, it is plausible for other unobservable variables to be
correlated with the error term, especially when the unobservables are not time invariant and cannot be
accounted for by adding province fixed effects. To address the endogeneity issue, we employ an
alternative econometric procedure to instrument the independent variables that are subject to the
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endogeneity problem. Specifically, we use the system Generalized Method of Moments (GMM)
approach developed by Arellano and Bover (1995) and Blundell and Bond (1998) which is a widely used
procedure to analyze dynamic panel data. By first-differencing both sides of the estimating equation,
we are able to remove the individual province fixed effects and reduce the potential source of omitted
variable problem. In addition, the system GMM enables us to instrument predetermined and
endogenous variables by their own lagged levels in order to obtain consistent estimators (Arellano &
Bond, 1991). The lagged dependent variable is entered into the right side to capture the dynamic
nature of entrepreneurial activities. This method can mitigate potential problems of serial correlation
and possible correlation between the lagged dependent variable and the error term.

In general, we find that the results based on system GMM estimators are consistent with our
findings reported in previous section. The overall fit of the model suggested by Wald test statistic
(p<0.05) indicates that our model is well specified. Moreover, the insignificant Sargan test further
validates that the choice of instrument is appropriate and can be treated as exogenous. However, it is
arguable that lagged levels can be poor instruments of endogenous variables. The lack of significance of
first order autocorrelation indicates some variables are following random walks, and consequently, our
approach will be inadequate for model identification. In addition, the presence of significant second
order autocorrelation suggests some instruments are in fact endogenous. We thereby report the
Arellano-Bond test for autocorrelation. As shown in Table 3, the significant first-order autocorrelation
and insignificant second order autocorrelation indicate that our models are well specified, and we are
able to justify the appropriateness of our approach.

With regard to other control variables, we generally find consistent results as detailed in
previous section. In summary, after controlling for other available resources and regional
environmental features impacting local entrepreneurial activities, we were able to identify a strong
positive relationship between the quality of bank financing and new venture formation. Moreover,
when the quality of bank financing is controlled, the quantity of financing services provided by banking
institutions is insignificant.

Table 3 GMM Panel Regressions of Growth In Number Of New Businesses

Ind.ependent Dependent variable
variable
Net birth rate of new ventures Growth in output of new ventures
(1) (2) (3) (4) (5) (6) (7) (8)
Constant -0.005 -0.477** 0.001 -1.279 -0.022 -0.211 0.112 1.293*
[0.06] [2.17] [0.01] [1.29] [0.16] [0.53] [0.89] [1.69]
Lag_gi‘lj dependent  (agyxxx  g3p7%xx  (0369%** 0.25 0.139 0.180%* 0.228%* 0.21
variable
[3.75] [2.93] [3.30] [1.51] [1.41] [2.09] [2.08] [1.06]
Total bank -0.014 -0.021 -0.046 -0.045
loans/GDP
[0.79] [0.48] [0.95] [0.76]
Profit efficiency of 0.552* 1.275%* 0.220%* 1.109%*
banks
[1.96] [2.33] [2.48] [2.37]
Cost efficiency of 0.034** 0.514** 0.372** 0.686**
banks
[2.33] [2.11] [2.52] [2.52]
Real GDP Growth 0.553%** 0.353* 0.556%* 0.286 1.397%%%  1286%**  1314%F*  1295%kx
per capita (lagged)
[2.65] [1.65] [2.52] [1.08] [4.34] [3.81] [3.98] [3.33]
FDI/GDP (lagged) 0.669 0.315 0.653 0.449 1.342 1.31 2.186 0.572
[0.43] [0.34] [0.49] [0.12] [0.56] [0.66] [0.86] [0.21]
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Proportion of

population with 0.165%* 0.505 0.103%* 0.576 1.613%* 0.825* 0.808* 1.488
college degrees [2.24] [1.59] [2.12] [1.57] [2.13] [1.69] [1.67] [1.03]
Observations 269 268 268 268 269 268 268 268
Cross-sectional unit 30 30 30 30 30 30 30 30
p value - Sargan 0.14 0.23 0.18 0.11 0.28 0.3 0.38 0.4
p value - AR(1) 0.00 0.00 0.00 0.02 0.00 0.00 0.00 0.00
p value - AR(2) 0.21 0.20 0.20 0.30 0.18 0.16 0.20 0.21
p value - Wald 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00

* ¥* ***indicate significance levels of 10%, 5%, and 1%, respectively.
DISCUSSION AND CONCLUSIONS

Weitzman (1998) notes that the ability to process an abundance of potentially new seed ideas
into usable forms is crucial for entrepreneurship and economic growth. Entrepreneurs have innovative
ideas but lack capital, and tend to be commercially inexperienced. Banking institutions play an
important role in channeling resources to fund would-be entrepreneurs and building up lending
relationships with entrepreneurial firms. This is particularly true in emerging countries when
entrepreneurs are financially constrained and have limited access to various sources of financing,
especially when they lack track records and/or assets-in-place as collaterals. In this paper, we focus on a
single emerging country, China, to investigate the effects of banking system on regional entrepreneurial
activities. Moreover, we make a distinction between the quantity and quality of bank financing and
compare the effects of these distinct features on new business formation, intending to shed light on this
line of research.

Using a panel of provincial-level data from 1998 to 2008, we perform an empirical analysis
based on both a fixed effects estimator and a system GMM estimator. We are particularly cautious in
addressing the potential endogeneity problems commonly found in this type of research. Our results
reveal that it is the quality of bank financing that matters in entrepreneurial activities in local markets.
After the quality of bank financing is controlled for, the quantity of bank lending is insignificant in the
model specification. Our results indicate that in an underdeveloped economy, the efficiency of financial
intermediations can be extremely important in identifying the most promising projects and help
entrepreneurs to pursue their entrepreneurial visions.
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END NOTES
* Corresponding author

Y In recent years, the concept of frontier efficiency has been widely applied and documented in the banking
literature. For example, Berger and Humphrey (1997) provide a comprehensive survey of 130 studies that apply
frontier efficiency analysis to financial institutions in 21 countries, and conclude that the efficiency studies yield
important implications for financial institutions in areas of government policy, research, and managerial
performance.

2 We also control other variables such local population density, geographical locations (coastal vs. inland),
alternative financing resources such as bond financing and equity financing, etc. For the sake of brevity and to
avoid the potential multicollinearity problem, we intend to keep our model as parsimonious as possible. However,
our results are qualitatively unchanged with the omission of these variables.

® The “Big Four” are Bank of China (established in 1912), China Construction Bank (established in 19544),
Agricultural Bank of China (established in 1979), and Industrial and Commercial Bank of China (established in
1984).

* There are 31 provinces (including four municipalities) in China. We have to omit one province (Tibet) because of
missing data. In addition, our sample period starts from 1998 because it is since then that China began to report data
on small businesses based on consistent definitions, which is discussed in more detail in Section 3.1
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> For details of the profit and cost efficiency estimations, please see Berger et al. (2009). For details of aggregating
the firm-level efficiency scores to the province level, please see Hasan et al. (2009).
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ABSTRACT

The study sought to investigate a possible relationship between SMME owners’ financial literacy and
business growth. The growth of the business was viewed along the broad dimensions of financial,
strategic and structural growth. Data was collected from a sample of small business owners who were
members of a local chamber of commerce in South Africa. The study empirically demonstrated that
most small businesses showed signs of growth. The growth signs were predominantly along the
financial and strategic growth dimensions. Along the structural dimension, majority of SMMEs seemed
to have stagnated. Curiously, the study was unable to demonstrate that a significant relationship existed
between owners’ financial literacy and business growth.

Keywords: SMMEs, financial literacy, business growth, Owner

INTRODUCTION

In a business, rational decision-making is often premised on available information. This implies
that it is imperative that individuals should have a reasonable degree of knowledge related to the
available information so as to make good decisions. Unfortunately this decision-making that entails a
level of information processing and understanding, according to Gouws and Shuttleworth (2009:142), is
undertaken in many cases by individuals who cannot necessarily make an authentic connection between
the financial numbers and the real business world context. This finding is disturbing and may be why
concern about financial literacy seems to have increased in recent years, with programmes and other
research initiatives being introduced to introduce and enhance financial literacy. According to
Braunstein and Welch (2002: 445), financial literacy, or the lack thereof, has gained the attention of a
wide range of banking corporations, government agencies, educational institutions, consumer and
community interest groups, and other businesses.

While Gavigan (2010) views financial literacy as the ability to make informed judgments and
effective decisions regarding the use and management of money, Remund (2010:279) defines financial
literacy as the degree to which one understands key financial concepts and possesses the ability and
confidence to manage personal finances through appropriate, short-term decision-making and sound,
long-range financial planning. The view of the construct of financial literacy adopted by this study relies
upon the definitions proposed by Remund (2010) and Gavigan (2010). In this study, financial literacy is
regarded as the ability of an SMME owner to make appropriate financial decisions and plan for future
financial needs.
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The other important construct of business growth examined in the study is based upon
Wickham’s (1998) model of the dynamics of business growth. Wickham (1998:223) argues that due to
the multifaceted nature of business, it is important to constantly view the growth and development of a
business from four major perspectives: the financial, the strategic, the structural and the organisational.
It is along these dimensions that businesses, including SMMEs grow.

Problem Statement

Financial resources are key resources for the acquisition and configuration of other resources
(Brinckmann, Salomo & Gemuenden, 2011; Alsos, Isaksen, & Ljunggren, 2006). An important success
factor of a business is therefore the effective use of its financial resources (Wickham, 2006:196). In the
small business environment, Lindeloef and Loefsten (2005) argue that small business owners often have
limited competence in managing the financial aspects of their businesses. This could be why Cooley and
Pullen (1979) found that management of firm cash flows is generally not efficient in small businesses.
The finding is not surprising given that a study by Berman and Knight (2006:28) showed that many
people in management positions did not know the difference between an income statement and a
balance sheet. The dearth of business owners who are financially illiterate can bode dire consequences
for the continued existence and possible growth of the business. It is against this background that
financial literacy is growing in importance, (Tatom, 2006:2) in businesses.

In the specific South African case, a study conducted by the Small Business Advisory Bureau,
with over 500 respondents in business, found that two-thirds scored less than 60% on a basic financial
literacy test (Branam, 2008). Poor financial knowledge could possibly be a constraining factor to proper
financial management and consequently, business growth. In a survey of over 28,000 SMMEs in Africa
and Latin America, less than 3% of them showed growth after start-up (Liedholm, 2002; Mead &
Liedholm, 1998). These findings make the investigation of the issue of financial literacy among business
owners necessary.

The study therefore sets out to find answers to the questions:

Do SMME owners consider themselves as financially literate?
Do SMMEs show signs of financial, strategic or structural growth?
Is there a relationship between owner’s perceived financial literacy and business growth?

LITERATURE REVIEW

Financial literacy

A study by the OECD (2005) involving businesses in twelve countries including the USA, UK,
Australia and Japan, concluded that financial literacy is very low for most respondents. Evidence of this
in the specific South African context, may be seen in the mounting personal debt consequent upon
insufficient savings among South Africans (Grawitzky, 2003:57). This may be attributable to financial
illiteracy and presents a potentially problematic situation as it could affect the individual as well as
economic growth in the country (Kotze & Smit, 2008:156-157). Huston (2010:296) states that despite its
importance, academic literature has given little attention to financial literacy and how it is measured.
The terms financial literacy, financial knowledge and financial education appear to be used
interchangeably in literature and this does not help the emergence of a common understanding of the
construct. Nevertheless, McDaniel, Martin and Maines (2002:139) describe financial literacy as the
ability to read and understand basic financial statements. On the other hand, Nadler (2009:48) defines
business financial literacy as the ability to read and understand a balance sheet, income statement and
cash flow statement, seek feedback when financial statements are inaccurate or confusing, use financial
information to improve decision-making and understand the limits of financial information.

38



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Business Growth

Wickham’s (1998:223) model of the dynamics of business growth shows that growth can occur
in any of four interdependent dimensions: financial, strategic, structural and organisational. A business
owner therefore has to consider all dimensions when planning for growth. Nieman and Nieuwenhuizen
(2009:276) contend that the neglect of one element could cause business failure or lead to other
problems.

Financial growth: Wickham (2006:516) defines financial growth as the development of the
business as a commercial entity. It is concerned with increases in turnover, the costs and investment
needed to achieve that turnover, and the resulting profits. It is also concerned with increases in the
assets of the business. This study utilises measures of financial growth as proposed by Wickham (2006),
particularly changes in total assets, changes in capital, changes in turnover and changes in profit.

Strategic growth: Strategic growth relates to changes that take place in the way in which the
organisation interacts with its environment as a coherent strategic whole. According to Wickham
(2006:516) it is associated with the profile of opportunities which the business exploits and the assets,
both tangible and intangible, it acquires to create sustainable competitive advantages. The measures
used in this study for strategic growth are taken from those proposed by Wickham (2006), specifically
changes in sales and/or production volumes, changes in cost of sales/production, and changes in
customer base.

Structural growth: Structural growth relates to the changes in the way the business organises its
internal systems, in particular, managerial roles and responsibilities, reporting relationships,
communication links and resources control systems (Wickham, 2006:516). This study utilises measures
of structural growth as proposed by Wickham (2006), particularly changes in number of employees and
changes in the size and/or location of business premises.

Organisational growth: Organisational growth relates to the changes in the business’s
processes, culture and attitudes as it grows and develops. It is also concerned with the changes that
must take place in the owner’s role and leadership style as the business moves from being a ‘small’ to
‘large’ firm (Wickham, 2006:516). For the purpose of this study the organisational growth dimension is
excluded. This is because of the wide discrepancy in the interpretation and understanding of Wickham’s
(2006) proposed measures for organisational growth, by respondents in the pilot of this study.

Hypothesis

Lindeloef and Loefsten (2005) have argued that small business owners often have limited
competence in managing the financial aspects of their businesses. Cooley and Pullen (1979) also found
that management of firm cash flows is generally not efficient in small businesses. The absence of the
necessary financial acumen could be why small businesses remain unable to realise their full potential.
The dearth of business owners who are financially illiterate can bode dire consequences for the
continued existence and possible growth of small businesses especially as Gouws and Shuttleworth
(2009:141) posit that people’s decisions and subsequent actions flow from their understanding of the
surroundings in which they operate. In order to facilitate economic and financial sustainability,
individuals need the cognitive ability to understand financial information. It against this background that
the study hypothesises that:

Hypothesis1. There is a relationship between the SMME owners’ financial literacy and business
growth.
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RESEARCH DESIGN

The research is an ex-post-facto and cross-sectional empirical study. Establishing the universe
for the small business sector for statistically valid sampling purposes presents a unique challenge in
conducting small business studies (FinMark Trust, 2010:4). Therefore, for the purposes of this study,
non-probability sampling methods were used. A combination of judgement and snowball sampling was
used in the study. The local chamber of commerce was approached and they suggested SMME owners
that met the requirements of the study, who in turn also recommended other SMME owners.

Questionnaires were distributed to 105 respondents who had have been trading for at least
three years, had to have no more than 50 employees and a business turnover of less than R50 million
per annum. 75 of the distributed questionnaires were returned indicating a response rate of 71%. Of
the pool of returned questionnaires however, only 70 were complete and used for the study.

PRESENTATION OF FINDINGS
Financial literacy
SMME owners in the sample were asked whether they kept financial records. A total of 68
respondents indicated that they did. Fifty-two (52) respondents indicated that the records were up-to-
date and 16 respondents indicated that their records were not. Table 1 shows the kinds of financial
records that the various SMME owners kept.

TABLE 1
Financial Records Kept By SMME Owners

Financial record Number of respondents
Source documents 66
Journals 42
Ledgers 40
Financial statements 60
Payroll 38

The table shows that not all SMME owners kept the same kind of records. They seemed to have
different combinations of financial documentation that they claimed to have kept. An overwhelming
majority of respondents (94%) kept source documents that included purchase slips, invoices, credit
notes, bank statements etc. This percentage is higher than that of the FinScope survey (FinMark Trust,
2010:26) which found that 46% of small business owners kept financial records.

The study also sought to determine whether the SMME owners perceived themselves as
financial literate or otherwise. As shown in table 2, 50% of the respondents considered themselves to
be fairly financially literate. Only 4 respondents (5.71%) considered themselves, illiterate when it comes
to financial issues.

TABLE 2
SMME Owners’ Perceived Financial Literacy Levels

Perception of levels of financial literacy Frequency (n) Percent (%)
Iliterate 4 5.71
Fairly literate 35 50.00
Very literate 31 44.29
Total 70 100.00
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Business growth

Three elements in Wickham’s dynamics of business growth model (1998) were used in the
guestionnaire to determine whether the SMME owners’ businesses showed business growth. These are
the elements of Financial, Structural, and Strategic growth. SMME owners responded to questions
seeking to determine whether certain aspects (measurements of growth) in their business increased,
stayed the same or decreased.

TABLE 3
Aspects of Financial Growth

Aspects of financial Increased (n) Stayed the same (n) Decreased (n)
growth

Asset value 48 18 4
Capital 47 21 2
Turnover 54 13 3

Profit 52 14 4

The table shows that the majority of businesses’ claimed increases related to all the financial
growth variables of asset value, capital, turnover and profit, considered in the study. It is worrisome
though that 30% of the respondents conceded that the capital deployed in their business had witnessed
no increase. Collaterally, 25.7% of the SMMEs studied reported that their assets remained unchanged.
This indicates some form of stagnation. If it is assumed that such businesses are making profit, then it
can be argued that no portion of such profits are been ploughed back into the business. This does not
bode well for the growth of the business.

Aspects of the strategic growth of a business and how the businesses in the respondent
population of this study fared are shown in table 4. The strategic growth variables showed that the
majority of businesses in the sample claimed to experience increases in all aspects measured.

TABLE 4
Aspects of Strategic Growth

Aspects of strategic growth Increased (n) Stayed the same (n) | Decreased (n)
Sales and/or production volumes 56 11 3
Cost of sales and/or production 51 15 4
Customer/client base 54 10 6

While 80% of the respondents witnessed an increase in sales and/or production volumes, 73%
experienced sales and/or production costs increases while 77% indicated that their customer/client base
had increased. To measure the structural growth, two variables were utilised. These are the change in
the number of fulltime employees and changes to business premises. 57% of the SMME owners
indicated that the number of employees in their businesses stayed the same. 32.9% revealed that they
had increased their number of full time employees while 10% had experienced a decrease in their
fulltime employee numbers (see Table 5).
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TABLE 5
Aspects of Structural Growth

Aspects of structural growth Increased (n) Stayed the same (n) Decreased (n)
Number of fulltime employees 23 40 7
Change in business premises 23 46 1

In terms of changes to the business premises, 65.7% had witnessed no size changes in their
business premises. 32.9% had experienced an increase in the size of their business premises while only
1.4% of the respondents have had to move to smaller business premises. To summarise, Table 6 shows
information with regard to the business growth of SMMEs.

TABLE 6
Summary of Different Forms of Growth

Financial Growth Strategic Growth Structural Growth
48 respondents’ asset value 56 businesses’ sales and/or 23 businesses’ number of fulltime
increased; production volumes increased; employees increased.
47 respondents’ capital increased, 51 businesses’ cost of sales and/or | 23 businesses’ premises increased
54 SMMEs’ turnover increased; production increased; in size.
52 SMMEs’ profit increased. 54 SMMEs’ customer and/or client

base increased.

Hypothesis testing

The hypothesis suggested an association (or lack of it) between the SMME owners’ financial
literacy and business growth. The p-value for the test of the hypothesised relationship between the
SMME owner’s perceived financial literacy and business growth was 0.0582. This implies the non-
existence of a statistically significant relationship between the two variables at a 0.05 level of
significance. This provides the basis for rejecting the study’s hypothesis that there is a relationship
between the SMME owners’ financial literacy and business growth.

DISCUSSION OF FINDINGS

The purpose of the research was to determine whether SMME owners in South Africa
considered themselves as financially literate, whether the SMMEs showed signs of growth and if a
relationship existed between the SMME owner’s perception of their financial literacy and business
growth. To realise the purpose of the research, three questions were posed and the findings revealed by
the study concerning these questions are presented in this section.

Do SMIME owners consider themselves as financially literate?

Four (4) owners considered themselves illiterate, 35 owners considered themselves fairly
literate, 31 owners considered themselves very literate. Based on these findings, majority of the SMME
owners in the sample consider themselves as financially literate. This may be due to their membership
of the chamber of commerce. While membership may not be an indicator of financial literacy, it could
be a reflection of the education, exposure or enlightenment of the SMME owners. This could mean that
the SMME owner who is a member of a chamber of commerce is more aware of the issues, like financial
literacy, that are critical to the business and has therefore made an effort to develop this competency.
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Do SMMEs show signs of financial, strategic or structural growth?

The study revealed that a greater portion of the respondents suggested that their businesses
were growing, particularly along the financial and strategic dimensions. An average 71.4% of the
respondents claimed an increase along the financial dimension of growth and 77.1% suggested that
their businesses had witnessed strategic growth. Curiously, these percentages were not so high in
relation to the more tangible and visible dimension of structural growth. Only an average 32.9% of the
respondents claimed there was a structural growth in their businesses while there was no structural
growth for 61.4% of the businesses in the sample. The implication of this could be either that the
owners are not re-investing sufficiently in their businesses or that they lack the entrepreneurial
inclination for growth. Whatever the case may be, the finding does not exactly augur well for small
business growth.

Is there a relationship between owner’s perceived financial literacy and business growth?

Statistical analysis suggest that the answer to this question is no. According to the data from this
sample and the consequent hypothesis test, there is no relationship between owners’ perceived
financial literacy and business growth. The null hypothesis expressing the absence of a relationship
between the variables was accepted at a 0.05 level of significance given that the p-value was 0.0582.

Conclusion

The study revealed that the small businesses in the sample showed signs of growth; particularly
along financial and strategic dimensions even if the extent of the suggested growth was not measured.
The study however, failed to statistically link the business owner’s financial literacy to business growth.
It therefore, on face value, seems to contradict the logic that it would be implausible for a financially
illiterate business owner to grow a business. Furthermore, the finding of the study could be seen as
countering those of Kotzé and Smit (2008) who found that personal financial education is essential to
obtaining knowledge that could assist individuals in managing financial affairs effectively.

In essence though, the conclusion that the study seems to contradict the position of Kotze and
Smit (2008) is not necessarily the case. This is because the study did not make any differentiation
between small businesses whose owners, even if not financially literate, had employed financially
literate persons to assist in managing the affairs of the organisation. Indeed the results of the study, as
it pertains to the issue of financial management, given its importance in a business context, seems to be
that small businesses whose owners are not financially literate could possibly be leveraging on the
competence of others in this very important area.

The lesson therefore is that a small business owner is not necessarily at a disadvantageous
position even though he/she is financially illiterate in so far as another individual who is financially
literate aids the business’ decision-making in the specific area of finance because as Kotze and Smit
(2008) argue, individuals with a knowledge of financial management can reduce the effects and
consequences of the mismanagement of finances.
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ABSTRACT

Despite socio-political and economic pro-market institutional reforms that have been instituted in most
African countries, it is still very difficult for entrepreneurs to start businesses. This study uses
Institutional Theory to assess the relationship of economic and sociological institutional factors on the
difficulty of starting businesses in Africa. We test our model using a World Bank longitudinal database of
23 sub-Saharan countries from 2003 to 2006. We find that both economic and sociological institutional
factors are important in predicting the difficulty of starting a business. We explore the implications of
our findings for both Institutional Theory and practice.

Keywords: Sub-Saharan Africa, Institutional Theory, difficulty of starting businesses
INTRODUCTION

From the mid-1980s, pro-market reforms undertaken in many emerging economies (Hoskisson,
Eden, Lau & Wright, 2000; Peng 2003; Prahalad, 2004, Tan, 2009) have slowly but steadily been
instituted in several African countries, as well (Austin, Kresge & Cohn, 1996; Debrah, 2002; Quartey,
2003; World Bank, 2000; 2005). These institutional reforms were both of a socio- political nature (such
as democratization processes associated with elections and legal reforms) and an economic nature (such
as the privatization of their economies and improving the efficiency of their capital markets) (World
Bank, 2000; 2005). These reforms were expected to lead to economic development, particularly set off
by the creation of small and medium sized entrepreneurial firms (Bernstein, 2010; Bowen & De Clercq,
2008; Goedhuys & Sleuwaegen, 2000; Naude, 2010; Obben & Magagula, 2003). Despite some three
decades of these reforms, several authors have noted the continued difficulties that Africans face when
they try to set up businesses in Africa (Chu, Benzing & McGee, 2007; Kiss, Danis & Cavusgil, 2012).
Further, while knowledge of the market institutional-void context in which that African firms operate
has been well documented (Ofori-Dankwa & Julian, 2011; Visser, 2008), studies identifying specific
institutional factors relating to business start-up difficulties in Africa have been limited (Bowen & De
Clercq, 2008; Bruton, Ahlstrom & Li, 2010; Kiss, Danis & Cavusgil, 2012; Visser, 2008).This study,
therefore, seeks to examine key institutional factors that are associated with difficulties faced by new
businesses in Africa. In carrying out this inquiry, we use Institutional Theory (IT) as our theoretical lens
(e.g. DiMaggio & Powell, 1983; Granovetter, 1992; North, 1990), because it is the dominant theory for
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studies done in the context of emerging economies (Hoskisson, et al., 2000; Peng, 2003; Suchman, 1995;
Tan, 2009).

It has also been found to be a particularly useful theoretical approach when examining business
start-ups in such economies (Bruton & Ahlstrom, 2003; Bruton, Ahlstrom & Puky, 2009; Bruton,
Ahlstrom & Li, 2010; Kiss & Danis, 2008; Kiss et al., 2012). A seminal study in this stream is Bowen and
De Clerq (2008: 747) that was “the first to provide empirical evidence that institutional characteristics
significantly influence the allocation of entrepreneurial effort.” These scholars used a 40 nation sample
to test and confirm propositions that “relate different dimensions of a country’s institutional context to
the extent to which entrepreneurial activity is allocated towards high (job) growth activities” (p. 748).
However, only two African countries (South Africa and Uganda) were in the 40 nation sample. Recently,
Misra, Memili, Welsh & Sarkar (2012) reassessed and validated the findings of Bowen and De Clercq
(2008); however their study only examined data from European countries. Given the substantive
institutional differences between most African countries and almost all of the countries studied to date,
our study will first seek to examine the extent to which Bowen and De Clercq (2008) and Misra, et al.
(2012) findings are generalizable to the sub-Saharan context, an under-researched region (Kiss & Danis,
2008; Kiss, et al., 2012, Visser, 2008). Further, the substantial review by Bruton, et al. (2010) of the
extant literature points to research on entrepreneurship and business startups having two theory and
research design limitations that have applicability to the context of sub-Saharan context: the tendency
for researchers to primarily emphasize sociological institutional factors at the expense of economic
institutional factors (e.g. Shane, 1992; 1993) and the failure to fully integrate these different theoretical
perspectives. The distinction between the economic and sociological institutional factors is pertinent
and has important theory and policy implications. From a theory perspective, the economics pillar
relates more to ideas of rational actors responding to changing rules and regulations (North, 1990) while
the socio-cultural are based on sociology and emphasizes norms, values that are seen as relatively stable
and less susceptible to change (Scott, 1995). From a policy perspective, the economic institutional
factors are relatively easier to change while those associated with the sociological institutional factors
are related to national cultures and therefore are relatively more change resistant (Shane, 1992, 1993).

This study therefore develops a multi-national level model to examine the relationship between
the economic and sociological institutional factors and the difficulties of business start-ups in Africa
(Bowen & De Clercq, 2008; Misra, et al., 2012). Further, we assess to what extent the Bruton, et al.
(2010) call for integrating the economic with the sociological institutional factors is justified. We test our
model and associated hypotheses using 2003 to 2006 data from a World Bank longitudinal database of
23 sub-Saharan countries. In so doing, we closely approximate the 2002 and 2007 time frame of the
Bowen and De Clercq (2008) data base, the 2002 to 2004 time frame that they specifically used to assess
their propositions and also the 2003 to 2006 time frame that Misra, et al. (2012) used. We find that both
economic and sociological institutional factors are important predictors of two indicators of business
start-up difficulty in Africa: start up time and number of start-up procedures. With respect to economic
institutional factors, we find that interest rates are positively associated with difficulty of business
startup. The availability of foreign aid and rigidity of labor markets are negatively associated with the
difficulty of starting businesses. With respect to sociological institutional factors, we find that the level
of country corruption is positively associated with difficulty of business startup while the extent of
democracy and urbanization are negatively associated with it.

This article makes several contributions to the literature. First, given the substantial contrast in
levels of institutional munificence between developed countries and those in sub-Sahara and that the
findings of this study are consistent with Bowen and De Clercq (2010) and Misra, et al. (2012), our study
points to the relative robustness of institutional factors in explaining entrepreneurial activities. Second,
our analysis confirms the importance of the call made by Bruton, et al. (2010) for researchers to
integrate economic and sociological institutional factors when explaining entrepreneurship behavior.
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Third, while some studies on entrepreneurship in the African context have emphasized firm level factors
that either enable or inhibit the development of businesses (Austin, Kresge & Cohn, 1996; Bernstein,
2010; Debrah, 2002), these studies are limited by leaving aside inquiry directed at broader factors, such
as the institutions on which our national level-examination can more readily focus. Further, Bruton et al.
(2010) also note that a major limitation in the entrepreneurship literature is the primary use of single
country studies and that multiple country databases are the exception, not the rule, when using
institutional theory as a foundation for entrepreneurship studies. This study addresses this limitation by
using a 23 country database from Africa. Finally, while research in pro-market reform economies has
been burgeoning for some time, that on such African nations has been sparse by comparison (Margolis
& Walsh, 2003; Peng 2003; Prahalad, 2004: Tan, 2009; Visser, 2008). The unique institutional conditions
of sub-Sahara provide a unique laboratory to extend theory and we answer a call by scholars looking at
entrepreneurship in emerging economies to also focus attention on Africa, an under-researched region
(e.g. Bruton, et al, 2008; Bruton et al., 2010; Misra, et al., 2012; Naude, 2011).

BACKGROUND AND THEORY

Institutional Theory and Business Start-ups

To begin building a more robust theory on precursors to firm formation in pro-market African
economies, we turn to Institutional Theory (IT). Institutional theory describes how pressures for
congruence with preferred sets of conditions, norms and mores affect firm strategies, policies and
actions (Dimaggio & Powell, 1983; Meyer & Rowan, 1977), as well as how the legal and economic
frameworks of a society play a significant role (Granovetter, 1992; North, 1990). Furthermore,
Institutional Theory has been identified as a useful lens to more fully understand business activities in
general (Hoskisson, et al., 2000; Misra, et. al., 2012; Tan, 2009; Visser, 2008) and entrepreneurial ones,
in particular (Bruton, et al., 2010; Kiss, et al., 2012). In developing an IT-based approach, we note that
this theory has both economic and sociological perspectives that are likely to have different but
important implications for business startups (Dimaggio & Powell, 1983; Granovetter, 1992; Meyer &
Rowan, 1977; North, 1990). Bruton et al. (2010: 422) note that the economic perspective represents a
“rational actor model of behavior, based on sanctions and conformity.” The economic institutional
perspective (e.g. North, 1990) emphasize shorter term and relatively easier to implement governmental
policy rules and regulations (e.g. interest rates) that are likely to either inhibit or facilitate the
entrepreneurial behavior. On the other hand, the sociological perspective (e.g. Scott, 1995) emphasizes
“normative systems typically composed of values (what is preferred or considered proper) and norms
(how things are to be done, consistent with those values)” (Bruton, et al., 2010: 423). The sociological
institutional approach therefore focuses more on existing societal norms (e.g. corruption) that are
relatively more difficult to change but that can also encourage or discourage entrepreneurial behavior.
However, Bruton, et al. (2010) note that one of the major problems associated with research using
Institutional Theory to understand entrepreneurial activities is that the emphasis has been on cultural
institutional influences more associated with the sociology side. For example, several studies have used
Hofstede’s cultural dimensions to examine its impact on entrepreneurial activities at the national level
(e.g. Shane, 1992, 1993). In this light, this study emphasizes both economic and socio/cultural
institutional factors and focuses specifically on assessing the extent to which each of these two
institutional factors influence how difficult it is to start a business in the African context. Based on the
literature, we develop a model that we capture in Figure 1 that identifies major economic and
socio/cultural institutional factors that are a consequence of the pro-market reforms that countries in
Africa undertook in the mid-1980s. Our model suggests that these are likely to influence the extent to
which it will be easy or difficult to start a business in Africa. Please see Figure 1.
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Institutional Factors and Difficulties of Starting Businesses in Africa

Pro-market changes implemented throughout many African nations in the 1980s resulted in two
significant institutional changes in the African context (World Bank, 2000). These have been the
economic institutional changes characterized by financial market liberalization and privatization of major
national enterprises and socio-political institutional change that was characterized by national
movements towards democratization, free elections, a drive for open governance, reduction of
corruption and an emphasis on modernizing these economies (Van der Sluis, Van Praag & Vijverberg,
2003; Koveos, et al., 2011). While scholars have long recognized the central role that entrepreneurship
in Africa could play in the economic growth and development of the continent, these studies also
acknowledge the substantial difficulties that entrepreneurs face (Elkan, 1988; Goedhuys & Sleuwaegen,
2000; Koveos, et al.,, 2011). From the economic front, they face difficulties associated with getting
capital and the high cost of capital (Panin, Mahabile, Mphoh & Batlang, 2010; Goedhuys & Sleuwaegen,
2000; Koveos, et al., 2011). From the socio-political front, they face difficulties in starting their
businesses because of corruption and bureaucratic red tape (Elkan, 1988; Koveos, et al., 2011).

Economic Institutional Factors and African Business Start-ups

An important aspect of pro-market reform was change in economic institutional factors that
were to have taken place. Specifically, these institutional factors broadly relate to two key inputs: ease
of financial capital markets (e.g. interest rates and foreign aid) and the flexibility of labor markets (e.g.
employment rigidity) (Lim, Morse, Mitchell & Seawright, 2010; Misra, et al., 2012; Mmieh & Owusu-
Frimpong, 2004; Quartey, 2003; Quartey & Gaddah, 2007; World Bank, 2000). We develop hypothesis
on the effect of these three factors on difficulties in starting a business in Africa below.

National Lending Rates. In Africa, investments needed to build commercial activity for the
future, such as equipment and/or the development of new product/service concepts, require
substantial financial resources (Appiah-Adu, 1998; Austin, et al., 1996). Liberalization of capital funding
is often one of the primary goals of pro-market reform (Gray, Cooley & Lutabangwa, 1997; Mmieh &
Owusu-Frimpong, 2004; Quartey & Gaddah, 2007). However, firms in Africa face substantial financial
constraints (Quartey, 2003; World Bank, 2000). Further, business conditions for the accumulation of
financial capital are not at all favorable (Chu, Benzing & McGee, 2007). This is in part because relatively
few firms are publicly traded in sub-Saharan markets (Quartey & Gaddah, 2007) and thus domestic
equity funding is often inaccessible or unavailable. What cash does accumulate in these societies is often
spirited away into Swiss bank accounts or sunk into luxury real estate on the Riviera (Economist, 2004).
Years of financial mismanagement in sub-Saharan Africa has further resulted in governments that are
heavily indebted and thus not in a position to provide substantial equity funding, either. The nature of
the financial institutions are likely to influence the venture willingness script and thus time required to
assemble resources and get business started (Lim, et al., 2010). In particular, where limited alternative
funding sources exist, few angel investors are active and little venture capital is available (Quartey, 2003;
Quartey & Gaddah, 2007; Robson, Haugh & Obeng, 2009). Given such capital scarcity, generally interest
rates are much higher than in developed economies (Quartey & Gaddah, 2007). Decision making is likely
to be more daunting (given the risk associated with high interest rates) and the needed additional,
thoughtful business planning requires that more time be expended in business start-up. Consequently,
we hypothesize:

Hypothesis 1: National lending rates are positively associated with the difficulty of starting
businesses in Africa.

Foreign Aid. The extent of financial market liberalization is likely to be tied to the extent of
foreign aid that countries in Africa receive (Mmieh & Owusu-Frimpong, 2004; Koveos, et al., 2011).
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Given the problems that entrepreneurs in Africa have in identifying sources of, and acquiring access to,
needed financial capital (Elkan, 1988; Quartey, 2003), the extent of foreign aid is likely to substantially
relax the extent of difficulty in starting businesses in Africa (Mmieh & Owusu-Frimpong, 2004). Higher
levels of foreign aid reduce the difficulty of setting up a business in Africa in several ways. The more
foreign aid a country receives, the more capital is generally available in that economy (World Bank,
2000, 2005). Further, foreign aid places an important role in the development of African nations by
freeing up constrained financial resources in these countries (Mmieh & Owusu-Frimpong, 2004). In
addition, foreign aid that is tied to progress of both economic and socio-political reforms opens up
nations more to foreign scrutiny, and if progress is made, to greater levels of aid (World Bank, 2005).
Further, foreign aid often comes with other kinds of assistance, such as training and targeted economic
assistance, that can facilitate business start-up. Finally, consistent with the principles typically associated
with the move towards financial liberalization, such aid can come with conditions imposed by donor
countries and international financial institutions (e.g. World Bank and IMF) as a requirement for its
disbursement and these may relate to reforms specifically designed to ease business startup difficulty.
Consequently, we hypothesize:

Hypothesis 2: Extent of national foreign aid is negatively associated with the difficulty of starting
businesses in Africa.

Extent of Employment Rigidity. The greater labor market liberalization should also affect the
extent of employment rigidity, another important reflection of the powerful implications of labor
market conditions (Cuervo-Cazurra & Dau, 2009; Misra, et al., 2012). For example, Misra et. al. (2012)
found that the extent of labor market rigidity was significantly associated with business creation in
emerging European countries. Pro-market reforms may be associated with changes in labor laws that
reduce the costs of hiring and firing workers. As the reforms get institutionalized, more sophisticated
and flexible labor markets, whereby employers and employees can more easily come into contact, will
begin to form (Cuervo-Cazurra & Dau, 2009). The move away from socialism to a more market economy
approach will move commercial decisions about staffing away from government bureaucrats responding
to political pressure and to business managers responding to more dynamic market ones (Debrah,
2002). In sub-Saharan economies, pro-market reforms result in employee positions that are less secure
than in pre-reform days, where previously the government was the major employer and complacent
employees were typically cosseted from competition (e.g. Peng, 2003; Mahajan, 2008). Potential
workers are more likely to stick with current employees because rigid labor markets make
reemployment problematic. Consequently, we hypothesize:

Hypothesis 3: Extent of employment rigidity is negatively associated with the difficulty of starting
businesses in Africa.

Socio/Cultural Institutional factors and African Business Start-ups

The pro-market reforms also triggered several socio-political and cultural institutional changes
in most African countries (Debrah, 2002). These socio-cultural changes have been associated with
conditions such as increasing democratization, increases in attempts to reduce the incidence of
corruption and a greater emphasis on the modernization of the African nations (Ahunwan, 2002; Lim, et
al., 2010; Mahajan, 2008). We identified three such major socio/cultural institutional factors that are
likely to influence the difficulties of starting a business in Africa. These are the extents of national levels
of corruption, democratization and urbanization.

Extent of Corruption. The issue of corruption is important for understanding entrepreneurship
behavior globally (Lim, et al., 2010) and is also particularly relevant in African economies (Ahunwan,
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2002; Economist, 2004; Werlin, 1973). It is important to recognize that despite government efforts to
change this corruption culture in African countries, it is still particularly pernicious (Rose-Ackerman
1999). Essentially problems are exacerbated by the context of a political culture of corruption and
bribery. In keeping with this context, “many managers and directors have been able to use corporate
opportunities and resources for their own personal benefit at the expense of the corporation and its
shareholders” (Ahunwan, 2002: 274).The extent of national corruption levels has a direct effect on
entrepreneurs because it makes starting business increasingly difficult. Corruption leads to increasing
costs of starting a business. In a society where capital funding of business is already difficult to access,
corruption adds an additional cost to starting a business in Africa (Elkan, 1988). In addition, the time
consuming and extensive bureaucratic procedures that potential entrepreneurs have to navigate in
Africa is made even more difficult by additional hoops and loops that the costly corruption practices add
(Ahunwan, 2002; Rose-Ackerman, 1999). Consequently, we hypothesize that:

Hypothesis 4: Extent of national level corruption is positively associated with the difficulty of
starting businesses in Africa.

Extent of Democratization. After independence, in the mid-1950s and early 1960s, after
independence, African countries flirted with different variants of socialism and military dictatorships.
However, pro-market changes in the mid 1980 have resulted in significant moves from African nations
towards increasing levels of democratization (Mmieh & Owusu-Frimpong, 2004; World Bank, 2000).
Indeed, today only one African state (Eritrea) does not hold elections. Democracy and democratic
institutions have been on the rise in Africa (World Bank, 2000; World Bank, 2005). Thus, one would
anticipate that increasing levels of democratization will be associated with a correspondent increase in
the ease of starting businesses (Debrah, 2002). In addition, increasing democratization also means
governments in sub-Saharan Africa sought to encourage the liberalizing of information markets. For
example, the government-sponsored GIPC set up the Ghana Club 100 to “develop an open information
culture within the corporate sector” (GIPC, 2000: 25). A generally free societal culture and its association
with a freer press have liberty to report on firm activities and provide information associated with
starting and improving businesses (Takyi-Asiedu, 1993).

Hypothesis 5: Extent of democratization is negatively associated with the difficulty of starting
businesses in Africa.

Extent of urbanization. At the societal level, pro-market reform results in a strong push for
greater urbanization (Hoskisson, et al., 2000; World Bank, 2005). The urbanization process in Africa
leads to important changes: increase in schooling, development of new norms and standards; loosening
of traditional vocational constraints; and the concentration of individuals/dispersion of ideas (World
Bank, 2000; World Bank, 2005). Ease of travel in such developing economies, facilitated by loosening of
political restrictions and greater infrastructure investment, primarily in the urban settings, meant an
increase in rural to urban migration (Mahajan, 2008). Urbanization that has been accelerated by the pro-
market reforms therefore results in changing socio-cultural institutions. For example, the increasing
level of urbanization is also likely to be associated with an increase in schooling. Nations with an
increasing number of students are likely to see a larger number of business set ups, as these relatively
educated individuals are more likely to be aware of and seek opportunities (Kamoche, Debrah, Horwitz
& Muuka, 2003). Often accompanying such education in an urban setting is the inculcation of norms and
knowledge standards more closely associated with the market place orientation (Van der Sluis et al.,
2005; Koveos et al., 2011). Urbanization also results in the loosing of traditional constraints associated
with careers. Urbanization is also associated with an increased dispersion of new ideas and

50



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

opportunities (Takyi-Asiedu, 1993), what Harvard Economist Edward Glaeser calls “the urban ability to
create collaborative brilliance” (Lane, 2012:16). Consequently, we hypothesize that:

Hypothesis 6: Extent of urbanization is negatively associated with the difficulty of starting
businesses in Africa.

METHODS

We obtained our data from two sources. First, we used the database from the World Bank
Indicators CD 2008. Every year the World Bank collects data from more than 153 countries which
include low, middle and high income economies worldwide. The World Bank uses officially recognized
international sources to collect these indicators and therefore represent the best source of global
development data (World Bank, 2008). We analyzed data from 23 countries from Africa from 2003 to
2006. In so doing, we closely approximate the 2002 and 2007 time frame of Bowen and De Clercq
(2008), the 2002 to 2004 time frame that they specifically used to assess their propositions, and also the
2003 to 2006 time frame that Misra, et al. (2012) use. Second, we obtained data on extent of national
level corruption and extent of democracy from http://www.gapminder.org. While there are over 50
countries in African, we had complete data for the 23 African countries listed below and subsequently
utilized these. The countries are: Angola, Botswana, Burundi, Cameroon, Central African Republic, Chad,
Congo Republic, Ethiopia, Kenya, Lesotho, Madagascar, Malawi, Mauritania, Mozambique, Namibia,
Nigeria, Rwanda, Sierra Leone, South Africa, Tanzania, Uganda, Zambia and Zimbabwe. This sample is
representative of the population of African economies, ranging as it does from economies with a higher
level of industrial development (e.g. South Africa) to those with relatively impoverished economies (e.g.
Zimbabwe). Of the 23 countries in the dataset, 15 countries are low income countries and 8 countries
are middle income countries.

Variables

Table 1 presents the summary statistics and correlation data associated with the variables used
in this study.

Dependent variables. To reflect the difficulty in starting a business, we used two variables. First,
we used the time required to start a business in African countries from the World Bank database. This
generally applies to resource acquisition time, obtaining permits and required approvals, and lining up
the required financing, among other necessary activities, and is an important overall indicator of ease of
starting a business. This is similar to Misra, et al. (2012) who used the same variable to understand the
difficulties of starting business but for the European countries. We also used start-up procedures as an
independent variable. This refers more to government involvement and the variable is measured as the
total number of procedure necessary to start-up a business, thus reflecting the extent of government
bureaucracy and red tape that make business start-ups in Africa difficult.

Independent variables. Our independent variable reflects economic and socio/cultural
institutional factors that affect the difficulties associated with starting a business in Africa. In terms of
economic institutional factors, we identified three: national lending rates, availability of foreign aid and
extent of employment rigidity. In general, private or commercial banks provide loans to prime
customers and the interest rate they charge on loans is called lending interest rates. We also measure
the extent of foreign aid (percentage of GDP). World Bank developed an index to measure rigidity of
employment. This index measures the regulation of employment in terms of hiring and firing of workers
and the rigidity of working hours. It ranges from 0 to 100, with 0 being less rigid regulations and 100
being more rigid regulations.In terms of sociological institutional factors, we identified three variables:
extent of corruption, democracy, urbanization. The corruption perception index is used in this study to
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reflect the level of corruption at the national level. This variable is collected from
http://www.gapminder.org which is compiled by Transparency International Organization. The
corruption perception index focuses to measure corruption in the public sector, such as bribery of public
officials, kickbacks in public procurement, embezzlement of public funds, etc. The next socio-cultural
variable is extent of national level democracy. This variable is compiled by http://www.gapminder.org
and is collected from the Polity IV project. The democracy score is calculated by subtracting an
autocracy score from a democracy score. It is a summary measure of a country's democratic and free
nature. -10 is the lowest value, 10 the highest. This score is based on inflation adjusted GDP per capita.
For the extent of urbanization, we started with the World Bank’s Database “proportion of rural to urban
population” ratio. This is computed as the percent of total population living in urban areas. We invert
these figures as a measure of national urbanization.

Control variables. We controlled for gross domestic product (constant 2000 USD), which
indicates a country’s economic well-being. This variable is measured as gross domestic product which is
sum of gross value added by all resident producers in the economy plus any product taxes and minus
any subsidies not included in the value of the products and dollar figures for GDP are converted from
domestic currencies using 2000 official exchange rates. This variable provides the information about
economic performance over an amount of time. Controlling for GDP helps to better clarify the PMR-
related variance in our foreign aid (one of our independent variable measures) by removing the
influence of poverty itself on the amount of aid. We also controlled for net exports (percentage of GDP).
The World Bank defines this variable as the net value of imports and exports of goods and services of a
country from the rest of the world as a percentage of GDP. We measured population growth to control
for the effects of the population pressure on an economy. Our study’s time frame is 2003 to 2006 and
given that there may be substantial events occurring in particular years that may spuriously affect the
results of the study, we control for years using dummy variables.

Statistical Analysis

Our 4 year data set is from 23 African countries. We performed several tests to select the
appropriate econometric model. First, we undertook the Breusch-Pagan test, to decide between
ordinary least square (OLS) and panel method models. The Breusch-Pagan test confirmed that the panel
model was the appropriate estimation technique to use. We subsequently performed the Hausman test
to choose between random effects and fixed effects modeling technique. Taking the results of the
Hausman test, we decided that a fixed effects estimation procedure was the most appropriate modeling
approach to take in this study. We employed weighted least square fixed effects estimation technique
to correct the heteroskedasticity problem in this sample. We next calculated Variance Inflation factors
(VIF) and the results indicate no multicollinearity problem in the dataset since the VIFs did not exceed
10. Finally, the Durbin-Watson test was performed to check the serial autocorrelation and the results
did not indicate the presence of serial autocorrelation in the dataset, since the value of Durbin-Watson
test in all models stayed around 2.

RESULTS

Table 2 presents the regression results. Based on our conceptual framework and following
Bruton, et al., (2010) and Misra, et al. (2012), our independent variables were divided in two categories
of institutional factors: economic and sociological. With respect to economic institutional factors we
note the following. The first significant variable in this model (2) is the rigidity of employment index
which is negatively related to the dependent variable. We find that national lending interest rates is
positive and significantly related with business start-up time (p =0.01). This provides strong support for
hypothesis 1. So, higher lending interest rates slow the process of firm formation. We fail to find support
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for hypothesis 2, since the foreign aid variable becomes insignificant in this model. The adjusted r-
squared is 67 percent. Turning our attention to the socio-cultural factors, we also note the following. In
the column 3, we report the estimation results of socio-cultural institutional factors where each of these
factors is significantly related to the business start-up time. The corruption index variable is significant at
5 percent level and positively influence the business start-up time; that is, a country with higher
corruption will take more time to start a business. The next socio-cultural variables are democracy index
and urbanization, and both are positive and significantly (p = 0.01) associated with business start-up
time. Finally, in the full model (column 4) in Table 3 reports the full model where we include economic
and socio-cultural factors with the controlled variables. The two economic factors, foreign aid, and
lending interest rate, are significant with the expected sign. The results provide full support to
hypotheses 1 and 2. All socio-cultural variables are significant except democracy index variable,
becomes insignificant in this model. The corruption index variable is significant at 5 percent level and
positively related to required time to start a business which is similar to model 3 (column 3) and this
holds the support for hypothesis 4. The last significant variable is urbanization, which is significant at 1
percent level and negatively related to business formation time. That is, a country with higher
percentage of urbanized population is taking lesser time to form a business in sub-Saharan country. This
provides the strong support to the hypothesis 6 in this paper. The adjusted r-squared is 79 percent. In
summary, our results provide fairly consistent support for the hypotheses in this paper. For the
economic institutional factors, we find strong support for hypothesis 1 and partial support for
hypotheses 2 and 3. For the socio-cultural institutional factors, we find strong support for hypothesis 4
and hypothesis 6 and partial support for hypothesis 5.

We also examined Bruton, et al. (2010) suggestion that the predictive efficacy of our model will
be improved if we combined economic institutional factors to the sociological and we find that indeed
the results confirm this prediction. The full model (Column 4) gained 12 orl17 percent (Adj-R square 79
percent in model 4; Adj-R squares of 67 and 62 percent in Models 2 and 3 respectively) in predicting
power after combining economic factors with socio-cultural factors. We repeat the same estimation
procedures for another dependent variable, start-up procedures to start a business in sub-Saharan
countries. Again the control variables are significant in most of the models (model 5 through model 8).
The rigidity of employment index and foreign aid variables are significant with the expected sign, but the
lending interest rate variable becomes insignificant in the model 6. All socio-cultural factors are
significant at 1 percent level in model 7 with their expected sign. The model 8 reports the full model for
this dependent variable. In this model, two economic institutional factors, rigidity of employment index
and lending interest rate, become significant at 1 percent level. The lending interest rate variable is
positively related to the start-up procedures which provide strong support to the hypothesis 1. The
rigidity of employment index variable is negatively influencing the start-up procedures to start a
business in Sub-Saharan African countries, which brings the strong support to hypothesis 3. All socio-
cultural institutional variables are significant in this model. The corruption index variable is significant at
1 percent level and related positively with the dependent variable. Again, hypothesis 4 is highly
supported in this model. The democracy index and urbanization variables are related negatively with the
dependent variable and significant at 5 and 1 percent respectively. Both of these variables, urbanization
and the democracy index provide the strong support to the hypotheses 5 and 6. The predicting power
(adjusted r-square) again increased from 67 percent (model 6) or 65 percent (model 7) to 83 percent in
the full model (8). Thus, the full model gained about 6 to 8 percent when we include socio-cultural
factors with economic factors. Again, for the start-up procedures dependent variable, our results
provide fairly consistent support for the hypotheses in this paper. For the economic institutional factors,
we find strong support for hypothesis 1 and partial support for hypotheses 2 and 3. For the socio-
cultural institutional factors, we find the strong support for all hypotheses (4, 5 and 6) of this paper.
Therefore, after comparing the first set of results with the second set of results for the two dependent
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variables, time required to start a business and start-up procedures, it is fair to conclude that results
provide very strong support to the hypothesis 1, 4 and 6, and partially support hypothesis 2, 3 and 5.
Hence, economic and socio-cultural institutional factors are equally important for firm formation in any
Sub-Saharan country.

DISCUSSION

In the last several decades many nations in the sub-Saharan African region have adopted pro-
market reforms (Hoskisson, et al., 2000; Tan, 2009). Despite such reforms, the general lack of factors of
production, particularly financial, capital, and the resultant institutional upheaval (Austin, et al., 1996;
Quartey, 2003; World Bank, 2000), make the Sub-Saharan African region particularly difficult for
business start-ups (Bruton & Ahlstrom, 2003; Bruton, et al., 2010; Kiss & Danis, 2008; Kiss et al., 2012).
Our study uses Institutional Theory (IT) to examine both economic and institutional factors associated
with the difficulty of business formation (Obben & Magagula, 2003).

Implications

Our research has several important implications. First, our study followed the suggestion of
Bruton, et al. (2010) to move beyond concentration on culturally-generated factors alone. We found
that both economic and cultural institutional factors significantly explain the difficulties of
entrepreneurs in Africa starting up businesses, and therefore confirm the potential problem that those
scholars identified and also suggests that researchers in this area should take such an integrative
approach. Specifically, a primary focus on socio-cultural institutional factors may result in substantial
model misspecification. Our study therefore makes a contribution by focusing on both economic and
cultural institutional factors, thus providing a better representation of the two broad perspectives that
underlie Institutional Theory as a theoretical basis for explaining entrepreneurship behavior. And this
provides IT with a better potential to more fully describe entrepreneurship factors associated with doing
business in Africa.

Second, our study’s use on a large (23 nations) multi-national sample moves entrepreneurship
research beyond the focus on single nation studies that Bruton, et al. (2010) identified as one of the
three major limitations in the extant literature. Building on Bowen and De Clercq (2008), and the recent
work by Misra, et al. (2012), we develop a national-level model that addresses institutional
determinants of business start-up difficulties in 23 countries in Africa. We further improve on
methodology of Bowen and De Clercq (2008) in our use of panel data. Hence, the results from panel
data analysis should provide us a clearer picture than previous literature. Our study therefore enables us
to better assess the impact of institutions by moving beyond results enmeshed in the possible
idiosyncratic circumstances of a single country (e.g. Bruton, et al., 2010) and also are congruent with
Misra, et al. (2012) who focused on European nations. Third, research studies comprehensively
identifying important institutional factors that are associated with business formation in Africa have
been relatively few. By analyzing how institutional factors affect the relative difficulties in business
startup in a cross-national sub Saharan sample, this study makes an important contribution by
identifying institutional theory related factors likely to help in the formation of businesses in Africa.
Fourth, these findings have important policy implications. A common increasing perception is that
foreign aid to Africa is wasted. This study however suggests that there may be a more nuanced effect
and that is perhaps not so open and shut. Our study suggests that the availability of foreign aid can be a
helpful influence in encouraging the generation of new economic enterprise. Our study also suggests
that government policies that result in the loosening of rigid labor markets are associated with an easing
of conditions for entrepreneurs. We have looked generally at the 23 nations in Africa and drew
conclusions about the effects of both socio-cultural and economic factors. Scholars have cautioned that
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these countries are not all similar in all institutional respects, because they have different historic and
developmental trajectories, and different governmental policies and different levels of development
(Harvey, 2002). While this study mitigates these factors by controlling for GDP, subsequent research
should go further to investigate other differences in institutional background. Finally, more research is
needed in this important area of inquiry. Our preliminary findings suggest that there are systematic
institutional influences on the difficulty of starting new businesses in sub Saharan Africa. Additional
research can more fully establish such linkages, as well as explore other institutional areas, such as
mimetic and normative influences, as to their effects on commercial initiation (e.g. Visser, 2008;
Sawyerr, 1993). Also, with an increasing scholarly focus on international entrepreneurship (Kiss, et al.,
2012), further research is also needed in exploring both managerial and firm factors that distinguish
between the propensity for firms in Africa to export (Obben & Magagula, 2003). Given the potential
importance for business start-ups on economic dynamism and the improvement of material well-being
in high misery contexts, investigation of such topics holds the potential for generating useful and
actionable knowledge.
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FIGURE 1
The Effect of Economic and Socio-cultural Institutional Factors on the Difficulty of Starting Business in
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TABLE 1

Population Employment Corruption Democracy

Time Startup GDP NX Growth Rigidity AID LR Scores Index Rural
Summary Statistics
Mean 58 10.95 3239 -7.72 2.34 51 13.1  22.04 2.78 3.90 66.15
Std. Dev. 35.15 3 8989 19.93 0.92 16 11.63 15.83 0.92 3.02 15.43
Correlation
Time
Startup 0.28
GDP 0.41 0.27
Net exports 0.12 0.06 0.01
Population
Growth -0.19 0.36 0.10 0.05
Employment -0.36 0.12 0.09 -0.10 0.53
Aid -0.29 -0.05 0.17 -0.35 0.44 0.60
Lending Interest rate 0.30 0.05 -0.04 0.12 0.04 0.25 -0.05
Corruption
Scores 0.24 -0.18 -0.06 -0.12 -0.39 -0.58 -0.23  -0.21
Democracy
Index 0.12 -0.21 -0.06 -0.15 -0.14 -0.40 -0.00 -0.15 0.40
Urban 0.25 -0.20 0.02 0.63 -0.19 -0.45 -0.49 0.13 0.23 -0.06
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TABLE 2

Business Start-Up Difficulty in Sub-Saharan African Countries

Time Required

Start-Up Procedures

Dependent Controls  Economic (2)  Socio-cultural Full Model  Controls (5) Economic (6)  Socio-cultural Full Model
variable (1) (3) (4) (7) (8)
Constant 8.17%** 102.47%** 76.37*%* 1.04 85.69*** 7.30%** 4.87%** 46.70***
Controls

GDP 0.000*** 0.00*** 0.00%** 0.00*** 0.00%** 0.00%*** 0.00%** 0.00***
Net exports 0.01%** -0.11 -0.03 0.03** 0.03 -0.00 0.02%** 0.09
Pop. Growth 1.06*** -3.01 -11.50%** 1.46%**  -13.25%** 1.52%%* 0.78%** 0.71
Economic

Emp. Rigidity -1.02%** 0.00 0.02%** -1.19%**
Aid -0.21 -0.12%** -0.09*** -0.24
Interest rate 0.55*** 0.02* -0.00 0.71***
Socio-Cultural

Corruption 6.56%* 0.54** 0.43*** 6.95%**
Democracy 2.88%** -0.09 -0.15%** -1.39%*
Urbanization 0.38%* -0.09*** -0.05*** -0.57*%**
2004 -5.55 -3.15 -491 0.29 0.02 0.14 0.03 -1.67
2005 -6.39 -2.49 -5.98 0.20 -0.01 -0.08 -0.03 -2.24
2006 -8.36 -5.11 -9.15** 0.12 -0.16 -0.12 -0.36 -3.78
Adjusted R 0.81 0.67 0.62 0.79 0.80 0.67 0.65 0.83

N 92 92 92 92 92 92 92 92
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TABLE 3
Robustness check: OLS and Fixed effects estimates

Dependent variable Time required to starta  Start-up proceduresto  Time required to start a Start-up procedures to
business: Full model start a business: Full business: Full model start a business: Full
[Ordinary least square model [Fixed effects model model
model (1)] [Ordinary least square 3)" [Fixed effects modes (4)]"
model (2)]
Constant 20.89 1.82 432.83%** 23.90*
(22.44) (1.60) (154.07) (12.68)
Control variables
Gross domestic product 0.00*** 0.00*** 0.00*** -0.00
Net exports 0.14 0.03*** 0.02 0.00
Population growth 5.44 2.02%** 1.22 0.01
Economic factors
Rigidity of employment index -1.09%** -0.06*** 0.68 -0.02
Aid -0.60* -0.12%%** -0.57*** -0.00
Lending interest rate 0.96*** 0.02*** -0.02 -0.01
Socio-cultural factors
Corruption index 8.69%** 0.16 0.19 -0.08
Democracy index -1.63** -0.22%** -0.07 0.17
Urbanization -0.65%** 0.13*** 5.78** 0.17
Adjusted R-Squared: Adjusted R-Squared: Log-likelihood Ratio: - Log-likelihood Ratio: -
0.67 0.77 281.45 51.68
N 92 92 92 92

**x ** and * indicate statistical significance at 1 percent, 5 percent, and 10 percent respectively. Models 1 to 2 are heteroskedasticity tested
and corrected models. "Times dummies are controlled but not reported in the table 3.
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MANY OPPORTUNITIES, ONE BIG CHALLENGE: TWO ENTREPRENEURIAL TALES OF GROWING MICRO
AND GROWING BIG IN A TANZANIAN CONTEXT

KATHARINA POETZ
University of Copenhagen
kpo@ifro.ku.dk

ABSTRACT

To explore how microentrepreneurs evolve, this paper uses a case study approach to provide rich, in-
depth insights into entrepreneurial growth processes. It narrates two entrepreneurial tales, one of
growing micro, i.e. establishing microenterprises, and one of growing big, i.e. establishing a
conglomerate in Tanzania, an emerging African economy. The findings result from comparing and
contrasting the two cases, and are summarized under resources and implementation uncertainties,
entrepreneurial as opposed to enterprise growth strategies, and new roles and identities. The findings
indicate several future research options, and underline a need for focusing on the entrepreneur at large.
Especially in young emerging economies, this focus is necessary to address many growth opportunities
but one big challenge of productively harnessing that potential.

Keywords: entrepreneurial growth, narratives, Africa, entrepreneurial processes
INTRODUCTION

Enterprise growth has become a key issue for research and policy making in developed and
developing countries alike, yet “[t]he truth is, we know very little about micro and small enterprise
growth” (Nichter and Goldmark, p.1453). African entrepreneurship for example is traditionally
associated with constraints, but especially in the continent’s emerging economies there is a shift
towards innovative growth strategies that focus on opportunities, learning, and creativity to overcome
constraints (Bradley, McMullen, Artz, & Simiyu, 2012; Sarasvathy, 2004).Correspondingly,
entrepreneurship research recently emphasized that studying individual enterprise growth needs to be
complemented by an understanding of entrepreneurial growth processes (cf. Leitch, Hill, & Neergaard,
2010; McKelvie & Wiklund, 2010), i.e. what entrepreneurs actually do to grow their businesses.

Existing research started to explore entrepreneurial growth processes (Baker & Nelson, 2005;
Wright & Stigliani, 2013), and has recently emphasized that studying how these processes unfold is
particularly relevant in emerging economy contexts (Bruton, Ahlstrom, & Obloj, 2008; Bruton,
Filatotchev, Si, & Wright, 2013). However, while studies from Asia’s emerging economies have
increased, studies from Africa’s young emerging economies are rare (Economist, 2011; Mahajan, 2009).
To remedy this gap, this paper explores how microentrepreneurs evolve by providing rich, in-depth
insights from two cases of entrepreneurial growth in Tanzania, an emerging economy in East Africa. The
study findings result from comparing and contrasting the two cases, and shed light on resources and
implementation uncertainties, entrepreneurial as opposed to enterprise growth strategies, and new
roles and identities. Specifically, the findings point to severe implementation uncertainties with regard
to the challenge of productively harnessing changes in the institutional regime, the evolution of
microenterprise groups and regionally expanding family business groups, and finally, new roles and
identities as African entrepreneurs beyond family and community ties.
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The findings contribute to the general and the African management literature by providing
insights into alternative growth strategies, and by opening up a number of options for future research
that speaks to the African and the ‘Western’ discourse (Zoogah & Nkomo, 2013). For practitioners, the
findings show that support programs can facilitate entrepreneurial learning through experience, but
need to consider the formalization of business procedures on top of legal registration. Furthermore,
practitioners are well-advised to focus on the entrepreneurs at large, i.e. what and what else they are
actually doing in order to understand their growth strategies. Such an understanding is relevant because
the strategies have distinct implications for individual firm growth.

In this paper, | first present the case study approach and the two narratives, one tale of growing
micro, i.e. establishing microenterprises, and one tale of growing big, i.e. establishing a conglomerate in
Tanzania. Then | present and discuss the main findings. | conclude with implications for practitioners.

CASE STUDY APPROACH

This paper relies on an in-depth multiple-case study approach to investigate a complex process
in its real-life context (Yin, 2009). Entrepreneurial growth processes are complex as they involve a
temporal and spatial dimension that can hardly be isolated in an unambiguous way (Langley, 1999).
Specifically, | use a narrative strategy to provide realistic tales (Van Maanen, 1988) through thick
descriptions the reader can transfer to other situations (Langley, 1999; Lincoln & Guba, 1985).
Furthermore, | compare and contrast the narratives and discuss common themes of resources,
strategies, and identities (Pettigrew, 1990). Selecting this approach is based on the lack of process
insights on entrepreneurial growth, especially in Africa’s emerging economies (Bruton et al., 2008;
Bruton et al., 2013).

Case selection departed from an interest in agribusiness entrepreneurship, in particular food
processing. Tanzanian was selected because the country recently reached emerging economy status,
and offers growth opportunities for entrepreneurship in food and agriculture due to a peaceful
economic transition process, significant government and donor efforts to improve institutional support
for entrepreneurship, and abundant agricultural resources (Economist, 2011; Lituchy, Punnett, &
Puplampu, 2013). The two specific cases (C1 and C2) were purposively selected to represent one
typical/critical, and one extreme opposing end of entrepreneurial growth (Miles & Huberman, 1994, p.
28). The first case is a female entrepreneur in her 40s. She represents a typical/critical case of a primary
school leaver who managed to grow micro and provide for her family in the context of a semi-rural
university town. Her case provides insights into female microentrepreneurship associated with a lack of
education and growth constraints (Amine & Staub, 2009; Spring, 2009). Second, Bakhresa group, in
particular the AZAM food operations in Dar es Salaam, was selected because its founding director, Mr.
Bakhresa, is an extreme case of a primary school leaver who now ranges among Africa’s richest
entrepreneurs (Forbes, 2011).

Data was collected over a 2.5-year period from August 2010 to January 2013, facilitated through
an existing collaboration with local researchers who e.g. arranged the initial factory visit at AZAM. To
support the collection of primary data, two research assistants with a degree in business studies and
economics facilitated my visits, and for Cl the translation of interview questions and answers.
Interviews for C1 were recorded, fully translated, and transcribed, resulting in approx. 120 pages of
transcripts and field notes. For C2, the interviews with AZAM managers (M1 and M2) were not recorded
as recording permissions were not granted. However, | took detailed notes during the interviews and
the factory visits, resulting in approx. 50 pages of field notes. This data was supplemented by secondary
data, in particular an interview with AZAM'’s executive director and son of Mr. Bakhresa (EX) published
on the web, and data from the group’s website. Text in italics is subsequently directly taken from
transcripts and field notes. TABLE 1 provides an overview of the data sources for the two cases.
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CASE INSIGHTS: TWO TALES OF GROWING MICRO AND GROWING BIG

Growing Micro: Establishing Microenterprises

The first narrative is about Mary, an entrepreneur in her 40s. Her case is critical because she
grew her business against the odds, i.e. she operates a microenterprise with 5 casual workers, and a
self-reported monthly income comparable to that of a local first-level manager. She progressed through
taking part in a university-based cluster initiative for small-scale food processing, where she learned to
pack and improve her products. Even though the business did not grow into a small firm, it financed an
education for her children, the acquisition of a small farm, and the start-up of a second business in an
informal service sector.

TABLE 1
Case Data Sources and Overview

Case Data source Code Date Interview/data collection topics
. Personal characteristics
Semi- Business characteristics
structured Mary, 2011 Feb 21, 2011 .
. . Start-up history
interview
Future plans
Follow-u Business progress
. . P Mary, 2012 June 15, 2012 Organization of activities
Interview Future plans
C1: Mary*/food . P
and decoration  Participant Visit at home
R . P . - June 23, 2012 Product demonstration
microenterprise  observation . .
Informal discussion
Part|C|pa!1t i June 26, 2012 Visit of clu§ter p.rocesslng premises .
observation Informal discussion with cluster advisor
Business progress
Follow-up Diversification
. . Mary, 2013 Jan 17, 2013 . -
interview Roles and identities
Future plans
AZAM operations
Group M1, 2011 Raw material supply and farmers
interview M2, 2011 Aug 3, 2010 Human resources
Future plans
Observation i Aug 9, 2010 Factory v!s!t: juice packing
Factory visit: pulp plant
C2: MIr. Follow-up New product development
. . M1, 2012 Jun 12, 2012 Human resources
Bakhresa/ interview Fut |
Bakhresa group uture plans
Observation - Jun 12, 2012 Factory visit: carbonated drinks plant
Secondary EX, 2012 Oct 04, 2012 Group operations N
data* Challenges and opportunities
Group structure
Company Launched .
B 201
website** akhresa, 2013 early 2013 Product portfolios

Revenues and number of employees

* Name changed due to recording agreement and in line with religious belief

**Secondary data, at http://voicesoftanzania.com/articles/interviews/item/220-interview-with-mr-abubakar-bakhresa-
executive-director-of-bakhresa-group.html (accessed Feb 6, 2013)

** http://bakhresa.com (first accessed June 1, 2013)
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Mary completed primary school before she moved to town to work in a former state factory for
15 years. She was laid-off during the start of economic transition in the mid-1990s, and became a single
mom looking for alternative income. She started an informal street restaurant. By 2000, she added a
porridge mix and dried fruits and vegetables. She processed at home, and packed items in plain plastic
bags. Being in town was advantageous because raw materials and customers were available, and
transport was easy. Her personal advantage was being mtundu [curious] about what was going on in the
community. She went to seminars from the municipality, and over time she became known. In 2007, this
reputation helped her to become a candidate for a cluster initiative set-up in collaboration with donors
and local university partners. However, she needed confidence and persistence to see the end of this
and stay in the program in spite of her lack of education and English skills (Mary, 2013).

By 2011, she used the cluster processing facility to produce and receive technical knowledge and
training on business management. The cluster won prices and took her to exhibitions, where her new
reputation as a member helped her to get customers, even from other parts of the country. She hired
casual workers from a pool of 5 people she had started to train. For marketing, she printed her own
flyers, and asked acquaintances to introduce her products in their networks. Income generated had
been largely used for educating her children, but after they completed college/secondary education,
business and life improved. However, other problems started. The cluster exposed her to growth and
export opportunities, provided that products are processed and packaged well. She was thus looking for
support from sponsors or donors for investing into packaging materials and processing equipment. She
also realized the need for differentiating her products. Other entrepreneurs were exhibiting the same
products, using the same packaging material from the Small Industry Development Organisation (SIDO).
Worrying about how customer can distinguish products and damages to her reputation if somebody else
produced bad quality, she kept her own production secrets and was searching for alternative packaging
and labels (Mary, 2011).

By 2012, she found out that packaging manufacturers require large orders. Hence she sat in the
living room of the 4-room house she rented, and was gluing home-made labels on plain plastic jars and
bags she continued to buy from SIDO. The labels were designed, digitalized, and printed at a local
stationary. She continued to produce those products requiring machines at the cluster facility. Others,
including her best-selling porridge, were produced at home. She estimated to make a profit of up to
380.000 TZS (about 180 EUR) per month, based on a book in which she noted raw material purchases, a
list of clients, and sales. She focused on communicating with her customers, i.e. listening to any
complaints, replacing bad products, and giving free samples. To help with production and distribution,
she continued with the pool of 5 casual workers, but by now paid 2 people on a monthly basis.
Furthermore, she could receive phone calls from customers in other areas, and dispatched the order
through one of the many buses that frequent the country. The customer picked up the parcel from the
bus stop, and paid her via mobile money services such as M-Pesa. Thus her phone had become her most
important asset, but she noticed a lack of others. Local products were increasingly considered as more
natural and healthier than international brands, and demand was on the rise. Yet she did not have
enough financial capital to invest in production and distribution. To obtain funds, she was counting on
participation in a donor business competition. She was optimistic because she had started to keep
records, managed to register her business, and got a tax identification number (TIN) as part of the
participation requirements. Registering a business name cost her 6.000 TZS (about 3 EUR). She
registered a partnership, but decided to run it as a family business to increase control and decision-
power, emphasizing that although the different sub-groups in the cluster are working together, there is
no business that we do together. To get the TIN, municipal tax officers told her she would pay 95.000
TZS (about 45 EUR) every year. This allowed her to avoid any disturbances from the authorities, since
her days were already busy enough with production and the search for information about competitors,
technologies, and products that could move fast in the local market (Mary, 2012).
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By 2013, she won 3.3 million TZS (about 1.500 EUR) in the competition. This was used to get
product barcodes, new label designs, and promotion material. She paid for a promotion clip
broadcasted on local TV, in which she encouraged other women to start businesses, and appealed to
their husbands to let them. In the business, she started to focus on producing fast-moving products,
while maintaining others only for exhibitions. Packaging material continued to trouble her. Ordering it
on demand led to delays in sales, and made her think about optimizing all business processes to save
time and effort it takes to bring raw materials to the processing facility and distribute products, and
concluded that she would like to have money to invest in her own premises with a sales outlet. She
could save rent and speed up production, and would hire department managers and store keepers to
properly organize business according to the business law, instead of kiholela [arbitrarily]. This would also
give her confidence that she is a full entrepreneur. Yet for now she has to be realistic. At her level, she is
doing things in whatever way that makes money. Because of that, she also does not want to take a loan.
She lacks collateral and interest rates are high. Moreover, in the 1990s, she received one of the first
loans the government issued to small street vendors, but it did not help her grow. Hence she considered
loans as inappropriate for building a business:

I cannot agree to take a loan... a loan is good, but you should remember, we work for others...
a loan does not want you to build. A loan needs you to produce. | am building. Where will |
get the money to return the money? What little | get, | use it to solve my little problems. [Or] |
take the profit, instead of saving it, | repay the loan. So | will not have any savings. It is like |
will give my profit to a person who borrowed me the money, and yet there is an interest.
Would I have benefitted out of that, or made a loss? (Mary, 2013)

Alternatively, she thought about increasing profits to at least 500.000 TZS/month (about 240
EUR) by acquiring about 5 million of interest-free capital to buy her own car, and save on bus and taxi
fares. At the same time, she had already used some of the profits made to purchase a 15-acre maize
farm. Farmland was affordable, and she started to become her own supplier. Furthermore, she
diversified horizontally and started a lucrative wedding decoration business. Initially only a minor
activity, it became stable in the 2012 wedding season. Upon success, she decided to maintain both
businesses to stabilize her income through leveraging advantages of both businesses. Decoration
materials (e.g. cloths, candle holders) were a one-time investment. Only designs, fresh flowers, and
snacks had to be renewed, for which clients set a budget and paid for upfront, as she had already
developed a reputation for good design by showing pictures of successful weddings to potential
customers in her network. Overall, she remained with higher profits from decoration than from food
processing. Food processing was less profitable due to asset requirements as well as high inflation and
fluctuating raw material prices. Yet she could not specialize as unlike food consumption, weddings were
seasonal. Consequently, she moved between the businesses. She thought of this as a common strategy
under tough conditions and family responsibilities. Her own children were grown up, but she sent
money to relatives and took care of nephews and nieces. Hence she needed to think ahead. The number
of entrepreneurs was increasing, and with it chances of competing with someone more resourceful:

...entrepreneurs are so many nowadays, so competition also grows. So because of the way
you do business, you could fail to get into the competition. Another one has big capital, and
maybe people to support, to add capital. And you do not have enough capital. You will fall
down. But you see, you can have another business, like this for decoration, where the raw
materials are already in the store, and they don’t go bad, you can use them for even five
years. This is different. So you find yourself handling all the businesses. (Mary, 2013)
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Hence, it made sense to her to add a less capital-intensive business. However, handling both
businesses required organization. First, in order to be prepared for upcoming registration and taxation
issues, she was part of the emerging local wedding decorator association. Second, she needed to
coordinate her workers. To benefit from trust and experience with daily routines, she started to train
the same 5 workers for both businesses. Furthermore, they split up profits made but she made sure that
everyone invested a part into new decoration material. Third, she coordinated business activities
through timing and dividing tasks. Finally, the only rule she used to set is to come early and finished on
time. However, to build commitment and reputation she introduced a new rule of faithfulness and doing
a good job. Furthermore, she lectured her workers on long-term thinking and personal responsibilities.

For her own future, Mary defined herself as a general entrepreneur for all things which will help
to earn some money. Her goals were to improve and grow her existing businesses, and become a
national and international businesswoman. With multiple start-up experience, she may add further
businesses after research and an assessment of her capabilities. If she just keeps adding businesses, she
would confuse herself. Her children provided help and advice, but were at present following their own
entrepreneurial careers. She thus counted on the cluster and the planned expansion of its processing
facility to get a trade mark. In line, her next challenge was to understand how her products could reach
other markets, for example in Kenya, knowing now how products can be packed and labeled.

Growing Big: Establishing a Conglomerate

The second narrative is an extreme success case of an evolving family business group. It offers a
glimpse into the operations of AZAM, Tanzania’s leading consumer brand (EX, 2012). AZAM has
affordable product lines for ice-cream, water, juices, soft drinks, flour, and bakery goods. AZAM is part
of family-managed Bakhresa Group Ltd., one of Tanzania’s few big and regionally expanding
conglomerates, and the culminating point of the entrepreneurial activity of highly successful yet
reclusive Said Salim Bakhresa (Forbes, 2011).

Mr. Bakhresa’s entrepreneurial history started in the 1960s. He left primary education at the age
of 14 and started to sell potato mix to contribute to family income after the family lost their home due
to indebtedness. Over time, he started to buy and sell seashells to then already market-oriented Kenya,
used the profits made to bring back leather, and became a shoe maker in Tanzania (at that time still a
socialistic country). From shoe-making he went to owning a small bakery, and then bought a restaurant
in order to sell the bread, followed by further integration through the start of wheat milling. The name
AZAM was first given to the restaurant, and reflects his family’s Indian roots. It stands for greatness or
determination. In the 1980s, Mr. Bakhresa moved on to becoming the first small-scale producer of ice-
cream in Dar es Salaam. To sell the ice-cream, he introduced a distribution system of street hawkers on
bikes equipped with cooling tanks. In the 1990s, Tanzania departed from socialism, and Mr. Bakhresa
got industrial, especially focusing on the milling operations. By then, one of his sons, now the executive
director of the group, went to study finance in the US. Around 2000, market reforms started to take
effect, and Mr. Bakhresa asked his sons to join the family business. They started putting up more
structures and more growth into it (EX, 2012). By now his son attributes success to a democratic
environment created by team-based family management in which every player has a mandate and key
tasks or divisions to work on. Other success factors are heavy investments into infrastructure and the
latest technology. On the market side, he attributes success to his father’s entrepreneurial mentality
and his understanding of doing business in base of the pyramid markets (EX, 2012).

By 2010, AZAM had become the producer of wheat flour in East Africa (Forbes, 2011).
Furthermore, AZAM juice was packaged in a modern factory in Dar es Salaam, the commercial capital of
Tanzania. Two interviewed expat managers in the beverage operations were concerned about hiring
inexperienced local graduates, the capacity of local farmers, and piles of oranges rotting on the streets.
One of the managers was particularly excited about a future of AZAM Cola (M1, 2011) as the group
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made plans for Carbonated Soft Drinks (CSDs). The second manager focused on the oranges. He was
proudly introducing his baby (M2, 2011), a brand new fruit pulp factory that was just about to go into
operation, and supply the fruit juice packing plant. With a capacity of 14 tons of fruit per day, its fully-
automatic operation required a consistent stock of raw materials to avoid interruptions. To further
reduce costs and produce sustainable energy, engineers also experimented with making biogas.

By 2012, AZAM Cola was sold in local mom-and-pop stores in polyethylene terephthalate (PET)
bottles with a flashy label, and the AZAM logo embossed in the bottle. It came in two sizes (330 ml and
500 ml), and bottles were deposit-free, re-closable, and cheaper than soft drinks of international brands,
which were up to then only sold in glass bottles. AZAM had started to compete with the big boys (EX,
2012). The manager whose plan has come to fruition (M1, 2012) introduced another large new factory
with three fully-automatic bottling lines for producing about 18 million bottles of CSDs per month, to be
increased by 50% in a year. Situated right next to the pulp plant, the new plant was responsible for the
launch of AZAM Cola in May 2011. By July 2012, it had taken approximately 20% of Coca-Cola’s market
share in Tanzania. The PET bottles reduced collection problems, cleaning costs, and contamination risk,
and made the product deposit-free and more convenient for the customer (re-closable). Bottles were
made in-house, using plastic granulate to make caps and pre-forms that are then blown into bottles.
Although 80% of granulate is imported, they increasingly substituted it with recycled material. People
sold empty bottles directly to the factory, and supply was growing fast. They introduced other soft drink
flavors, and the new factory also took over part of the existing drinking water business.

The financial capital came from Mr. Bakhresa’s pocket (M1, 2012), i.e. from returns on existing
businesses. Other success factors reportedly included the team (M1), i.e. the people running the
business, and the right choice of equipment, methods, and materials, e.g. state-of-the-art machines, a
plant that is ISO 22000 certified, and linkages to international partners. These right choices were based
on support from the chairman, and the way he is doing things (M1, 2012). When internationally
experienced M1 joined Bakhresa, he had the idea for the CSD plant, and used his network to get other
international managers and experienced engineers on board. Furthermore, he contacted local
universities to send him their best students for industrial attachments and potential future employment,
thus creating motivation and learning opportunities through proper exposure to what is happening on
the ground. He was African, but had in-depth international experience and good exposure (M1, 2012) in
the industry which he thought benefitted the company and was necessary to initiate the innovation. He
hoped that local managers will eventually take over as he and other expats mentor and train them, but
also emphasized his own learning experience and sense of achievement. He felt he made a big impact in
the Tanzanian industry, and appreciated the open-mindedness of founder who allowed him to work on
his dream. M1’s own daughter had just started a small but successful business. He attributed her
success to starting with the customer in mind, which he thought many of her fellow Tanzanian
entrepreneurs are lacking in order to counteract capital and efficiency constraints.

AZAM itself had to deal with a number of implementation challenges. An emerging middle class
had started to change its consumption patterns, and e.g. wanted soft drinks. However, customers did
not get them when they wanted them due to weak distribution channels. To push the product into the
markets (M1, 2012), AZAM thus relied on its existing distribution channels for water and ice-cream, i.e.
small kiosks and independent agents, including mom-and-pop stores, and streets hawkers on AZAM ice-
cream bikes. Unlike alternative channels, those channels had to a certain degree already been
established. They hired a marketing manager, but he was more involved in sales and distribution than in
promotion. With demand on the rise, they needed to go quietly (M1, 2012) on their marketing efforts
until production and distribution capacity caught up. Likewise, exports of CSDs were to be increased
from a mere 5 % only after the local market was served. The adjacent pulp plant faced an analog
problem on the supply side. Farmer capacity and procurement channels had not yet caught up, and
additional imports were necessary to meet the plant’s capacity. Biogas production was not yet
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successful, but not off the table. Plans for new dream projects (M1, 2012) to locally meet the demand
were in the making. However, even though opportunities are abundant, there was a risk of having too
many things going on at the same time. This is in line with the executive director’'s view on a
conservative and synergetic growth strategy building on affordable high quality products for the
emerging middle class, modern technologies, and efforts to hire, empower, and nurture the right
employees. Specifically, the group communicates that they have the financial foundations to grow
exponentially and make a massive impact across Africa, but manpower remains their biggest restriction.
Hence they prefer to act in a conservative way to grow naturally and with synergies (EX, 2012).

By 2013, international brands had reacted and introduced plastic bottles. Yet Bakhresa group
continued to spread its wings (Bakhresa, 2013) over East Africa. Annual turnovers had reached 600
million USD, and the conglomerate listed 5000 directly associated employees. The group strongly
focused on inter-group trading among sister companies in food and beverages, transport, packaging,
logistics, energy, and recycling, followed by outsourcing remaining production capacities. They had
operations in 9 East African countries (Bakhresa, 2013), hence the consumer vision was to innovate and
achieve brand recognition of AZAM as an African success story (EX, 2013). Furthermore, the executives
wanted to create role models for young Africans, showing them that there is a way out of poverty. Their
corporate social responsibility (CSR) efforts include a food fortification program, and training and
education facilities for a football club initiated by their employees. This lifted the club to the country’s
premier league.

FINDINGS: MANY OPPORTUNITIES, ONE BIG CHALLENGE

The two growth narratives provide insights into opposing ends of the entrepreneurial activity
spectrum in Tanzania. Mary is a microentrepreneur trying to make ends meet. Yet she is also an
emerging business woman that took her children to school, expanded her operations, and positioned
herself in her micro business environment. Mr. Bakhresa can rely on his well-educated sons and expat
managers, and is an internationally successful businessman. Yet he also started out micro, is
conservative in his growth strategies, needs to overcome procurement and distribution challenges, and
struggles with manpower. There are thus differences and similarities between them, in particular with
regard to resources and implementation uncertainties (what they have), new entrepreneurial growth
strategies (what they do), and new roles and identities (who they become).

Resources and Implementation Uncertainties

Both cases are influenced by resources and implementation uncertainties, i.e. uncertainties
about how resources can be organized to exploit opportunities (cf. Shane, 2003). In terms of human
resources, African micro-entrepreneurs tend to have low levels of education that constrain growth
(Mead & Liedholm, 1998; Nichter & Goldmark, 2009). Both our entrepreneurs have dropped out of
school at the age of 14, and relied heavily on learning by doing (Arrow, 1962; Cope & Watts, 2000), and
learning from others (Lévesque, Minniti, & Shepherd, 2009; Wang & Chugh, 2013). They needed to
justify their activities and gain support from customers and resource providers (Aldrich & Fiol, 1994;
Alvarez & Barney, 2007), which emphasizes social network resources (Khaire, 2010). Similarly, they
started with zero technological, and very limited financial resources. They relied on survival strategies
(Downing, 1991; Nichter & Goldmark, 2009), bootstrapping (Bhide, 1992; Ebben & Johnson, 2006), and
making do with what is at hand (Baker & Nelson, 2005) to generate cash and knowledge with what little
they had. This need to gain support and experience in light of persistent resource constraints is a well-
known problem related to entrepreneurial growth, and the liability of newness and smallness (e.g.
Aldrich, 1999; Ketchen, Ireland, & Snow, 2007; Stinchcombe, 1965). Thus, Mary and Mr. Bakhresa’s
start-up problems are conceptually very similar to those faced by entrepreneurs in general, yet their
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growth problems are exacerbated by contextual conditions that increase implementation uncertainties,
or what Mr. Bakhresa’s son named the big challenge of catching up with the developments taking place
around them.

First, the Tanzanian business environment is gradually becoming more conducive to growth
(Chironga, Leke, Lund, & van Wamelen, 2011; MIT, 2002), but how to harness that potential? Rising local
production and consumer demand seems to create more favorable value chains, and business support
programs are increasing. Mary could leverage on cluster participation to acquire skills, resources, and
technologies to build basic exploitation capabilities (Nichter & Goldmark, 2009; Schmitz, 1999). Yet she
now faces growth constraints that largely arise out of a lack of appropriate complementarities. She is
lacking affordable and continuously available packaging material, as well as knowledge about regional
distribution channels, issues little discussed in the extant global value chain literature (Gereffi,
Humphrey, & Sturgeon, 2005). Furthermore, internally she is only starting to learn how to keep records.
On top of a lack of accounting skills, she does not have access to information technology to help her
keep track of her accounts in a way that facilitates improved decision-making, and not only compliance
with external requirements (e.g. in Mary’s case from funding organizations). This seems to be a common
problem among Tanzanian SME owners (Mwakujonga & Bwana, 2013). Furthermore, she would like to
have her own facilities to save time and costs, and escape uncertain rents that have to be paid for a year
in advance, and may suddenly increase if the landlord sees business success. This aspect of uncertainty
in complementary contractual arrangements deserves more attention (Cadstedt, 2010). Finally, the
investments she wants to make require larger funds. Commercial loans are increasingly available, but
make little sense to her. There is thus a need to discuss how loans, even if increasingly available, are not
conducive, as well as not perceived as conducive, to growth (Bradley et al., 2012; Powell, 2008;
Rosenberg, Gonzales, & Narain, 2009). Mary believes that a loan is not good for building, and
entrepreneurs like Mr. Bakhresa may refrain from conventional loans (even though not even available
when he started) for religious reasons (Egbert, 1998). More conducive funds come from informal loans
(Spring, 2009; Webb, Tihanyi, Ireland, & Sirmon, 2009), microfinance (Webb, Kistruck, Ireland, &
Ketchen, 2010) or government and donors (Biggs, 2002), but on a scale unlikely to be large enough for
building complementary channels and efficient processing facilities that meet regulatory and trade
standards. After all, food processing is an industry in which small firms face particular growth
disadvantages in meeting economies of scale and complementary asset ownership, e.g. efficient
processing factories, quality management systems, and distribution capabilities (Acs & Audretsch, 1990;
Teece, 2007).

Furthermore, Mary currently thinks she will worry less once she has a car, facilities, equipment,
and managers, but might be in for an unpleasant surprise. At present she seems to be able to handle
management and organization of her micro businesses, but her large competitor faces challenges.
Bakhresa group is by now a conglomerate that can afford to hire experienced expat managers, invest in
accounting systems, research and development, and acquire latest technologies and standards with the
help of international expertise. Yet AZAM has to be conservative in its marketing efforts because
efficient procurement and distribution channels for new fast moving consumer goods are not yet
established. For example, even if Tanzanian customers want and can afford the product, actually getting
it, and getting it at the set retail price, can require quite an effort, which developed country
entrepreneurs in contexts of 24-hour stores and online orders may be less aware of. Furthermore,
intangibles are difficult to build, even if financial capital is available (lacobucci, 2012). Human resource
management challenges Bakhresa group, and is in general little understood in African contexts
(Kamoche, 2011; Zoogah & Beugré, 2013).
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Entrepreneurial Growth Strategies

Let us thus briefly discuss their growth strategies under resource constraints exacerbated by
implementation uncertainties, i.e. uncertainties about how resources can be organized. Although both
entrepreneurs describe viable business opportunities and underserved markets, the vehicles for
exploitation are difficult, albeit not impossible, to build.

Growth disadvantages in industries such as food processing do in general not keep
entrepreneurs from entering, and can be partly offset by innovative growth strategies (Acs & Audretsch,
1990). Albeit on different scales, both entrepreneurs have found ways to grow innovatively through
what Mary labels curiosity, and Mr. Bakhresa’s son an entrepreneurial mindset (Haynie, Shepherd,
Mosakowski, & Earley, 2010). Both entrepreneurs emphasize customer orientation, and benefitted from
starting their businesses in (semi-)urban environments that exposed them to customers with purchasing
power, more knowledgeable community members, donors, and business networks (Jack & Anderson,
2002). Their skills for identifying and rationalizing opportunities to acquire resources are thus also
similar to those deployed by entrepreneurs in developed countries (Cornelissen & Clarke, 2010).
However, in Tanzanian food processing, the growth challenge is to find an innovative way to build
complementarities and organize growth.

So far markets seem to tolerate inefficiencies and absorb many micro entrants. However, the
environment is changing. Mary has never heard of complementary assets, yet she is well aware that she
does not have the resources that would allow her to fully exploit market opportunities in food
processing and stand against upcoming competitors that can invest in complementary assets (Teece,
2007). It is striking to see how she, without looking at any management textbook, actually responds to
her situation. First, she tries to make her products unique (Porter, 1996). Next, she builds a workable
business model through vertically integrating her maize production to reduce transaction costs
(Williamson, 1979), and diversifying horizontally to counter steer cyclicality and cash flow problems
through the wedding decoration business. This business is more conducive to entrepreneurial creativity
and smallness, i.e. seasonality, low capital requirements, relative labor-intensiveness, non-repetitive
production processes, and small production volumes (Staley and Morse, 1965). She also draws from the
same pool of casual workers for both businesses, thus reducing uncertainties and improving
performance through established routines (Nelson & Winter, 1982). This helps her to stay away from
loans but still generate slack resources to develop her own opportunities (Bradley, Shepherd, &
Wiklund, 2011). She experiments but is careful in assessing her current capabilities against market
opportunities, i.e. she works with what she has and invests no more than she can afford to lose, before
she takes the plunge (Venkataraman, Sarasvathy, Dew, & Forster, 2012). If we look at Bakhresa group
and its entrepreneurial history, we see a similar portfolio strategy (lacobucci & Rosa, 2010; Rosa, 1998).
Early on Mr. Bakhresa was adding businesses in order to build internal resources and complementarities
step-by-step, and thus reduce implementation uncertainties. He was slowly expanding his portfolio of
businesses, e.g. buying the restaurant to sell the bread from the bakery, and starting milling operations
to make it. By now the sister companies continue to co-finance each other, and the group grows
conservatively and organically through synergies.

From an entrepreneurial growth perspective, both tales thus emphasize a need to focus on
growth paths and modes (Leitch et al., 2010; McKelvie & Wiklund, 2010). In particular, it shows that the
“big break” and rapid expansion are indeed a myth (Nichter and Goldmark, 2009). We are actually
looking at decades of gradual resource accumulation through diversification. Diversification implies
trade-offs and reduces operational efficiency gains (Rahmandad, 2011), but in particular in developing
countries diversification is recognized as a survival strategy to reduce risk and smoothen income,
especially among women, or a trial-and-error strategy of rapid entry and exit, especially among men
(Downing, 1991; Khavul, Bruton, & Wood, 2009). Diversification is thus potentially bad for enterprise
growth and competitiveness, as well as per se not an effective means of achieving income for the
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entrepreneur. In this regard, Mary’s story reveals a surprising level of intuitive strategic thinking and
organization behind these mini-conglomerates of businesses that complement and co-finance each
other, and are parented by the entrepreneur, comparable to periods of vertical and horizontal
diversification in Bakhresa’s early history. Further studies could investigate processes and success
factors of diversification as a growth strategy from the perspective of entrepreneurs or entrepreneurial
families, instead of the individual enterprise, and thus incorporate a more instrumental view of the firm
to see entrepreneurial success and firm success as two overlapping but different spaces (Sarasvathy,
2004; Sarasvathy, Menon, & Kuechle, 2013). In other words, if we measure Mr. Bakhresa’s success by
how much his seashell business grew, we might be putting the cart in front of the horse (Davidson,
2009). Combining both spaces can address growth barriers and investigate what makes some
entrepreneurial portfolios more successful than others, on which dimensions, and through which
internal development processes (Leitch et al., 2010; Penrose, 1959).

Such a joint approach to entrepreneurial growth also needs to consider intrafamily
entrepreneurship (Discua Cruz, Howorth, & Hamilton, 2013). Bakhresa group success is largely driven by
“the team” of well-educated sons who started to put structure and growth into the family business. This
aspect seems to be particularly interesting in African contexts of family management, problems with
trust, and strong extended family and social network ties with potential positive and negative effects on
the business (De Massis, Frattini, & Lichtenthaler, 2012; Khavul et al., 2009; Murphy, 2002; Smith, 2009).
In the absence of a state welfare system, strong extended family relationships provide a safety net but
also require successful entrepreneurs to provide for other family members (Smith, 2009). For Mary,
financing her children’s education was a major aim and simultaneously a burden on the business. Now
she continues to send money to her relatives and takes care of nephews and nieces that stay with her.
Assumingly business profits also paid for the education of Mr. Bakhresa’s sons, yet Bakhresa group is a
striking example for what can happen when educated children join the management team. Future
studies could explore this phenomenon in relation to uncertainties and knowledge transfer processes in
family management teams (Dahlander & McFarland, 2013; Reagans & McEvily, 2003).

New Roles and Identities

Finally, let us briefly discuss new roles and identities with regard to their legitimacy as
entrepreneurs, in order to get an idea of who they become (cf. Webb et al., 2009). With regard to
gender, female entrepreneurs can be expected to face additional growth constraints due to
asymmetrical rights and family responsibilities (Amine & Staub, 2009; Downing, 1991; Nichter &
Goldmark, 2009; Spring, 2009). Their enterprises tend to be located within the household and grow
more slowly than enterprises run by men (Mead & Liedholm, 1998), however, women tend to operate
more effectively and consistently (Downing, 1991, Nichter & Goldmark, 2009), and increasingly see
themselves as part of Africa’s new generation of opportunity-oriented entrepreneurs (McDade & Spring,
2005; Spring, 2009). Mary’s story supports these arguments. Interestingly, she cannot rely on a husband
for support, however, she also does not have to share rewards and find ways to limit the husband’s
influence (Khavul et al.,, 2009). Actually she is becoming a local role model for female
microentrepreneurship. On local TV, she emphasized their contribution to family income, and
particularly addressed their husbands, who often do not want their wives to become entrepreneurs.
These efforts can contribute to legitimizing female entrepreneurial activity in her community. Moreover,
she sees herself as a general ambassador of change to make people eat healthy, understand how
products are produced, and teach her young workers financial responsibility. This adds an important
institutional change dimension to her activities (Garud, Hardy, & Maguire, 2007), even if her individual
enterprises do not significantly contribute to economic growth (Liedholm, 2002).

With regard to legal and community legitimization, Mr. Bakhresa’s very early entrepreneurial
activities were assumingly informal. Now we are looking at a complex group structure, family
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shareholders, brands and trademarks, and potential lobbying power. Mary on the other hand finds
herself pushed and pulled into legal formality, but increasingly understands that on top of legal
compliance there is also a business law, i.e. a need to consider formality in operations on top of business
registration. Furthermore, when looking at ethnicity, Mary does not belong to the tribe traditionally
associated with doing business, the “Chagga” from the North of Tanzania (Arens, 1973; Molony, 2009).
Yet through her cluster and community engagement she is increasingly seen, by herself and by others,
as an entrepreneur. Furthermore, Mr. Bakhresa has Indian roots. Belonging to Asian subcultures is
associated with a better position for entrepreneurship due to network ties, group cohesion, mobility,
and education. However, it is also associated also with inter-ethnic and religious conflicts (e.g.
competition with the “Chagga”), and negative and restrictive effects of social networks (Egbert, 1998,
2009; Kristiansen, 2004). If the strategy is to develop AZAM as a Tanzanian and African consumer brand,
and Bakhresa as a role model for every young African, we may thus be looking at a similar change in
identities and legitimization efforts on the side of Bakhresa group, e.g. through their CSR efforts
(especially their football team, considering the role of football in Africa), to position themselves as an
African business beyond ethnic belonging.

CONCLUSIONS

For practitioners, case insights show that support programs need to facilitate learning through
experience (Cope & Watts, 2000), notably through exposure to gain a first-hand understanding of e.g.
how products are produced and packed. Building processing facilities is thus an important element of
facilitation under resource-constraints, provided that product differentiation, business models, and
ownership forms are considered. In this regard, registration of a business name and getting a tax card
has become easier, but does not automatically translate into business law, i.e. business processes and
procedures. Programs should go further beyond product differentiation and legal formalization, in order
to nurture skills for implementation. For example, similar to Bakhresa’s expat managers who train local
staff on the ground, entrepreneurs like Mary could benefit from e.g. volunteers with business
experience who work with her on-site to improve her business model and processes. Such practices
could be supported by the development of affordable information and income management tools.
However, they should not overlook that entrepreneurs have intuitive business knowledge, and do more
than they explicitly know (Polanyi, 1967). Moreover, there is a need to develop a joint understanding of
entrepreneurial and enterprise growth paths, especially in capital intensive industries. Integrating long-
term perspectives for program participants, including their options to diversify into other businesses,
employment, or social entrepreneurship, may help to focus on the entrepreneur at large, and contribute
to overcoming allocation problems associated with picking winners and making assumptions about
growth objectives (cf. Nichter & Goldmark, 2009).
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ABSTRACT

Market orientation has emerged as a significant antecedent of organizational performance and is
presumed to contribute to the long term success of a firm. Growing number of academic studies on
market orientation and mixed findings they have reported complicate the efforts among managers and
academics to identify the real antecedents of this construct. The results show that there is a positive
relationship between top management emphasis, interpersonal connectedness, market turbulence,
competition and market orientation behaviours of small service firms. Centralization component of
management behaviours among small service firms was however found to have positive relationship
with market orientation attitudes of small service firms. This contrast with extant findings in developed
economies. This study thus explicates some new insights and questions on this important strategic
direction.

Keywords: Management behaviours; Environmental dynamics; Market Orientation.
INTRODUCTION

Market orientation is a popular term used by marketing practitioners as an indicator of the
extent to which an organization implements the marketing concept Kholi and Jaworski (1990). Rojas-
Mendez, Kara, & Spillan (2006) thus concluded that the concept of market orientation has appealed to
generations of managers and has been one of the marketing’s most influential ideas.

Many small service organizations experience difficulties in becoming market oriented.Most
studies on small service organizations have been conducted in developed economies. Extant market
orientation research has mostly addressed the antecedents of market orientation in organizations in
developed countries (Avlonitis & Gounaris, 1999; Jaworski & Kholi, 1993; Kirca, Jayachandran, &
Bearden, 2005). It is imperative that we study structures, systems, and behaviours of small service firms,
most especially in developing economies, because they have the potential to redefine the interaction
between firms and society Zahra, Ireland, & Hitt, 2000). However, antecedents that affect market
orientation, especially in developing economies, most especially in Botswana, have seldom been
addressed.Thus,this research is consistent with calls by (Kholi, Jaworski, & Kumar,1993; Narver & Slater,
1990) that the robustness of any model of market orientation should be studied using other
organization types in order to gain valuable insights, most especially in small service organizations in
developing economies.This study is guided by these and other calls and critiques. The result of this study
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will thus contribute to our overall knowledge of factors facilitating and impeding market orientation in
the small service firms, most especially in Botswana.

While the body of research on consequences of Market orientation is large, relatively little
research has investigated its antecedents. Thus, the research is not only focusing on the consequences
of market orientation among Botswana’s small service firms, but more specifically tried to identify the
principal types of management behaviours which affect the extent to which a company can successfully
achieve market orientation. It does not also intend to develop an exhaustive list or typology of
management behaviours and environmental dynamics, but rather to review principal management
behaviours that inhibit or encourage market orientation in Botswana. The study therefore makes an
important contribution to achieving a better understanding of the real problems that managers of small
service firms face in achieving market orientation and customer focus behaviour in Botswana.

This research attempts to significantly contribute to the theory and practice of market
orientation by investigating the effect of management behaviours (Senior management characteristics,
organisational characteristics, and Interdepartmental Dynamics) on the level of market orientation of
SMMESs service firms in Botswana and also establish if environmental dynamics (Competition, Market
turbulence, Technology, and General Economy) have significant effect on the level of market orientation
of Botswana’s SMMEs service firms.

The study contributes to the service literature in three ways. Firstly, it enhances our knowledge
of the management behaviours and environmental dynamics of market orientation in service
organizations whereas extant research has mainly investigated the consequences of market orientation.
Secondly, it also increases our understanding of structures, systems, and behaviours of service
organizations in the small service sector in Botswana. Thirdly, this study points at the importance of
change capacity factors for market orientation in a service industry, most especially in the small firms
delivery services in Botswana. Essentially, it shows that the level of control over quality and
improvements in key processes-a factor largely overlooked in earlier empirical research in market
orientation is crucial for becoming market oriented.

LITERATURE REVIEW AND HYPOTHESES DEVELOPMENT

Several propositions pertaining to antecedents have not only being proposed by Kholi and
Jaworski (1990), but they have being empirically validated by them. Top management reinforcement of
the importance of market orientation is likely to encourage employees to track changing markets, share
market intelligence, and be responsive to market needs. The top management factors include the top
managers’ emphasis on customer needs. MO is developed when a firm emphasizes the importance for
managers to track market changes, share market information with others, and be responsive to market
needs. In addition, top managements’ willingness to take risks drives the firm towards MO. Such
willingness is necessary because responding to changing markets often requires the introduction of new
products. Risk taking is intrinsic to innovation and is related to a firm’s knowledge creation capability
(Pulendran, Speed, & Widing Il, 2000). Jaworski and Kholi (1993) proposed that risk aversion depresses
market orientation by discouraging the development and the implementation of strategies and
acceptance of reasonable risks. Kuada & Buatsi (2005) thus postulate that risk is a multidimensional
construct that comprises perceptions of outcome uncertainty, outcome likelihood, and potential
outcome range.

Kholi and Jaworski (1990) also argued that if top management demonstrates willingness to take
risks and accept occasional failures; junior managers are more likely to propose and introduce new
offerings in response to changing customer needs. Likewise, Kholi and Jaworski (1990) concluded that, if
top management is risk averse and intolerant of failures, subordinates are less likely to focus on
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generating or disseminating market intelligence or responding to customer needs. So we hypothesize
thus:

Hypothesis1. For small service firms in Botswana, the management behaviours are significantly
and positively related to the level of market orientation.

Hypothesisla. The senior management characteristics are significantly and positively related to
the level of market orientation of small service firms in Botswana.

Another antecedent is the organisational systems: centralisation, formalization, and firm reward
systems. Jaworski and Kholi (1993) theorized that centralization aids implementation but hinders market
orientation by reducing intelligence generation, dissemination, and response design. Burgess and
Nyajeka (2007) analogously postulated that embeddedness within organisational structures,
preferences for hierarchy, and reward systems which are common characteristics in LICs, potentially
have positive effects on market orientation. Jaworski and Kholi (1993) theorized that formalization
would have two effects on market orientation. First, it would inhibit market orientation by enmeshing
people in rules and procedures that discourage acquiring and sharing information and participating in
developing market —oriented policies and procedures. Second, it would encourage implementing
market-oriented strategies. Burgess and Nyajeka (2007) concluded that previous research, though scant,
supports this contention. Centralization and formalization could thus, limit flexibility and the
communication and utilization of information across departments, thereby inhibiting the development
of MO. However, Jaworski and Kholi, (1993) were unable to confirm the hypothesized links and neither
could Kirca, Jayachandran, and Bearden (2005) in their meta-analysis. Kuada and Buatsi (2005) did not
find significant links between formalization and market orientation in Cote D’ivoire or Ghana. And
Burgess and Nyajeka (2007) concluded that formalization is not incompatible with LICs cultural
priorities. Thus, they concluded that the presumed rationale underlying the hypothesized negative
effects of formalization on market orientation does not obtain in LICs. Accordingly, people in LICs prefer
to rely on written rules in working relations (Licht, Goldschmidt, & Schwartz, 2005; Smith, Dugan,
Peterson, & Leung, 1998). We thus hypothesize that:

Hypothesis1lb. The organizational characteristics are significantly and positively related to the
level of market orientation of small service firms in Botswana.

The interdepartmental dynamics such as interdepartmental conflict and connectedness have
been found to be related to MO. Burgess and Nyajeka (2007) concluded that interdepartmental conflict
refers to disagreements and struggles for control between functional areas of the firm. Jaworski and
Kholi (1993) hypothesized that it reduces market orientation by hindering information flow and cross-
functional cooperation. Smith et al (1998) notably concluded that where hierarchy and embeddedness
are high, interdepartmental conflicts are discouraged and disputes typically are mediated by senior
managers. This is consistent with Cano, Carrillat, and Jaramillo (2004) who argued that cultural
embededness and hierarchy should have a beneficial effect on organisational structures, processes, and
information sharing, so that interdepartmental conflict would be minimized and not have a negative
effect on market orientation. The meta-analysis of Kirca et al (2005) confirmed the bivariate relations of
interdepartmental conflict and market orientations, but no effect was observed when multivariate
antecedent relations were assessed. However, constructive interdepartmental connectedness can
facilitate the dissemination of information. It is hypothesized that:

Hypothesislc. Interdepartmental dynamics (such as interdepartmental connectedness and
conflict) are significantly and positively related to the level of market orientation.
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External antecedents are environmental factors beyond the organisation. Examples of external
antecedents previously found to be significantly related to market orientation are market turbulence
(Jaworski & Kholi 1993) and competitive intensity (Avlonitis & Gounaris, 1999) as well as technology.
When market turbulence is low, organisations have reduced pressure to adopt a market orientation
stance, given the stability in the market and or the lack of effective competition for customers (Zebal &
Goodwin, 2011). Technology turbulence means changing degree of technology in products and service.
The studies of Kholi and Jaworski (1993) as well as Slater and Narver (1994) concluded that the industry
using stable technology depends on market orientation more because this industry has low probability
that it can gain competitive advantage through technological advancements. Kholi and Jaworski (1993)
found that the lesser the extent of technological turbulence, the greater the extent of market
orientation-performance relationship. Also, company under greater competitive environment could
become more market oriented than a lesser competitive one (Kholi & Jaworski, 1990; Slater & Narver,
1994).They thus concluded that the greater the extent of competitive intensity, the greater the extent of
market orientation-performance relationship. So we hypothesize that:

Hypothesis 2. For small service firms in Botswana environmental dynamics are significantly and
positively related to the level of market orientation.

Hypothesis 2a. The level of market turbulence of small service firms in Botswana is significantly
and positively related to the level of market orientation.

Hypothesis 2b. The level of technological turbulence of small service firms in Botswana is
significantly and positively related to the level of market orientation.

Hypothesis 2c. The level of competition is significantly and positively related to the overall
market orientation behaviour of small service firms in Botswana.

Hypothesis 2d. The strength of the economy is significantly and positively related to the level of
market orientation.

METHODS

The study employed a snowball sample of managers and business owners in the small service
firm domain within Gaborone and its environs. The reason for opting for non-probability rather than
probability sampling was that the sampling frame of the key informants was not available. In addition,
the study was confirmatory in nature in order to improve the understanding of organizational market
orientation behaviour in Botswana context. The final pool of small service firms to whom questionnaires
were sent totaled 400 and only 249 (constituting over 60% response rate) usable questionnaires were
returned by the respondents.The questionnaire was pretested prior to collecting data and respondents
were asked to identify items they found unclear, ambiguous or confusing. As a result of the pretest,
minor adjustments were made to the questionnaire. Data was collected between mid July 2012 and
mid-October 2012. The majority of the respondent personnel were managers; accounting for about 50%
of the total. This suggests that most respondents were sufficiently experienced to be able to provide
meaningful response to broader policy issues relating to market orientation. After comparing the
responses of the early and late respondents, on a number of characteristics, no significant difference
was found suggesting that the sample is free from response bias. The sample size and the response rate
are consistent with related studies.

The questionnaire and scale measures (MARKOR Scale) were adopted from Kholi and Jaworski
(1993) constructs. The items in the questionnaire were measured with the aid of a five point Likert type
scale. The management behaviours were measured by items adopted from Jaworski and Kholi (1993).
Environmental dynamics were adopted from Jaworski and Kholi (1993), and Gray, Matear, and
Matheson (1998). Reliability analysis was conducted on all the multi-items scales to check the internal
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consistency of the scales.This study adopted a cut off of 0.5 for Cronbach’s Coefficient following
Nunnally (1988). Using 0.5 as the cut off is not without precedent. It has been adopted in related studies
(Blankson & Stoke, 2002; Blankson & Cheng, 2005). Reliability results have been presented in Table
1.The coefficient alpha values for intelligence generation, intelligence dissemination or interfunctional
coordination, and intelligence responsiveness or taking action are 0.63, 0.60, and 0.55 respectively,
indicating that the MARKOR scale developed by Kholi and Jaworski (1993) was also a reliable instrument
for measuring market orientation in Botswana. The coefficient alpha values of 0.73 for top management
emphasis and 0.88 for centralization also confirmed the reliability of Kholi and Jaworski’s (1993) scale
items for data collection in Botswana. Similarly, other scales including market based reward system,
interpersonal conflict, interpersonal connectedness, market turbulence, technological turbulence
adapted from Kholi and Jaworski (1993) produced coefficient alpha values of 078, 0.62, 0.81, 0.53 and
0.63 respectively, thus indicating that these scales were also reliable for data collection in Botswana.

TABLE 1
Antecedents (internal and external) of Market Orientation

Dependent variable: Overall Market Orientation
Independent variables B S.E. EXP(B) Sig. (B)
Top Management 1.904 0.658 6.714* .004 5.71
Centralization 0.618 0.310 1.855%** .046 0.86
Interpersonal 0.610 0.364 1.840*** .094 0.84
Connectedness
Market turbulence 1.093 0.350 2.983* .002 1.98
Competition 0.874 0.306 2.398* .004 1.40
Constant -8.859 1.541 0.000* .000
0.234
Cox & SnellR
Square(Adjusted)
Nagelkerke R 0.312
Square

Significant at the 0.01, 0.05 level, and 0.1 level as *, **, and *** respectively.

RESULTS AND DISCUSSION

Top management emphasis, centralization, interpersonal connectedness, market turbulence,
and competition have been found to be significantly and positively related to the overall market
orientation and explain 23%(Table 1) in the level of market orientation behaviours of service small firms
in Botswana.However,formalization,political behaviours,interpersonal conflict,risk aversion of top
managers,as well as technological turbulence, level of general economy were found not to be
significantly and positively related to the market orientation principles of small service firms in
Botswana. Top management emphasis was found to be positively and significantly (B=5.71,p<0.01)
related to market orientation behaviour of small service firms in Botswana. This finding is consistent
with Kholi and Jaworski (1990), Jaworski and Kholi (1993), and Pulendran et al (2000). Top managers
shape the values and orientation of an organization (Webster 1988).Therefore, without the emphasis of
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owners/managers; it would be unlikely to commit necessary resources for small businesses to pursue
market oriented activities. Thus, owner—managers of Botswana’s service small firms must provide the
resources and strategic direction for small businesses to operate on market oriented principles. The
development of market orientation should start with leadership from the owner-managers of small
service business in Botswana. This study finding lend substantial support to Narver and Slater’s (1990)
results, confirming that top management emphasis have a significant relationship with market
orientation behaviour of small service firms in Botswana. This finding also lend credence to Dadzie and
Winston (2002) finding in Nigeria and Kenya, in which they found out that top management emphasis on
market orientation provides insight into how marginal conditions impact on the applicability of market
orientation philosophy in Sub Saharan African Countries. Thus, hypotheses 1 and 1la are partially
supported in this study.

The regression analysis results, contrary to dominant findings in extant market orientation
literature, indicate that centralization among sampled small service firms in Botswana is positively and
significantly related (B=0.86, p<0.05), to market orientation of small firms. Thus, this finding partially
supports Hypotheses 1 and 1b in this study. In other words, centralized organizational structure is
cherished among Batswana’s small service businesses studied. While scholars (Kholi & Jaworski, 1990;
Ruekert, 1992; Narver & Slater, 1990); Webster, 1988), advocate that organizations must be less
centralized to enhance market orientation cultures of firms. Small businesses viewed centralization as
crucial for the development and implementation of greater market orientation in their organizations.
These results may not be surprising in that, small business deliberation of the market place involves
informal, unplanned activity that relies on intuition and energy of the owner-manager to make things
happen (Stokes & Blackburn, 1999). This research finding thus contrast with Kholi & Jaworski (1993)
findings which suggested that organizational dimension such as centralization tends to hinder the
generation and dissemination of information and the design of organizational response. The Botswana
study’s findings amongst small service firms is consistent however with Burgess and Nyajeka’s (2007)
study in Zimbabwe, in which they found out that centralization has positive and significant association
with market oriented behaviours. Cano et al (2004) thus concluded that people in cultures that
emphasize embeddedness and hierarchy are more willing to surbodinate their own goals to those of
others to engage in market oriented behaviours. Burgess and Nyajeka (2007), concluded that
embeddedness within organizational structures, preferences for hierarchy, and reward systems,
common characteristics in developing economies, potentially counter its negative effects on market
orientation.

Interpersonal connectedness was found to be significantly and positively related (B=0.84,p<0.1)
to the market orientation effort of small service firms in Botswana. Interdepartmental connectedness is
the extent of formal and informal contact amongst employees across the departments of an
organization (Zebal et al.,, 2011).This research finding is consistent with streams of findings in
contemporary market orientation literature. Jaworski and Kholi (1993) concluded that interpersonal
connectedness fosters interdependency within the organization and encourages employees to act in a
concerted manner in the processes of knowledge generation and knowledge utilization. Hypotheses 1
and 1c are therefore partly supported in this study of service small firms in Botswana. Interpersonal
conflict was however found not to have significant and positive relationship with market orientation of
small service firms. These research findings corroborates Pulendran et al (2000) findings in which he
concluded that interdepartmental connectedness contributes significantly to higher levels of market
orientation and helps a firm to act in a more consistent manner across the organization towards their
customers.

Market turbulence was also found to be significantly and positively related ($=1.98, p<0.01)
with market orientation behaviours of small service firms in Botswana. This provides support for the
propositions of Jaworski and Kholi (1990), and Narver and Slater (1990) and is in agreement with their
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findings. Wood & Bhuian (1993), concluded that external environmental factors are perhaps more
influential in determining the level of market orientation. Jaworski and Kholi (1993) asserted that
organizations that operate in the more turbulent markets are likely to have to modify their products and
services continually in order to satisfactorily cater to customers’changing preferences.They then
suggested that the businesses operating in more turbulent markets are likely to have a greater need to
be market oriented. Pulendran et al (2000) argued that it is imperative that organizations are highly
market oriented in conditions of market turbulence.They thus suggested that a focus must be placed on
listening and responding to customer’s needs and a failure to adapt will render an organization
competitively unstable. Appiah-Adu (1997) augmented this by arguing that the influence of market
orientation on performance depends on the level of market turbulence. Hypotheses 2 and 2a are
therefore partly supported in this study of service small firms in Botswana. Pulendran et al (2000)
analogously postulated that once customers begin to have the opportunity to switch preferences,
market turbulence increases and organizations are forced to adopt a strategy of market orientation if
customers are to be retained.

The benefits afforded by a market orientation are greater for organizations in a competitive
industry compared with organizations operating in less competitive industries. The level of competitive
intensity of small service firms in Botswana was found to be positively and significantly related
(B=1.40,p<0.01) to the level of market orientation behaviour of small service firms. Kholi &
Jaworski,(1990), concluded that in the absence of competition, an organization may perform well even if
it is not very market oriented. This is because customers are stuck with the organization’s products and
services. In contrast, under conditions of intense competition, customers have many options, and
organizations that are not market oriented will probably lose out. This study is consistent with Avlonitis
and Gounaris (1999) findings in which they observed that organizations that considered competitive
intensity as market factor found a strong positive relationship between competition and market
orientation. Wood and Bhuian,(1993) concluded that the greater the perceived competition, the greater
the tendency to adopt a market orientation. These findings concurred with Han et al (1998), in which
they observed that organizations in highly competitive environments focus more on learning about
competitors, which is a key aspect of market orientation. Hypotheses 2 and 2c are partly supported in
this study. Thus, Botswana’s small service businesses need to elicit competitive actions in keeping
customers with the company.

CONCLUSION AND RECOMMENDATION

Extant market orientation literature point to the importance of management behaviour and
environmental dynamics in improving levels of market orientation. The limitation of current theory is
the acute paucity into relationship of management behaviours and environmental dynamics among
small service firms in developing economy, most especially in Botswana. This gap in the body of
knowledge is surprising given that broader body of literature attest to the important role internal and
external antecedents’ play in market orientation behaviour and organizational performance
improvement. The findings of this study lead to a number of interesting implications for theorists and
practitioners. As such, this study contributes to empirical verification by explicating management
behaviours and environmental dynamics as critical antecedents of market orientation. The research
findings thus suggest that the scale items captures the construct of market orientation among
Botswanas’ service oriented small business environment effectively.

The study findings generally resonate with the results of Jaworski and Kholi (1993), as well as
Narver and Slater (1990). It also offers one more support for the robustness of Jaworski and Kholi’s
(1993) model. However, a closer look into the results reveals some interesting insights. First, the
influence of top management traits on market orientation is fairly stable across diverse context. All
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replications have been consistent about these relationships (Bhuian, 1998; Kuada & Buatsi, 2005).That
is, top management is a crucial factor for an organization to be market oriented. Second, organizational
factors, both structural and interpersonal, as determinants of market orientation are not completely
decisive. This study found interpersonal conflict and formalization not having any roles in the market
orientation model. Third, environmental factors play a critical role in the market orientation behaviours
of small service firms in Botswana. The findings of this study indicate that higher levels of market
dynamism and competitive intensity tend to result in an increased emphasis on market oriented
behaviours or strategies among small service firms in Botswana.

The findings of this study support the call for more targeted training interventions where
operations are core to the survival of many small businesses. Skills transference by means of training
and outcome-based education, using interactive workshops, which are based on action learning and role
playing, are recommended. As part of government’s initiative to empower and enhance the skills of
small business owners, policies should encourage the development of specific functional skills of which
market orientation behaviour is central to sustainability.

Based on the findings of the study, leadership of Botswana small service firms should stress on
providing the required resources, encouraging the sharing of market based ideas through suggestion
schemes and uplifting employees’ motivation by formal and informal support in order to make their
organizations more market driven. Since interpersonal connectedness reduces employees ‘conflicts and
facilitates the development and sharing of market intelligence. It is therefore advisable for senior
management to promote the culture of open communication and boundarilessness which could foster
organizational effectiveness and sustained competitive edge.

LIMITATION AND FURTHER RESEARCH DIRECTION

From the methodological point of view, the non-probabilistic sample data collection procedure
may impose some limitations to the external validity of the findings. Moreover, since it is a cross-
sectional data, the results might not be interpreted as proof of a causal relationship but rather lending
support for the previous causal scheme. As this study was limited to Botswana, it would be interesting to
conduct cross-cultural studies in the future in different developing countries for comparison purposes.
For future market orientation studies in Botswana, it is suggested that alternative data from
documentary sources such as trade and other publications should be used in addition to subjective or
perceived data. Another research direction is to probe into the difference of research model in large
companies and small and medium sized firms.
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ABSTRACT

Every business model innovation has consequences for business ventures. Business model replication
informs service strategies for scaling-up infrastructure services. Our first-order and second-order themes
are a useful guideline for managers attempting to implement business strategies in low-income
countries. By implementing these themes, business ventures can solve some of the most pressing
problems in low-income countries. In our context, business model innovations create not only new
markets or compete with market conditions leading to poverty penalties and to deficiencies in
affordability, accessibility, acceptance and awareness for services but should be considered from a more
fine-grained and dynamic view. Our emphasis on business model innovation avoids a pure assistance
approach. Our findings are based on qualitative data.

Keywords: Business model; Innovation; East Africa; Services; Inclusive; low-income countries
INTRODUCTION

The discourse on Africa’s low-income segment has changed from talking in terms of “victims and
supplicants for aid” towards being “value conscious consumers and resilient entrepreneurs” (Karnani
2007; Hart & Christensen 2002). This shift has increased the consumption such as mobile phones,
televisions, washing powder, shampoos and so on in the low-income segment (Hammond, Kramer, Katz,
Tran & Walker 2007; London & Hart 2010). However, increasing consumption raises the question of
whether it can improve wellbeing if this segment does not have basic amenities of life such as energy,
sanitation, and water. Too often, such infrastructure services fail for the low-income segment in
quantity and quality (JMP 2012; Massa 2012). The low-income segment either lacks access to energy,
sanitation, and water services or suffers from a poverty penalty, where the low-income consumers pay
multiple times more than their richer counterparts (Acosta, Namsuk, Melzer, Mendoza & Thelen 2011;
Mendoza & Thelen 2011; Prahalad & Hammond 2002).

Recent literature on ‘inclusive’ business models has newly inspired the understanding of
organizations serving the low-income segment (Cooney & Shanks 2010). It is important to understand
how business ventures can succeed and create wellbeing in terms of making energy, sanitation, and
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water markets more inclusive and of helping the low-income segment to lift itself out of poverty. This
article continues with a conceptual foundation of inclusive business model innovations. The article
proceeds with an explanation of our research methodology followed by a presentation of the results.
Finally, we discuss the theoretical, managerial, and social implications, as well as the limitations of the
study.

CONCEPTUAL FOUNDATION OF ‘INCLUSIVE’ BUSINESS MODEL INNOVATION

‘Inclusive’ business models originate from the economic development literature. Business
models address the core logic of an organization and its strategic choices for creating and capturing
value (Demil & Lecocq 2010; Shafer, Smith & Linder 2005). A business model is a set of capabilities that
are configured and continuously developed to enable value creation consistent with ‘inclusive’ growth
criteria. Firms need to identify, locate, and create access to the low-income segment, reframe
constraints, develop necessary capabilities, and enact new business models, which would finally lead to
inclusive growth (George, McGahan & Prabhu 2012).

Business model innovations play a vital role for multinational enterprises (MNEs) which are
interested in tapping business opportunities and serving the previously marginalized low-income
segment (Hart & Christensen 2002; Prahalad 2004). Indigenous firms, or in other words, local service
entities such as micro, small, and medium-sized enterprises (MSMEs) must also be innovative in their
business models, in order to achieve sustainable business growth (Beck, Demirguc-Kunt & Levine 2005;
London & Hart 2004; Yunus, Moingeon & Lehmann-Ortega 2010).

The term ‘inclusive’ is a boundary condition for business model innovations (George et al. 2012).
There are three criteria for ‘inclusiveness’: (i) access to the service, (ii) human development impact, and
(iii) financial viability (Mendoza & Thelen 2008). Improved access means that markets become more
inclusive, if even the lowest-income levels can afford and access services. Income levels range from less
than $5 up to $10 per day income (Hammond et al. 2007; Halme, Lindeman and Linna 2012). Human
development impact means that businesses contribute to such development in terms of economic,
environmental, and social benefits (Norman & MacDonald 2004). For profit-oriented firms, financial
viability means breaking even and, for some firms, even attaining profitability with a competitive rate of
return (Mendoza & Thelen 2008; George, McGahan & Prabhu 2012). For non-profit organizations,
financial viability would mean passing on all savings and profits to expand services.

Business model thinking offers four advantages. Firstly, a business model is a holistic concept,
which integrates social- and profit-oriented motives into consistent, overarching strategic goals (Seelos
& Mair 2007; Thompson & MacMillan 2010; Yunus, Moingeon & Lehmann-Ortega 2010). Firms cannot
succeed in doing business with the low-income segment, if they only attempt to achieve profit-oriented
goals. Social-oriented goals such as creating jobs, improving living conditions or economic
empowerment are equally important. However, there are sometimes inconsistencies among social- and
profit-oriented goals. Non-profit organizations, social businesses, or profit-oriented firms actually
compete with each other in the low-income segment. Business model thinking can integrate social and
profit-oriented goals effectively (Seelos & Mair 2007).

Secondly, business model innovations can create revenue structures that match the volatile
cash-flows (Anderson & Markides 2007). Because customers receive their income on a daily rather than
a weekly or monthly basis, a business model based on a pay-per-use approach is a promising option.
Thirdly, business models can make markets more inclusive for the poor by depicting different value
creation options (Hart & Christensen 2002; London & Hart 2010). Such value creation options can shift
the role of the low-income segment from a passive consumer to being actively involved in value
creation. Typical illustrations would be consumers becoming service delivery partners, distribution
channels, or service promoters (Karnani 2009; London, Anupindi & Sheth 2010).
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Fourthly, business model innovations can overcome resource constraints (Chesbrough, Ahern,
Finn & Guerraz 2006; Yunus et al. 2010), because it considers organizations as integrated into business
ecosystems (Sachnez & Ricart 2010). Typical illustrations of business ecosystem actors refer to NGOs
(non-governmental organizations), local, regional and central governments, and academic partners, as
well as private actors in terms of business associations, donors or other firms (Gradl & Jenkins 2011;
Hammond 2011). Partnerships in the business ecosystem can create shared distribution channels and
novel marketing practices together with NGOs. Governments can be encouraged to invest in common
goods such as education, basic technologies, transportation and so on (Arnould & Mohr 2005; Dahan,
Doh, Oetzel & Yaziji 2010; Gradl & Jenkins 2011). Combing resources through partnerships contributes
to customer awareness and acceptance as well as making services more affordable and more widely
accessible (Vachani & Smith 2008).

Despite the vital role of business model innovations (Sanchez & Ricart 2010; Yunus et al. 2010),
the literature remains relatively silent about how to implement them (Seelos & Mair 2007). The main
focus is on resource scarcity and severe challenges (Halme et al. 2012). Firms face constraints such as an
inability to access raw material or the marketplace, market power imbalances, and problems conducting
secure and consistent transactions (London et al. 2010). Additional external challenges refer to
regulatory failures including with respect to taxes, corrupt practices or institutional failures in creating
sufficient demand or in offering business support services (Sleuwaegen & Goedhuys 2002).

Internal resource scarcity suggests that African MSMEs face deficits when it comes to
management and technical competences (Nichter & Goldmark 2009; Rivera-Santos & Rufin 2010;
Sonobe, Akoten & Otsuka 2012). Some of these firms remain deliberately small, because they belong to
the category of informal firms, which attempt to avoid official registration, tax payments and attempts
at legitimization.

The concept of “bricolage” is a response to resource scarcity and a promising way to innovate
business models (Halme et al. 2012). Bricolage is a bottom-up approach that respects the capabilities
already existing in the low-income segment. Firms improvise in business model innovations by using
capabilities with which they are intimately familiar and recombine them with resources they already
possess (Halme et al. 2012; Baker & Nelson 2005).

Business model innovation (Anderson & Markides 2007; Seelos & Mair 2007) can be synthesized
by three common assumptions. First, business model innovations aim at the creation of markets. It is
not only about new ways of pricing, promoting, partnering, delivering or distributing services. It is mainly
about creation of markets where needs already exist, rather than creating needs in existing markets
(Anderson & Markides 2007; London & Hart 2010). Such a market creation would entail considerable
risks. Thus, it is argued that it is best to start with small investments and, then, once the business model
innovations yield promising results, they should be replicated and scaled-up (Simanis & Hart 2006;
Thompson & MacMillan 2010). As a result, the second assumption is that, to make it less likely that
consumers will not accept the services, firms will attempt to achieve incremental improvement in
customer value. Incremental improvements may be more easily be accepted by consumers, conform to
existing consumer practices and would also need less investment in awareness building (Karnani 2009).
Third, business models are intended to scale-up. As a replication strategy, scaling-up starts with
refinements to business models, followed by stabilizing the model and leveraging through large-scale
replications. Throughout this process, business models and the underlying capabilities become more
and more specialized (Teece 2010). It is assumed that businesses in low-income countries should scale-
up single, highly specialized business models, rather than multiple models. Multiple business models
would divert rare capabilities to too many different strategic directions (Dunford, Plamer, & Benveniste
2010; Winter & Szulanski 2001).
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RESEARCH METHODOLOGY

Given the relatively unexplored nature of business model innovation, we adopt a qualitative
research strategy (Eisenhardt 1989). Our qualitative research attempts to apply constructs of business
model innovation to the context of infrastructure services. We use strategy canvases such as key
partners, key activities, key resources, value propositions, customer relationship management,
marketing and distribution, customer segments, cost and revenue structures for describing business
model elements (Osterwalder & Pigneur 2010).

The strategy canvases are based on capabilities for initiating and implementing innovations in
the business model. Capabilities include employee skills to deliver infrastructure services or
entrepreneurial capabilities for modifying business models (Teece 2010). Such capabilities refer to the
creativity, entrepreneurial alertness and problem-solving skills necessary to modify business models in
response to changes in the business environment. Capabilities are also linked to the various business
model elements. They can, for example, include competencies for service delivery as part of the key
activities, or can refer to the ability to manage distribution activities as part of distribution and
marketing (Teece 2010; Yunus et al. 2010). The barriers and facilitators portray the strategy canvas for
key partners in the business ecosystem. They determine whether or not business models will generate
scale impacts (Georg et al. 2012).

We applied a purposeful sampling approach (Yin 1989), beginning with a search for
organizations such as universities, developing agencies, and donors having access to providers of
infrastructure services. We identified a variety MSMEs. These MSMEs range from non-profit
organizations (e.g. cooperatives, NGOs and so on), social businesses (e.g., social entrepreneurs or joint
ventures between non-profit and for profit), and profit-oriented firms. We subsume all these
organizations under the term business venture, because they intend to accomplish financial viability.

Altogether, our search yielded 12 business ventures, which we investigated in detail. Case
descriptions are listed in Table 1. The primary data for these 12 case studies were collected through
ethnographic method. Such method mixes data collection procedures such as interviews, observations,
and participations in workshops and meetings (Arnould & Mohr 2005, Lindeman, Halme, Kallio, Kourula,
Lima-Toivanen, Korsunova & Peltonen 2010). We collaborated with local researchers, who are socially
embedded in the case study context and were able to accumulate local knowledge. In addition, the
authors also participated in interviews, workshops, and meetings and observed day-to-day business
practices. We also observed and interviewed customers.

All data are then compiled into case study narratives, which describe the business model
innovations (Creswell 2007). Four elements guide the case study development. First, we used a
templating process for compiling the case narratives (London et al. 2010). The template positions the
business model innovations into a chronological sequence. Second, we used transcription and coding
procedures, as outlined in the literature, in the templating process (Strauss & Corbin 1998). Third, two
researchers independently compiled the data into the template. Any discrepancies in the template are
solved through internal discussions. Fourth, to strengthen construct validity, our local partners reviewed
the narratives, and any inaccuracies were discussed with them and changes made accordingly
(Eisenhardt 1989; Yin 1994).

The data analysis commenced with the within-case analysis, so that the researchers could
familiarize themselves with each case (Eisenhardt 1989). We identified the first-order themes in the
narrative descriptions and induced them into second-order themes (Gioia, Price, Hamilton & Thomas
2010). After analyzing the first- and second-order themes for each case, a cross-case analysis
synthesized the findings through the pattern-matching logic (Yin 1994).
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RESULTS: BUSINESS MODEL INNOVATIONS

To avoid two common mistakes in writing-up qualitative data (e.g., “telling about data, but not
showing them” or “showing too much data, and not interpreting it” (Pratt 2009 p. 857), we provide data
descriptions underlying the first-order themes in Table 2. For each first-order theme, we have an
illustration from one or more case studies, but space consideration permits us to show them in detail.
Table 2 shows the structure of the data from detailed first-order themes to provide more general,
researcher-induced second-order themes (Gioia et al. 2010). Various interrelated first-order themes
form a single second-order theme. The second-order themes served as the basis for the subsequent
grounded theory of business model innovations. Various elements of the literature are integrated into
the argumentation line, but we discuss the main theoretical implications in Section 5.

Scale and Scope of Infrastructure Services

Our case analysis reveals that scale (A) and scope (B) are two secondary-order themes, which
describe the outcomes of services. Scope comprises first-order themes such as the heterogeneity (Al)
and complexity of customer benefits (A2). Heterogeneity suggests that improvements in human
development come from simultaneous advancements in the various components of economic,
environmental, and social needs. Low heterogeneity means that services solve single economic,
environmental, and social needs, whereas high heterogeneity is about solving interrelated and
multifaceted economic, environmental, and social needs.

The second first-order theme describes the complexity of components necessary to satisfy the
economic, environmental, and social needs. Low complexity would refer, for example, to in-house
pollution cased by kerosene lamps. Few services are necessary to reduce such in-house pollution.
Reducing pollution cased by insufficient waste disposal would constitute a considerably higher-level
complexity and require intertwined service bundles. Scale of wellbeing describes the number of
beneficiaries reached by the services.
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TABLE 1
Overview of the Business Ventures

92

No Business Organization  Country' Size Main services Main achievements
venture type
1 Association Umbrella Uganda Small Water system improvements Active water connections 34’631 in 2010/11 (+730%
of Private organization of Improvements in operating compared to 2002/03
Water private water efficiency and sustenance of the Total water supplied 3°805°269 m® (+768% compared to
Operators operators water service delivery 2002/03)
Water bill collection efficiency of 86% in 2010/11 (+6%
compared to 2002/03)
2 Barefoot For-profit Kenya / Medium Solar systems designed to meet 3007000 lanterns and lighting kits to the rural poor in across
Power (Smart  social Uganda the needs of households and Africa
Solar) enterprise business Leading distributors of solar power in Kenya
Portable lighting and phone
charging solutions
3 Eco-Fuel Profit-oriented  Uganda Small Recycling of agricultural residue 200 tons of briquettes per year sold for 0.17 $US/kg
Africa (EFA) and municipal waste for the
production of clean cooking fuel
briquettes and bio-char
4 Ecotact Social Kenya Large Ikotoilet - toilet mall concept to 48,000 people per day using Ikotoilets.
business optimize the value of sanitation 45 ikotoilet malls in 10 towns in Kenya
and provide a sound revenue
stream
5 Fuel-efficient  Profit-oriented  Ethiopia Micro Production of improved cooking Over 2 million disseminated stoves in all Ethiopia through
stove stove (less firewood and charcoal  different programs (e.g., AMAREW program in Sekota,
production consumption) Ethiopia, 10 women were trained as a team by the
6 Jellistone Profit-oriented  Uganda Small Agricultural farm residues Current production is just 140 tons per month, but there
Supplier business considerable scope to expand production to 1,060 tons per
Value-added products 1: month from a new briquetting factory and more intensive
Briquette supply to the existing client base
7 Osho Social Ethiopia Small Providing bone char filters to Installation of three community and about 200 household
business reduce fluoride contamination in filters

! Country refers to the country, in which the services are offered not the country where the business venture originates.
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the water filters
Chlorine-based water disinfection
products and services

Installation of toilets, pick-up
service and transporting the
content to a local composting
plant

Composting and producing
nutrient-rich soil

Promote solar energy lighting in
Africa with non-subsidized Solar
Home Systems (SHS).

Manufacturing, distribution, and
sales of solar cooking devices

Baker Stove replaces the
traditional three-stone fire.
Planning, financing, installing,
and maintaining water kiosks in
Kenya

Treated 16 billion liters of water.

Installed base of 175 toilets
Adding three to five toilets per day

1 million people benefit from the installed solar systems
21,580 solar systems

154 village schools received solar light for classes, which
improves the learning conditions for about 150,000 children.
35 health centers were equipped with reliable solar
refrigerators for the cooling of medicines as well as with light
for better physical examination possibilities.

100’000 solar cooking devices

Raising funding for first stove production of 1’000 stoves

Installation of four water systems in Kenya
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Corresponding first-order themes comprise the number of services provided (B1), number of
installations (B2), number of customers (B3), and income level reached (B4). While these themes
qguantify the number of the low-income beneficiaries reached, we could not identify common themes on
how continuously services are used. It remains unclear whether, for example, stoves are used
continuously. Stoves could be abandoned if the income segment can no longer afford the solar power or
pellets. Business ventures were very keen on reporting such information, but they lacked the ability to
obtain it. Such missing information represents a considerable drawback, which we discuss in Section 5.

Business Model Innovations

As depicted in Table 2, the data analysis reveals five second-order themes on business model
innovations: (C) incremental business model innovation, (D) radical business model innovation, (E)
business model customization, (F) business model diversification, and (G) business model replication.
These second-order themes reflect innovation activities in the business model, which were consistent
across a certain number of case studies.

Incremental business model innovation. Incremental business model innovation (C) is the first
second-order theme on business model innovations. It comprises the following first-order themes: (C1)
small and step-wise investments in business model pilots, (C2) co-designing services with the low-
income segment, and (C3) development of network partnerships. Incremental business model
innovations start by defining promising ideas and exploring them in pilot studies. Pilot studies are
conducted in close collaboration with selected communities. Within the co-design activities, the
business ventures uses observation and interview techniques to better understand consumer needs.

These techniques facilitate assimilative learning (Todorova & Durisin 2007), in which business
ventures acquire knowledge on consumer needs and then integrate this knowledge into the service
innovation process. Assimilation means that managers learn about the needs, but cognitive structures of
how the management perceives the low-income segment are not affected. Managers do not change
their general perception on needs among the low-income consumers. This leads mostly to ideas, which
improve customer value incrementally and fit into the managerial cognitive perception of low-income
consumers. lllustrations refer to substituting kerosene with biomass stoves or improving firewood
efficiency in cooking stoves. Incremental improvements are achieved by new services, which consist of
new or modified service attributes.

Such incremental improvements correspond to the argument that financial commitments to
innovation in low-income countries should start with small investments and be scaled-up once they
show promising results (Simanis & Hart 2006). Incrementally improved services require only small
changes in consumer behavior, which would avoid some of the barriers to consumer awareness and
acceptance.

Developing networks with educational partners and social networks within the pilot
communities address the remaining barriers. Educational partners support business ventures to develop
‘hard-fact-based’ networks, through which they leverage the educational efforts for creating awareness
at moderate cost. In addition, business ventures use ‘soft-fact-based’ partnerships leveraging social and
community networks by tapping into the promotional power which opinion leaders or community
members might have.

‘Soft-fact-based’ networks have a positive impact on co-design effort and support the
acceptance of the new services. They lay the foundation for a more participatory approach in which the
communities share insights into their social structures, needs, and preferences (London & Hart 2004).
This participatory approach goes beyond adapting pre-existing solutions to local requirements. The
participatory approach is more about adding local content to the service design, and proceeds through
the above-mentioned assimilative learning. Participants are open to letting new service ideas emerge.
Adding such content is very valuable for increasing the affordability and acceptance of the newly
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developed service and its attributes. However, as pointed out above, it normally leads to services which
create incremental improvements in the customer value.

The first-order theme on developing network partnerships (C3) is shared between incremental
and radical business model innovation. Thus, we do not discuss it in the next section.
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TABLE 2
Business Ventures and Business Model Innovations: X — Observed, (X) Partly Observed

Number of the business venture

Secondary-order First-order themes 1 2 3 4 5 6 7 8 9 10 11 12 13

themes

(C) Incremental (C1) small and step-wise investments in business model

business model pilots

innovation (C2) co-designing services with the low-income segment X X X X X X X X X X X
(C3) development of network partnerships

(D) Radical (D1) resource commitments to achieve radical leaps in

business model customer value, radical business model innovations are

innovation formed by following additional first-order themes

(D2) decomposing market structures

(D3) decomposing consumer needs, and

(D4) the creative configuration of these decomposed
structures and preferences

(E) Business model  (E1) appropriate position of transformative services in the
customization various income levels,
(E2) adapting the ‘core’ business model to customer
segments, and
(E3) local embeddedness

X X X (X)) X X X X X

(F) Business model  (F1) increasing the share of wallet with existing customers
diversification (F2) leveraging existing competencies into new customer
segments
(F3) leveraging existing competencies into new markets X X X) X
(F4) building new competencies for creating new markets
(F5) business models designed as modular subsystems

(G) Business model  (G1) access to additional financial resources, (G2) cost

replication reduction until operational costs are covered by daily
revenues X X xX)y X X X X)) X X X
(G3) securing financial transactions
(G4) continuing the business model innovations
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Radical business model innovation. Radical business model innovation (D) is the next second-
order theme. It is an alternative to the incremental business model innovation and departs from the
assumption to start with small investments and then potentially scale-up promising investments
(Simanis and Hart 2006). It also reconsiders the common assumption to avoid excessive and
fundamental changes in consumer behaviors. Radical business model innovations require higher initial
resource commitments. They aim at achieving a radical leap in customer value, which involves major
changes in consumer practices.

Besides the resource commitments to achieve radical leaps in customer value (D1), radical
business model innovations are formed by following additional first-order themes: (D2) decomposing
market structures, (D3) decomposing consumer needs, and (D4) the creative configuration of these
decomposed structures and preferences. Business ventures achieving more radical business innovations
tend to commit more resources to the exploration of different strategic directions for business model
innovation (D1). The investments do not necessarily entail only more financial resources, but are also
about more human resources, a greater commitment to work with local partners, or the establishment
of longer payback periods. Decomposing market structures depends on management motivation to
consider this market structure as endogenous, which can be shaped actively through more radical
innovation activities (Jaworski, Kohli & Sahay 2000).

Given the difficult conditions in the low-income segment, sustaining such motivation is far from
easy. Because informality, a lack of institutional support, or corruption are all part of the market
realities, managers often assume these conditions as exogenous constraints.

Decomposing consumer needs depends on managers’ cognitive ability to explore hidden, less
obvious and latent consumer needs and preferences. It is less about formalizing needs and service
attributes. It is more about learning from consumer narratives on their experiences in the evaluation,
purchase, and use of services. Narratives on consumer experiences are not restricted to individuals, but
are rather integrated into family, group, and community experiences. Gaining a deep understanding of
latent customer needs and preferences is largely about exploring social networks and discovering
interactions between experiences of individuals, families, social groups, and communities.
Transformational learning decomposes not only customer needs, but also changes the existing cognitive
structures of managers (Todorova & Durisin 2007).

Transformational learning enhances the configuration of market structures and consumer
preferences into radically new services. The configuration may be achieved by adding or eliminating
knowledge on market structures and customer needs, or by interpreting and combining this knowledge
in innovative ways (Camison & Fores 2010). The cognitive abilities of teams decomposing the market
structures and consumer preferences benefit from different gender, types of experience, knowledge
backgrounds, job roles, and so on. The actual role of consumers is somehow limited in such a new
configuration of market structures and consumer needs. It is, of course, very important to let them
participate in the innovation process. Business ventures have to observe and interview these
consumers, and discuss their new ideas with them. However, these consumers will not be the ones
expressing the radically new ideas, which create a leap in customer value. Radical innovations come
from experienced teams in the business venture, which transform their insights into market structures
and needs into innovative solutions.

Both the incremental and radical business model innovations create a ‘core’ business model,
which is preceded by business model customization (4.2.3) and/or business model diversification (4.2.4).
Business model customization. The third second-order theme is about business model customization
(E). The basic idea is that the ‘core’ business model is customized according to the specific customer
segments. Business model customization covers three first-order themes: (E1) appropriate position of
infrastructure services in the various income levels, (E2) adapting the ‘core’ business model to customer
segments, and (E3) local embeddedness.
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Local embeddedness is a result of the ‘soft-fact-based’ networks (London & Hart 2004: 164)
described local embeddedness as “social embeddedness” or “native capability” and define it as “... the
ability to create a web of trusted connections with a diversity of organizations and institutions, generate
bottom up development, and understand, leverage, and build on the existing social infrastructure.” It is
about creating trust and reputation at the individual and community levels. Local embeddedness is a
pre-condition for (E1), the appropriate position of services in the various income levels and (E2) adapting
business models to customer segments.

Repositioning services according to income levels means that business model innovations need
to reconsider the actual target customers. Income and education levels are often assumed to be low and
very similar. However, there is in fact a broad variety within the low-income segment (Karnani 2009;
Rangan, Chu & Petkoski 2011). There are sub-segments with higher, less volatile income and advanced
competence levels, as well as sub-segments with very low, highly volatile income and limited skills
(Dawar & Chattopadhyay 2002; Mendoza & Thelen 2008).

Energy, sanitation, or water services should be promoted initially to a skilled income sub-
segment with a moderate and, most importantly, relatively stable income. This avoids the services
becoming a symbol for poverty. Because people derive preferences not just from their own
consumption, but also from comparison with others in the community. If transformative services are
accepted by more sophisticated consumers, more vulnerable ones also adapt their preference
structures (Karnani 2009).

Business ventures adapt their business models to different customer segments (E2). Again,
intimate knowledge on individual consumer habits, needs, and preferences are an important pre-
condition for adaptation. A completely successful customization requires not change to one single
strategy canvases such as payment mechanisms, but rather to all of them (e.g., key partners, key
activities, key resources, value proposition, customer relationship management, marketing &
distribution, customers, cost and revenue structures). Business ventures must ensure that these strategy
canvases are not only customized to each segment, but remain manageable across different segments.
Business ventures have, for example, to think about whether a dedicated sales and delivery process for
each segment or a more general sales and delivery process, is most suitable.

Business model diversification. Business model diversification (F) represents the fourth second-
order theme. Business model diversification comprises five first-order themes: (F1) increasing the share
of wallet with existing customers, (F2) leveraging existing competencies into new customer segments,
(F3) leveraging existing competencies into new markets, (F4) building new competencies for creating
new markets, and (F5) business models designed as modular subsystems. The first four themes are close
to traditional market development and diversification strategies (e.g., Ansoff 1965). They describe the
creation of and/or diversification into new ‘core’ business models. Increasing the share of wallet (F1),
leveraging existing competencies into new types of customers (F2), and leveraging existing
competencies into new markets (F3), exploits the resources the business ventures have ‘on hand’.
Building new competencies for the creation of new markets (F4) is about a purposeful development of
resources and capabilities for entering a new market. The fifth theme on modular business model design
(F5) describes the principle for integrating these ‘core’ business models into an overarching and more
complex business model.

Increasing the share of wallet deals with extending the service offering for existing customers.
Trust, reputation, and image are not restricted to the individual consumer, but can be also exploited at a
community level. Additional revenue streams are the main reasons for these four themes, but the
business models differ in the way they can be integrated into the initial ‘core’ business model and with
regard to current risks. Business models for increasing the share of wallet with existing customers (F1)
and leveraging existing competencies into new types of customers (F2) supplement the ‘core’ business
logic and entail relatively low risks. Leveraging existing competencies into new markets (F3) or even
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building new competencies for new markets (F4) represent very different ‘core’ business logics and are
very risky investments.

For example, operating sanitation services entails a continuous demand, a large number of
customers, and should create stable revenues. Selling fertilizers or organic compost means that demand
is very seasonal, prices fluctuate, high upfront investments are necessary, and there are direct
competitors and complex distribution channels. Such markets present various barriers, making market
entry particularly risky. Tapping into these markets (F3 and F4) would require new business models and
new business logics.

Business ventures face the challenge of integrating such diverse business models into each other
(F5). Our results suggest that the designing business models should lead to modular subsystems. If
business ventures succeed in designing modular business models and business model elements, they
can create complex business models, which cover a high scope of wellbeing considerations. A complex
and overarching business model is less likely to be achieved if individual business models are
interrelated and have to be combined simultaneously. Business ventures should, for example, clearly
separate the costs of executing their ‘core’ business model and investments with respect to exploration
of new business opportunities. It is much more favorable if the business models are considered as
modular subsystems. In this case, the success of the diversified and complex business models does not
hinge upon the chance event that all necessary modules emerge simultaneously in the right
combination. There is an opportunity for business ventures to assemble emerging business model
modules into a new overarching model that comprehensively serves the low-income segment and
achieves a high scope in terms of wellbeing.

Business model replication. Business model customization and/or business model diversification
are preceded by business model replication, which drives business growth in services. The second-order
theme on business model replication is about sustaining initial successes and scaling-up services.
Business model replication (G) consists of four first-order themes: (G1) access to additional financial
resources, (G2) cost reduction until operational costs are covered by daily revenues, (G3) securing
financial transactions, and (G4) continuing the business model innovations.

To finance business growth, business ventures have to gain access to additional financial
resources (G1). These resources entail support from donors and developing agencies as in the case of
OSHO, support through government subsidies, or investors providing patient capital or capital
investments. Securing access to such financial resources helps to push an early initiation of the business
ventures, but cannot necessarily create economically viable business growth. Self-financed growth is
argued to be a critical aspect of business model replication and of economic and societal performance.

To achieve self-financed business growth, business ventures have to significantly reduce their
operational costs (G2). If the reduction reaches daily revenue levels, business ventures can create an
important tipping point in business growth. As suggested by TRUNZ WATER, increasing the installed base
of water kiosks reduced the operational costs. Revenues can be secured (G3) by establishing small, but
very frequent transactions. Pay-per-use systems, as in the case of pre-payments for water or energy
service. Mobile phone and payment systems play a key role in managing small transactions and
monitoring payments.

Mobile payment offers an important additional advantage, because it significantly reduces
indirect costs. In our business ventures, cost ratios between direct and indirect costs are initially about 1
to 1. Direct costs for developing, selling, and delivering services can only be reduced through substantial
productivity gains. Achieving this is reportedly very difficult, and most productivity enhancements are
absorbed by increases in labor costs. Significant cost reductions could only be achieved for indirect
costs. Mobile payments can easily be used for electronic accounting systems, which substitute paper-
based and work-intensive accounting activities, thus reducing indirect costs significantly.
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Business model replication does not suggest that the model is completely ‘frozen’ and then
leveraged through large-scale replication (Winter and Szulanski 2001). The business ventures replicate
only the business model elements that are truly replicable and add value. These replicable and value-
added business model elements are continuously modified in the replication process. Unfortunately,
business model elements such as local embeddedness add value, but are very difficult to replicate. For
example, ECOTACT’s business model element on Built-Operate of public toilet facilities was modified
into a Built-Operate-Transfer (BOT) model. Transfer was a new additional element, which creates not
only additional value, but also made it easier to achieve the local embeddedness. The BOT model was
later designed as a micro-franchising model, in which communities were asked to contribute to setting-
up the public toilet facility and encouraged to benefit from transferring it into the community
ownership.

Such continuous business model modifications aim to improve replicable elements, but also to
find solutions for less replicable elements such as local embeddedness. ECOTACT’s micro-franchising
approach led to self-selection among the targeted local communities. Because local communities have
to invest in terms of land and labor resources for building the facilities, only interested communities
wish to partner with ECOTACT. The need to achieve local embeddedness becomes easier in such a
setting and replication process can be accelerated.

Relationship Between Outcomes and Business Model Innovations

Figure 1 depicts the scale and scope of wellbeing for each business venture. Table 2 shows the
business model innovations observed by each business venture. The combination of scale and scope and
business model innovations suggests the existence of different groups. Some business ventures achieve
a high scale and narrow scope by applying a sequence of incremental business model innovation,
business model customization, and replication.

FIGURE 1
Business Ventures and Scale and Scope as Performance Outcome
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Other business ventures achieve the opposite, with a low scale and high scope. Business
ventures followed the sequence of radical business model innovations, business model customization
and diversification. Business model replication is still in its early stages. Few business ventures are
positioned somewhere in moderate scale and scope and a mix of all five business model innovations.
Eco-Fuel and Jellistones differ and yield a narrow scope and low scale, as well as incremental business
model innovation and very early stages of business model customization.

DISCUSSION

Theoretical Contribution

Business model innovations are currently being discussed either as business-model-innovation
under competition, or as business model innovations for creating new markets (Kim & Mauborgne 2004;
Teece 2010). In our context, business model innovations create not only new markets or compete with
market conditions leading to poverty penalties and to deficiencies in affordability, accessibility,
acceptance and awareness for services (Anderson & Markides 2007; Mendoza & Thelen 2008), but
should be considered from a more fine-grained and dynamic view.

More fine-grained view means, on the one hand, that our first-order themes reproduce key
business strategy success factors for the low-income segment (e.g., overcoming financial and production
constraints, collaborating with non-traditional partners, co-inventing customer solutions, and building
local capacity) (e.g., London & Hart 2004; London et al. 2010; Mendoza & Thelen 2011; Schuster &
Holtbriigge 2012). On the other hand, we confirm some of the assumptions of business model
innovations. All five business model innovations are intertwined with a fundamental re-
conceptualization of business model elements and with the creation of markets. Market creation is
specifically important for radical business model innovation and business model diversification. While
these two innovations are in line with the first assumption, they depart from the others. Radical
business model innovations aim at quantum leaps in customer value rather than incremental value
improvements. Business model diversification aims at building up complex business models addressing a
comprehensive scope of wellbeing. This is not about scaling-up a single more and more specialized
business model in order to avoid the diversion of rare capabilities. On the contrary, business model
diversification involved going in different strategic directions and developing multiple and modular
business models, which can be integrated into each other (Dunford et al. 2010; Winter & Szulanski
2001). These business model diversifications and replications take place successfully even in the context
of scarce resources and capabilities. The benefits from securing additional revenues outweigh the
potential risk of diverting rare capabilities into too many strategic directions.

The groups and the dynamic of business model innovations can be interpreted in a way that
incremental business model innovations are mostly preceded by business model customization and
replications. Such a sequence is most suitable for achieving substantial wellbeing. Radical business
model innovations are highly intertwined with business model diversification. Radical innovations not
only become customized, but business ventures seem to diversify simultaneously from a single ‘core’
into multiple business models. Customization and diversification are followed by business model
replication. Such a sequence of business model innovation allows business ventures to depart from
focusing purely on the scale of wellbeing. This sequence is a promising direction for increasing the scope
of wellbeing. Succeeding in the replication process of these radical, diversified, and customized business
model of course also offer the potential to enhance scale. Because replication processes might be more
multifaceted, growth trajectories from a comprehensive scope towards high scale might be less steep
than from a narrow scope to high scale.

Every business model innovation has consequences for business ventures. For example,
business model diversification leads to a bundle of services. It is a promising way of building more
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complex business models, service bundles, and comprehensive solutions, which address higher scope of
wellbeing. Business model replication informs service strategies for scaling-up infrastructure services. It
is important to understand how a ‘core’ business model can then be transferred into a template, which
can be replicated into different regions (Winter & Szulanski 2001). Comparing incremental and radical
business model innovations suggests that the latter are more likely to be used continuously. Incremental
business model innovations can reach many consumers, but entail the risk that few use the service
continuously. Most customers might abandon the service rather quickly. Radical business model
innovations creating a leap in customer value are more likely to be sustainable.

Scale and scope, as two separate outcomes, might indicate alternative ways to classify
performance measures for business ventures serving the low-income segment. Empirically, we expand
‘inclusive’ business model innovation in the direction of infrastructure services provided to the huge and
often disenfranchised low-income segment.

Managerial and Social Implications

Our first-order and second-order themes are a useful guideline for managers attempting to
implement business strategies in low-income countries. By implementing these themes, business
ventures can solve some of the most pressing problems in low-income countries. These problems are
associated with the millennium development goals (e.g., poverty alleviation, access to improved
sanitation and so on) (UNDP 2010). For example, there are still about two and a half billion people who
do not have access to improved sanitation. More radical sanitation business models, which create leaps
in customer value, a better understanding of how such business models have to be customized and
diversified, and, finally, can be replicated, could inspire new and promising ways of sanitizing the low-
income segment. Similar positive social implications can be derived for the energy and water sectors.

Our emphasis on business model innovation avoids a pure assistance approach. Instead, the
low-income segment plays an active role in the businesses as consumers, producers, distributors,
promoters, entrepreneurs, or innovators. We hope that our findings will stimulate more formalized
management education on business model innovations in MSMEs serving the low-income segment.
Such education is not only necessary for managers, but also in academia, in which disciplines such as
business innovation and economic development should collaborate more closely with each other.

Limitations and Future Research Opportunities

Our findings are based on qualitative data with limited transferability and verifiability. The first-
order order themes are not intended to be exhaustive. There may also be additional business model
innovations such as strategic renewals, which might occur once business ventures have reached a
certain level of maturity (Barr, Stimpert & Huff 1992).

Future research could deepen the perspective on the first-order themes and explore additional
business model innovations. Another promising research direction is the concentration on one business
model innovation. For example, understanding the detailed cognitive abilities for radical business model
innovation or the criteria for integrating modular business models into complex business models would
constitute interesting research areas. Overall, the direction, in which business ventures and business
model innovations are reshaping the landscape in the low-income segment, is a fertile area for future
research.
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ABSTRACT

This paper examines the relationship between strategic capabilities and firm performance in women
owned enterprises. The study was motivated by the need to gain an understanding on the determinants
of performance in women owned enterprises. The study revealed that strategic capabilities have a
significant effect on the overall performance. Further IT capabilities and Technological capabilities had a
positive and the most significant effect on performance. The study recommends that the capacity of
women entrepreneurs be enhanced to ensure that they are able to build on their capabilities
particularly technological capabilities. Policy makers should initiate programmes for entrepreneurship
developments that are more focused on building strategic capabilities of women entrepreneurs.

Keywords: strategic, capabilities, entrepreneurship, firm, performance.

INTRODUCTION

A lot of research on women entrepreneurship has mainly focused on individual characteristics
and gender-specific barriers to entrepreneurship as predictors of firm performance (Catley & Hamilton,
1997). These studies have focused on the characteristics, motivations for starting business, and
challenges for women entrepreneurs. Relatively few studies have focused on the strategy and structure
of women owned enterprises (Brush, 1992). Mukhtar (2002) notes that gender related research on the
whole has not been able to keep pace with changes in the small firms sector especially in terms of
studying management characteristics, structures and strategies employed by women business owners.
Additionally, Carter and Allen (1997), in their study, on size determinants of women-owned businesses,
note that women should not be considered as a homogenous group. Stevenson (1990) supports this
view and notes that as women entrepreneurs are not a homogenous group; efforts should be made to
develop typologies that take into consideration their diversity. Women entrepreneurs may have
different access to resources and capabilities that influences their firm performance.

This paper therefore attempts to fill this gap by extending the research on women
entrepreneurs beyond the examination of the link between gender and entrepreneurial characteristics.
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Gundry and Welsh (2007) note that there is need to focus not only on gender based differences relating
to the entrepreneurial experience but also focus on understanding the women entrepreneurs whose
businesses may be differentiated by size, industry, strategic intent and firm performance. Furthermore,
most of the research has focused on women entrepreneurs in developed countries (Lerner, Brush, &
Hisrich, 1997). Limited knowledge exists on women entrepreneurs in developing countries (Komunte,
Rwashana & Nabukenya, 2012; Idris, 2009). There are a few studies done outside Europe, North America
and Asia with most being in Europe and North America. The emergence of South America and Africa
means there is need for strategic actions of women entrepreneurs in these emerging economies.

Firm Performance

The performance of women owned businesses has become an important area of concern for
policy makers and a subject for much academic debate. The concern has been the underperformance of
women owned businesses. Studies have revealed that women owned firms are more likely to close and
have lower levels of sales, profits and employment (Kallenburg & Leicht, 1991; Rosa, Carter & Hamilton,
1996). Relatively very little is known about why the women owned firms underperform (Fairlie & Robb,
2009). Previous studies on differences in firm performance by gender found that financial capital,
education and work experience may be important factors. Another view from research is that women
access different business and investment social networks from men, which could affect their outcomes
(Brush et al., 2004).

To identify the underlying causes of this phenomenon, this study explored the determinants of
firm performance in women owned entrepreneurial ventures from a strategic management perspective.
In the recent years the Resource Based View has emerged as a popular perspective for explaining
performance (Newbert, 2007). Relying on the traditional strategic management construct of distinctive
competence the RBV suggests that the relative performance of a firm is rooted in the firms’ strategic
resources (Barney, 1991). Dynamic capabilities framework has been proposed as an extension of the
resource based view (RBV) of the firm (Barney, 1991; Barreto, 2010). This was proposed by Teece and
Pisano (1994) to address the shortcoming of the RBV. Teece et al., (1997:516) defined dynamic
capabilities as “...the firms’ ability to integrate, build and reconfigure internal and external competencies
to address rapidly changing environments.” This means they considered resources as capabilities that
are built in firms from internal and external competencies. In essence they refer capabilities to a firm’s
skill at effectively coordinating its resources for the purpose of achieving a particular end result (Helfat &
Peteraf, 2003). In other words, resources are the source of firms’ capabilities and capabilities refer to a
firm’s ability to bring these resources together and deploy them advantageously (Collins & Montgomery,
1995). Capabilities also differ from resources as they cannot be given a monetary value as can tangible
resources as equipment. The firms are operating within a dynamic context and these capabilities are
embedded in organization (Dierickx & Cool, 1989).

Every organization possesses its own capabilities that enable it to perform the activities
necessary to produce its products and services. More successful firms conceivably have capabilities that
help them perform their activities better. These capabilities have been termed distinctive competencies
or strategic capabilities and generally refer to the unique skills and activities that a firm can do better
than rival firms (Selznick, 1957; Lado, Boyd & Weright, 1992). In this study therefore, Strategic
capabilities are defined as “complex bundles of skills and accumulated knowledge that enables firms to
coordinate activities and make use of their resources” (Day, 1990: 38) to create economic value and
achieve and maintain better performance. (Desarbo, et al., 2005:49). Research has shown that strategic
capabilities are critical to the success of a business. It is posited in this study that the strategic
capabilities of women owned entrepreneurial ventures could explain firm performance.
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Strategic Capabilities and Firm Performance

Desarbo et al. (2005) have identified the dimensions of strategic capabilities in firms as;
marketing capabilities, market-sensing capabilities, technology capabilities, information technology
capabilities and management capabilities. Based on earlier works by Selznick (1957), Miles and Snow
(1978), Snow and Hrebriank (1980) and recently Desarbo et al. (2005) and Song et al. (2008), it is noted
that strategic capabilities are formed within functional areas such as marketing, technology,
management among others. Their results showed significant relationships among business level
strategies, functional activities and performance (Hitt & Ireland, 1985, p.273). Desarbo et al. (2005, p.49)
suggest that technological capabilities; are capabilities concerned with the production of goods, logistics
that allow the firm to either differentiate its product or keep costs down. Market sensing capabilities are
concerned with customers and channels, and connecting to the changing customer needs that is;
sensing market trends. Marketing capabilities include skills in segmentation, target-pricing advertising,
that enable the firm to implement effective marketing programmes. Information technology capabilities
are those that help the firm diffuse market information effectively across all relevant functional areas.
Management capabilities are those that support all the other capabilities including human resource
management, financial management and others. These are the categories of capabilities that are
common to many organizations and that have been identified and used in prior research (Day, 1994;
Desarbo et al., 2005; Song et al., 2008). All organizations may not have these capabilities (Day &
Nedungandi, 1994; Day & Wensley, 1988; Song et al., 2008) but how organizations develop these
capabilities within their businesses would explain the differentials in performance.

Strategic Capabilities in Women Owned Entrepreneurial Ventures and Firm Performance

Loscocco and Robbinson (1991), found in their analyses that women owned businesses are
concentrated in traditional female-typed fields; retail trade and service sector with men concentrating in
the manufacturing, construction and high technology fields. Cjeka and Eagly (1999), attribute these to
gender stereotyping. In their study, they examined the role of gender stereotypes and found that to the
extent that occupations were female dominated, feminine personality or physical attributes were
thought more essential for success and women would be expected to do well; to the extent that
occupations were male dominated, masculine personality or physical attributes were thought more
essential and it was expected that men would do well in these fields.

In the context of this study therefore, where a particular sector of industry required feminine
personality, feminine physical and cognitive attributes such as affectionate, nurturing, cooperative,
imaginative artistic among others then it was expected that a woman entrepreneur would perform
better because of the gender industry fit. This is because it is posited that the gender—industry fit would
enable the inherent capabilities in the owner of the venture to be used effectively to accomplish the
tasks at hand. For example a male mechanic is perceived to have the physical strength needed to haul
machines and technical ability to operate the engines. A woman in the same capacity is perceived as not
physically strong to haul machines and so may struggle to accomplish the same task. However with the
changes in the society it has been seen that the clear dichotomy is blurred (Eagly & Wood, 2002).
Women for example are venturing into the manufacturing sector (Bates, 2002; Cliff, 1998). However to
an extent, the dichotomy still exists with more men being in the manufacturing sector and women in the
service sector. In Kenya for example, the 1999 central bureau of statistics survey of entrepreneurs,
found that women outnumbered men in service (55.7%) while men outnumbered women in
manufacturing, (65.7%) and construction (91.2%) (Central Bureau of Statistics, 1999). This choice also, as
expected, influenced profitability of the enterprises. Women-owned enterprises generated less revenue
than those owned by men, which earned 74% more (Munyua & Mureithi, 2008). From this Social theory
perspective, the dimensions of strategic capabilities of women owned entrepreneurial ventures are
outlined and discussed hereunder;
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Market- Linking Capabilities and Firm Performance

Market linking capabilities refer to focused market sensing and linking outside the organization
(Desarbo et al., 2005). Many scholars have noted that, the ability of a firm to sense and seize market
opportunities and to readjust their resources accordingly have significant effects on performance (Day,
2000; Eisenhardt & Martin 2000; Teece, Pisano & Shuen, 1997; Zahra, Sapienza & Davidsson, 2006; Zott,
2003). The main idea of this capability is to develop market intelligence pertaining to what the needs of
customers currently are, what they may need in the future, dissemination of this information within the
organization and being responsive to it (Kohli, Jaworski & Kumar, 1993). All organizations need well-
developed market-linking capabilities. This will help them to quickly anticipate changes in the market
and their customers’ needs, track changes in customer needs and competitive behaviour. Enterprises
that are able to do this will perform better (Jaworski & Kohli, 1993; Slater & Narve, 2000). Reijonen and
Kompula (2010) in their study of SMEs in Finland found that customer orientation and market
intelligence were important success factors in the performance of SMEs. The capability to link with
customers has been associated with the female gender. Women are nurturers and good communicators
and therefore are expected to have strong market linking capabilities.

Technological Capabilities and Firm Performance

Technology refers to physical resources including plant, machinery, equipment and tools that
are possessed by the firm (Grant, 1995). Porter (1985) notes that technology can impact firm
performance. It has an important role in determining a firm’s relative cost position or success in
differentiation. Technology can affect several value-creating activities in the firm. Technological
capability is the ability to use the technological resources to create value. A technological capability has
been defined as “the ability to perform any relevant technical function or volume activity within the firm
including the ability to develop new products and processes and to operate facilities effectively” (Teece
et al., 1997:521). A firm’s technological capability is considered a strategic resource enabling the firms
to achieve competitive advantage. Technological capabilities involve manufacturing processes,
technology, new product development, production facilities, and forecasting of technological change in
the industry. The aim is to improve production process efficiency, reduce costs of production, have
greater consistency in delivery and in essence have greater competitiveness (Day, 1994; Desarbo et al.,
2005). This capability is important for firms that are in unstable and dynamic environments, especially
those marked by rapid technological changes such as biotechnology, medical care and others (Song et
al., 2008). Teece et al. (1997) notes that firms with superior technological capability can secure greater
efficiency gains by pioneering process innovations achieve differentiation by innovating products in
response to the changing market and hence improve competitiveness. Ortega (2009) found that
technological capabilities had a positive influence on performance in that it enhances the relationships
between quality orientation and performance and cost orientation and performance. Technological
capability in as much as it is important in all types of businesses, has greater relevance in the
manufacturing sector, as this sector is more involved in the production of goods. Women traditionally
are not found in the manufacturing sector nor are they perceived to be good in technology. It is
perceived that the manufacturing sector and the related needed capability to manage such a venture is
more suited to the male gender role than female. Most of women are associated with the service
industry.

Marketing Capabilities and Firm Performance

Marketing capabilities include skills in segmenting and targeting markets, in advertising and
pricing and in integrating marketing activities (Desarbo et al., 2005: Song et al.,, 2008). Marketing
activities would include market planning, revenue forecasting, and allocation of resources and control of
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marketing activities. The idea is to enable the organization to communicate its products’ unique
advantages so as to attain customer satisfaction and loyalty, which will ultimately improve
competitiveness. Studies on the marketing practices of small businesses especially women owned
enterprises have been few. One study by Blankson and Omar (2002) found that in most firms exists a
patchy market orientation framework characterized by informal marketing deliberations (Mankelow &
Merrilees, 2001). They note that in small businesses, marketing activities are informal and unplanned
and rely on intuition and energy of the entrepreneur. Another study by Van Auken et al., (1994) did an
empirical analysis of advertising by 121 women owned enterprises and found that women
entrepreneurs tended to greatly use referrals, community events, telephone directory and fliers than a
general sample of small business owners. They attributed this to differences in women’s communication
style and the value women place on personal forms of communication. Van Auken et al. (1994) also note
that women entrepreneurs tend to use the same advertising methods they used as they started their
businesses through the continuing years. This is attributed to probably limited advertising budgets that
constraints them from trying other advertising methods. Another reason could be that personality traits
of many women entrepreneurs such as low propensity for risk taking would make them not try out new
ways hence hampering their ability to reach out far to their customers. The researchers also note that
the preoccupations with day-to-day operations may prevent others from using formalized marketing
planning procedures to guide their business operations. It is thus expected that since marketing
capability is more associated with the male gender role it would not have a significant effect on firm
performance in women owned enterprises.

Information Technology Capabilities and Firm Performance

Information technology (IT) is a term that encompasses all forms of technology used to create,
store, exchange and utilize information in its various forms including business data. IT capabilities
facilitate internal communication and cross-functional integration in firms (Song et al., 2008). A firm
with better IT capabilities will perform better and have greater organizational success (Nevo & Wade,
2010). This is so especially if IT is used creatively to deliver superior value to the customer (Peltier,
Schibrowsky & Zhao, 2009). Studies have shown that using IT creatively enhances performance and also
ensures better cross functional transmission leading to more successful new products and generally
improved competitiveness (Song et al., 2008; Bharadwaj, 2000; Bharadwaj & Konsynski, 1999; Dehning
& Stratopoulos, 2003). This is much more important for small businesses that must be efficient with
their limited resources. Celuch and Murphy (2010) in their study found that small businesses could
improve their strategic flexibility through the use of Internet that facilitates communication and also
through aligning IT to the firms’ market orientation. The Internet has the market-sensing capability that
can help a firm manage customer and competitor’s information and also manage internal activities thus
enabling better performance. Since this capability has both the communication aspect that is perceived
to fit the female gender role and the technical bit that fits with the male gender role, it is expected that
the effect of IT capabilities on firm performance in women owned business would not be great.

Management Capabilities and Firm Performance

Management in all business areas and human organization activity is the act of getting people
together to accomplish desired goals and objectives. Management involves planning, organizing,
staffing, leading or directing, and controlling an organization for the purpose of accomplishing a goal. It
requires the ability to develop programs, prepare budgets, evaluate performance and perform the tasks
necessary to implement the firms’ strategy (Chandler & Jensen 1992). Management capability involves
competence in three areas; ability to coordinate all the firms’ activities, ability to work, understand and
motivate people, and the ability to build a power base and establish the right connections (Chandler &
Jensen, 1992). Managerial capabilities as outlined by Desarbo et al., (2005) include the ability to
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integrate logistic systems, control costs, manage financial and human resources, forecast revenues and
manage market planning. Women use relational management styles whereas men use transactional
management styles (Buttner, 2001; Idris, 2009). The relational dimension of their style of management
is associated with the transformational leadership style that includes collaboration, mutual
empowerment, sharing of information, nurturing and empowerment in the management of the business
(Eagly, 2007; Podsakoff et al., 1990). These characteristics are different from men and has been
demonstrated that they significantly are more beneficial to long-term business success (Hefferman,
2003). The women’s social ability and empathy imply a better performance of business created by and
run by women because of their ability to communicate better with employees, suppliers and customers
(Teoh & Chong, 2007). Transformational leadership style has been associated with effectiveness.
Women entrepreneurs generally have been found to make decisions not based on planning. Mukhtar
(2002) notes that, women entrepreneurs rely on intuition not only when making key decisions within
their businesses but also in the manner in which they structure and run their businesses. This can be a
hindrance to their management success. Powell and Ansic (1997) also found that women adopt different
strategies in financial decision environment and that they have a lower preference for risk. This low risk
propensity affects their decision-making process for example accessing financial resources through
taking loans. It has been found that women who have access to financial resources and have good
relationship with their banks tend to perform better. Most women would be afraid, because of their low
risk propensity, to take up loans. It can be said therefore, that women entrepreneurs who are able to
develop strong managerial capabilities that takes advantage of their characteristics associated with their
gender while minimizing the negative effects will tend to perform better than those without.

From the above discussions it was postulated in this study that there would be significant
differences in the extent to which the specific strategic capabilities influence firm performance in
women-owned entrepreneurial ventures. And these differences, as explained by the social role theory,
are perceived to be influenced by gender stereotyping such that the capabilities that are associated with
the female gender role would have greater effect on performance than those associated with the male
gender role.

METHODS

Study area

The study targeted Kenyan women entrepreneurs in Nairobi, Kenya. The study focused on the
formal segment of women entrepreneurs, that is, women who owned formally registered businesses
within Nairobi. This is not to say that women in rural areas or in the informal economy do not have
substantive businesses, but the lack of basic data in such areas would have made it difficult to identify
and/or locate women entrepreneurs. Women-owned enterprises were defined as businesses owned
solely by women or where the woman held at least over 50% of the ownership (Carter & Shaw, 2006).
Data was collected from women owned enterprises within Nairobi. Nairobi is the capital city of Kenya,
with a representative sample of Kenyan citizens. This city is chosen as it has the most representations of
urban entrepreneurs who are the target population.

Data Collection

This study used probability sampling techniques to select a representative sample from the
target population. To get a representative sample, multi-stage cluster sampling was used. The target
sample was the women owned entrepreneurial ventures in Nairobi. In the first stage, the existing
administrative divisions of Nairobi city formed the sampling frame. After numbering the divisions, five
divisions were selected using simple random sampling. Since each woman owned entrepreneurial
venture is located in a division, each had an equal chance of being selected for the final sample. The
divisions selected from this exercise included Embakasi, Central, Dagoretti, Kibera, and Makadara. In
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the second stage, the locations within these divisions were considered as the next sampling frame. All
the locations within these divisions were considered. From these locations another sampling frame was
generated based on the formally registered businesses operating in these locations. The actual women
owned entrepreneurial ventures were then selected using systematic sampling method. Being an
explanatory study by design and exploratory study by nature in so far as finding out strategic capabilities
of women entrepreneurs in Kenya, the aim was to get a representation of women entrepreneurs in
Nairobi. Hence, 100 women from each of the divisions selected were targeted, to achieve a sample size
of 500 respondents. The study utilized both primary and secondary data. Primary data was collected
from the women entrepreneurs through the structured questionnaire. Secondary data was obtained
through review of published and unpublished materials such as journals, theses and government
documents in libraries and Internet. Data sought from the secondary materials included existing
information on strategic capabilities and performance of women owned entrepreneurial ventures.

Data Analysis

Data was analyzed using descriptive and inferential statistics. Descriptive statistics for all study
variables through univariate and frequency procedures was conducted. Simple bivariate correlation was
computed to ensure that all study relationships were in the expected direction. Scatter plots were
examined to determine if there were any linear relationships between the independent variable and the
dependent variable. Ideally, there should be no pattern in the plotted data in order to assume
homogeneity of variance. Also, the Pearson product-moment correlations was examined to determine
the extent of correlation between the independent and dependent variables, and to assess the potential
of multicolinearity. Correlation analysis is also a pre requisite for multiple regression analysis. Multiple
regression analysis was used to test hypotheses. Specifically, the market-linking capabilities,
technological capabilities, marketing capabilities, information technological capabilities and managerial
capabilities were tested independently to determine if they were unique predictors of strategic
capabilities.

This study also sought to establish which of the dimensions had the greatest influence on
performance in women owned entrepreneurial ventures. To test the relative importance of the strategic
capabilities in predicting performance epsilon, analysis, which is a more recent method, was suggested
(Johnson & LeBretton, 2004; LeBretton & Tonidandel, 2008). This method uses the relative weights of
the specific predictors to measure relative importance. Johnson and LeBretton (2004) define relative
importance as ‘the proportionate contribution each predictor makes to the R? considering both the
direct effects (that is its correlation with the criterion) and its effect when combined with other variables
in the regression equation’. They note that researchers in drawing conclusion about the relative
importance of predictors examine the regression coefficients or the zero-order correlations within the
criterion. They add that when predictors are uncorrelated, the zero order correlations and standardized
regressions coefficients are equivalent and the squares of the indices add up to total R’>. However when
the predictors are correlated the indices are considered inadequate for determining the relative
importance of the specific predictor variables because they are no longer equivalent, do not sum to the
R® and take on different meanings and so the epsilon analysis presents a sufficient way of determining
the relative importance of predictors (Derue et al., 2011).

RESULTS

Performance of Women Owned Entrepreneurial Ventures

The study sought information on firm performance over the last 12 months using return on
investments, sales growth, market share, and profit to sales ratio and over all firm performance.
Descriptive measure of central tendency and dispersion were used to summarize the responses as
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tabulated in Table 1. The findings indicate that on average (mean= 6), the respondents said that their
enterprises had 41-50% growth on sales, market share, profit to sales ratio and overall performance in
the last 12 months. In addition, a significant number of respondents said that their firms had 51-60%
growth on return on investments in the last 12 months.

TABLE 1
Performance of Women Owned Entrepreneurial Ventures

Firm Performance Mean Std. Deviation
Return on investments 6.35 1.775
Sales growth 5.84 1.895
Market share 5.65 1.943
Profit to sales ratio 5.86 2.047
Overall financial performance 6.33 1.873

Source: Survey Data, 2010

Multiple Regression Analysis

To ascertain whether or not capabilities have a significant effect on firm performance in women
owned entrepreneurial ventures, multiple regression analysis was carried out and the results are as
summarized in Table 2. From the results shown in Table 2, Model 1 shows that control variables firm size
and firm age have an R? of .037 and an adjusted R? of .03 which implies that the control variables explain
3.3 % variations in overall performance. Model 2, the full model, shows a goodness of fit as indicated by
the coefficient of determination (R?) with a value of .39 and adjusted R? of .38. This implies that the
independent variables marketing capabilities, market linking capabilities, management capabilities,
technological capabilities and IT capabilities explains 38% of the variations of overall performance. The
F-value of 40.35 indicates that the overall regression model is significant and has some explanatory
value.

This indicates that there is a significant relationship between the predictor variables marketing
capabilities, market linking capabilities, management capabilities, technological capabilities and IT
capabilities and overall performance. At 95% confidence interval that p value (p=. 00<. 05), it implies
that all the independent variables combined do influence the overall performance in women enterprises
although, management capabilities and market linking capabilities do not significantly affect firms
overall performance. As for the control variables firm age and firm size, firm size was found to have an
effect on overall performance while firm age though positively correlated had no effect on firms overall
performance. From the two models 1 and 2 multicollinearity was not a problem because the findings
indicate VIF of less than 10. This therefore implies that all the predictor variables combined do positively
influence the overall performance in women enterprises.
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TABLE 2
Regression Models

Variables Model 1 Model 2
Constant 55.584 (2.011) 27.69 (3.862)
Control Variables

Firm Age 024  (.118) .025(.425)
Firm Size 186  (.523)** .065 (.098)**
Independent Variables

IT Capabilities .308 (.396)*
Technological Capabilities .25(.349)*
Management Capabilities .056 (.596)
Marketing Capabilities .145 (435)*
Market-linking Capabilities .017 (.371)

F statistics 8.664 40.35

R2 .037 .39

Adjusted R? .033 .38

*P<, 05 **P<. 1 (2 tailed test)
Values of beta regression coefficients, with standard errors in parentheses
Source: Survey Data, 2010

Epsilon Analysis

To test the relative importance of the strategic capabilities the study carried out an epsilon
analysis. As mentioned earlier, this is a preferred statistic for computing relative importance (Johnson &
LeBretton, 2004). In this analysis, the estimates derived from the epsilon, often labelled relative weights,
sum to the model R Thus the relative weights represent the proportionate contribution each predictor
makes to the R?, considering the predictor’s direct effects and its effect when combined with other
predictors. Researchers can also calculate the percentage of R” explained each predictor by dividing the
relative weight of each predictor by dividing the relative weight by the total R%. The results from this
analysis as indicated in Table 3 show that the most important strategic capabilities are the information
technology capabilities and technological capabilities that account for approximately 36% and 31% of
the total explained R® respectively. This is followed by Marketing Capabilities explaining 17% and
Management Capabilities explaining 14% of the total explained R’. It is noted that market-linking
capabilities explains only 2% of the total explained R’

This is an interesting finding because the first three capabilities that have the greatest influence
are the ones according to the social role theory more associated with the male gender. In the sense that
information technology capabilities, technological capabilities and marketing capabilities are more
associated with the male gender stereotype. The market linking capabilities that are associated with the
female gender role as implied by the social role theory is the least important in explaining the total R.
This could possibly explain why women owned enterprises do not perform well. The capabilities
associated with the female sex as postulated by the social role theory do not have a great influence on
firm performance.
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TABLE 3
Relative Importance of Strategic Capabilities in Predicting Performance

Strategic capabilities Raw Relative weights Relative Weight
as % of R?

Marketing Capabilities .066 17.2%

Market Linking Capabilities .006 1.6%

Management Capabilities .055 14.4%

Technological Capabilities 120 31.1%

Information Technology 137 35.7%

Capabilities

Total R2 .358 100.0%

Source: Survey Data (2010)

DISCUSSION

Strategic Capabilities as Determinants of Firm Performance

The study sought to establish the relationship between strategic capabilities and firm
performance in women owned enterprises. In support of the expectations of the study, findings
indicated that strategic capabilities of women owned entrepreneurial ventures had a significant
influence on firm performance. The findings of this study provide support for the RBV and the dynamic
capability theory, which, postulates that capabilities do have an effect on performance. Newbert (2007)
mentions the significance of the RBV of the firm in understanding firm performance. In the context of
the study, therefore, the differentials in performance of women owned entrepreneurial ventures could
be explained by the strategic capabilities that they have. It would also mean that women entrepreneurs
who want to improve performance in their business would need to build on their strategic capabilities.
Johnson, Scholes & Whittington (2006), note that organizations that want to achieve competitive
advantage over others will do so because they have capabilities that others don’t have. These
capabilities could be resources the organization has or the way they are used or deployed.

Specific Strategic Capabilities and Firm Performance

The study also sought to determine the specific capabilities that have the greatest influence on
firm performance in women owned entrepreneurial ventures. The study found that there were
significant differences in the extent to which the specific strategic capabilities influence performance.
From the results of the epsilon analysis, it was found that information technology capabilities and
technological capabilities had the greatest influence on performance followed by marketing and
management capabilities. It was found that market-linking capabilities though having positive effect on
firm performance, was not significant. The possible reason that market-linking capability had no effect
on firm performance capability in women owned entrepreneurial ventures point to the kind of networks
that women have. It has been noted that women have very weak networks and the networks they have
do not translate to business. In fact one of the most common recommendations given to improve
performance of women owned businesses is to ask them to join business associations where they can
network and be exposed to what is happening in the market and also interact with other entrepreneurs
and thus build and enhance their businesses.

Technological capabilities were found to have a significant effect on firm performance. This
finding is similar to a study on internal capabilities and performance by Lee, Lee & Pennings (2001) that
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found that technological capabilities are important predictors of firm performance. It can be proposed
then that women entrepreneurs need to build their technological capabilities, as they are strong
predictors of performance. One of the main challenges for women has been the access to credit to
purchase the relevant technologies (Odero-Wanga, Mulu-mutuku & Olubandwa 2009). Those who can
access credit facilities lack the necessary training to translate the resources into core competence that
can give them added advantage. For example, using computers not only to manage documents and keep
records but also as a tool to enhance their business. Through the computer they could set up websites
to not only advertise their businesses but also source for customers.

It was further found that marketing capabilities do have a significant effect on firm
performance. Women have been known to have poor marketing skills. A study by Odero-Wanga et al.
(2009) found that one of the main constraints facing women in the dairy sector in Kenya was lack of
marketing skills, which greatly hampered their performance. Other studies have found that in most
firms exists a patchy market orientation framework characterized by informal marketing deliberations
(Blankson & Omar, 2002; Van Auken et al., 1994). Van Auken et al. (1994) also note that women
entrepreneurs tended to use the same advertising methods they used as they started their businesses
through the continuing years. This is attributed to limited advertising budgets that constrain them from
trying other advertising methods. Another reason could be that personality traits of many women
entrepreneurs, such as low propensity for risk taking, would make them not try out new ways hence
hampering their ability to reach out to their customers. Moreover, the preoccupations with day-to-day
operations may prevent others from using formalized marketing planning procedures to guide their
business operations. This could therefore explain why women owned entrepreneurial ventures may not
perform well. They have limited marketing capabilities yet such capabilities are a significant predictor of
firm performance.

In addition, it was found that information technological capabilities have significant effect on
firm performance. In support of this finding are studies that have shown that using IT creatively
enhances performance and also ensures better cross functional transmission leading to more successful
new products and generally improved competitiveness (Song et al., 2008; Bharadwaj, 2000; Bharadwaj
& Konsynski, 1999; Dehning & Stratopoulos, 2003). This is much more important for small businesses
that must be efficient with their limited resources. In developing economies, Kenya especially, the
increase use of mobile telephony in small business has been noted. Mbogo (2010), in a study of the
impact of mobile phone payment on the success and growth of micro business, has found that micro
businesses enterprises in Kenya are increasingly using the mobile technology to facilitate
communication and support transactions in their businesses. The entrepreneurs are able to transact
payments directly with their customers and suppliers through a mobile phone in the palm of their hands
without necessarily leaving their business premises or going through a bank. This saves them a lot of
time and money in terms of transportation costs. For women entrepreneurs this provides convenience
and flexibility as they manage multiple roles in the family set up and as they run their businesses. This
finding is also in line with Komunte et al. (2012) on the use of mobile technology for business
transactions by women entrepreneurs in Kenya. It was observed that women enterprises that invested
in and used mobile services generated high revenues. This increase in revenues was as a result of
reduced transaction costs, reduced transportation cost, and increased communication with customers
that assisted women entrepreneurs to bring in customers or suppliers into the transaction chain among
others. The study further established that management capabilities had no significant effect on firm
performance.

In the study, it had been expected, as postulated by the social role theory, that market linking
capabilities, management capabilities and partly informational technology capabilities would be the
most important in predicting performance in women owned entrepreneurial ventures, as these
capabilities are associated with the female gender role and hence would be expected to contribute
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more to performance in women owned entrepreneurial ventures. This expectation of the order of
relative importance of the specific capabilities was not supported. Information Technology capabilities,
Technological capabilities and Marketing capabilities were found to be strong predictors of
performance. This finding is supported by other studies such as by Gundry and Welch (2001). Gundry
and Welch (2001) identify the strategic paths chosen by women entrepreneurs and the relation of these
paths to the growth orientation of the firm and found that high growth oriented ventures and low
growth oriented ventures owned by women differed along several dimensions. They found that high
growth oriented ventures were more likely to select strategies that emphasized market growth and
technological change than the low growth oriented ones. In essence, they suggest that women owned
enterprises that were performing better had built on their marketing and technological capabilities. The
challenge for women is how to build on these capabilities. Studies have shown that women
entrepreneurs face challenges and constraints in building capabilities in technology, IT and in Marketing
(Gundry & Welsch, 2001). From the study, therefore, it is recommended that specific interventions
should be geared to help women entrepreneurs, build on these capabilities especially the three
important ones. These three would be key to improving the performance of their businesses.

CONCLUSION AND RECOMMENDATIONS

The relationship between strategic capabilities and firm performance in women owned
entrepreneurial ventures in Kenya have been empirically examined in this study. The study sheds light
on the explanatory power of the RBV and dynamic capability framework in explaining performance in
women owned businesses particularly in a developing economy such as Kenya. Results indicate that
strategic capabilities do influence performance. It is therefore recommended that the capacity of
women entrepreneurs be enhanced to ensure that they are able to build on their capabilities
particularly information technology and technological capabilities. This calls for targeted training and
development. Often organizations that carry out capacity building intervention programs for women
entrepreneurs design training and development programs that are too general in scope. It may be
important to target much more specifically on the development of competencies that can build on
capabilities that could provide competitive advantage (Schoels & Whittington, 2006). In addition, efforts
should be made to increase the level of awareness among women entrepreneurs of existing training
opportunities and efforts made to ensure that they are able to attend. Cost of training for example may
be prohibitive for many women entrepreneurs. The government or other willing donors could step in to
subsidize the training.

REFERENCES

Barney, J. 1991. Firm resources and sustained competitive advantage. Journal of Management, 17(1):
99-120.

Barreto, I. 2010. A review of past research and an agenda for the future. Journal of Management, 36:
256-280.

Bates, T. 2002. Restricted access to markets characterizes women-owned businesses. Journal of
Business Venturing, 17: 313-324.

Bharadwaj, A.S., Bharadwaj, S.G., & Konsynski, B.R. 1999. Information Technology effects on firm
Performance as measured by Tobin’s q. Management Science; 45(7): 1008-1024.

Bharadwaj, A. S. 2000. A resource-based perspective on information technology capability and firm
performance: An empirical study. MIS Quarterly, 24(1): 169-196.

Blankson, C., & Omar, O. E. 2002. Marketing practices of African and Caribbean small businesses in
London, UK. Qualitative Market Research: An International Research, 5(2): 123-134.

117



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Brush, C. 1992.Research on women business owners: Past trends a new perspective and future
directions, Entrepreneurship Theory and Practice, 16(4): 393-407.

Brush, C., Carter, N., Gatewood, E., Green, P., & Hart. M. 2004. Clearing the hurdles: Women building
high-growth enterprises, New York: Financial Times/Prentice Hall

Buttner, E. H. 2001. Examining female entrepreneurs’ management style: an application of a relational
frame. Journal of Business Ethics, 29: 253-269.

Carson, D., & Cromie, S. 1990. Marketing planning in small enterprises: A model and some empirical
evidence. The Journal of Consumer Marketing, 7(3): 5-18.

Carter, N. M., & Allen, K. R. 1997. Size determinants of women-owned businesses: Choice or barriers to
resources? Entrepreneurship & Regional Development, 9: 211-220.

Carter, S., & Shaw, E. 2006. Women'’s business ownership: Recent research and policy developments:
Report to the Small Business Service.

Catley, S., & Hamilton, R. T. 1998. Small business development and gender of owner. The Journal of
Management Development, 17(1): 70-82.

Cejka, M. A,, & Eagly, A. H. 1999. Gender-stereotypic images of occupations correspond to the sex
segregation of employment. Personality and Social Psychology Bulletin, 25: 413-423

Celuch, K., & Murphy, G. 2010. SME Internet use and strategic flexibility: the moderating effect of IT
market orientation. Journal of Marketing Management, 26, (1-2): 131-145.

Central Bureau of Statistics, International Centre for Economic Growth, and Kenya Rural Entrepreneurial
Programme. 1999. National Micro and Small Enterprise Baseline Survey, Nairobi: Central
Bureau of Statistics.

Cliff, J. E. 1998. Does one size fit all? Exploring the relationship between attitudes towards growth,
gender and business size. Journal of Business Venturing, 13: 523-542.

Collins, D.J., & Montgomery, C.A. 1995. Competing on resources: Strategy in the 1990s. Harvard
Business Review, 73(4): 118-128.

Conant, J. S., Mokwa, M. P., & Varadarajan, P. R. 1990. Strategic types, distinctive marketing
competencies and organizational performance: A multiple measures-based study. Strategic
Management Journal, 11: 365-383.

Day, G.S 2000. Managing market relationships. Journal of the Academy of Marketing Science, 28(1): 24-
30.

Day, G. S. 1994. The capabilities of market-driven organizations. Journal of Retailing, 58: 37-52.

Day, G. S., & Nedungadi. 1994. Managerial representations of competitive positioning. Journal of
Marketing, 58: 31-44.

Day, G. S., & Wensley, R. 1988. A framework for diagnosing competitive superiority. The Journal of
Marketing, 52(2): 1-20.

Dehning, B., & Stratopoulos, T. 2003) Determinants of a sustainable competitive advantage due to an IT-
enabled strategy. Journal of Strategic Information Systems, 12: 7-28.

Derue, S., Nahrgang, J. D., Welman, N., & Humpbhrey, S. E. 2011. Trait and behavioural theories of
leadership: An integration and meta-analytic test of their relative validity. Personnel Psychology,
64: 7-52.

Desarbo, W. S., Di Benedetto, C. A., Song, M. & Sinha I. 2005. Revisiting the miles and snow framework:
Uncovering interrelationships between the strategic types, capabilities, environmental
uncertainty, and firm performance. Strategic Management Journal, 26:47-74.

Dierickx, I., & Cool, K. 1989. Asset stock accumulation and sustainability of competitive advantage.
Management Science, 35(12): 1504-1511.

Eagly, A. H. 2007. Female Leadership advantage and Disadvantage: Resolving the contradictions.
Psychology of Women Quarterly, 31: 1-12.

118



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Eagly, A. H., & Wood, W. 2002. A cross-cultural analysis of the behaviour of women and men:
Implications for the origins of sex differences. Psychological Bulletin, 128(5): 699-727.

Eisenhardt, K. M., & Martin, J A. 2000. Dynamic capabilities: What are they? Strategic Management
Journal, 1,10/11. Special issue: The evolution of firm capabilities: 1105-1121.

Fairlie, R. W.& Robb, A. M. 2009. Gender differences in business performance evidence from the
characteristics of business owners’ survey. Small Business Economics, 33; 375-395.

Foley, A., & Fahy, J. 2004. Towards a further understanding of the development of market orientation in
the firm: A conceptual framework based on the market-sensing capability. Journal of Strategic
Marketing, 12: 219-230.

Grant, R.M. 1995. Contemporary Strategy Analysis, 2™ Edition. Blackwell Publishers Inc., Oxford. U.K.

Gundry, L. K. & Welsch H. P. 2001. The ambitious entrepreneur: high growth strategies of women-
owned enterprises. Journal of Business Venturing 16: 453-470.

Hambrick, D. C. 1983. Some tests of the effectiveness and functional attributes of Miles and Snow’s
strategic types. Academy of Management Journal, 26 (1): 5-26.

Helfat, C. E & Peteraf, M. A. 2003. The dynamic resource-based view: capability lifecycles. Strategic
Management Journal, 24(10): Special Issue: Why is there a resource-based view? Toward a
theory of competitive heterogeneity: 997-1010.

Hitt, M. A., & Ireland, R. D. 1985. Corporate distinctive competence, strategy, industry, and
performance. Strategic Management Journal, 6: 273-293.

Idris, A. 2009. Management styles and innovation in women-owned enterprises. African Journal of
Business Management, 3(9): 416-425.

Jaworski, B. J., & Kohli, A.J. (1993). Market orientation: Antecedents and consequences. The Journal of
marketing, 57(3): 53-70.

Johnson, J. W., & LeBreton J. M. 2004. History and use of relative important indices in organizational
research. Organizational research methods, 7(3): 238-257

Johnson. G., Scholes. K., & Whittington, R. 2006. Exploring Corporate Strategy Text and Cases. 7" Ed.
England: Pearson Education Ltd.

Kallenberg, A. L., & Leicht, K. T. 1991. Gender and organizational performance: Determinants of small
business survival and success. Academy of Management Journal, 34(1): 136-16.

Kohli, A. K., Jaworski, B. J., & Kumar, A. 1993. A Measure of market Orientation. Journal of Marketing
Research, 30(4): 467-477.

Komunte, M., Rwashana, A. S., & Nabukenya, J. 2012. Comparative analysis of mobile phone usage
among women entrepreneurs in Uganda and Kenya. African Journal of Computing and ICT, 5(5):
74-86.

Lado, A. A, Boyd, N. G., & Wright, P. (1992). A competency-based model of sustainable competitive
advantage: Toward a conceptual integration. Journal of Management, 18: 77-91.

LeBreton. J.M & Tonidandel. S. 2008. Multivariate relative importance: extending relative weight
analysis to multivariate criterion spaces. Journal of Applied Psychology, 93(2): 329-345.

LeBreton. J. M., & Tonidandel, S. 2008. Multivariate relative importance: Extending relative weight
analysis to multivariate criterion spaces. Journal of Applied Psychology, 93(2): 329-345.

Lee, C., Lee, K., & Pennings, J. M. 2001. Internal capabilities, external networks, and performance: A
study on technology-based ventures. Strategic Management Journal, 22: 615-64.

Lerner, M., Brush, C.G. & Hisrich, R. D. 1997. Israeli women entrepreneurs: An examination of factors
affecting performance. Journal of Business Venturing, 12(4): 315-334.

Loscocco, K. A., & Robinson, J. 1991. Gender and small business success: an inquiry into women’s
relative disadvantage. Social Forces, 70(18): 65-85.

Mankelow, G., & Merrilees, B. 2001. Towards a model of entrepreneurial marketing for rural women: a
case study approach. Journal of Developmental Entrepreneurship, 6(3): 221-235.

119



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Miles, R. E., & Snow, C.C. 1978. Organisational Strategy, Structure and Process. New York. McGraw-Hill.

Mbogo, M. 2010. The impact of mobile payments on the success and growth of micro-business: The case
of M-Pesa in Kenya. The Journal of Language, Technology & Entrepreneurship in Africa, 2(1):
182-203.

Mukhtar, S. 2002. Differences in male ad female management characteristics. A study of owner-
manager businesses. Small Business Economics, 18(4): 289-310.

Munyua, A. W., & Mureithi, M. 2008. Harnessing the power of the cell phone by women entrepreneurs.
New frontiers in the gender equation in Kenya. Final report for the gender research in Africa into
ICTs for empowerment (GRACE) project. www.GRACE-network.net/.

Newbert, S. L 2007. Empirical research on the resource-based view of the firm: An assessment and
suggestions for future research. Strategic Management Journal, 28(2): 121-146.

Nevo, S., & Wade, M.R. 2010. The formation and value of it-enabled resources: Antecedents and
consequences of synergistic relationships. MIS Quarterly. 34(1): 163-183.

Odero-Wanga, D., Mulu-Mutuku, M., & Ali-Olubandwa, A. 2009. Value added milk products: Constraints
to women in milk micro enterprises in Kenya. Journal of Development and Agricultural
Economics, 1(7): 144-149.

Peltier, J. W., Schibrowsky, J.A., & Zhao, Y. (2009). Understanding the antecedents to the adoption of
CRM technology by small retailers. International Small Business Journal, 27(3): 307-336.

Podsakoff, P. M., Mackenzie, S. B., Moorman, R. H., & Fetter, R. 1990. Transformational leader
behaviours and their effects on followers’ trust in leader, satisfaction, and organizational
citizenship behaviours. Leadership Quarterly., 1(2): 107-142.

Porter, M. E. 1995. Technology and competitive advantage. Journal of Business Strategy, 5(3): 60-78.

Powell, M., & Ansic, D. 1997. Gender differences in risk behaviour in financial decision-making: An
experimental analysis. Journal of Economic Psychology, 18: 605-628.

Reijonen, H., & Komppula, R. 2010. The adoption of market orientation in SMEs: required capabilities
and relation to success. Journal of Strategic Marketing,18(1): 19-37.

Rosa, P., Carter, S., & Hamilton, D. 1996. Gender as a determinant of small business performance.
Insights from a British study. Small Business Economics, 8: 463-478.

Selznick, P. 1957. Leadership in administration. New York: Harper & Row.

Slater, S.F.,& Narver, J.C. 2000. The positive effect of a market orientation on business profitability. A
balanced replication. Journal of Business Research,48: 69-73.

Snow, C., & Hrebriniak, L. 1980. Strategy, distinctive competence, and organizational performance.
Administrative Science Quarterly, 25: 307-335.

Song, M., Nason, R. W., & Di Benedetto, C. A. 2008. Distinctive marketing and information technology
capabilities and strategic types: A cross-national investigation. Journal of International
Marketing, 16(1): 4-38.

Stevenson, L. 1990. Some methodological problems associated with researching women entrepreneurs.
Journal of Business Ethics, 9: 439-446.

Teece, J. D., Pisano, G., & Shuen, A. 1997. Dynamic capabilities and strategic management. Strategic
Management Journal, 18(7): 509-533.

Teece, J. D., & Pisano, G. 1994. The dynamic capabilities of firms. An introduction. Industrial &
Corporate Change, 3(2): 537-556.

Teoh, W. M., & Chong, S. 2007. Theorising a framework of factors influencing performance of women
entrepreneurs in Malaysia. Journal of Asia Entrepreneurship & Sustainability, Volume 3, Issue 2
(September).

Van Auken, H. E., Rittenburg, B. T. L., Doran, M. & Hsieh, S. 1994. An empirical analysis of advertising by
women entrepreneurs. Journal of Small Business Management, 32(3): 10-28.

120


http://www.grace-network.net/

Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Zahra, S. A., Sapienza, H. J., & Davidsson, P. 2006. Entrepreneurship and dynamic capabilities. A review,
model and research Agenda. Journal of management Studies, 43: 4.

Zott, C. 2003. Dynamic capabilities and the emergence of intra industry differential firm performance:
Insights from a simulation study. Strategic Management Journal, 24(2): 97-125.

END NOTE

* Corresponding author

121



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Part 2: Organizational Behavior and Human Resource Management

THE RELATIONSHIP OF EMOTIONAL INTELLIGENCE AND BURNOUT WITH OCB: AN EXAMINATION
AMONG ARAB TEACHERS

AARON COHEN *
University of Haifa, Israel
ACOHEN@POLI.HAIFA.AC.IL

MOHAMED ABEDALLAH
University of Haifa, Israel

ABSTRACT

This study examined the relationship between emotional intelligence (El), self-efficacy, and two
outcome variables: in-role performance and organizational citizenship behavior (OCB). The study also
examined whether burnout mediates this relationship. The target population was Arab teachers in
Israel. Usable questionnaires were returned by 221 teachers. HLM and mediation analyses showed that
El and self-efficacy are related to OCB and in-role performance and burnout has a strong and negative
relationship with the outcome variables. Mediation analysis showed that burnout mediates the
relationship of El and self-efficacy with the three outcome variables. The findings emphasize the role of
the two personal variables examined here as important determinants of job performance and OCB, and
demonstrate the importance of burnout in understanding OCB.

Keywords: Emotional intelligence; OCB; In-role performance; Burnout; Self-efficacy.
INTRODUCTION

Organizational citizenship behavior (OCB) has become one of the more researched outcomes in
the field of organizational behavior and industrial psychology, as shown in several comprehensive
literature reviews (LePine, Erez, & Johnson, 2002; Organ & Ryan, 1995; Podsakoff, Mackenzie, Paine, &
Bacharach, 2000; Sesen, Cetin & Basim, 2011). The concept had its roots in the work of Katz and Kahn
(1978), who identified three types of behavior required of employees for the effective functioning of an
organization: the decision to join and remain in the organization; the performance of prescribed roles in a
dependable manner; and the undertaking of innovative and spontaneous activities beyond prescribed role
requirements. The last of these was termed extra-role behavior by Katz (1964) and organizational
citizenship behavior by Bateman and Organ (1983). The term OCB was meant to denote organizationally
beneficial actions and behaviors that can neither be enforced on the basis of formal role obligations nor
elicited by a contractual guarantee of compensation; it includes both organizational OCB (impersonal OCB
directed towards the organization in general) and altruistic OCB (helping a specific person within the
organization). According to Organ's definition, "...OCB represents individual behavior that is discretionary,
not directly or explicitly recognized by the formal reward system, and in the aggregate promotes the
efficient and effective functioning of the organization" (Organ, 1988, p. 4). Thus, OCB consists of informal
contributions that participants can choose to make or withhold, without regard to considerations of
sanctions or formal incentives. OCB derives its practical importance from the premise that it represents
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contributions that do not inhere in formal role obligations, and that these contributions, aggregated over
time and persons, enhance organizational effectiveness (Organ & Konovsky, 1989).

Over the past decade, researchers interested in OCB have increasingly turned their attention to
the role of personality traits in work-related behaviors and attitudes (Furnham, Petrides, Tsaosis,
Pappas, & Garrod, 2005). As part of this new focus, recent years have seen a growing body of research
regarding the importance of emotional intelligence (El) in the workplace (Carmeli, 2003; Carmeli &
Josman, 2006). The assumption behind this interest is that people with high El are more likely to
succeed in the workplace that those with low El. Yet very few studies have considered El as a correlate
of OCB. As a result, despite growing evidence that El has the potential to improve performance in the
workplace, we are still in the initial stages of understanding the extent to which El makes organization
members more valued assets than less emotionally intelligent people (Carmeli, 2003).

Another personal variable not frequently examined in its relationship to OCB is self-efficacy.
Self-efficacy is a personal judgment of "how well one can execute courses of action to deal with
prospective situations" (Bandura, 1982, p. 122). Self-efficacy reflects both an ability component (i.e., an
estimate of one’s ability to deal with a situation) and a motivational component, or willingness to
expend effort consistent with ability (Jawahar, Meurs, Ferris & Hochwarter, 2008). The rationale for
expecting self-efficacy to be related to performance is that individuals who perceive themselves as
efficacious activate sufficient effort on a task to produce successful outcomes, assuming that this effort
is well-executed. Conversely, those who perceive low self-efficacy are likely to cease their efforts
prematurely, leading to failure (Bandura, 1986).

This study will contribute to the literature on OCB and work performance by examining the
rarely researched relationships between El and self-efficacy, on the one hand, and OCB and in-role
performance, on the other. Further, this study will argue that burnout mediates the relationship
between these personal and outcome variables. Burnout is a prolonged response to chronic emotional
and interpersonal stressors on the job, and is defined by the three dimensions of emotional exhaustion,
depersonalization, and reduced personal accomplishment (van Emmerik, Jawahar, & Stone, 2005). One
of the most commonly cited negative consequences of burnout is a reduction in job performance
(Halbesleben & Bowler, 2005). Indeed, there is quite strong evidence for a negative relationship
between the various dimensions of burnout and performance outcomes, including OCB (Chiu & Tsai,
2006; Gilbert, Laschinger, & Leiter, 2010; Halbesleben & Bowler, 2005; Taris, 2006; van Emmerik et al.,
2005). These relationships have been explained in terms of the conservation of resources model of
stress (Halbesleben & Bowler, 2005) and social exchange theory (Cropanzano, Rupp, & Byrne, 2003),
which will be described further below.

Several studies have suggested that not only is burnout related to work outcomes directly; it
also mediates the relationship between other work-related antecedents and outcomes. Parker and Kulik
(1995) found that burnout mediates the relationship between job stress and social support, on the one
hand, and performance indicators on the other. Moliner, Martinez-Tur, Ramos, Peiré, and Cropanzano
(2007) argued that burnout is one of two mediators between dimensions of organizational justice and
extra-role behavior. Gilbert et al. (2010) found that burnout, defined as emotional exhaustion, was a
significant mediator of the relationship between empowerment and organizational OCB. Few studies,
however, have examined whether and how burnout mediates the relationship between the personal
antecedents studied here and performance.

This study argues that El and self-efficacy enhance in-role performance and OCB. It also
contends that burnout mediates this relationship. This is because burned out (i.e., emotionally and
physically exhausted) employees lack the capacity to invest time and effort in their work, or to engage in
work activities beyond the minimum required by their job description (van Emmerik et al., 2005).
Therefore, burnout will precede withdrawal of OCB.
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CONCEPTUAL FRAMEWORK AND RESEARCH HYPOTHESES

The following sections will present the concepts of this study and the hypotheses that result
from the model.

Emotional Intelligence and In-role Performance

One of the most provocative ideas in the management literature over recent years concerns the
possibility that a form of intelligence pertaining to the emotions is related to the performance of
organization members (Cote & Miners, 2006). Indeed, the concept of El has had an unusually important
impact on managerial practice (Ashkanasy & Daus, 2002), based on the assumption that El has the
potential to contribute to more positive attitudes, behaviors, and outcomes among organizational
members (Carmeli, 2003). In this paper, we define El with Salovey and Mayer (1990, p. 5) as "the ability
to perceive emotions, to access and generate emotions so as to assist thoughts, to understand emotions
and emotional knowledge, and to reflectively regulate emotions so as to promote intellectual growth."
Salovey and Mayer (1990) argued that El has three dimensions: an ability to appraise and express
emotions in oneself and others; an ability to regulate emotions in oneself and others; and an ability to
use emotions in adaptive ways (a full description of these three dimensions can be found in Carmeli
[2003] and Carmeli and Josman [2006]).

El is expected to be related to in-role performance because organizations are social systems
wherein members interact with other members of the organization, clients, suppliers, and customers.
These interactions involve emotions. To facilitate effective interactions, which are essential to job
performance, particularly among teachers, it is essential that individuals have high ability to understand
and manage both their own emotions and those of others (Carmeli & Josman, 2006). Indeed, two meta-
analyses (Joseph & Newman, 2010; O’Boyle, Humphrey, Pollack, Hawver, & Story, 2011) supported that
relationship between El and job performance.

Hypothesis 1: El will be positively related to in-role performance.

Emotional Intelligence and OCB

Why should El be related to OCB? As described above, individuals who are high in El are adept at
identifying, and responding appropriately to, the emotions of coworkers, customers, and superiors (Day
& Carroll, 2004). Because they are emotionally perceptive, these individuals are likely to handle
emotionally laden situations in ways that go beyond the letter of their job description or organizational
rules. For example, employees who are high in El may refrain from complaining about undesirable
conditions at work if they perceive that a superior is feeling tense, or they may offer help or
encouragement if they sense that a coworker is frustrated. Being alert to others’ feelings, they may step
forward to help smooth and manage interactions within their work groups. High-El employees are also
likely to be empathetic toward the organization as a whole, enabling them to adopt the organization’s
perspective and act in a manner that will benefit the organization.

Carmeli (2003) and Carmeli and Josman (2006) argued that El may enhance altruistic behavior,
following the reasoning that high El enables employees to shift easily from negative to positive moods,
and employees with positive emotions are more likely to engage in helpful behaviors. In addition, these
authors argue, because high-El employees are more socially interactive, involvement in altruistic
behavior is rewarding for them because it maintains their positive state of mind. The findings presented
in Carmeli (2003) and Carmeli and Josman (2006) provide general support for these contentions.

Hypothesis 2: Emotional intelligence will be positively related to OCB.

124



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Emotional Intelligence and Burnout

Another area of study where the effect of El might be influential is burnout. Because El is a
dispositional variable which implies a range of abilities in how people understand and manage positive
and negative emotions, we can expect a link between El and emotional and behavioral responses to
work-context stressors, such that El will be negatively associated with burnout and positively associated
with engagement (Duran, Extremera, & Rey, 2004). Much of the early burnout research focused nearly
exclusively on the role of environmental factors in the prediction of burnout (Halbesleben & Buckley,
2004), but over the years researchers have come to recognize the importance of individual variables.
Many studies that used personality variables to predict burnout applied the person-organization fit
model, arguing that the greater the mismatch between an employee and his or her job, the greater the
likelihood of burnout. Maslach and Leiter (1997) argued that people react differently to burnout
because of personal attributes (such as personality and attribution style) that facilitate or impair their fit
with the environment. Lack of resources to manage job requirements and highly demanding situations
were found to be early predictors of job-person incongruence (Petitta & Vecchione, 2011).

Chan (2006), in a study of Chinese teachers in Hong Kong, argued that individuals with enhanced
El might be less vulnerable to burnout, on the grounds that people high in emotional intelligence have
better access to the information transmitted by emotions, and, therefore, to the appropriate action
tendency for a given emotion. That is, according to Chan (2006), people high in El use the information
conveyed by emotions to make sense of their reactions to stressors, as well as to guide adaptive actions.
Chan (2006) found that different components of El had direct effects on the three components of
burnout (emotional exhaustion, depersonalization, and reduced personal accomplishment). Mikolajczak,
Menil, and Luminet (2007) also documented an empirical link between El and burnout, finding that
when confronted with emotional labor, participants who perceived themselves to be high in emotional
intelligence experienced lower levels of burnout and somatic complaints.

Hypothesis 3: Emotional intelligence will be related to burnout.

Self-efficacy and Burnout

The interactionist approach to the study of individual and contextual factors that conjointly
explain employees' organizational behavior suggests that self-efficacy beliefs are an important personal
resource in circumstances of stress and burnout (Petitta & Vecchione, 2011). Bandura (1986) argued
that individuals' sense of mastery over their environment is crucial in shaping the person-environment
relationship, and thus the likelihood of burnout resulting from a mismatch between employees and their
job. Evers, Brouwers and Tomic (2002) argued that teachers holding weak self-efficacy beliefs vis-a-vis
certain tasks appear to experience tension, stress, and aversion sooner than those holding strong self-
efficacy beliefs. As burnout can be viewed as a response to prolonged tension and stress, they suggested
that the degree to which teachers judge themselves capable would be related to how burned out they
felt. Indeed, the authors found that weaker self-efficacy beliefs were related to higher scores on
emotional exhaustion and depersonalization, and to lower scores on personal accomplishment.
Chwalisz, Altmaier and Russell (1992) similarly found that teachers who scored low in self-efficacy
reported a higher degree of burnout than their counterparts who scored high in self-efficacy.

Hypothesis 4: Self-efficacy will be related to burnout.
Self-efficacy and In-role Performance and OCB

Self-efficacy beliefs, grounded in an individual’s actual abilities (Bandura, 1986), provide
employees with a working model which enables them to engage in situations that lead to desired

outcomes, such as intense work for professional success and high achievement. This working model, or
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belief system, drives the agentic activity that allows employees to explore and select experiences that
will enable them to meet work demands or challenges. This process, in turn, enables employees to
actively regulate their energy expenditure, thereby avoiding feelings of depletion and exhaustion. In
short, a sense of mastery helps keep employees from feeling drained and exhausted in the face of
intense and prolonged work hours and high workload. In keeping with this reasoning, Petitta and
Vecchione (2011) found that self-efficacy was negatively related to exhaustion and positively related to
professional efficacy — that is, a feeling of competence and ability to make a valuable contribution to the
organization.

Empirical evidence bears out the expectation that self-efficacy will be positively related to both
in-role performance and OCB. Jawahar et al. (2008) found such relationships in two samples. D’Amato
and Zijlstra (2008) found a modestly significant relationship between self-efficacy and OCB in a sample
of hospital employees, and Bolger and Somech (2004) found the same in an educational setting. Indeed,
Bolger and Somech (2004) found that teachers who have high expectations of themselves and believe
they will perform effectively and successfully in school carry out extra functions beyond those formally
assigned to them. Likewise, a meta-analysis of 33 studies found a strong path between self-efficacy and
job performance (Chen, Casper, & Cortina, 2001).

Hypothesis 5: Self-efficacy will be positively related to in-role performance and OCB.

Burnout and In-role Performance

One of the most widely accepted (and intuitively appealing) negative consequences of burnout
is impaired job performance (Halbesleben & Buckley, 2004). The relationship between burnout and job
performance may be best explained in terms of the conservation of resources model of stress (COR)
(Hobfoll & Freedy, 1993). The COR model suggests that burnout occurs in response to the loss or
threatened loss of resources. As a result of that loss or threat of loss, employees tend to take steps to
protect their resources. One way in which employees might seek to protect resources is to put less
effort into their work, resulting in lower job performance (Halbesleben & Bowler, 2005). Taris (2006),
also following the COR model, argues that high levels of burnout signify that workers possess insufficient
resources to deal effectively with the demands of their jobs. Burnout reduces employees’ capacity to
exert control over the work environment, leading to impaired job performance.

As an alternative to the COR framework, Cropanzano et al. (2003) advance social exchange
theory as explaining the relationship between burnout and job performance. Under this model, burnout
should impede the development of high-quality social exchange relationships, for two reasons. First,
burnout can be seen as a cost that qualifies the value of any benefits received through employment.
Second, employees are apt to resent an organization that overworks them to the point of emotional
exhaustion, causing them to perceive the organization's actions as unfair.

Besides the mechanisms described above, burnout is often accompanied by feelings of
depression and loss of self-esteem, and it may also have physical components, such as hypertension,
and behavioral aspects, like alcoholism and drug use (D’Amato & Zijlstra, 2008). All these factors have a
detrimental effect on work outcomes. Empirical studies have, in general, found a negative relationship
between burnout and in-role performance (Cropanzano et al., 2003; Halbesleben & Bowler, 2005;
Parker and Kulik, 1995).

Hypothesis 6: Burnout will be negatively related to in-role performance.
Burnout and OCB
Emotional exhaustion refers to feelings of being drained by other people (Sesen et al., 2011). To

the extent that burnout, as reflective of chronic long-term stress, can negatively affect variables associated
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with intrinsic motivation (e.g., engagement with work and sense of achievement; Maslach, 1986), it is
appropriate to assume that such feelings of exhaustion — along with depersonalization (i.e., a callous and
detached response to job duties) and a diminished sense of professional achievement — exert a negative
effect on employees’ willingness to put extra effort into their work or to volunteer beyond the call of duty
(Cropanzano et al.,, 2003; van Emmerick et al.,, 2005). It can be assumed that emotionally exhausted
employees will feel more tired, expend less effort at work, and be less willing to help others. Therefore,
we can expect less OCB from emotionally exhausted employees.

The COR model discussed above in terms of the relationship between burnout and in-role
performance can also explain the relationship between burnout and OCB. That is, employees who feel
exhausted by job demands and role overload will presumably seek to protect their remaining
psychological and physical resources. As such, these employees are unlikely to engage in resource-
depleting extra-role behaviors (Halbesleben & Bowler, 2005). The social exchange theory suggested by
Cropanzano et al. (2003) and described above can also explain the relationship between burnout and OCB,
again using the same reasoning as for in-role performance.

Fewer studies have examined the relationship of burnout with OCB than with in-role performance
(Chiu & Tsai, 2006). However, those findings that do exist support the arguments suggested here. Tarsi
(2006), in a meta-analysis of 16 studies, found negative and modest relationships between burnout and
OCB (-.19) as well as in-role performance (-.22). Sesen et al. (2011) found significant negative
relationships between the three dimensions of burnout and altruistic or individual OCB (helping a
specific person), and a significant negative relationship between one dimension of burnout (reduced
personal accomplishment) and organizational OCB (impersonal OCB directed towards the organization in
general). Cropanzano et al. (2003) found a negative relationship between burnout and two dimensions
of OCB.

Hypothesis 7: Burnout will be negatively related to OCB.

Burnout as a Mediator

Few studies have advanced burnout as a mediator. Cote and Miners (2006) suggested that
compensatory effects may explain why El was found to predict performance in some studies but not in
others. They advanced cognitive intelligence as a moderator in the relationship between El and job
performance. Their findings supported their suggestion. Gilbert et al. (2010) found that burnout partially
mediated the relationship between structural empowerment and OCB among healthcare professionals
in Canadian hospitals.

Siegall and McDonald (2004) offer an explanation that can be used here as explaining the
mediating role of burnout. According to their reasoning, people have limited resources (e.g. time and
energy) with which to run their lives. Burnout results when a person lacks a sufficient and appropriate
set of resources to meet his or her job demands. In response to stress, people attempt to cope by
rebalancing their resources and demands. In short, when resources are not up to demands, a form of
stress-based withdrawal known as burnout occurs. Since people have limited psychological and physical
resources, a reasonable response to experiencing burnout is to shift resources from where they are not
productive into areas that promise a better payoff. The withdrawal effect of burnout can be
conceptualized in part as moving resources from the stressful element(s) of work into other job areas, or
from work into non-work. Alternatively, one might simply choose to invest less in the stressful course of
action, thereby using fewer total resources, rather than shifting resources from one area to another.

We argue here that El and self-efficacy are associated with greater individual resources, making
it easier for those endowed with high self-efficacy and high El to cope with stressful situations.
Therefore, high levels of El and self-efficacy will reduce levels of burnout, and enable the individual to
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invest more time not only in their formal obligations (i.e., in-role performance), but also in extra-role
behaviors such as OCB.

Hypothesis 8: Burnout will mediate the relationship between El and self-efficacy and in-role
performance and OCB.

METHODS

Subjects and Procedure

The target population of this study was Arab teachers working in elementary schools in Arab
communities in the North of Israel. It should be noted that 44% of the Arab population of Israel live in
the North. We focused on this particular group in order to minimize variations that might be caused by
including members of other, less homogeneous groups, such as Jewish teachers. The teachers filled out
guestionnaires on El, self-efficacy, burnout, and demographics. Their principals filled out questionnaires
on the teachers’ in-role performance and OCB behaviors.

Two-hundred and fifty questionnaires were distributed in nine Arab elementary schools to
teachers who were willing to participate in the study. As with all surveys in the Israeli educational
system, formal permission for the survey was requested and obtained from the Israeli Ministry of
Education. Usable questionnaires were returned by 221 teachers, a response rate of 88%. The number
of questionnaires collected in each school ranged from 16 to 31 (response rates in the schools ranged
from 80%-99%).

The principals of the nine schools (5 females, 4 males) provided data on OCB and in-role
performance for those 221 teachers who returned usable questionnaires, in most cases a month or two
after the questionnaires were collected. The teachers indicated their national identity numbers on the
guestionnaires to allow us to match their responses with the principals’ evaluations. The questionnaires,
which were in Arabic, were administered on-site and took about 20 minutes to complete. No
compensation was provided. The questionnaires were translated from English using the common
process of translation and back-translation by speakers of Arabic and English. Women made up 83.7% of
the respondents, and 80% were younger than 40 years old. As for education, 65.2% had a BA degree and
14.9% had an MA degree.

Predictor Measures

Control Variables. We controlled for three demographic variables: age (1=up to 20; 2=21-25;
3=26-30; 4=31-35; 5=36-40-; 6=41-45; 7-46-50; 8=51-55; 9=56-60; 10=older than 60), gender (1=male,
2=female), and education (1=university education, 0=non-academic education.

Emotional intelligence. Emotional intelligence was measured using the 33-item self-report
measure developed by Schutte and her colleagues (1998). While Schutte et al. (1998) suggested a one-
dimensional measure of El, studies that examined this scale found strong evidence that the scale is
multi-dimensional (Austin, Saklofske, Huang, & McKenney, 2004; Petrides & Furnham, 2000; Saklofske,
Austin, & Minski, 2003). Therefore we divided the EI measure into three submeasures: appraisal and
expression of emotion, regulation of emotion, and utilization of emotion. Responses ranged from 1
(strongly disagree) to 5 (strongly agree). Cronbach’s alphas for these scales were 0.86, 0.80, and 0.77 for
appraisal and expression, regulation, and utilization respectively.

Self-efficacy. The scale used here is based on Schwarzer, Schmitz and Daytner (1999) (see also
Schwarzer, Mueller, & Greenglass, 1999). The 10-item scale measures self-efficacy expectations with
regard to different job skills within the teaching profession, including job accomplishments; skill
development on the job; social interaction with students, parents, and colleagues; and coping with job
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stress. Responses ranged from 1 (strongly disagree) to 5 (strongly agree). Cronbach’s alpha for the scale
was 0.89.

Burnout. The 9-item scale used in this study was derived from Chan (2006), who developed it
based on the Education Form of the 22-item Maslach Burnout Inventory (MBI) (Maslach & Jackson,
1986). Three items reflect each of the three components of burnout: emotional exhaustion,
depersonalization, and personal accomplishment. Participants were requested to evaluate each item in
terms of the frequency of their feelings, ranging from 0 (never) to 6 (every day). High scores on the first
two scales and low scores on the last scale are indicative of burnout. Previous studies (Chan, 2006;
2007) supported the three-dimensional nature of the scale. Cronbach’s alphas for these scales were
0.82,0.71, and 0.76 for emotional exhaustion, depersonalization, and reduced personal accomplishment
respectively.

Outcome Variables: OCB and in-role performance

The Williams and Anderson (1991) scale, a 21-item list, was applied in this study. The principals of
the schools were asked to evaluate each of the teachers in the final sample on these items. The 21 items
represent three dimensions, where seven items measure in-role performance, seven measure
organizational OCB (impersonal OCB directed towards the organization in general), and seven measure
altruistic OCB (helping a specific person). Each item is measured on a scale ranging from 1 (never) to 7
(always).

Data Analysis

To establish the discriminant validity of the study scales, confirmatory factor analysis (CFA) was
performed using the SAS structural equation-modeling program. As the sample included teachers from
nine different schools, we then analyzed the data using hierarchical linear modelling (Bryk & Raudenbush,
1992, pp. 84-86). As for mediation analysis, we used the multiple mediator approach proposed by
Preacher and Hayes (2004, 2008) and Hayes (2009, 2012), including a bootstrapping procedure for testing
the indirect effects.

RESULTS

Means, standard deviations and correlations among the variables are displayed in Table 1. The
findings showed acceptable reliabilities of the research variables, with high correlations among the
dimensions of El and between self-efficacy and El (above .70 but below .80).

To preclude the possibility of multicollinearity and to test the scales’ discriminant validity,
particularly for the El scales, we performed several confirmatory factor analyses. First, we compared the
fit of a three-factor model for the three El dimensions (appraisal and expression, regulation, and
utilization of emotion) to the alternative fit of a single, one-factor model. We then performed the same
analysis for the three dimensions of burnout (emotional exhaustion, depersonalization, and reduced
personal accomplishment), and then again for the three dimensions of performance (in-role
performance, organizational OCB, and altruistic OCB). As can be seen in Table 2, in all three cases the
results for the three-factor model revealed a much better fit than the one-factor model, and thus
support the superiority of the three-factor model in each case. To further examine the possibility of
multicollinearity, we performed three hierarchical regressions, entering the variables in the same order
as in the HLM. In no case did the variance inflation factor (VIF) exceed .5. Considering the common rule
of thumb that if VIF is higher than 5 then multicollinearity is high (Kutner, Nachtsheim, Neter, and Li,
2005), we can conclude that in our data, multicollinearity is low.
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Table 1
Descriptive statistics, reliabilities (in parentheses), and inter-correlations among research variables
Variables Mean SD 1 2 3 4 5 6 7 8 9 10 11 12 13
Demographic variables
1. Age 4.85 1.58
2 Gender (1=male; 2=female) 1.84 037 -257
3. Education (1=academic; 0=none) 0.80 040 -13 A2
Emotional intelligence
4. Perception and appraisal of emotions 3.74 055 -11 287" 437 (.86)
5. Regulation of emotions 3.88 050 -15 197 38" 797 (.80)
6. Utilization of emotions 4.12 038 -21" 217 37 74 797 (77)
7. Self-efficacy 3.16 049 -237" 227 427 78" arT 4™ (.89)
BurnOUt *kk *kk *kk Fkk Hkk Hkk
8. Emotional exhaustion 3.88 151 .12 23 -30 -49 -37 -38 -44 (:82)
9. Depersonalization 1.71 098 -01 -.19 -.32 -.62 -51 -50 -55 .56 (.71)
10. Reduced personal accomplishment 2.95 111 11 -2677 -29™ BT -4 _48™ 54T 147 367" (.76)
Performance
11. In-role performance 4.03 040 -13 A7 317 46" 49" 37 53" -S40 44T a4 (87)
12. OCB altruism 3.40 052 -327" 24™ 317 617" 607" 55" 66" =557 W57 _46TT 627 (.87)
13. OCB organization 3.60 042 -28"" a4 347" 45" 517" 447 58" -3 -3 3877 787 67 (793
Table 2:
Fit indices for the study scales and models
Model Df 12 x2/df GFI CFI NFI NNFI IFI MC RMSEA
Emotional intelligence
One-factor solution 27 1363.25  2.75 .68 .70 .61 .68 71 13 .09
Three-factor solution 24 73.51 3.06 .92 .96 .95 .94 .96 .89 10
Burnout
One-factor solution 27 296.49 10.98 .73 .64 .62 .52 .64 .54 22
Three-factor solution 24 93.76 3.91 91 91 .88 .86 91 .85 A2
Performance
One-factor solution 27 213.37 7.90 .78 .84 .82 .79 .84 .66 .18
Three-factor solution 24 93.38 3.89 91 .94 .92 91 .94 .85 A1
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Table 3 presents the results of the HLM analysis. Hypothesis 1, which postulated that El would
be positively related to in-role performance, was partly supported. As can be seen in Table 3 step 2, two
dimensions of El were related to in-role performance. However, the effect of El disappeared when self-
efficacy and, later, burnout were entered into the equation. Hypothesis 2, which postulated that El
would be positively related to OCB, was supported in general by the data. Two dimensions of emotional
intelligence were related to altruistic OCB (Table 3, step 2), and one dimension was related to
organizational OCB. It should be noted that this dimension (regulation of emotion) was related to the
two forms of OCB, and its effects held when self-efficacy and burnout were included in the equations.

Hypothesis 3, which argued that El would be related to burnout, was strongly supported by the
data. The findings of the mediation analysis (which will be discussed below), showed strong mediation
meaning that the independent variable, El, was related to the mediator, burnout. Also, the
bootstrapping analysis regression coefficients were all in the expected direction. Hypothesis 4,
postulating that self-efficacy would be related to burnout, was also supported by the data. Here also the
findings of the mediation analyses (which will also be discussed below), showed strong mediation,
meaning that the independent variable, self-efficacy in this case, was related to the mediator, namely
burnout. Here also, the bootstrapping regression coefficients were all in the expected direction.

Hypothesis 5, which postulated that self-efficacy would be positively related to in-role
performance and OCB, was also supported by the data. The HLM analyses showed positive and
significant relationships between self-efficacy and in-role performance and the two forms of OCB (see
Table 3, step 3). These relationships held when burnout was entered into the equations (Table 3, step 4).
Hypotheses 6 and 7, which postulated that burnout would be negatively related to in-role performance
(H6) and OCB (H7), were supported by the data. The HLM analyses (see Table 3) showed that the three
dimensions of burnout were related to altruistic OCB and in-role performance. One dimension of
burnout was related to organizational OCB.

Hypothesis 8 argued that burnout would mediate the relationship between El and self-efficacy,
on the one hand, and in-role performance and OCB, on the other. The findings of the mediation analyses
based on Preacher and Hayes (2004, 2008) approach showed a strong mediation effect of burnout for
in-role performance and for altruistic OCB (tables can be achieved from the authors). This is strongly
demonstrated in the confidence intervals that do not include zero in any of the cases. That is Burnout
mediates the relationship between each of the three dimensions of El as well as self-efficacy with in-role
performance and OCB altruism. This is true for each of the dimensions of burnout separately and for
burnout as an aggregated concept that includes the three dimensions.

As for OCB organization, in some of the relationships between El and this dimension of OCB the
confidence intervals include zero (except for utilization of emotions). The same was found for the
relationship of self-efficacy and OCB organization. However, it should be noted that the confidence
interval for the total scale of burnout does not include zero. This shows that burnout does mediate the
relationship between El and OCB organization, but not as strongly as it does for in-role performance and
OCB altruism.

DISCUSSION

Researchers have only recently begun to examine personal attributes such as emotional intelligence and
self-efficacy in their relationship to OCB and in-role performance — a fact that is perhaps not surprising,
as early research suggested that the relationship of these variables to performance and, particularly,
OCB may be modest (Organ & Ryan, 1995). Yet there is strong theoretical justification for a link between
El and self-efficacy, on the one hand, and performance outcomes on the other. This study thus offers an
important reexamination of these potential relationships. Moreover, unlike most work on the subject,
the current study examines these concepts in a traditional culture, as opposed to a more usual Western
setting.
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HLM analyses (estimates) of demographic variables, emotional intelligence, self-efficacy, and burnout, on OCB and in-role performance®.

Altruistic OCB

Organizational OCB

In-role performance

Performance Step 1 Step 2 Step3  Step4 Step 1 Step 2 Step 3 Step 4 Step 1 Step 2 Step 3 Step 4
N 221 221 221 221 221 221 221 221 221 221 221 221
Intercept 3.12***  1.06**  1.08** 3.08*** 355*** 220*** 224*** 3 ]G5¥**  Zp4Frr P LJxFAx 9 HoRxER 3 Q3
Demographic variables
1. Age -08*** - Q7*** - 06*** -06*** -06*** - 05*** - 04**F* - 04***  -02 -.02 -.01 -01
2 Gender (1=male; 2=female)  .21* .05 .05 .02 .06 -.04 -.03 -.04 13 .03 .03 .01
3. Education (1=academic; 34Fx* .03 01 -.05 26%** 07 .05 .02 29%** 07 .05 .02
0=none)
Emotional intelligence
4. Perception and appraisal of 27> 16 -.02 .10 -.02 -.10 15% .06 -.06
emotions
5. Regulation of emotions 32xFx 0 21* 27F**x 1T* A7* 22%**% 15 13
6. Utilization of emotions .07 -.00 -.02 .05 -.03 -.05 .00 -.06 -.07
7. Self-efficacy 32x** - P3F* BCV. St 0 i 27%%*  20**
Burnout
8. Emotional exhaustion -.09*** -.03 -.05**
9. Depersonalization -.09** -07** -.06*
10. Reduced personal -07** -.02 -.06**
accomplishment
Random variance of school .01 .02 01 .01 .03* .04* .04* .04* .04* .04* .04* .04*
-2loglikelihood 302.9 214.3 205.4  179.2 181.7 125.8 107.1 108.8 216.7 125.9 116.4 105.8
A-2loglikelihood 88.6*** 8.9*¥* 26 2*** 55.9*** 18 7*** .17 90.8*** 95** 10.6**
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Of the two personal variables, El is a relatively new concept in scientific management and
industrial psychology research. El is the common element that influences the different ways, in which
people handle frustration, control their emotions, and interact with others — in short, develop in their
lives, jobs, and social skills. High El is considered to be a crucial attribute for business leaders, whose
goal is to get the best out of their staff or team (Modassir & Singh, 2008). Indeed, Modassir and Singh
(2008) suggest that EI may make the difference between being simply a brilliant person and being a
brilliant manager.

The findings presented here show the usefulness of El and self-efficacy for a better
understanding of both OCB and in-role performance. First, it documents El as a concept that warrants
further examination in its relationship to performance outcomes. Looking more specifically at the
findings, the results of the HLM showed that one dimension of El was significantly related to
organizational OCB, while two dimensions of El were significantly related to altruistic OCB and in-role
performance (Table 2, step 2). These findings provide support for Winkel, Wyland, Shaffer and Clason
(2011), who argued that high-El individuals possess the ability to “read” social situations in the
workplace and identify opportunities to lend a helping hand. Thus, El is a key resource individuals can
use to identify situations in which they can engage in behaviors to benefit their organization or
coworkers.

The findings of this study showed a strong and consistent positive relationship between self-
efficacy and OCB and in-role performance. This was demonstrated in the HLM findings. Self-efficacy has
been described as a person’s appraisal of his or her capacity to master specific domains of action — for
example, the capacity to deal successfully with opportunities and challenges associated with the work
role. Self-efficacy influences an employee’s appraisal of a given situation and any applicable rules or
procedures, and, therefore, will affect his or her decisions and behavior at work (D’Amato & Zijlstra,
2008).The findings here strongly support the notion that individuals who perceive themselves as
efficacious activate sufficient effort that, if well-executed, produces successful outcomes (Bandura,
1986). Future research should further examine self-efficacy in its relationship to OCB and in-role
performance. An interesting research question is whether self-efficacy is a more important determinant
in a traditional culture, such as the one examined here. That question is beyond the scope of the current
work and must await future studies.

One of the most important results of this study is the relationship of burnout to OCB and in-role
performance. All three dimensions of burnout were negatively related to altruistic OCB and in-role
performance in the HLM findings. The finding of the mediating analyses using Preacher and Hayes (2004,
2008) approach supported the relationship between burnout and OCB and in-role performance. The
strong relationship between burnout and in-role performance provides strong support for the
conservation of resources (COR) model of stress (Hobfoll & Freedy, 1993). According to this model,
burnout occurs in response to either the loss or threatened loss of resources. One way in which
employees might seek to protect resources is to put less effort into their work, resulting in lower job
performance (Halbesleben & Bowler, 2005) and OCB. Social exchange theory (Cropanzano et al., 2003)
can also be considered as supported by the findings here. According to that theory, burnout, because it
is personally costly and often resented by the individual, should impede the development of high-quality
social exchange relationships.

The findings here suggest that organizations should pay more attention to the role of burnout in
its relationship to in-role performance and, particularly, OCB. Commonly, the approach taken by
organizations to increase OCB is to invest in human resource management tools and strategies.
Managers should be aware of the possibility that some such strategies may increase employees’
workload, and thereby increase the likelihood of burnout, which in turn may reduce OCB and perhaps
even job performance. Organizations that want their employees to engage more in OCB should ensure
that employees’ work demands do not overload them and deplete their resources. The findings showing
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a strong mediating effect of burnout support our argument that El and self-efficacy increase individual
resources and make it easier for employees to cope with stressful situations. Therefore, high levels of El
and self-efficacy will reduce burnout and enable the individual to invest more time and effort not only in
their formal obligations, such as in-role performance, but also in extra-role behaviors such as OCB
(Siegall & McDonald, 2004).
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ABSTRACT

This paper explores the relationship between a Sense of Coherence (SOC) and Mindfulness amongst
women in leadership positions in higher education (HE). Data was collected and analysed from an
exploratory sample of 53 women, with the majority of them being based in South Africa. Antonovksy’s
Life Orientation Questionnaire and the Freiburger Mindfulness Inventory was administered. Findings
indicate that manageability was the most important SOC dimension. Significant correlations were found
between comprehensibility and position and South African cultural background. No significant
correlations were found between mindfulness and the biographical variables. The correlations between
the SOC scales indicate linear relationships between comprehensibility, meaningfulness and
manageability. A significant correlation was found between manageability and mindfulness. The paper
offers recommendations for gender-specific leadership development in HE.

Keywords: Women, leadership, sense of coherence, mindfulness, higher education, female leadership,
gender, South Africa

INTRODUCTION

At the beginning of the 21st century, challenges in African HE institutions are based on complex
interaction patterns of cultural, sociological, economical, psychological, historical and political factors
which foster these inequalities (Teferra & Altback, 2004). However, women in leadership positions in
South Africa are increasing (Eagly & Carli, 2003) as HE institutions aim at rectifying gender imbalances
and increasing the number of females. (e.g. Chimombo, 2003; Wondimu, 2003). Women in HE still
experience exclusion and marginalization in both administrative and academic tracks in senior academic
and research positions (Mama, 2003). SOC (Mayer, 2011) and mindfulness can help women to deal with
these challenges and stay healthy (Nelson & Burke, 2000).

Health is a key research topic in gender research in Africa (Boadu, 2000; Lewis, 2002; Pereira,
2002), however, research on women in work contexts within African organisations has been expanded
only recently (Darkwah, 2002, 2007; Rutenge Bagile, 2002-2003), focusing on the health of women in
leadership positions. (Mayer & Van Zyl, 2013 in process (Amanatullah & Morris, 2010; Baxter, 2012).
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In this paper, SOC and mindfulness is introduced, the research purpose, methodology and research
findings is also analysed and discussed, followed by a conclusion and set of recommendations .

SENSE OF COHERENCE (SOC)

“Well-being at work can bring several benefits to organisations and employees” (Donaldson &
Ko, 2010:183). Thereby, health is defined as ““a state of complete physical, mental, and social well-being
and not merely the absence of disease or infirmity” (WHO, 2002), including physical, social, and
psychological (mental) dimensions (Mayer & Boness, 2011a).

Previous studies have compared gender-specific behaviour (e.g. Eagly, Johannesen-Schmit, &
Van Engen, 2003), differences in the (mental) health of men and women (Sachs-Ericson & Ciarlo, 2010)
and focused on gender differences and health (Carless, 1998). Research on SOC in female academics in
HE in South Africa has shown that SOC scores are below average (Bezuidenhout & Cilliers, 2010).

Salutogenesis deals with the question "What keeps people healthy?" (Antonovsky, 1979) and is
based on the concept of SOC which is defined as a major life orientation (Mayer & Boness, 2011b;
Rothmann, Steyn, & Mostert, 2005). SOC includes three major components (Antonovsky, 1979):

e A sense of comprehensibility describes the ability to process familiar and unfamiliar stimuli as
ordered, consistent, structured information, and not as chaotic, random, accidental and
inexplicable.

e A sense of manageability indicates confidence in the perception that resources are at one’s
disposal, are “adequate to meet the demands posed by the stimuli” (Antonovsky, 1987:17).

e Asense of meaningfulness is responsible for how life is experienced namely, either as meaningful
or as a burden (Bengel, Strittmatter & Willmann, 2001: 26).

MINDFULNESS

Mindfulness (Baer, 2003) having derived from a Buddhist tradition and being associated with
almost all spiritual traditions (Cashwell, Paige Bentley & Bigbee, 2007) has recently gained
interdisciplinary interest (Hunter & McCormick, 2008; Kabat-Zinn, 2006; Segal, Williams & Teasdale,
2002).

Mindfulness has been defined in various ways, with foci including cognition, awareness
(metacognition), and emotion (Kohls, Sauer & Walach, 2009, Irving, Dobkin & Part, 2009, Sauer, Walach
& Kohls, 2011). In cases of mindfulness one is aware of one's own actions and can focus on the present
moment (Brown & Ryan, 2003). Mindfulness qualities include, nonjudging, acceptance, non-attachment,
beginner’s mind, non-striving, gentleness and kindness” (Schmidt, 2004:9). Mindfulness is hence a
pathway for cultivating a non-reactive self that is able to intelligently register multiple perspectives in
oneself and in others (Atkins, 2008).

THE RELATIONSHIP BETWEEN A SENSE OF COHERENCE AND MINDFULNESS

Health is influenced by mindfulness (Grossman, Niemann, Schmidt & Walach, 2004; Kohls,
Walach & Lewith, 2009) and viewed as ,the hallmark of a spiritual path“ (Cashwell, Paige Bentley &
Bigbee, 2007: 71). It is connected to SOC, self and identity (Christopher, Chrisman, Trotter-Mathison,
Schure, Dahlen and Christopher, 2011). Mindfulness in women has mainly been studied in clinical
settings (Dobkin, 2008; Dobkin & Zhaong, 2011; Henderson, Clemow, Massion, Hurley, Druker and
Hébert, 2012) and has been reported to increase through training interventions (Ando, Natsume,
Kukihara, Shibata and Ito, 2011).
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PURPOSE AND OBIJECTIVES

The literature review reveals that there appears to be a void in research on SOC, mindfulness
and gender in HE institutions in South Africa. Therefore, this paper aims at contributing to a better
understanding of the relationship between SOC and mindfulness of women in middle and senior
leadership positions in HE institutions.

The primary objective is to understand the profile and nature of the relationship between SOC,
mindfulness and biographical variables. The secondary objectives are to: a) determine the profiles of
SOC and mindfulness amongst women who participated in this study; b) ascertain the effect of the
selected biographical variables; c) establish the nature of the relationship between the SOC scales; and
d) establish the nature of the relationship between the SOC scales and mindfulness. To achieve the
secondary objectives of this study, the following hypotheses have been stated:

Hypothesis 1: There are no statistically significant differences in the mean scores of the SOC
scales and selected biographical variables, such as (a) position, (b) education, (c) marital status,
(d) cultural background, (e) South African background, and (f) religion.

Hypothesis 2: There are no statistically significant differences in the mean scores of the
mindfulness scale and selected biographical variables, such as (a) position, (b) education, (c)
marital status, (d) cultural background, (e) South African background, and (f) religion.

Hypothesis 3: There are no statistically significant correlation betweeen the scales in the sense of
coherence instrument.

Hypothesis 4: There are no statistically significant correlation betweeen the scales in the sense of
coherence instrument and the mindfulness instrument.

The findings can be used to develop appropriate context specific intervention strategies for increasing
SOC and mindfulness in women in HE.

RESEARCH METHODOLOGY

A positivistic research paradigm is most appropriate for this research, given the quantitatiave
nature of this exploratory study and the stated hypotheses. In this paradigm, explanation “consists of
establishing casual relationships between the variables by establishing causal laws and linking them to
deductive or integrated theory” (Collis & Hussey, 2003: 53).

To give effect to the research objectives and to test the stated hypotheses, an empirical survey,
was distributed to women working in HE in South Africa and internationally. The research population
included all women on the HERS-SA database and its wider network. HERS-SA is an organisation that
supports the leadership development of women in higher education in South Africa and abroad.
Questionnaires were also distributed using snowball sampling. The questionnaires were voluntarily and
anonymously completed. A total of 53 respondents completed the self-administered questionnaire and
as such this study will be regarded as exploratory in nature and the findings as preliminary. Not all the
respondents responded to all the questions in the questionnaire. The number of respondents for each
guestion will be reflected in the findings section.

The data collection, research instruments and data analysis

The data was collected by administering the the Antonovsky (1979; 1997) Life Orientation
Questionnaire (SOC) and the Freibuerger Mindfulness Inventory. The SOC questionnaire assessed the
three components by a 29-item scale with seven-point semantic differential questions. The SOC scales
yield internal reliability indices of between 0.78 and 0.93, and test-retest reliability indices of between
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0.56 and 0.96 (Antonovsky, 1997). Antonovsky (1993) reported a consistently high correlation
coefficient ranging between 0.83 and 0.93, indicating the internal consistency and reliability of the SOC
scales. Others confirmed the internal consistency at 0.80 (Jackson & Rothmann, 2001), and 0.91 (Lustig
& Strauser, 2002) and a high test-retest reliability of 0.90 (Cilliers & Kossuth, 2004) and 0.93 at a 30-day
interval (Frenz, Carey & Jorgensen, 1990). Antonovsky (1993) reported construct validity varying
between 0.38 and 0.72. Construct, content, face, consensual, predictive and criterion validity was
confirmed (Antonovsky, 1993; Kivimaki, Feldt, Vahtera & Nurmi 2000). For the South African context
validity of the instrument was confirmed (Randall, 2007). Previous South African studies have focused
on SOC in other work contexts (Mayer & Boness, 2009; Mayer et al., 2010; Strimpfer & Wissing, 1998).

The Freiburger Mindfulness Inventory (Walach, Buchheld, Buttenmdiller, Kleinknecht & Schmidt,
2006) assessed mindfulness by using the short version (FMI-14), including 14 items (FMI-14, 14 items, 1
factor, a = .79, .86). The FMI has been replicated previously in confirmatory analysis and has seen
external validation in various types of populations. A one dimensional shortform (Walach et al., 2006)
and a two factorial solution of the short form of the FMI-14 exist (Strohle, 2006), being an alternative to
the long form (FMI-30) (Buchheld & Walach, 2002). The FMI-14 shows acceptable internal consistency (a
= .86), is widely used, has been validated in a number of studies and was employed in this study. It
assesses mindfulness in clinical and non-clinical populations (Sauer, Walach, Offenbacher, Lynch &
Kohls, 2011), is empirically validated English speaking populations and assesses awareness and non-
judgment of present moment experiences (Walach, et. al, 2006; Heidenreich, Stréhle, & Michalak, 2006;
Kohls, Sauer & Walach, 2009).

The data was analysed using the IBM SPSS statistics V21 software package (IBM SPSS Statistics,
2012). Each of the research instruments considered were used to calculate descriptive statistics, such as
the mean and standard deviation, relating to sense of coherence and mindfulness scales. As a result of
the small size of this data set, and the exploratory nature of this study, univariate statistical
methodologies were used to test the various hypotheses. Care should be taken when interpreting the
results reported in this study owing to the small sample size.

One-way ANOVAs were used to determine whether there were significant differences in the
mean scores, for the SOC and mindfulness scales, and the effect of selected biographical variables on
these mean scores. Where appropriate, the Cohen’s d estimates provide an indication of whether the
statistically significant differences (p<0.05) are also practically significant (Terre Blanche et al., 1999:
341-342). In this study the Cohen’s d estimate is a measure of the effect size for the mean group
difference. The practical significance of the Cohen’s d estimate has a small effect when 0.2 < d < 0.5;
medium effect when 0.5 < d £0.8; and large effect when d > 0.8. Pearson’s correlation coefficient and
the associated t-test were used to assess the correlation between the scales of the SOC research
instrument, and between the scales of the SOC and mindfulness instruments.

The research participants agreed to participate voluntarily and completed the questionnaire
electronically and anonymously. The names and positions of the women were not linked with the
content of the data, to ensure confidentiality. Confidentiality was maintained throughout the research
process and upon the publication of research findings.

The limitation of this research is that it is based on one selected gender sample with a limited
number of respondents, working in middle and senior level leadership positions in HE. Considering the
limited sample size, this research should be viewed as exploratory in nature. Despite this, other women
leaders and leadership development specialists in HE can benefit by drawing on the findings of this
research.

141



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

RESEARCH FINDINGS

The biographical data is integrated into the findings section and will thus not be explicitly stated.
In this section the findings pertaining to the reliability, of SOC and mindfulness, and the relationship
between SOC and mindfulness will be discussed.

Reliability of findings

According to Sekaran (1992), as a rule of thumb, Cronbach’s alpha coefficients of less than 0.60
are considered as being poor, between 0.60 and 0.70 as acceptable, and over 0.8 as good. However,
even though the generally accepted threshold for Cronbach’s alpha is 0.70, this limit may be lowered to
0.60 in exploratory research (Nunnally, 1978; Robinson, Shaver & Wrightsman, 1991).

In this research overall Cronbach’s alpha coefficient for SOC was good at 0.914. The Cronbach’s
alpha coefficients were good for Comprehensibility (0.830), acceptable for Manageability (0.791) and
poor for Meaningfulness (0.582). Caution thus has to be exercised in interpreting the results with regard
to Meaningfulness since the Cronbach’s alpha coefficient score was slightly lower than the lowered
threshold of 0.60. Given the exploratory nature of this study and the explanation provided, it was
decided to include the SOC dimension of Meaningfulness in the findings. The overall Cronbach’s alpha
coefficient for Mindfulness is 0.809.

Sense of Coherence

In response to the research objective on “determining the profile of the SOC of women in
leadership in HEI” the following findings are pertinent based on 53 respondents. Manageability (mean
score 5.18, standard deviation 0.70) was the most important SOC dimension to the women in
leadership. Second it was meaningfulness (mean score 4.83, standard deviation 0.46) followed lastly by
comprehensibility (mean score 4.57, standard deviation 0.87).

In response to the the following research objectives on “ascertaining the extent to which the
selected biographical variables effect the dimensions of SOC” by determining whether there is a
difference between the selected biographical variables and the mean scores of SOC in women in
leadership in HEIs, the findings provided in this section are pertinent.

The relevant first null hypothesis is stated as Ho': There are no statistically significant differences

in the mean scores of the SOC scales and selected biographical variables, such as position H**®, education

H** marital status H**, cultural background H*? South African background H**¢ and religion HY,

In the next sections the descriptive statistics as well as the ANOVA's will be presented to give
effect to the stated objectives and null hypothesis relevant to SOC and selected biographical variables.
For the sake of brevity, only the significant ANOVA findings pertaining to the SOC dimensions will be

presented (Table 1).

Sense of coherence and position
The positions occupied by women in leadership in the HEIs are classified as follows:

Academic level includes academic staff from lecturer to Professorship levels;

Executive level includes associate deans, deans, vice rectors and executive management;
Administrative management level includes client services, all managers; and

Consultant level.

The data on the position occupied by women in leadership in HEls provided evidence that
manageability was the most important SOC dimension across all the position levels, namely academic
(respondent = 33, mean score 5.16, standard deviation 0.73), executive (respondents = 6, mean score
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5.57, standard deviation 0.67), managerial (respondents = 9, mean score 4.94, standard deviation 0.64)
and consultant (respondents = 5, mean score 5.30, standard deviation 0.68). For all the position levels,
except for the executive level, meaningfulness (overall mean score 4.83, standard deviation 0.46) was
more important than comprehensibility (overall mean score 4.57, standard deviation 0.87).

A one-way ANOVA indicated that there was a significant difference between the mean scores of
the comprehensibility orientation scale and position, at the 5% significance level: Comprehensibility (F =
4.464, df = 52, p-value = 0.008), as shown in Table 1. There were no significant differences between the
mean scores of the manageability and meaningfulness orientation scales and position, at the 5%
significance level: meaningfulness (F = 2.625, df = 52, p-value = 0.61), manageability (F = 0.993, df = 52,
p-value = 0.404). H" " is thus not rejected except in terms of position and comprehensibility. Since the
sample sizes vary according to the number of respondents in each position level, it is appropriate to
ascertain the effect of the sample size on the statistically significant results by usng the Cohen’s d
estimate, as previously described. In this case the Cohen’s d estimate is 1.0467, representing a large
sample size effect. Consequently this result cannot be inferred to the whole population and would be
limited to the respondents who participated in this research.

Sense of coherence and education

Most of the respondents, namely 31, have a doctorate degree, four have a bachelor degree, two
a honours degree, and 16 a master’s degree. Irrespective of the level of education, overall
manageablility had the highest mean score of 5.18 (standard deviation 0.70), followed by
meaningfulness (mean score 4.83, standard deviation 0.46) and comprehensibility (mean score 4.57,
standard deviation 0.87). The respondents who have masters and doctorate degrees scored
manageability higher on mean values 5.18 and greater, than those who have honours and Bachelor
degrees. Meaningfulness was scored the lowest (mean score 4.19, standard deviation 0.79,
respondents = 2) by respondents with honours degrees and regarded as being equally important by
respondents from all the other levels of education. Comprehensibility was scored the highest by the
respondents with masters (mean score 4.54, standard deviation 1.04, respondents = 16) and doctorate
(mean score 4.71, standard deviation 0.70, respondents = 31) degrees.

A one-way ANOVA indicated that there were no significant difference between the mean scores
of the SOC scale and the level of education, at the 5% significance level: Comprehensibility (F = 1.723, df
=52, p-value = 0.174), meaningfulness (F = 1.469, df = 52, p-value =.234), manageability (F = 0.618, df =
52, p-value = 0.607 ). H™is thus not rejected.

Sense of coherence and marital status

Most of the respondents are married (33), twelve are single and six are either divorced or
widowed. Irrespective of the marital status, overall manageablility had the highest mean score of 5.19
(standard deviation 0.71, respondents = 51), followed by meaningfulness (mean score 4.84, standard
deviation 0.46) and comprehensibility (mean score 4.55, standard deviation 0.88, respondents = 51).
The respondents who are married or divorced scored higher on manageability (mean values greater
than 5.22) than respondents who are single. Meaningfulness was scored slightly higher (mean score
above 4.88) by respondents who are married or divorced while comprehensibility was scored slightly
higher (mean score 4.69, standard deviation 1.11, respondents = 6) by respondents who are divorced.

A one-way ANOVA indicated that there were no significant difference between the mean scores
of the SOC scale and the marital status, at the 5% significance level: Comprehensibility (F = 0.085, df =
50, p-value = 0.918), meaningfulness (F = 0.820, df = 50, p-value = 0.446), manageability (F = 0.765, df =
50, p-value = 0.471). H* *“is thus not rejected.

143



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Sense of coherence and cultural background

Twenty seven of the respondents who responded to this question, are South African and eleven
non-South African. Irrespective of the cultural background, overall manageablility had the highest mean
score of 5.26 (standard deviation 0.69), followed by meaningfulness (mean score 4.85, standard
deviation 0.45) and comprehensibility (mean score 4.64, standard deviation 0.90).

A one-way ANOVA indicated that there were no significant differences between the mean
scores of the SOC scale and the social background of the respondents, at the 5% significance level:
Comprehensibility (F = 0.010, df = 37, p-value = 0.922), meaningfulness (F = 0.308, df = 37, p-value =
0.582), manageability (F = 0.579, df = 37, p-value = 0.452 ). H*"*is thus not rejected.

Sense of coherence and South African cultural background

Eighteen of the respondents are white women, three black/African, four Indian, one coloured
and five represented an “other” category. Irrespective of the South African cultural background, overall
manageablility had the highest mean score of 5.29 (standard deviation 0.69) followed by
meaningfulness (mean score 4.83, standard deviation 0.49) and comprehensibility (mean score 4.62,
standard deviation 0.99). Only the white women respondents differed to all the other respondents by
allocating the highest score to manageability (means score 5.39, standard deviation 0.67), followed by
comprehensibility (mean score 5.04, standard deviation 0.82) and lastly meaningfulness (mean score
4.98, standard deviation 0.40). The category “other” has been excluded from this analysis.

A one-way ANOVA indicated that there were no significant differences between the mean
scores of the following SOC scales and the South African cultural background, at the 5% significance
level: Meaningfulness (F = 1.688, df = 30, p-value = 1.183), manageability (F = 0.329, df = 30, p-value =
0.856). There was, however a statistically significant difference between the means score of
comprehensibility (F = 3.501, df = 30, p-value = 0.020) and the South African cultural background, as
shown in Table 1. H" *is thus not rejected, except in the instance of comprehensibility. The associated
Cohen’s d estimate is 1.4676, indicating that the small sample size has significant practical implications
in interpreting this result.

Sense of coherence and religion

Most, namely 32, of the respondents indicated that they are Christians. Three respondents
regarded themselves as being Atheist, two Budhist, three Hindu and two as being “Spiritual”.
Irrespective of the religious orientation, overall manageablity had the highest mean score of 5.27
(standard deviation 0.63), followed by meaningfulness (mean score 4.84, standard deviation 0.45) and
comprehensibility (mean score 4.61, standard deviation 0.84). The only exception to this rating order
were the respondents who considered themselves as being “Spiritual” who regarded manageability
(mean socre 5.70, standard deviation 0.42) as being the most important, followed by comprehensibility
(mean score 5.00, standard deviation 0.38) and lastly meaningfulness (mean score 4.69, standard
deviation 1.15). Respondents who regarded themselves as being “Spiritual” scored the highest on
manageability (mean score 5.70, standard deviation 0.42) and comprehensibility (mean score 5.00,
standard deviation 0.38). Meaningfulness (mean score 5.21, standard deviation 0.19) was scored the
highest by the “Atheist” group. Respondents who belong to the “Hindu” religion scored the lowest on all
the SOC dimensions, with mean score for manageability of 4.90 (standard deviation 0.70),
meaningfulness (mean score 4.80, standard deviation 0.59) and comprehensibility (mean score 3.75,
standard deviation 1.04).

A one-way ANOVA indicated that there were no significant differences between the mean scores
of the SOC scales and religion, at the 5% significance level: Comprehensibility (F = 0.919, df = 41, p-value
= 0.463), meaningfulness (F = 0.613, df = 41, p-value = 0.656), manageability (F = 0.564, df = 41, p-value
=0.690 ). H* *is thus not rejected.
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Table 1 : ANOVAs for SOC dimensions (Comprehensibility) and biographical variables: Significant
differences

Comprehensibility and biographical variables Sumof | df Mean F | Sig.
Squares Square
Between Groups (Combined) 8.39 3 2.8 447 | .00
Position Within Groups 30.69 49 .62
. Between Groups Combined 10.47 4 2.61 | 3.50 | .02
South Adrican Within GroupsID ( ) 1943 | 26 | .74
ICuIturaI Backround Total 29 90 30

The findings pertaining to mindfulness will be given in the next section.

Mindfulness

In response to the research objective on “determining the profile of the mindfulness of women in
leadership in HEI” the following findings are pertinent. It was evident that the mean score for
mindfulness is slightly above average, 2.99 (standard deviation 0.42, minimum 2.07 and maximum 3.79,
n=>53).

In response to the the following research objectives on “ascertaining the extent to which the
selected biographical variables effect mindfulness” by determining whether there is a difference between
the selected biographical variables (such as position, education, marital status, cultural background,
South African background, and religion) and the mean score of mindfulness of women in leadership in
HEls, the findings given in this section are pertinent.

The relevant second null hypothesis is stated as Ho’: There are no statistically significant
differences in the mean score of the mindfulness scale and all the selected biographical variables,

such as position H*®, education H**°, marital status H*, cultural background H*', South

1.1e 1.1f

African background H*%, and religion H

Mindfulness and position
The respondents in executive (mean score 3.15, standard deviation 0.27) and consultant (mean
score 3.16, standard deviation 0.44) positions scored the highest on mindfulness while those in
academic positions scored the lowest (mean score 2.91, standard deviation 0.42).
A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the position of the respondents (F = 1.181, df = 52, p-value = 0.326) at the 5%
significance level. H**?is thus not rejected.

Mindfulness and education

The respondents with an honours degree (mean score 3.43, standard deviation 0.50) and
masters degree (mean score 3.06, standard deviation 0.43), bachelor degree (mean score 2.98, standard
deviation 0.58) scored the highest in mindfulness while those with a doctorate degree scored the lowest
(mean score 2.93, standard deviation 0.38).
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A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the level of education of the respondents (F = 1.073, df = 52, p-value = 0.369) at the
5% significance level. H*'*is thus not rejected.

Mindfulness and marital status

Mindfulness was scored the highest by the respondents who are married (mean score 3.05,
standard deviation 0.38) and lowest by thoses who are divorced or widowed (mean score 2.70, standard
deviation 0.55).

A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the marital status of the respondents (F = 1.712, df = 50, p-value = 0.191) at the 5%
significance level. H*'“is thus not rejected.

Mindfulness and cultural background
Mindfulness was scored the highest by the respondents who are South African (mean score

3.08, tnadard deviation 0.31) and a mean score of 2.93 (standard deviation 0.39) by non-South African
respondents. It should be noted that the difference in mean scores between the respondent groups is
slight.

A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the cultural background of respondents (F = 1.454, df = 38, p-value = 0.236) at the
5% significance level. H***is thus not rejected.

Mindfulness and South African cultural background
Respondents who are Coloured (mean score 3.29, standard deviation 0.00) scored mindfulness
the highest, second highest by the White respondents (mean score 3.15, standard deviation 0.24) and
lowest by the African/Black respondents (mean score 3.09, standard deviation 0.55). It should, however,
be noted that even though there are small differences in the scoring of the different groups of
respondents, all the responses are above a mean score of 3.00 which is high overall, given the 4-point
Likert type scale.
A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the cultural background of respondents (F = 1.616, df = 37, p-value = 0.200) at the

5% significance level. H**®is thus not rejected.

Mindfulness and religion

Mindfulness was scored slightly higher by the respondents who are Spiritual (mean score 3.18,
standard deviation 0.04) and Buddhist (mean score 3.10, standard deviation 0.45). It should, however,
be noted that even though there are small differences in the scoring of the different religious
orientations of respondents, all the responses are above a mean score of 3.00 which is high overall,
given the 4-point Likert type scale.

A one-way ANOVA indicated that there were no significant differences between the mean score
of mindfulness and the religious orientation of respondents (F = 0.090, df = 41, p-value = 0.985) at the

5% significance level. H**'is thus not rejected.

Relationship between sense of coherence and mindfulness

In response to the research objectives on “establishing the nature of the relationship between
the scales in the sense of coherence research instrument” and “the relationship between the scales of
sense of coherence research instrument and the mindfulness research instrument” the following findings
are pertinent. The associated third and fourth null hypotheses are stated as:
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Ho®: There are no statistically significant correlations between the scales of the sense of coherence
instrument
Ho®: There are no statistically significant correlations between the scales of the sense of coherence
instrument and the mindfulness instrument

The Pearson’s correlation coefficient was used to assess correlations between the various scales
of the SOC and between the scales of SOC and the mindfulness scale. Complete observations were used
in calculating the Pearson’s correlation coefficients and associated p-values shown in Table 2. With
regard to SOC, significant correlations (as shown in Table 2) were found between the scales o
n the SOC instrument. Significant relationships were found between comprehensibility and
manageability (r = 0.63, p-value = 0.00), comprehensibility and meaningfulness (r = 0.61, p-value = 0.00),
manageability and meaningfulness (r = 0.56, p-value = 0.00), at the 1% level of significance.

Hypothesis Ho®, that there are no statistically significant correlations between the scales of the
SOC instrument, is thus rejected at the 1% level of significance. The correlations between the scales of
the SOC research instrument indicate that there are linear relationships between comprehensibility,
meaningfulness and manageability.

Table 2: Correlation — scales of sense of coherence scales and meaningfulness scale

FFA Comprehen Manageability | Meaningfulness
Pearson Correlation 1 17 30 .09
Mindfulness (FFA) Sig. (2-tailed) 21 .03 49
N 53 53 53 53
Pearson Correlation 17 1 63" 61"
Comprehensibility  Sig. (2-tailed) 21 .00 .00
N 53 53 53 53
Pearson Correlation 307 637 1 56"
Manageability Sig. (2-tailed) .03 .00 .00
N 53 53 53 53
Pearson Correlation .09 617 56 1
Meaningfulness Sig. (2-tailed) 49 .00 .00
N 53 53 53 53

*Correlation is significant at the 0.05 level (2-tailed).
**Correlation is significant at the 0.01 level (2-tailed).

With regard to mindfulness, a significant correlation, as shown in Table 2, was found between
mindfulness and manageability (r = 0.30, p-value = 0.03), at the 5% level of significance. Hypothesis Ho®,
that there are statistically significant correlations between the scales of the SOC instrument and the
mindfulness instrument and is thus not rejected, except between mindfulness and manageability, at the
5% level of significance. There is thus a linear relationship between mindfulness and manageability and
not between mindfulness and comprehensibility and meaningfulness.

DISCUSSION AND CONCLUSION
The purpose of this study was to address the dearth in research regarding SOC and mindfulness

in women working in HE. In terms of the SOC of women in leadership in HE, the general finding is that
the women did not score below average, as indicated previously by Bezuidenhout and Cilliers (2010).
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Manageability was scored the highest in all instances, followed by Meaningfulness and lastly
Comprehensibility. In determining whether selected biographical variables influenced SOC, the following
findings are pertinent:

e Unlike the general finding stated above, women at executive level regard Manageability as being
most important followed by Comprehensibility and lastly Meaningfulness. There are statistically
significant differences in the mean scores of Comprehensibility and position, implying that there is a
relationship between Comprehensibility and position. However, due to the sample size effect this
finding cannot be inferred to the whole population and would be limited to the respondents who
participated in this research.

e The women who have masters and doctorate degrees scored higher in Manageability than those who
have honours and Bachelor degrees. Meaningfulness was scored the lowest by the women with
honours degrees while Comprehensibility was scored the highest by women with masters and
doctorate degrees.

e The women who are married or divorced scored higher on Manageability and Meaningfulness than
those who are single. Comprehensibility was scored highest by women who are divorced.

e |Irrespective of cultural background the women regarded each of the SOC dimensions as being of
equal importance. A statistically significant difference between the means score of Comprehensibility
and the South African cultural background was found. This implies that there is a relationship
between Comprehensibility and the South African cultural background. However, due to the sample
size effect this finding cannot be inferred to the whole population and would be limited to the
respondents who participated in this research.

e Unlike the general finding, stated previously, white women regarded Manageability to be the most
important SOC dimension, followed by Comprehensibility and lastly Meaningfulness.

e Women who regarded themselves as being “Spiritual” scored the highest on Manageability and
Comprehensibility. Women who belong to the “Hindu” religion scored the lowest on all the SOC
dimensions.

1.1a 1.1e

Based on the aforementioned, Hypothesess Ho" " and Ho ™" are not rejected except in terms of
comprehensibility and position (H* **) and comprehensibility and South African cultural background (H*
') while Hypotheses Ho"**“*f are not rejected. Consequently, there were no significant relationships
between SOC and: education; marital status; cultural background; and religion. The only significant
relationships were between comprehensibility and position and South African cultural background.

The women who participated in this study had a slightly above average score for
Meaningfulness. In determining whether selected biographical variables influenced the level of
Mindfulness, the following findings are pertinent:

e Women in executive and consultant positions scored the highest on Mindfulness while those in
academic positions scored the lowest.

e Women with an honours and master’s degree scored the highest in Mindfulness while those with a
doctorate degree scored the lowest.

e Mindfulness was scored the highest by women who are married and lowest by those who are
divorced.

e Mindfulness was scored the highest by women who are South African. It should be noted that the
difference in mean scores between the respondent groups is slight.
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e Mindfulness was scored the slightly higher by the women who are coloured, second highest by white
women and lowest by African women. It should, however, be noted that all the responses are above
average.

e Mindfulness was scored the slightly higher by women who regard themselves as being Spiritual and
by Buddhists.

Based on the aforementioned, Hypotheses Ho***" are not rejected. No significant relationships
were found between mindfulness and: position; education; marital status; cultural background; South
African background; and religion.

With regard to the SOC dimensions, significant correlations were found between all the
dimensions, indicating that there is a linear relationship between manageability, meaningfulness and
comprehensibility. Hypothesis Ho®is thus rejected.

With regard to the relationship between SOC and mindfulness, a significant correlation was
found between manageability and mindfulness. Hypothesis Ho” is thus not rejected, except between
manageability and mindfulness. There are thus no linear relationships between comprehensibility and
mindfulness; and meaningfulness and mindfulness.

RECOMMENDATIONS

Based on the literature review and on the findings, the following recommendations can be made
for females working in leading positions in HE institutions:

e HE institutions should create leadership programmes for academics and specifically encourage
women in leadership to develop their SOC as well as their mindfulness.

e With regard to the development of SOC through the implementation of leadership development
initiatives, comprehensibility as well as meaningfulness should be strengthened in female leadership
capacities, supporting them in experiencing their HEl as more structured, ordered and meaningful.
Meaningfulness, as the motivational component of SOC should be increased in female leaders to
increase their motivational levels.

o  Whilst executives and consultants seem to score relatively high in mindfulness, HEI's should also
increase mindfulness in women leaders in academic positions and academics with doctorate degrees
through training and development programmes.

e Training should refer to the fact that manageability and mindfulness are related. Mindfulness
development programmes are therefore likely to increase the manageability of female leaders and
vice versa.

e Training to increase SOC and mindfulness should include respondents from all cultural backgrounds.

e This study should be replicated across a larger number of respondents.
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ABSTRACT

This research focuses on culture, leadership and motivation in the Caribbean among people in the
African diaspora. Across groups, responses to qualitative research were relatively consistent: ethnicity
and culture are described as influenced by religion, particularly Christianity; African heritage and country
of origin are important. Effective leaders are charismatic, visionary, and results oriented. They motivate
others, lead by example, and develop visions and goals. Leaders believe motivation comes from making
a difference for others, non-leaders believe leaders are influenced by financial rewards and self-
fulfilment. Non-leaders are motivated primarily by financial rewards; great leaders are visionary, self-
sacrificing, idealistic, and work for the good of others. The results are generally similar to Western
beliefs, but some interesting differences are identified.

Keywords: African Diaspora, Caribbean Management, Leadership and Motivation
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INTRODUCTION

Many scholars have called for more management research in non-Western countries (Lituchy,
Ford, & Punnett, 2013). Management issues such as leadership and motivation have been studied only
to a very limited degree in developing countries generally, and, in particular, the Caribbean is noticeably
absent from this research (Simon & Preziosi, 2009). This study is exploratory, because little is known
about leadership, motivation and culture in the Caribbean. This paper reports the results of a Delphi
process and focus groups, which included leaders and non-leaders.

Three exploratory questions are proposed:

1) How is culture described by people in the Caribbean?
2) What is considered effective leadership by people in the Caribbean?
3) How is motivation defined by people of African descent in the Caribbean?

THE CARIBBEAN
History

The Caribbean, where people of Sub-Saharan African descent represent around 73% of the total
population (Central Intelligence Agency, 2010), presents an interesting case of examining leadership and
motivation of the African diaspora. These descendants of African slaves, brought to the Caribbean
during the slave trade, have lived in the Caribbean for generations, and their culture is seen as a blend of
African influences with European colonial practices (Punnett, Singh, & Williams, 1994).

In most of these countries, African descendants are in the majority, however, some countries
also have a large Indian descended population, notably Guyana and Trinidad and Tobago (Central
Intelligence Agency 2013). The English-speaking Caribbean has been linked through a common African
ancestry and a British colonial, plantation economy and heritage. A large percentage of the population
in the Caribbean is of African origin, descendants of slaves brought to the West Indies to work on
plantations (Punnett, Dick-Forde, & Robinson, 2006; Carney, 2003). After the abolition of slavery in
1834, the Caribbean was used as a base for the transportation of people from different parts of the
globe to satisfy the labour demands of the plantation economy (Marrs, 1998). Labour was imported
primarily from India and China to support the demands of the plantation system and this led to several
Caribbean countries having mixed race populations.

Culture

In terms of culture, the Caribbean people appear to be low on hierarchy/power distance,
moderate on individualism, and high on uncertainty avoidance—preferring certainty and avoiding risk
(Punnett et al., 2006; Punnett & Greenidge, 2009). Zala (2010: 3) contended that, “Caribbean states
have a dualised class structure where 30-40% of the population are participating in ‘normal’ state-
society relations whereas the rest exist as poor and disengaged citizens often concentrated in urban
centres”.

People in the Caribbean have also been found to be high on cooperation, accommodation and
social cohesion, and their leadership style has been classified as transformational (Cole & Berengut,
2009) although a study by Simon & Preziosi (2009) in Trinidad found no relationship with
transformational leadership and organizational outcomes, and suggested that more transformational
leadership should be used. Nurse and Punnett (2002) also noted the importance of religion and
spirituality in the Caribbean context. Punnett, Singh &Williams (1994) argued that the Caribbean cultural
profile reflected both the African roots and the European ones.
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CONCEPTS

Leadership

Defining leadership, Paglis & Green (2002) said that leadership involves implementing change
through developing a base of influence with followers, motivating them to commit to and work hard in
pursuit of change goals, and working with them to overcome obstacles to change. This definition
illustrates what is seen in the West as important in effective leadership—a strategic approach, valuing
change, influencing, commitment and hard work towards goals. One can argue that cultural
characteristics influence what is seen as effective leadership. Support for this is provided by Hall (2011).
He conducted a study involving Jamaican managers and found a link between manager sense-making of
the cultural context in which they manage and culture, leadership, and communication.

In the Caribbean, for example, high uncertainty avoidance might influence the type of leader
that is preferred—i.e., a leader who makes decisions rather than one who is participative. The historical
colonial legacy in the Caribbean has also resulted in organizations with top down structures (Punnett &
Greenidge, 2009), which may be accepted because it is the norm, even if it is not the preferred style,
given a low score on power distance. These patterns are expected to continue to erode as persons are
impacted by undulating globalization fads; the returning of young and youthful migrants with their own
mores and ideas for change and nation building that are challenging the status quo (Conway & Potter,
2007); and increased identity confusion, especially among the youth (Arnett, 2002).

Motivation

Punnett (2009) argued that motivation is closely linked to leadership. Motivation refers to an
internal drive that leads to behaviours to satisfy the drive. It is generally defined as an inner force that
impels a person to act in a particular way based on individual needs, a sense of fairness, and
expectancies about ability to perform and the outcomes/rewards associated with performance, that can
be rationally evaluated (Punnett, 2009).

The West’s approach to leadership and motivation tends to be individual focused, action and
goal oriented, incorporates a sense of justice, and a rational ability to evaluate actions and their results.
Cultural characteristics affect how people will be motivated and what actions and rewards will motivate
them. In the Caribbean, for example, a focus on cooperation and accommodation might influence how
one motivates people—i.e., a group approach might be more effective than an individual one.

METHODOLOGY

This qualitative research consisted of both the Delphi technique and focus groups.

Delphi Technique

Research design and sample. The Delphi technique asked 12 respondents (7 males and 5
females) experts about culture, effective leadership and motivation. Four were born in Barbados, three
in Trinidad and Tobago, two in St. Vincent and the Grenadines and the remaining three were born in
Britain and St. Lucia but had been living in Barbados for 32, 44 and 46 years respectively. Ages ranged
from 28-56 years, with an average of 47.3 years. Of the 12 respondents, eight had post-graduate
degrees, three had undergraduate degrees and one had a college diploma.

Data Collection. Respondents were emailed and asked to define culture, leadership and
motivation, using open-ended questions. The open-ended questionnaire serves as the cornerstone for
soliciting specific information about a content area from the Delphi subjects (Custer, Scarcella &
Stewart, 1999). The seven questions that were included on the questionnaire were: (1) What three to
five words best describe your ethnic or cultural background? (2) What words/terms would you use to
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describe an effective leader? (3) What does an effective leader do? (4) What motivates leaders to
succeed? (5) What motivates people (other than leaders) to work hard? (6) Name three to five people,
men or women, whom you consider to be, or to have been, effective leaders (they can be local, national
or international), and why each is effective? And, (7) How would you describe your culture?

The answers to these questions from the first round were collected, compiled, summarized and
fed back to participants. Two rounds of the Delphi process were conducted. In the second round,
participants were asked to rate the summary responses from round one, in terms of their importance.
Responses were on a five point scale, with five as the most important response. A third round was not
deemed necessary, because participants had reached a consensus, with substantial agreement apparent
in round two.

Focus Groups

Research design and sample. The focus groups were conducted in Barbados and Trinidad and
Tobago. They were asked to discuss the same questions posed in the Delphi process, in a group setting.
The purpose of the focus groups was to ascertain if responses to the same questions from non-leaders
would support the Delphi findings. Recently focus groups have gained scientific respectability (Kahan,
2001) and have also been used both in qualitative and quantitative research (Morgan, 1988). According
to Morgan (1988), they are useful for generating hypotheses based on informants’ insights, developing
interview schedules and questionnaires, and getting participants interpretations of results from earlier
studies. The focus group in Barbados consisted of 15 participants (5 male and 10 female) between the
ages of 23 and 53 years. Thirteen participants were from Barbados, one from Jamaica and one from St.
Vincent and the Grenadines. The focus group in Trinidad and Tobago consisted of 15 participants (all
female) between the ages of 24 and 52. All participants were from Trinidad and Tobago.

Data Collection. Four focus groups were conducted. Two focus groups were conducted in
Barbados. One with a group of post-graduate students of African descent who were also working
persons and the second group consisted of working persons of African descent whose employment
history varied. Two focus groups were conducted in Trinidad and Tobago, one in Trinidad and one in
Tobago. Both groups consisted of working persons of African descent whose employment history varied.
Each focus group lasted for approximately two hours and participants received refreshments after the
focus group exercise was completed

Data analysis

The replies from the respondents were content analyzed using NVivo 8 software. Frequently
repeated words and phrases were identified and coded for the Delphi technique as well as the focus
groups. Common themes and triangulated items were identified.

RESULTS

Delphi Technique

What three to five words best describe your ethnic or cultural background? The most common
response was Caribbean/West Indian, followed by Christian, Afro-Caribbean, African, Black Barbadian,
and finally community minded. Respondents see themselves as from the region (Caribbean) but also as
part of the African diaspora. The response of being Christian (or more generally religious) is also clearly
an important component of the cultural background of people in the Caribbean.

What words/terms would you use to describe an effective leader? The most recurring themes
were charismatic, an ability to inspire or motivate others, visionary, and committed. These were
followed by themes such as being wise and knowledgeable, results/goal oriented, honest, and leads by
example. It seems very clear to respondents that charisma, inspiration and vision are important in a
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good leader, along with good management abilities such as goal orientation, ability to create a team,
competence, and communication. The other words or phrases that stood out were wisdom, morality,
serving others, mentorship, and compassion.

What does an effective leader do? The most highly rated responses were a leader develops
goals and objectives, motivates others to perform, and to accept goals and visions. These responses are
in line with responses to the previous question, and reflect a definition of leadership that we might find
in a traditional Western text.

What motivates leaders to succeed? The most important responses were a desire to help others
and make a difference in their lives, the ability to influence others, self-fulfiiment, a desire for success, a
sense of accomplishment, and confidence.

What motivates people (other than leaders) to work hard? In contrast to what motivates
leaders, the most common response here included self-fulfilment, personal growth, thrill of success,
money/financial rewards, recognition, clear understanding of vision and goals, confidence in the leader
and respect for authority. Overall, this suggests that the individual is seen as the key to motivation,
through both extrinsic factors such as financial rewards as well as intrinsic factors such as self-fulfilment,
personal growth and experiencing success.

How would you describe “your culture”? The most common theme was traditionalist, followed
by Christian and religious, then mixed, fun loving, hypocritical and selfish, and individualistic. The
religious theme is consistent with responses to the first question. The “hypocritical and selfish” response
is somewhat unusual as it is a negative description of the culture and does not seem to be in accord with
traditional, religious, or fun loving.

Focus Groups

What three to five words best describe your ethnic or cultural background? For Barbados, the
most important response was African Descent/Heritage, followed by Black and Country of Origin. For
Trinidad and Tobago, the most important was country of origin.

What words/terms would you use to describe an effective leader? The most important
response for both countries was visionary. Being a good communicator, charismatic and knowledgeable
were also common themes for both groups.

What three to five words/phrases describes what an effective leader does? For Barbados, the
most important response was leads by example; motivates was the most important for Trinidad and
Tobago.

What three to five words/ phrases describes what motivates leaders to succeed? For Barbados,
the most important response was self-actualisation or self-fulfilment, while for Trinidad and Tobago
financial gain or monetary rewards was the most important.

What three to five words/ phrases describes what motivates people (other than leaders) to
work hard? The most important response for both countries was financial gain or money, in Barbados
and in Trinidad and Tobago. Having a good leader was next in importance for both countries.

What three to five words/phrases best describe why these leaders are effective? For Barbados,
the most important response was charismatic; while for Trinidad and Tobago inspirational was the most
important. Both countries also mentioned visionary.

What three to five words/phrases would you use to describe “your culture”? For Barbados, the
most important response was religious or spiritual, followed by Christian society (the participants
considered the two items to be separate). For Trinidad and Tobago religious or religion, and Christian or
spiritual were grouped into one category.
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DISCUSSION

Across the groups, including both the Delphi technique and the focus groups, the responses are
relatively consistent, providing a profile of people in the Caribbean that can be summarized as follows:

e Ethnicity and culture are both described as influenced by religion, particularly Christianity.
African roots are seen as generally important, but so is country of origin, particularly where the
population is mixed rather than predominantly Black.

e Effective leaders are seen as charismatic, visionary, and results oriented. They motivate others,
lead by example, and develop vision and goals.

e Leaders believe they are motivated by making a difference for others, while non-leaders believe
leaders are influenced by financial rewards and self-fulfiiment.

o Non-leaders are perceived as being motivated primarily by financial and other external rewards.

e Great leaders identified are both international and national figures; they are seen as visionary,
self-sacrificing for the sake of their ideals, and working for the good of others.

This research provides a basis for developing a larger scale, quantitative survey that allows for
comparisons across cultures. The nature of the current research ensures that uniquely Caribbean ideas
will be included in the research on leadership and motivation. The Caribbean responses, for the most
part, are not dramatically different from those that might be found elsewhere, but they do add a
Caribbean flavor to the overall outcomes.

Limitations and Future Research

The qualitative nature of this research means that there are limitations that must be kept in
mind when interpreting the results. In particular, the results have restricted generalizability. We can
only say that these particular respondents said these particular things, we do not know that a wider,
more representative sample would say the same or similar things. The sample sizes are small and they
were not randomly selected, rather they were selected because of known characteristics, and often
because the respondents were known to the researchers. This means that there are likely biases in the
responses reported. Nevertheless, the samples did include an array of respondents, from varied
backgrounds, of differing ages and educational levels, and both men and women were included. Given
this variety, the Delphi process participants reached consensus in just two rounds, suggesting substantial
similarity in their views. Similarly, in the focus groups, agreement on responses was relatively easy to
attain. In addition, there is notable agreement across the methods and groups on responses to most
questions. This gives us encouragement to go forward with the research. This paper reports on results
from a limited number of Caribbean countries, and we would like to expand this sample to get a more
truly Caribbean picture. We also want to use the current results in the construction of a quantitative
survey measure, which will allow an etic research project, which incorporates the emic results. A
guantitative survey will enable research across organizations and countries, with large sample sizes.
Comparisons will then be possible within and across organizations and countries. We believe that the
current project and results provide the basis for substantial future research, in the Caribbean as well as
throughout the African diaspora.

The limitations of this type of research were well understood, prior to undertaking the project.
The researchers, however, believe that the benefits of starting with a “blank page” approach are also
substantial. Once the limitations are understood, this type of research can provide information that
cannot be obtained through standardized surveys. This type of research is, in effect, essential if
researchers are to move away from viewing the entire world through Western-developed lenses. The
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developing world is playing an ever more important role in international business and it is becoming
increasingly important that academics and practitioners understand management in these varying
contexts. Emic, qualitative research seems the best way to begin to move meaningfully in this direction.
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ABSTRACT

What is the relationship between tribal diversity and firm performance? Using the dominant
perspectives of diversity | propose and test a dual process model of tribal diversity based on multilevel
analysis of data from 493 firms in 27 African countries. The results support the dual process model: on
the one hand, tribal diversity relates positively to human capital which in turn relates positively to firm
performance. On the other hand, tribal diversity relates negatively to institutional climate which in turn
relates positively to firm performance. Theoretical and practical implications are discussed to enhance
tribal diversity management in Africa.

Keywords: Tribal diversity, firm performance, dual process
INTRODUCTION

A recent World Bank publication posed the question: Can Africa claim the 21* Century (World
Bank, 2000)? After decades of viewing Africa in the words of the Economist magazine as ‘hopeless” the
continent is showing prospects for a renaissance (Moss, 2007). Factors that account for this optimism
and potential growth include political stability, increased trade and aid, technological boom, and positive
market outcomes in the form of commodity prices (Chironga, Leke, Lund, and van Wamelen, 2010).
Excluded from the list of factors, however, are the human resources of African economies which can be
leveraged to enhance development and sustained growth. African countries collectively have about one
fifth of the world population which suggests that they represent a large market. In addition, African
economies have diverse ethnic groups or tribes. In fact, it is the most diverse continent in the world. The
Organizational Behavior and Human Resources Management literatures show that diversity has positive
outcomes for individuals, groups, organizations, and societies (Pelled, 1996; Pelz 1956, Bantel & Jackson
1989). Diversity contributes to innovation and increased productivity of organizations (Van der Vegt &
Janssen, 2003). It therefore seems that African organizations can achieve positive outcomes from tribal
diversity. Unfortunately, studies of tribal diversity in Africa are limited. In particular, the level of tribal
diversity in a country which can affect national economic performance (Alesina & La Ferrara, 2005) and
industrial productivity has not been examined. One may therefore ask, how does tribal diversity affect
firm performance?

In this study, | attempt to shed light on the question, and to provide insight for managers of
African organizations. As discussed below, the dual process model of tribal diversity — firm performance
provides insight for managers to establish mechanisms that heighten the human capital effects and
mitigate institutional climate constraints. The model suggests that tribal diversity relates to firm
performance through two paths: human capital and institutional climate. Tribal diversity relates
positively to human capital, the stock of competencies, knowledge, social and personality attributes,
including creativity, embodied in the ability to perform labor so as to produce economic value, which in
turn relates positively to firm performance. On the other hand, tribal diversity relates negatively to
institutional climate which in turn relates positively to firm performance. Tribal diversity induces conflict
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which negatively affects institutional climate even though the latter facilitates interactions and
productivity of firms (James and James, 1989; James et al, 2008).

The study is significant in shedding light on a possible reason for mixed findings in the diversity
literature. As multinationals surge into Africa (The Economist, 2011) in search of higher returns, the
human resources and heterogeneity of tribal groups is critical to those objectives. In addition, author
examines the nature of the effects — main, mediating, and moderating.

THEORY AND HYPOTHESES

The author integrates three major theories — diversity, human capital, and institutions — to
examine the effect of tribal diversity on firm performance. Diversity, the degree of heterogeneity in a
group, has been examined extensively in the social sciences. As a result, research has identified content
and perspectives of diversity. With regard to content, heterogeneous characteristics such as race,
gender, function, attitudes, etc. range from individual through group, organizational, and societal
attributes. The most consistently used typology categorizes diversity into (1) observable, visible, readily
detectable attributes such as age, gender, and race, and (2) nonobservable, less visible, underlying
attributes such as personality and values (Milliken and Martins 1996; Pelled 1996; Jackson et al. 2003).

Studies of both observable and non-observable diversity characteristics are sparse (Cunningham
and Sagas 2004; Phillips and Loyd 2006). However, there are a few exceptions. Harrison, Price and Bell
(1998), find that over time, non-observable diversity in terms of satisfaction and commitment had more
impact on cohesion than observable diversity attributes of age, sex, and race. Furthermore, Harrison,
Price, Gavin and Florey (2002) find support for their model in which perceived observable and non-
observable diversity characteristics negatively relate to social integration, which positively relates to task
performance. They also report that collaboration moderates the negative relationship between
perceived diversity and team social integration such that observable diversity reduces the strength of
this relationship, while non-observable diversity increases the strength of this negative relationship.
Jehn, Northcraft and Neale (1999) report that observable diversity positively relates to perceived
performance, satisfaction, intention to remain in the group, and commitment, while non-observable
diversity negatively relates to perceived and actual group performance, group efficiency, satisfaction,
intent to remain in the group, and commitment. Cunningham and Sagas (2004) also find that non-
observable diversity (i.e. values) is associated with lower job satisfaction and higher turnover intentions,
but that the relationship is not significant for observable diversity. In contrast, Mohammed and Angell
(2004) find that neither observable nor non-observable diversity impact relationship conflict. Phillips and
Loyd (2006) examine the interaction effect of observable and non-observable diversity on dissenting
group members. They suggest that observable diversity (vs. homogeneity) may be beneficial to
incongruent groups. Phillips, Northcraft and Neale (2006) also demonstrate that observable diverse
groups outperform observable homogeneous groups regardless of non-observable similarities.

All of the above studies suggest that different types of diversity influence individual and group
outcomes differently, lending support to the notion that observable and non-observable diversity are
two separate elements. The observable characteristic of interest in this study is tribe: African countries
are dominated by tribal groups. Even though there are multiple racial categories (e. g., whites in
Southern Africa, Arabs in Northern Africa, and traditionalist in Subsaharan Africa, the majority identify
with tribes rather than races (Deng, 1973). Tribal diversity manifests through language, corporal insignia,
and behavior. The heterogeneity of languages in each African country, the distribution of corporal
insignia, commonly termed tribal marks, and the heterogeneous patterns of behavior, enables us to
observe tribal differences and to gauge the performance or members of a particular tribe. In Nigeria, the
Ibos, distinguished by their linguistic attribute, Ibo, have to been observed to be very industrious and
entrepreneurial (Green, 1947; Olutayo, 1999).
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| propose that tribal diversity relates to firm performance through two routes. One route is
capability. Studies show that diversity yields positive outcomes because of the potential to harness
multiple ideas, experiences, and capabilities of members. Diversity thus relates to human capital, the
stock of competencies, knowledge, social and personality attributes, including creativity (Becker, 1964)
which is a source of ideas, experience, and capabilities, which in turn relates positively to group, firm,
and national performance (Becker, 1962). The greater the tribal diversity, the greater the human capital,
and the more likely firm performance will be higher. Because tribal diversity involves mutual
understanding it is likely to foster social integration which contributes to social and economic stability
(Harrison et al., 2002). The certainty embedded in that stability contributes to increased business activity
and performance (Collier, 2008). In addition, tribal diversity is likely to increase social control, the extent
to which group members control the behaviors of each other. For example, Greif (1993) argues that
traders in Medieval times formed coalitions along tribal lines in order to monitor agents by exchanging
information on their opportunistic behavior. Tribal affiliation helped sustain a reputation mechanism in
the presence of asymmetric information. Further, in the absence of legally enforceable contracts,
membership in tribal groups controls what individuals can do. Punishment and reciprocity are directed
not only toward the individual but toward other members of the group, a form of self-enforcing
mechanism (La Ferrara, 2003a). A similar reasoning is proposed by Fearon and Laitin (1996) to explain
inter-tribal cooperation.

Finally, empirical studies suggest that tribal diversity may enter the production function as
“intermediate inputs,” (i.e., more variety of individual skills) which increases total output (Alesina,
Spolaore, & Wacziarg, 2000). Lazear (1999a, b) also discusses how different skills in a production unit
may increase overall productivity. O’Reilly, Williams and Barsade (1997) analyze 32 project teams and
find that more diversity leads to more conflict and less communication, but controlling for the latter it
also leads to higher productivity. Ottaviano and Peri (2003) also investigated the pros and cons of
diversity in production. Diversity and related amenities affect the value of land (rents) which enters the
production function.

At the national level, tribal diversity influences not only economic performance but also firm
performance through the human capital function: leveraging of capabilities and behaviors of tribal
members (Alesina, et al., 2000). It therefore seems that the more diverse a country, the greater the
repository of skills and competencies. Among the Ibos of Nigeria, members are socialized with trading
skills. Business savvy therefore tends to be high among Ibos. The Yorubas also socialize individuals to be
intellectually curious. Other tribes have different socialization outcomes. Collectively therefore, the
capabilities of these tribal groups can be harnessed to maximize productivity. Lazear’s (1999a, b) study
shows the effect of human capital at the national level. From a resource perspective (Wernerfelt, 1984)
diversity influences group and organizational outcomes by harnessing the capabilities of members to
create value (Richards, 2000).

Another route is interactions or climate. The interaction perspective argues that the more
heterogeneous a country, the greater the likelihood of conflict and lower outcomes. Conflicting views,
opinions, and interests are likely to impede effective interactions that contribute to group and firm
performance. This view is consistent with group development models that show conflict (Tuckman,
1965) and mistrust (Wheelan, 1994) which hinder productivity. At the national level, tribal groups may
not develop shared understanding which is critical to productive interactions. As a result, the national
environment is going to be rife with conflict because of the multiplicity of ideas, personality, interests,
mental program, and behaviors. In other words, diversity involves conflicting interactions that constrain
performance of individuals and groups. The lack of regulative norms undermines behaviors that
contribute to positive firm outcomes. High tribal diversity is therefore likely to be associated with high
conflict which limits firm performance. Institutions, “the humanly devised constraints that structure
human interaction” (North, 1990: 3), can lead to positive outcomes as suggested by social control theory
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(Hirschi, 1969; Agnew, 1985) in diversity contexts. Group members’ observation of the rules of the game
within a single institution is defined as climate. The more heterogeneous a country, the greater the
likelihood of conflict and the lower the economic and firm performance; negative institutional climate is
therefore likely to constrain interactions and productivity resulting in lower firm performance. Tribal
diversity can lead to negative outcomes because of the emergence of conflict. | examine the latter in this
study by arguing that tribal diversity induces conflict (institutional climate) which can limit firm
performance.

Tribal groups may not develop shared understanding which is critical to productive interactions.
Along these lines, Easterly and Levine (1997) argued that, ceteris paribus, more racially fragmented
countries grow less and that this factor is a major determinant of Africa’s poor economic performance. In
their excellent overview of Africa’s problem Collier and Gunning (1999) also place much emphasis on
ethno linguistic fractionalization (coupled with low political rights) as a major explanation for the lack of
social capital, productive public goods and other growth enhancing policies. Easterly and Levine conclude
that a large portion of “Africa’s growth tragedy” can indeed be attributed to the effect of racial
fragmentation. This conclusion has spurred a vivid debate and has generated a significant amount of
research on the relationship between ethnic diversity and economic growth.

Alesina & Ferara (2003) test whether the negative correlation between ethnic fragmentation and
growth holds irrespective of the level of economic development or, is mitigated when the benefits of
heterogeneity for productivity are taken into account. They find that “fractionalization may have positive
(or less negative) effects on output at higher level of development” and “GDP per capita and
fractionalization has the expected (positive) sign, suggesting that indeed fractionalization has more
negative effects at lower levels of income” (p. 9 -10). O’Reilly et al., (1997) also found that diversity leads
to more conflict and less communication. Indeed, Collier (2000) argued that fractionalization has
negative effects on growth and productivity only in non-democratic regimes, while democracies manage
to cope better with ethnic diversity. Based on the above reasoning, | test the dual process model by
examining the following hypotheses

Hypothesis 1: Tribal diversity relates positively to firm performance through institutional climate.
Hypothesis 2: Tribal diversity relates positively firm performance through human capital.

METHOD

Data and Procedures

Data for this study is from three major sources: the World Bank’s Enterprises Survey
(www.worldbank.org), the CIA Fact Book (www.cia.gov), and the Africa Report
(www.theafricareport.com). The World Bank has been surveying employees and firms from several
African countries since 2005. The CIA has also been gathering data on demographics of countries all over
the world. Finally, the Africa Report publishes data on firm performance for the period 2009 to the
present.

Measures

Tribal diversity is computed from the CIA Fact book using Blau’s (1977) diversity index which is an
adaptation of Shannon’s diversity index. It is frequently used to compute diversity (1-P7) where P is the
proportion of members in a tribal group and i is the number of different categories represented in a
tribe. For example, Country A composed of 15% Ewe, 56% Akan, 10% Ga, 9% Dagomba, 5% Fante, would
have a diversity index of .68 which differs from Country B with 32% Yoruba, 38% Ibo, 10% Ogoni, and
20% Fulani tribes and a diversity index of .74."

Human capital, the level of skills, knowledge, and abilities in a country, is often indexed by the
level of education. While some use tertiary education because it represents higher knowledge others
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combine tertiary and secondary education in context where tertiary is lacking. In this study, | used the
three typical indexes of human capital — education, literacy, and human development - in the literature
(Sweetland, 1996) to compare which index fits in the context of Africa. The indexes are taken from the
Africa Development indicators published by the World Bank.

Institutional climate, the perception of the facilitative or inhibitive effects of institutional
mechanisms in the nation, was adopted from the Enterprises surveys of the World Bank
(www.worldbank.org). Firm managers are asked to rate the extent to which the institutions within a
country in which the enterprise is located facilitates or hinders the operations of the firm. An aggregate
index is thus constructed to measure institutional climate. In this study, | used standardized (country
level) measure.

Finally, firm performance was taken from the Africa Report. It focused on sales and net profit
measured in US dollars. According to the Africa Report, a large number of African companies (n = 5,913)
are surveyed. After crosschecks and verification, they establish a ranking of Africa's top 1,550 companies.
| used data for the 500 companies that are published. All financial data has a clearly-defined source,
generally communicated to the magazine by the companies themselves, and must refer to the financial
year (e.g., 2009 or 2010). If the financial data is presented in local currency, it was converted into US
dollar amounts according to the rate prevailing on the last day of the particular year (e.g., 31 December
2009). All companies that fall under the legal jurisdiction of at least one of the 53 countries in Africa
(except Zimbabwe) are included. As a result, there are holding and subsidiary companies in the list. In
the case of both holding and subsidiary companies, a pooled estimate was used.

In addition, the following control variables — population, gross domestic product (GDP), GDP per
capita, region (dummy coded as south, west, east, central, and northern*), income group (low, middle,
and high®), and economy (agriculture, industry, and service* ?), and industry — were included because
they have potential to influence the effects of tribal diversity on firm performance. They were adopted
from the World Bank Enterprises survey.

Data Analysis

Multilevel techniques were used to test the relationships because the hypotheses involve
country and firm levels. Multilevel techniques distinguish the proportion of variances at the country and
firm levels. They also show the cross-level effects suggested by hypothesis 3. Specifically | tested the
hypotheses with hierarchical linear modeling using the generalized linear latent and mixed models
(gllamm) program of STATA (www.gllamm.org) to examine the effect of tribal diversity on firm
performance. Two-level models were specified to test the hypotheses where level 1 reflects 478 firms
and level 2 reflects 27 countries. A two-level hierarchical linear model involves the simultaneous
estimation of two separate models. These two models include a level-1 submodel specifying the effects
of the firm-level variables, and a level-2 submodel specifying the effects of country-level variables as
shown in the following equations.

Level 1: Firm performance;; = by +b;iControl Variables; + e;...(1)
where i stands for firms; j indicates countries; control variables population, gross domestic product
(GDP), GDP per capita, region (dummy coded as south, west, east, central, and northern*), income group
(low, middle, and high*), and economy (agriculture, industry, and service®?), and e = error term.

Level 2:
Boj = Yoo + Yo1(diversityMEANS;) + yo,(diversity;) +
yll(diversityMEANS] x diversityi]-) + Uoj + ,ulj(diversityij) + 1o
where i stands for firms; j indicates countries; diversity refers to tribal diversity; diversitymeans
refers to the average diversity. Cross-level interactions are shown by the product terms. Firm
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performance was the criterion at this level. Similar equations were specified for human capital and
institutional climate.

In addition, | used multilevel mediation analysis to examine if mediation of (1) institutional
climate and human capital in the tribal diversity - firm performance relationship. The mediations
represent a 2-2-1 model (level-2 variable influencing a level-1 criterion through a level-2 mediator) (see
Krull & Mackinnon, 2001; Bauer, Preacher, & Gil, 2006; Preacher, Zhang, & Zyphur, 2011; Preacher,
Zyphur, Zhang, 2010; and Zhang, Zyphur & Preacher, 2009).

RESULTS
Descriptive Statistics and Correlations
Descriptive results (mean and standard deviation) were normal. The correlations also show that
the control variables related to each other, net profit, sales, and diversity at a low to moderate level
(Cohen, Cohen, Aiken & West, 2003). Diversity, human capital, and institutional climate variables also
correlated at a moderate level.

Hypothesis Testing

The null models (Model 1) suggest that most of the variance in firm performance is at the firm
level. The control variable models (Model 2) also suggest that a high proportion of variance in sales and
net profit is at the firm level. Some control variables were significant suggesting that they also influence
sales and net profit. For example, gross domestic product related to sales (z = 2.79, p < .01) and net
profit (z = 2.52, p < .05). It was therefore important to control for them. Consequently, they were
included in the model along with the variable of focal interest — tribal diversity.

In tests of the tribal diversity-firm performance relationships, the null models for sales (z =
132.98, p < .001) and net profit (23.35, p < .001) were significant. The intra-class correlation (ICC) which
measures the proportion of variance shows a high proportion of variance at the firm level. Model 2
suggests that tribal diversity did not relate to sales (z = .30, n.s). Diversitymeans (country level) was
significant (z = 3.70, p < .01). The cross level interactions were not significant, however. In Model 3,
however, institutional climate (z = 2.22, p < .05) and human capital, (z = 2.59, p <.05) relate positively to
sales. For the three models, most of the variance (87% to 89%) was at the firm level. The ICC was 13%,
11%, and 12% for institutional climate, human capital, and tribal diversity respectively. Models 6 to 8
show the effects of institutional climate, human capital, and diversity on net profit. Tribal diversity did
not relate significantly to net profit (z = .65, n.s) in Model 6. Diversitymeans related to net profit (z =
3.36, p <.01). Cross level interactions were also not significant. However, institutional climate (z=2.47, p
< .05) and human capital (z = 2.56, p < .05) related positively to net profit.

Results of multilevel mediation show that tribal diversity did not relate to net profit (z = .65, n.s.)
even though it related positively to human capital (2.57, p < .01) as represented by the c_path and
a_path respectively. Human capital related to net profit (z = 2.56, p < .05) but tribal diversity did not (see
b_path and c_prime). The mediation was therefore not significant. This is reflected by the proportion of
the indirect effect which is very low (14%) and the random effects parameters (R’seueen = 7%). A similar
pattern is observed with regard to sales: tribal diversity did not relate to sales (z = .299, n.s) even though
human capital related to significantly to sales (z = 2.589, p < .05) (b_path and c_prime). The random
effects parameters (R’setween = 6%) Was also low.

In the mediation test of institutional climate, tribal diversity did not relate to sales (z = .298, n.s)
but related negatively to institutional climate (-2.32, p < .05) as represented by the c_path and a_path.
Institutional climate also related positively to sales (z = 2.15, p < .05) (see b_path and c_prime). The
mediation, however, was not significant. This is reflected by the proportion of the indirect effect which is
very low (11%) and the random effects parameters (R’getween = 16%). A similar pattern is observed with
regard to net profit: institutional climate related to net profit (z = 2.15, p < .05) when it was combined
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with tribal diversity (b_path and c_prime). The random effects parameters (R%setween = 18%) is also low.

To explore further the paths by which tribal diversity relates to firm performance | conducted
supplementary analyses. First, | tested the effect of tribal diversity on firm performance in conflict trap
versus non-conflict trap economies. Entrapment generally depicts uncontrollable, unremitting, and
inescapable circumstances and refers to prolonged exposure to conditions that are known to result in
unfavorable outcomes. Conflict traps refer to conflict situations that are experienced frequently by a
country. Consistent with previous studies (see Collier, 2007, Collier, 1999), two forms of conflict — civil
war and coup d’etats — index conflict traps. Generally war impedes growth of countries (Collier, 2007).
The impediment is exacerbated when war is protracted or repeated. For organizations war represents an
increased or heightened risks associated with property destruction, physical harm to employees, loss of
confidence, inability to distribute goods and services resulting in limited markets; insecurity, and
psychological distress. In short wars represent economic, political, social, and psychological costs to
nations which indirectly affect industrial activity and firm performance (Collier, 2007). It is estimated
that industrial productivity in warring economies reduces by about one third for the first three years and
about one-tenth during a ten year period. Collier (2007), for example, observed that “civil war tends to
reduce growth by around 2.3 percent per year, so the typical seven-year was leaves a country around 15
percent poorer than it would have been” (p. 27). Because industrial productivity is an aggregate of the
productivity of industries and organizations in an economy, it can be inferred that the same pattern may
apply to organizations in conflict economies. They also represent negative institutional climate. Coding
economies with conflict traps as 1 and those without conflict traps as 0, | found that the effect of tribal
diversity on firm performance was negative in entrapped countries and positive in unentrapped
countries (results not shown). Interactional analysis did not also yield significant effects: tribal diversity
did not interact with conflict trap in relating to firm performance (B =-1.21,se=1.67; z=-.72; 95% Cl = -
4.49 —2.07).

In sum, there was no support for the mediational hypotheses since the indirect effects were not
significant. However, diversity related directly to institutional climate and human capital at a significant
level. Further, institutional climate and human capital in turn related to firm performance at a significant
level. The results are summarized in Figure 1b.

Post hoc Analysis

To explore the effect of tribal diversity across industries, | tested the effect of diversity on
performance for only firms in the specific industry (n = 37). There were thirty-seven industries of which
ten industries showed significant effects. Tribal diversity related significantly to net profit in construction
(z=-2.5, p < .05), metal/steel (z=-3.6, p <.001), and tobacco (z = -54.0, p < .001) industrial sectors. The
effects were negative suggesting that the greater the level of diversity, the lower net profit for firms in
those industries. Tribal diversity related significantly to sales in automobile (z = 3.38, p < .01), civil
engineering (1.97, p < .05), dairy (z = 4.25, p < .001), insurance (z = 2.20, p < .05), mining (z = -2.17, p <
.05), postal services (z = 4.39, p < .001), and telecommunication (z = -2.45, p < .05) industrial sectors.
Except for postal services and telecommunication industries, all other effects were positive. Even
though the negative effects seem counterintuitive, the results seem to support hypothesis 1 that tribal
diversity relates positively to firm performance. This effect was positive in five industrial sectors and
negative in another five. For the other twenty seven industries, tribal diversity did not relate to firm
performance.
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DISCUSSION

The increasing munificence of emerging economies in Africa (McKinsey Global Institute, 2010)
suggests that most foreign companies including multinationals view Africa as an avenue for increased
profitability and growth. The diversity of African tribal groups is a resource that can be leveraged to
maximize economic and industrial performance. Even though economic studies have examined the
effect of tribal diversity on economic performance (Alberto & La Ferrara, 2005), | did not find studies on
the effect of tribal diversity on firm performance. | attempted to fill the gap in this study.

Using the positive and negative perspectives of diversity, | examined a dual process model of the
underlying mechanisms — capability and conflict - by which tribal diversity relates to firm performance. |
did not find direct effect of tribal diversity on firm performance. However, | found that first, tribal
diversity relates positively to human capital which in turn relates to firm performance. Second, | found
that tribal diversity relates negatively to institutional capital which in turn relates positively to firm
performance. Supplementary analysis showed that the negative effects arise from conflicting countries.
Together they show that tribal diversity has two paths — capability and conflict — which support the two
perspectives of tribal diversity.

These findings are significant for a number of reasons. First, this seems to be the first multilevel
study to show that tribal diversity relates to firm performance. It provides preliminary evidence for
diversity scholars to build upon in future studies as they examine other factors influencing the tribal
diversity-firm performance relationship. Second, the finding on human capital shows that tribal diversity
influences firm performance through underlying capabilities consistent with the positive perspective of
diversity effects. This finding replicates similar studies in other contexts (Richards, 2000). Third, the
finding on institutional climate shows how institutional mechanisms within African economies constrain
not only economic but also firm performance.

| did not find evidence of mediation. However, the industry analyses suggest that tribal diversity
has a significant effect on firm performance in some industries. Further, | found that tribal diversity
influences profitability negatively in construction, metal/steel, tobacco, mining, and telecommunication
industries. Even though these industries are labor intensive they require singularity or homogeneity of
thought. To the extent that diversity thought processes are prevalent is often the case in heterogeneous
contexts, they undermine interactions that are essential for performance. In the majority of industries,
the effects were not significant though positive.

Overall the study contributes to the diversity, human resources management, and African
management literatures. By examining multilevel effects of tribal diversity on firm performance | have
provided preliminary evidence that future research can expand upon. Unlike other geographic contexts,
Africa has multiple tribal groups. The benefits of those heterogeneous groups can be exploited for
growth and development (Hobday, 1995). | suggest that the benefits extend to firms. Another
contribution relates to human capital. | show the effect of human capital. It provides evidence to
foreigners that wonder what resources are available to influence industrial activity in Africa. Even though
other studies recognize the population of Africa as a resource (Collier, 2007), the capabilities of the
populations are assets that can be leveraged. The third contribution centers on the effect of institutional
climate. Previous research has shown that institutions are critical to national development (Rodrik,
Subramanian, and Trebbi, 2004). In this study, | found that tribal diversity negatively relates to
institutional climate which in turn relates positively to firm performance. A similar model was examined
in the case of team diversity where Harrison et al., (2002)) found that perceived observable and non-
observable diversity characteristics negatively relate to social integration, which positively relates to task
performance.
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Implications

In sum the contributions have theoretical and practical implications. Theoretically, they provide
a foundation for future research. | have integrated diversity with institutional and human capital
theories. In one sense it is a partial validation of the RAIT (resource, agency, institutional, and transaction
cost) model that was proposed as applicable to Africa (Zoogah, 2008). In addition, the study has
practical implications. First, foreign organizations particularly multinational corporations can use the
findings as a basis to establish mechanisms that enhance the effects of diversity, human capital, and
institutional climate. With regard to institutional climate, firms can also establish mechanisms that
facilitate positive climates and enhance firm performance. There is evidence that empowerment climate
for example, has positive effects on organizational and employee outcomes (Liden, Wayne, & Sparrowe,
2000).

Limitations and Future Research

Despite the above contributions, the study has limitations. First, tribal diversity is computed at
the societal level. | believe it is important as a preliminary endeavor given the paucity of multilevel
studies and the challenge of organizational data (Ugwegbu, 1999; Zoogah, 2008). Nevertheless, tribal
diversity at the firm level will also be important in showing how societal level diversity relates to firm
level diversity in influencing firm performance. It is likely tribal diversity at the firm level will have more
positive effects on firm performance instead of the negative effects observed in this study. Another
limitation is that | included very few firm level variables. | was limited by the data source; The Africa
Report provides only country, industry, net profit, and sales data. | encourage future studies to include
more firm level variables.

Future research may examine how other theories combine with diversity in explaining
organizational outcomes. For example, relative deprivation theory can be combined with diversity to
explain firm performance to answer the question: is the effect of tribal diversity on firm performance
greater in more relatively deprived economies than less relatively deprived ones? Future research may
also examine the relationship between tribal diversity and innovation. Diversity has been found to relate
to firm innovation in other contexts (Sampson, 2007). The extent to which tribal diversity in Africa
influences innovation of African organizations will also be a significant question to answer. | encourage
additional studies with more firm level variables. As | mentioned above, the source of the data limited
my ability to test more firm level effects.

CONCLUSION

In this study, | tested the dual process model of tribal diversity and firm performance using
multilevel techniques. | found support for the model. | also found that in some industries, tribal diversity
relates positively to firm performance and in other industries, it relates negatively. Overall the findings
suggest that tribal diversity relates to firm performance (net profit and sales) in two ways. In one sense
they confirm previous findings, particularly economic studies, on positive and negative effects of ethnic
diversity at the national level. Thus, the study contributes to the HRM and diversity literatures
particularly in Africa where there is a paucity of such studies.
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END NOTES

! For country A Blau’s index would suggest: 1 —[(.15%) + (.56°) + (.10°) + (.09°) + (.05%)] = .65. The figures
are hypothetical but actual figures will be used in the actual study. For country B, 1 —[(.32%) +(.38°) +
(.10%) + (.20%)] = .74.

2 4 = thresholds to compare. G-1 dummies are reported and compared with the threshold.

3 # = thresholds to compare. G-1 dummies are reported and compared with the threshold.
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ABSTRACT

This study examines the importance of supervisory support in light of the current glass ceiling
experienced by many South African women. Latest South African statistics on workforce profiles show
that a glass ceiling exists for countless South African women in reaching top management positions. Due
to perceptions of unfairness and discriminatory tendencies associated with the glass ceiling, female
employees’ identification with their organisation may be negatively affected, and they may withdraw
from the organisation either physically and/or psychologically. Data were obtained from 75 females
employed in various organisations in South Africa’s Eastern Cape Province. Inferential statistics
confirmed the crucial role of supervisory support in ensuring that female employees remain committed
to their organisation, are satisfied with their careers, and do not withdraw from their organisation.

Keywords:  Supervisory support, organisational commitment, career satisfaction, glass ceiling,
withdrawal behaviour

INTRODUCTION

The United Kingdom Equal Opportunity Commission calculated that it would take 65 years for
women to achieve equality with men as directors of Britain’s top 100 companies (Smith, Crittenden and
Caputi, 2012). The propensity of competent, highly trained women to drop out of the workforce has
become an issue of concern to many organisations. With the abolishment of apartheid and the
execution of employment equity measures, there has, since 1994, been formal legislated equality
between individuals of different races and genders in South Africa. While companies are under pressure
to meet Employment Equity quotas (Booysen, 2007), recent findings outlined in the Employment Equity
Commission’s (EEC) Twelve (12") Annual Report (2012) revealed that white males still dominate top
management positions.

Many women reach a point in their career where no further advancement will be achieved. This
plateau is called the glass ceiling, and has been linked negatively to employee satisfaction at work,
organisational commitment, work performance and psychological well-being (Lapalme, Tremblay and
Simard, 2009). Organisations seek to foster satisfied and productive employees. The most common
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form of work disengagement is shown in withdrawal behaviours, which manifest in the workplace in the
form of absenteeism, lateness, burnout, and unhealthy employee turnover (Redmond and Newman,
2012).

According to Miller and Wheeler (1992), the turnover of female employees is of immediate
concern as women have higher turnover rates. Kiaye and Singh (2013) recently investigated whether
elements of the glass ceiling exist in organisations located in Durban, South Africa. Their study focused
on the barriers to the upward mobility of female employees, based on constructs such as social roles,
personal characteristics and situational barriers. It was evident that certain elements of the glass ceiling
existed.

These included lack of respect from male colleagues, insensitive handling of the various roles
played by women, and gender discrimination. Furthermore family commitment and relocation also
inhibited respondents’ career growth (Kiaye and Singh, 2013). With the current glass ceiling that many
South African women are experiencing in the workplace, this article aims to investigate the crucial role of
supervisory support in ensuring that female employees are satisfied with their careers, and remain
committed to their organisations.

THEORY DEVELOPMENT AND HYPOTHESES

The Current Status of Economically Active Women in South Africa

The involvement of women in South African workplaces has been on the increase (Kiaye and
Singh, 2013). The workforce population distribution outlined in the South African Quarterly Labour
Force Survey is based on the Economically Active Population (EAP). The EAP includes people from 15 to
64 years of age who are either employed or unemployed, and who are in search of employment. Table 1
shows the national demographics of the EAP by race and gender. It is evident from Table 1 that the
majority of males (54.6%) are economically active, compared to females (45.4%).

TABLE 1
Profile of the National Economically Active Population by Race and Gender (Adapted from the
Employment Equity Commission, 2012)

ECONOMICALLY ACTIVE POPULATION
African male 40.3% African female 33.8%
Coloured male 5.9% Coloured female 5.2%
Indian male 1.8% Indian female 1.1%
White male 6.6% White female 5.3%
Foreign male 0% Foreign female 0%
TOTAL 54.6% TOTAL 45.4%

With the influx of females into the labour market, together with the social, political and
economic efforts to promote gender equity in the workplace, increasing numbers of women are starting
to occupy leadership positions in South Africa (Booysen, 2007).

However, according to workforce profiles and movements at top management level, Table 2
shows that whites and males still dominate representation at top management level in terms of
opportunities pertaining to recruitment, promotion and skills development. It is evident that a glass
ceiling exists for many South African women in reaching top management positions. Furthermore, while
gender equity and affirmative action legislation have been implemented in South Africa, it is evident
from the above that inequality in career advancement still remains. Manning (1997) supports this by
stating that women of all races are disadvantaged and a wasted resource.
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The Nature of the Glass Ceiling

The vast majority of top management positions throughout the world are held by men (April,
Dreyer and Blass, 2007). The glass ceiling effect refers to the struggles that women face in attempting to
move up to senior, executive and top management positions in organisations. Failure of women and
other minority groups in climbing the corporate ladder, despite seeing better job opportunities, is what
many think of as a glass ceiling (Mathur-Helm, 2006).

The glass ceiling effect is an unseen, yet unreachable barrier that keeps minorities and women
from rising to the upper ranks of the corporate ladder, regardless of their qualifications and
achievements (Singh, Gumber and Singh, 2010). Oakley (2000) lists three categories to explain the
various barriers that result in a glass ceiling:

e  Corporate practices such as recruitment and selection, retention and promotion;

e  Structural and cultural explanations embedded in feminist theory; and

e  Behavioural and cultural causes such as stereotyping and preferred leadership style.
According to Mathur-Helm (2006), the criteria for the glass ceiling occurrence suggest the following:

e  Women face barriers in their career advancements despite holding similar qualifications;

e  Women are discouraged from the initial placement on the job ladder due to limited promotional
opportunities, thus raising men’s numbers to survive to the top levels; and

e  When organisations hesitate to place women in positions where they can make an impact on the
organisation’s profitability.

While more women are entering the workplace, long working hours and demanding job
requirements are preventing them to hold seats at the boardroom table. Jamali, Safieddine and Daouk
(2006) support this by stating that family responsibilities contribute to negative perceptions about
women’s priorities, and therefore limiting their chances of advancement. Many South African women
decline several career opportunities as they are still held responsible for most part of the family and
household work (Mathur-Helm, 2006). Mathur-Helm’s (2006) study on four major South African retail
banks found that the glass ceiling is a reality and is nurtured by organisational culture, strategies and
policies.

Organisations need to refrain from installing contradicting systems, as Meyerson and Fletcher
(2000) found a number of organisations that provided employees with flexible working hours and
childcare facilities to accommodate women, while still practicing culture characterised by demanding
and long working hours. Sherman (2002) investigated the challenges and obstacles African American
women encounter as they attempt to navigate their way through the world of work toward positions
equal to their abilities, interests and sense of purpose. Instead of the traditional glass ceiling, he defined
the institutionalised barriers to the advancement of African American women as a rock ceiling (Sherman,
2002).

The Glass Ceiling and Career Satisfaction

For the present study, career satisfaction has been adapted to serve as a measure for glass
ceiling beliefs. Glass ceiling beliefs may affect a range of well-being and performance variables (Smith,
Crittenden and Caputi, 2012). The glass ceiling has been found to be associated with reduced career
satisfaction.

As plateau workers hit glass ceilings (Puleo, 2010), the glass ceiling phenomenon suggests that
women become dissatisfied with their careers and opportunities for career advancement (Stroh, Brett
and Reilly, 1996).

Perceptions of unfairness and discriminatory tendencies associated with the glass ceiling
phenomenon may contribute to lowered job and career satisfaction (Wickramasinghe and Jayaweera,
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2010). As a result, female employees adopt a pessimistic attitude, as the glass ceiling reduces the
likelihood of women to be promoted to leadership and upper management positions (Smith, Crittenden
and Caputi, 2012).

Consequences of the Glass Ceiling

Schwartz (1992) states that organisations are paying various costs for failing to utilise and
develop the talents of women to the fullest. These include loss of investment in training when female
employees quit their jobs, dissatisfaction and lowered performance because of their frustrations,
opportunity costs resulting from unrealised potential, and failure to have the best talent represented at
senior management levels (Schwartz, 1992).

There is a strong need to investigate the consequences of glass ceilings, as Catalyst, an American
organisation that focuses on women'’s issues, predicted that it will take 73 years to reach equality with
men in the boardrooms of the top 500 companies in the United States of America (Smith, Crittenden and
Caputi, 2012). The following sections investigate the impact of the glass ceiling on employee withdrawal
behaviour and organisational commitment.

Withdrawal behaviour. Employee turnover is a serious concern in organisations. Nagadevara,
Srinivasan and Valk (2008) explored the relationship between withdrawal behaviour and employee
turnover for both male and female employees. The findings of the study clearly showed a relationship
between withdrawal behaviours and employee turnover (Nagadevara, Srinivasan and Valk, 2008).

It is not surprising that many female employees, frustrated in their efforts to advance in their
careers, withdraw from their organisation. As many women become dissatisfied with their opportunities
for advancement, the glass ceiling phenomenon suggests another explanation for the high turnover rate
amongst females (Stroh, Brett and Reilly, 1996). Salami (2010) investigated the relationship between
career plateauing and job satisfaction, organisational commitment, and turnover intentions amongst
female employees. A multiple regression analysis indicated that career plateauing positively correlated
with turnover intentions (Salami, 2010).

Stroh, Brett and Reilly (1996) examined differential turnover rates between male and female
employees employed by 20 Fortune 500 organisations. The results indicated that female managers’
intentions to leave were predicted by perceptions of lack of career opportunity in their current
organisation, job dissatisfaction and disloyalty to the current company (Stroh, Brett and Reilly, 1996). In
a study by Miller and Wheeler (1992), gender differences in intentions to leave were examined. The
results revealed that female employees were nearly twice as likely as male employees to report that they
“definitely would” or “probably would” leave their organisations within two years. Opportunities for
promotion were significant predictors of the intent to leave for female employees (Miller and Wheeler,
1992). With regards to the glass ceiling and withdrawal behaviour, the following is hypothesised:

Hypothesis 1: The glass ceiling increases withdrawal behaviour amongst female employees.

Organisational commitment. Organisational commitment is a physiological situation that binds
the employee to his/her organisation (Meyer and Allen, 1991). Committed employees internalise the
organisation’s goals, and are willing to continue to work in the organisation (Giritli, Sertyesilisik and
Horman, 2013). Women are perceived as having lower levels of organisational commitment than men,
as they often experience and display a different range of emotions to the majority of men in the
workplace (Singh and Vinnicombe, 2000). As the glass ceiling diminishes female employees’ chances of
advancement and promotion to higher levels, it also slows down their interest and identification in the
job (Singh, Gumber and Singh, 2010). As a result, their organisational commitment is negatively
affected.
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Singh, Gumber and Singh (2010) conducted a comparative study between glass ceiling perceivers
and non-perceivers in relation to their organisational commitment and well-being. The results revealed
significant differences in female employees’ perception of the glass ceiling in the work environment.
High glass ceiling perceivers showed poor well-being and reduced levels of normative, affective and
continuance commitment (Singh, Gumber and Singh, 2010). Given the above, the following is
hypothesised:

Hypothesis 2: The glass ceiling negatively impacts female employees’ level of organisational
commitment.

Supervisory support. Employees who have reached a glass ceiling may feel less supported by
their supervisors.  Supervisory career support is a key factor affecting an employee’s career
development. Employees’ careers are likely to be enriched by supportive relationships with their
supervisors (Wickramasinghe and Jayaweera, 2010).

Supervisory support entails career enhancing functions such as providing challenging
assignments, sponsorship, visibility, as well as psychosocial functions such as counselling, friendship and
acceptance (Wickramasinghe and Jayaweera, 2010). Good supervisory feedback and constructive
communication between an employee and his or her supervisor enhance the opportunity for
advancement in the employee’s capabilities (Van der Heijden, Kimmerling, Van Dam, Van Der Schoot,
Estryn-Béhar and Hasselhorn, 2010).
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TABLE 2
Workforce Profiles and Movements at the Top Management Level in terms of Race and Gender (Adapted from the Employment Equity
Commission, 2012)

19352
3.5% 0.4% 100.0%
23 1 1155
2.0% 0.1% 100.0%
0 0 5639
0% 0% 100.0%
109 11 1697
6.4% 0.6% 100.0%
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With regards to career satisfaction, Wickramasinghe and Jayaweera (2010) examined the effect
of supervisory support on career satisfaction. The results revealed that supervisory career support
significantly predicted career satisfaction (Wickramasinghe and Jayaweera, 2010). Van der Heijden et al.
(2010) investigated the impact of social support upon intention to leave among female nurses. Their
findings indicated that social support from one’s direct supervisor appeared to contribute negatively to
the intention to leave the nursing profession. Based on the above reviewed literature, the following
hypotheses are proposed:

Hypothesis 3. A lack of supervisory support reduces female employees’ level of career satisfaction.
Hypothesis 4. A lack of supervisory support increases withdrawal behaviour amongst female
employees.

Hypothesis 5. A lack of supervisory support reduces organisational commitment amongst female
employees.

RESEARCH DESIGN AND METHOD

Data Collection

Before the research study was conducted, an ethical protocol was followed by obtaining ethics
clearance from the Nelson Mandela Metropolitan University (ethics number: H 13 BED HR 015). A total
of 75 women working in a variety of organisations in the Eastern Cape Province voluntarily completed
an anonymous, self-report questionnaire. Several women’s networks and three human resource
managers were approached and asked to forward questionnaires to female colleagues, staff and friends.

To be part of this study, respondents had to be female, be employed in a multi-level
organisation, and be involved in some form of decision-making. A cover letter explaining the procedure
and instructions to complete the questionnaires was attached. Furthermore, the cover letter stressed
the voluntary and confidential nature of the research.

Measuring Battery

Validated measures from Greenhaus, Parasuraman and Wormley (1990); Lehman and Simpson
(1992); and Mowday, Steers and Porter (1979) were combined into a single questionnaire. These
measures will now be discussed.

Career satisfaction. In order to measure the negative impact of the glass ceiling, the
guestionnaire for the current study incorporated items that measured employees’ satisfaction with their
career success, which is an internally generated and defined career outcome (Fields, 2002). Responses
were obtained on a five-point Likert scale ranging from “strongly disagree” (1) to “strongly agree” (5).
This measure was developed by Greenhaus, Parasuraman and Wormley (1990), and also included items
that focus on the extent to which an employee has made satisfactory progress towards goals for
advancement, development of skills, and income level. Coefficient alphas ranged from 0.83 to 0.89
(Fields, 2002).

Supervisory support. Supervisory support was measured by drawing on the work of Greenhaus,
Parasuraman and Wormley (1990). This measure assesses employee perceptions of the extent to which
they receive supervisory support in their job. Supervisory support may include career guidance,
performance feedback, work opportunities that promote employee development and visibility, and
challenging work assignments (Fields, 2002). Coefficient alpha for the entire measure was 0.93 (Fields,
2002). In terms of validity, supervisory support correlated positively with perceptions of acceptance, job
discretion, employee promotability, and job performance in terms of both tasks and relationships
(Greenhaus, Parasuraman and Wormley, 1990). Items were rated on a five-point Likert scale ranging
from “strongly disagree” (1) to “strongly agree” (5).



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Withdrawal behaviour. The measure for the current study included items that describe
psychological and physical withdrawal behaviours. The measure was developed by Lehman and
Simpson (1992).

Coefficient alpha values ranged from 0.70 to 0.84 for psychological withdrawal behaviours, and
0.58 for the physical withdrawal subscale. Psychological withdrawal behaviour correlated positively
with turnover intentions (Fields, 2002). For both subscales, items were rated on a five-point Likert scale
ranging from “strongly disagree” (1), to “strongly agree” (2).

Organisational commitment. The Organisational Commitment Questionnaire (OCQ) was used
to measure employees’ level of organisational commitment. This widely used measure was originally
developed by Mowday, Steers and Porter (1979) and uses 15 items to describe global organisational
commitment (Fields, 2002). Coefficient alphas ranged from .81 to .93 (Fields, 2002).

DATA ANALYSIS, RESULTS AND DISCUSSION

The Statistical Package for Social Sciences (SPSS Version 20) was used for statistical analyses
(IBM, 2011). With regards to descriptive statistics, the major contributors to the mean scores are
discussed. For inferential statistics, Pearson product-moment correlations were calculated in order to
test the hypotheses. Furthermore, a multiple regression analysis was used to further investigate the
relationships depicted in the hypotheses. The results are discussed in light of the research model
(Figure 1).

Reliability of Measurement Items

For all measurement scales, standardised Cronbach’s coefficient alpha was calculated. The
internal consistency reliabilities of multiple item measures used in this study typically exceeded 0.70, a
level of reliability considered satisfactory for research purposes. Table 3 presents this information.

182



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

FIGURE 1
Research Model and Hypothesised Relationships
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TABLE 3
Cronbach’s Coefficient Alpha (n=75)

SB Career satisfaction 5 0.89
SC Supervisory support 9 0.97
SD (A) Psychological withdrawal behaviours 8 0.92
SD (B) Physical withdrawal behaviours 4 0.94
SE Organisational commitment 15 0.92

TABLE 4
Frequency Distribution of the Demographic Variables of the Sample (n=65).

African 40 53.3%

Coloured 10 13.3%

Indian 6 8%

White 16 21.3%

Asian 3 4%

Total 75 100%
|HOMELANGUAGE(=78) |

Afrikaans 19 25.3%

English 34 45.3%

Xhosa 22 29.3%

Total 75 100%
AGEQ=TR)

20 - 29 years 18 24%

30 - 39 years 33 44%

40 — 49 years 21 28%

50 + years 3 4%

Total 75 100%
| MARITALSTATUS(v=78) |

Married 47 62.7%

Divorced 7 9.3%

Single 21 28%

Total 75 100%
[CHILDRENG=TS) ]

Yes 61 81.3%

No 14 18.7%

Total 75 100%
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Descriptive Statistics

The descriptive statistics were analysed with SPSS Version 20 (IBM, 2011). It was calculated that
responses between 1 and 2.6 on the Likert scale would fall into the “Low” category; between 2.6 and 3.4
in the “Average” category; and between 3.4 and 5 in the “High” category. Table 4 lists the demographic
variables of the sample. Five demographic variables were included in the questionnaire. The majority of
the sample was African (53.3%); English speakers (45.3%); ranged between the ages of 30 — 39 years
(44%); married (62.7%); and have children (81.3%).

Career satisfaction. Descriptive statistics for the variables of career satisfaction and supervisory
support are shown in Table 5. It is evident from Table 5 that respondents are not satisfied with their
careers, and that they have been negatively impacted by the glass ceiling. The majority of the sample
(72%) indicated that they are not satisfied with the progress they have made toward meeting their goals
for income, where 43% of respondents feel dissatisfied with the success they have achieved in their
career. Furthermore, the majority of respondents (53%) indicated that they are not satisfied with the
progress they have made toward meeting their goals for the development of new skills

TABLE 5

Descriptive Analysis for Career Satisfaction

VARIABLE CODE | MEAN SD
CAREER SATISFACTION
| am satisfied with the success | have achieved in my career. SB1 2.49 1.28
| am satisfied with the progress | have made toward meeting my SB2 2.59 1.15
overall career goals.
| am satisfied with the progress | have made toward meeting my SB3 2.00 1.23
goals for income.
| am satisfied with the progress | have made toward meeting my SB4 243 1.20
goals for advancement.
| am satisfied with the progress | have made toward meeting my SB5 2.36 1.10
goals for the development of new skills.

TABLE 6
Descriptive Analysis for Supervisory Support

VARIABLE CODE | MEAN SD
SUPERVISORY SUPPORT
My supervisor takes the time to learn about my career goals and SC1 1.96 1.20
aspirations.
My supervisor cares about whether or not | achieve my goals. SC2 2.00 1.26
My supervisor keeps me informed about different career SC3 1.99 1.08
opportunities for me in the organisation.
My supervisor makes sure | get the credit when I accomplish SC4 2.45 0.98
something substantial on the job.
My supervisor gives me helpful feedback about my performance. SC5 1.96 1.20
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My supervisor gives me helpful advice about improving my SC6 2.00 1.24
performance when | need it.

My supervisor supports my attempts to acquire additional training SC7 2.48 0.99
or education to further my career.

My supervisor provides assignments that give me the opportunity to SC8 2.09 1.04
develop and strengthen new skills.

My supervisor assigns me special projects that increase my SC9 2.40 1.01
visibility in the organisation.

Supervisory support. There seems to be a lack of supervisory support. Based on table 6, the
majority of respondents indicated that their supervisor does not take the time to learn about their
career goals and aspirations (61%). With regards to career opportunities, another 61% indicated that
their supervisor does not keep them informed about different career opportunities in their organisation.
For training and development opportunities, the majority of the sample (62%) indicated that their
supervisor does not support their attempts to acquire additional training or education to further their
career.

Withdrawal behaviour. Respondents indicated that they withdraw psychologically and
physically from their organisations. Table 7 shows a summary of the items and responses related to
psychological withdrawal behaviours. It is evident from Table 7 that in the past 12 months, the majority
of respondents have left a work situation for unnecessary reasons (46%), daydreamed (49%), spent work
time on personal matters (61.4%), and let colleagues do their work for them (62.6%). For physical
withdrawal behaviours, the majority of the sample indicated that in the past year, they have:

o Left work early without permission (48%);

e  Taken longer lunch or rest breaks than allowed (66.7%);

e  Taken supplies or equipment without permission (65.4%); and
e  Fallen asleep at work (64%).

From the above findings it is clear that there seems to be strong withdrawal behaviour directed
towards respondents’ organisations.
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TABLE 7
Summary of Items and Responses Related to Section D: Psychological Withdrawal Behaviours

In the past twelve months, how often RESPONSE FREQUENCY | PERCENTAGE
have you...
Never 21 28
Once or twice 4 5.3
Left work for unnecessary reasons? Sometimes 4 5.3
Regularly 44 58.7
Very often 2 2.7
Total 75 100%
Never 9 12
Once or twice 9 12
Daydreamed? Sometimes 8 10.7
Regularly 48 64
Very often 1 1.3
Total 75 100%
Never 5 6.7
Once or twice 14 18.7
Spent work time on personal matters?  |-Sometimes 10 133
Regularly 29 38.7
Very often 17 227
Total 75 100%
Never 21 28
Once or twice 6 8
Let others do your work? Sometimes 1 1.3
Regularly 46 61.3
Very often 1 1.3
Total 75 100%

Organisational commitment. Overall, respondents indicated a low level of organisational
commitment. The majority of the sample indicated that they:

e Are not willing to put in a great deal of effort beyond that which is normally expected of them
(68%);

e Do not perceive their organisation as a great place to work for (88%);

e Would not accept any types of job assignments in order to remain employed at their organisation
(80%);

e Their values are not congruent with their organisation’s values (74.7%); and

e Do not care about the fate of their organisation (64%).
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Inferential Statistics

Hypotheses testing. Hypotheses were tested with correlations and a multiple regression
analysis. All data were analysed using SPSS Version 20 (IBM, 2011). Table 8 shows the Pearson product-
moment correlation coefficient for all the variables.

TABLE 8
Pearson Product-Moment Correlation Matrix for All Variables

VARIABLE 1 2 3 4 5
1. Career Satisfaction 0.793** | -0.659** | -0.705** | 0.753**
2. Supervisory Support 0.793** -0.634** | -0.668** | 0.736**
3. Psychological withdrawal -0.659** | -0.634** 0.929** | -0.611**
4. Physical withdrawal -0.705** | -0.668** | 0.929** -0.681**
5. Organisational commitment 0.753** 0.736** | -0.611** | -0.681**
** Correlation is significant at the 0.05 level.

Hypothesis 1: The glass ceiling increases withdrawal behaviour amongst female employees.
Hypothesis one (H1) is supported. An inverse relationship was found between career satisfaction and
psychological withdrawal (-0.659), and physical withdrawal behaviour (-0.705).

A multiple regression analysis (Table 9) confirmed an inverse relationship between career
satisfaction and psychological withdrawal behaviour (-0.420). The results propose that the more
satisfied respondents are with their careers, the less likely they will withdraw psychologically from their
organisation.

TABLE 9
Regression Summary for Dependent Variable: Psychological Withdrawal Behaviour
INDEPENDENT VARIABLES b* t-value p-value
Career satisfaction -0.420 -2.973 0.004
Supervisory support -0.301 -2.129 0.037
R’= 0.467
Significant effects are in bold.

For physical withdrawal behaviour, a multiple regression analysis (Table 10) also indicated an
inverse relationship between career satisfaction and physical withdrawal behaviour (-0.473).

Hypothesis 2: The glass ceiling negatively impacts female employees’ level of organisational
commitment. The results provide support for hypothesis two (H2). A positive relationship was found
between career satisfaction and organisational commitment (0.753). Furthermore, the regression
analysis in Table 11 revealed a positive relationship between these two variables (0.457). In other
words, the findings suggest that the more satisfied female employees are with their careers, the more
committed they will be to their organisations.
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TABLE 10
Regression Summary for Dependent Variable: Physical Withdrawal Behaviour

INDEPENDENT VARIABLES b* t-value p-value
Career satisfaction -0.473 -3.562 0.001
Supervisory support -0.292 -2.201 0.031
R*=0.529
Significant effects are in bold.

TABLE 11

Regression Summary for Dependent Variable: Organisational Commitment

INDEPENDENT VARIABLES b* t-value p-value
Supervisory support 0.374 3.128 0.003
Career satisfaction 0.457 3.825 0.000

R*=0.619
Significant effects are in bold.

Hypothesis 3: A lack of supervisory support reduces female employees’ level of career
satisfaction. Hypothesis three (H3) is supported. A positive relationship was found between
supervisory support and career satisfaction (0.793). Furthermore, the regression analysis in Table 12
also confirms a significant positive relationship between these two variables (0.793).

TABLE 12
Regression Analysis for Dependent Variable: Career Satisfaction
INDEPENDENT VARIABLES b* t-value p-value
Supervisory support 0.793 11.127 0.000
R’=0.629
Significant effects are in bold.

Hypothesis 4: A lack of supervisory support increases withdrawal behaviour amongst female
employees. The findings provide support for hypothesis four (H4), as an inverse relationship was found
between supervisory support and psychological withdrawal behaviour (-0.634), and physical withdrawal
behaviour (-0.668). The regression analysis summarised in Table 9 also indicates an inverse relationship
between supervisory support and psychological withdrawal behaviour (-0.301), and physical withdrawal
behaviour (-0.292).

Hypothesis 5: A lack of supervisory support reduces organisational commitment amongst
female employees. The findings provide support for hypothesis five (H5). A positive relationship was
found between supervisory support and organisational commitment (0.736). Furthermore, the
regression analysis summarised in Table 11 indicates a positive relationship between these two variables
(0.374).
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CONCLUSION, RESEARCH LIMITATIONS AND RECOMMENDATIONS FOR MANAGERS

The purpose of the current study was to examine the importance of supervisory support in
ensuring that female employees remain committed to their organisations, and prevent them from
withdrawing either psychologically or physically from the organisation. The low mean scores obtained
for career satisfaction suggest that respondents are experiencing the negative impact of the glass
ceiling, and that elements of the glass ceiling exist.

Inferential statistical analysis suggests that the glass ceiling may increase withdrawal behaviour
amongst employees, and negatively impact respondents’ level of organisational commitment.
Furthermore, the results also suggest the crucial role of supervisory support in ensuring that female
employees are satisfied with their careers, do not withdraw from the organisation, and remain
committed and loyal to their employing organisations. Based on the results obtained from the
descriptive statistics, respondents indicated that they are not satisfied with the success they have
achieved in their career. Organisations can employ a variety of practices that support women’s career
advancement.

Supervisors need to provide recognition, mentoring, coaching, and extensive training and
development to support women’s career advancement to ensure that they remain satisfied and
committed. The results of the present study confirm the need for supervisors to learn about female
employees’ career goals and aspirations, keep them informed about different career opportunities
within the organisation, and support respondents’ attempts to further their careers by acquiring
additional training and education.

The present study is not without limitations. Data were collected using self-report
guestionnaires raising the possibility that responses reflect a common method bias. Future research
could include a larger sample from various sectors in order to confirm the generalizability of the
findings. Despite these limitations, this study has provided evidence that relationships exist between
the glass ceiling, the work attitudes of female employees, and the provision of supervisory support.
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ABSTRACT

The highly dynamic environment in which businesses today operate, combined with skills shortages,
results in pressure to attract and retain staff in order to gain a competitive advantage. Retention of key
employees is important to the success of a business and talent management is a critical strategic
imperative for achieving this. A study was conducted among banks in South Africa, Zambia and
Botswana to analyse the strategies for attracting and retaining talented managerial level employees. A
guantitative analysis, using a structured questionnaire, was conducted among 205 middle management
employees. This paper reports on talent management practices identified in the literature and from the
study’s empirical findings. It concludes with recommendations on practical strategies for effectively
attracting and retaining talent.

Keywords: Talent Management; Talent Retention; South Africa; Zambia; Botswana; Banking Sector
INTRODUCTION

Businesses today, including the banking sector, operate in a highly dynamic and competitive
environment, with constant rapid change. Business leaders find themselves in the dilemma of having to
drive business profitability, while at the same time developing people and contributing to socio-
economic issues (Selby & Sutherland, 2006). The current high skills shortage and war for talent in the
market, results in a growing pressure to attract, engage and retain staff in order to gain a competitive
advantage. According to Duchon (2007), companies need to ensure that they have the right and
motivated talent in place in order to increase productivity and profitability.

The banking sector has come under the spotlight in recent years with the financial crisis in the
United States of America being blamed in part for the unethical practices of Wall Street (Mayer, 2011).
While the banking sector in Africa has weathered the storm of the 2008 global recession comparatively
better than their American and European counterparts, indications that the financial crisis may not be
completely over has meant a renewed emphasis by banks to remain competitive and to nurture their
talent to do so. Retention of key employees is important to the long-term success of the business as it
ensures customer satisfaction, product sales, satisfied co-workers, and effective succession planning. To
achieve the benefits of a competitive advantage and long-term success, talent management is a critical
strategic imperative and a clear and compelling strategy to attract, engage and retain staff is necessary.
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Uren (2007) describes talent management as a process that involves attracting, identifying,
developing, deploying, and engaging talent. The rationale behind talent management is to develop the
right people and equip them with the appropriate skills for current and future demands of the
organisation. It is concerned with identifying talent gaps, succession planning, recruitment and
selection, motivating and retaining talented employees through a variety of initiatives (Ringo, Schweyer,
DeMarco, and Jones & Lesser, 2010).

Against this background, a study was conducted among banks in South Africa, Zambia and
Botswana. The purpose of the research was to analyse, compare and identify the strategies and drivers
for attracting and retaining talented managerial level employees within the banks involved in the study.
According to the literature, recruitment, compensation, recognition and rewards, performance
management, learning/training and development and leadership are the main factors impacting talent
management. As such, this study aimed to assess the extent to which these factors are pursued in the
banking sector to attract, engage and retain critical employees and secondly to determine if the talent
management strategies were the same in the three different countries. The findings of the empirical
study indicated, however, that recruitment and compensation, recognition and rewards were the two
key factors for attracting and retaining managerial level talent at the banks surveyed. This paper
concludes with practical strategies for effectively attracting, engaging and retaining talent.

THEORY AND HYPOTHESES

What is Talent Management?

Researchers differ significantly in their understanding of what constitutes talent management
(McDonnell, Lamare, Gunnigle & Lavelle, 2010). Lewis and Heckman (2006) state that despite the lack of
a clear definition, talent management is indeed of strategic importance. From a theoretical point of
view, the area of talent management is in its start, with only 5 percent of organisations saying they have
a talent management strategy in place (Kumar and Shani, 2012). According to Kumar and Shani, (2012)
talent management is a term that emerged in the 1990s to integrate an increasing focus in Human
Resources Management on planned and strategic management of employees. Cappelli (2009) suggests
that talent management is a process of anticipating the need for human capital and setting out plans to
meet that need. This requires a mind-set where organisations view talent as crucial for organisational
success and where developing strong leaders within an organisation is essential to the success of talent
management initiatives. This means looking beyond attracting and retaining the best people to also
unleashing and harnessing their potential (Van Rooyen & Whittle, 2011). Kumar and Shani (2012),
further advocate that a talent management system must be worked into the business strategy and
implemented in daily processes throughout the organisation as a whole.

Effective talent management, resulting in talent attraction and retention requires the
integration of human resources functions such as recruitment and selection, career development and
succession management (Cappelli, 2009; Van Rooyen & Whittle, 2011). In addition, Garrow and Hirsh
(2008) recommend that the organisation create talent pools to ensure an adequate supply of human
capital throughout the organisation. Blass (2007) further suggests that a sound talent management
strategy must identify high performing and high potential employees and differentiate and reward them
for exceptional performance.

In the current economic conditions, with many companies having to cut down on expenses, a
talent management system which optimises performance of each employee and the organisation
becomes a high priority. For an organisation to yield the benefits of increased productivity and
profitability and avoid the high costs of employee replacement and turnover, a clear talent management
strategy, based on regular talent reviews, is necessary. In so doing, an organisation needs to identify its
key talent drivers and then strategically focus on executing them. The literature reviewed identified a
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number of important strategies for attracting and retaining talent, as outlined below.

Strategies for Attracting and Retaining Talented Employees

Recruitment. Effective recruitment and selection are of strategic importance to any organisation
and is essential to ensuring that the organisation is able to achieve its objectives through people. A
recruitment strategy, preceded by a skills audit, is paramount in ensuring that the right people, with the
right skills, attitude and behaviour are attracted to the right jobs. Ensuring the right fit between the job
requirements and applicants improves the chances of increased job satisfaction and job performance. In
today’s global economy organisations are faced with the added challenge of retaining their top talent.
Organisations intent on retaining talent must have a sound recruitment strategy, one that is also
cognisant, of the advantages and disadvantages of attracting talent from within or outside the
organisation (Gomez-Mejia, Balkin & Cardy, 2004). Accordingly, we hypothesise:

Hypothesis 1. There is a positive relationship between recruitment and talent management.

Compensation, Rewards and Recognition. The rewards and recognition system serves as an
important component to building and retaining talent. Organisations that wish to achieve improved
performance and employee motivation, must combine monetary rewards such as a competitive salary
and benefits with non-monetary rewards such as recognition. Moreover, they need to also take into
account the prevalence of internal and external equity perceptions (Danish, 2010). To ensure that the
rewards are appreciated, business leaders and human resources practitioners need to ensure that
reward and recognition programmes are based on the organisational culture and value systems of
employees. Accordingly we hypothesise:

Hypothesis 2. There is a positive relationship between compensation, recognition and
rewardsand talent management.

Performance Management. Performance management is essential in identifying talented
individuals as it ensures the organisation appoints the right calibre of people in identified key positions,
which are in line with the organisation’s goals. According to Mathis and Jackson (2006:328),
performance management involves a process of identifying, measuring, communicating, developing,
and rewarding employee performance. Accordingly we hypothesise:

Hypothesis 3. There is a positive relationship between performance management and talent
management.

Learning/Training and Development. Once talent has been successfully recruited into the
organisation, the next step is to ensure that this talent is harnessed and fully utilised (Browning, Edgar,
Gray & Garrett, 2009). This should take the form of on-going employee training and development in
order to ensure that employees remain relevant in their careers. Learning and development is an
effective retention tool as it has a direct impact on employees’ motivation, commitment and job
satisfaction and is most effective when part of an overall performance management programme or
succession plan (Hamilton, 2008; Edralin, 2011; Karthik, 2012). In addition, organisations should focus on
the empowerment of talented employees through participative management, shared decision-making
and delegation of decision-making authority and responsibility from managers (DuBrin, 2010).
Accordingly we hypothesise:
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Hypothesis 4. There is a positive relationship between learning/training and development and
talent management.

Leadership. Wellins and Concelman (2005) propose that although there are multiple factors that
influence employee engagement, and consequently retention, the quality of leadership is the most
significant. Effective leaders require both technical and interpersonal skills to motivate employees as
well as having an understanding of diversity and organisational culture. If people are managed well,
challenged and given the necessary support, they can overcome obstacles, remain in the organisation
and achieve great results (Thomas, Harburg & Dutra, 2007). Thus leadership, at all levels, need to work
together towards attracting, engaging and retaining employees. Accordingly we hypothesise:

Hypothesis 5. There is a positive relationship between leadership and talent management.

Barriers to Effective Talent Management.

According to Mellahi and Collings (2010), a lack of a healthy pipeline to occupy strategic
positions within the organisation, changing organisational culture, aggressive external recruitment
practices, and generic talent management initiatives are obstacles to the attraction and retention of
talent. An overempbhasis on individual performance undermines teamwork, which has the potential of
creating destructive internal competition without yielding positive results (Lawler, 2008; Coulson-
Thomas, 2012). In order for talented individuals to flourish, they need to be led and managed
appropriately. Lastly, it is imperative for line managers to have good people management skills, as line
managers may block or delay the development of high potential individuals (Mellahi & Collings, 2010).
The research design follows.

RESEARCH SETTING AND METHODOLOGY
To test the hypotheses, the following research design and methodology was adopted:

Research Method
A quantitative approach was selected as it allowed for the collection of objective, precise and
specific data, therefore creating high levels of data integrity.

Measuring Instrument

A structured questionnaire was used as the primary data collection instrument. The items on the
guestionnaire were developed from the literature reviewed and the Society for Human Resource
Management (SHRM) 2006 Talent Management Survey (Fegley, 2006). In addition validated scales for
talent management, from studies done by Oosthuizen & Nienaber, 2010; Chikumbi, 2011; Mahlanza,
2012 and Pepeta, 2012, were incorporated. Minor adaptations were made to the instrument to
contextualise the questions for the banking sector. The questionnaire was randomly distributed to
employees at middle management level at identified South African, Zambian and Botswana banks. A
five-point Likert scale, ranging from “strongly agree” to “strongly disagree” was used to determine the
degree of agreement or objection to the statements in the questionnaire.

Data Collection

Primary data was collected by means of a structured closed-ended questionnaire that was
developed. Closed-ended questions were used as they are quick and easy to answer, and easy to analyse
and compare responses from the respondents. Secondary data sources comprised of books, journals
and electronic databases.
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The questionnaire comprised of two sections, namely biographical (Section A) and factors
influencing talent management: recruitment; compensation recognition and rewards; performance
management; learning/training and development; and leadership (Section B). The wording of the
guestionnaire was kept simple, logical and unbiased, making it easy for the respondents to provide
accurate responses.

Participants were requested to respond to statements pertaining to the aforementioned factors
in Section B of the questionnaire, such as: “My bank conducts skills audits to assess talent gaps”; “My
bank focuses on the internal talent pool before appointing from outside”; “My bank offers competitive
remuneration that is attractive”;, “The reward system contributes to me staying with the bank”;
“Employees receive constructive performance feedback from managers”; “Performance gaps identified
during reviews lead to staff training and development”; “I receive training to help me learn and grow in
my career”; and “There are opportunities to apply new skills to the job”. In order to test whether the
respondents fully understood the questions, a pilot study was conducted with eight respondents at
targeted levels within the South African bank, which resulted in no changes to the questionnaire content
and structure. Ethical clearance was obtained to conduct the study and moreover, the researchers,
assured respondents of anonymity and confidentiality of the information collected.

Sampling Method

Simple random sampling was utilised to select respondents from the population of middle
managers (regional managers, sales managers, branch managers and human resource managers) at the
three banks. The study focused at this level, because this is where the majority of key value roles are
found. Employees in these positions are crucial to driving business performance and providing
leadership to the rest of the employees. The sample sizes were as follows: 100 respondents from a
South African bank out of a total population of 267, 40 from a Zambian bank, out of a possible 300
middle managers and 200 from various Botswana banks, 20 respondents from each bank selected by the
Human Resource Managers. The final response rate for the study was of 94, 40 and 71 respectively or a
total of 205 respondents.

Research Reliability and Validity

In order to determine reliability of the measuring instrument, internal consistency reliability was
utilised, which assesses the consistency of results within a test (Trochim, 2006). This was done by
calculating Cronbach alpha coefficients, as displayed in Table 1, below. According to Nunally (1978), a
threshold alpha of 0.70 represents proof of a reliable score, whilst a score of 0.50 is acceptable for basic
research. All the Cronbach alpha coefficients for the current study exceed 0.83 which is to be expected
as the instrument was used before and was shown to be reliable (Fegley, 2006; Oosthuizen & Nienaber,
2010; Chikumbi, 2011; Mahlanza, 2012 and Pepeta, 2012).

To ascertain the validity of the research, content and construct validity was utilised. Content
validity refers to the degree to which a measure has appropriate content to measure the construct.
Construct validity in turn refers to how well the measure relates to other variables within theoretical
expectations (Babbie, 2005). The questionnaire was deemed valid with respect to both content and
construct validity as it contained the main talent management elements revealed in the literature
(Fegley, 2006; Cappelli, 2009; Ringo, Schweyer, DeMarco and Jones & Lesser, 2010; Oosthuizen &
Nienaber, 2010; Van Rooyen & Whittle, 2011; Chikumbi, 2011; Mahlanza, 2012 and Pepeta, 2012).
Moreover, it was clear and concise, as indicated by the participants in the pilot study.
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TABLE 1
Cronbach Alpha Coefficient
Talent Management Strategy Cronbach Alpha Coefficient
Recruitment 0.85
Compensation, recognition and rewards 0.83
Performance Management 0.90
Learning/Training and development 0.85
Leadership 0.87

The results of the study will be presented, analysed and interpreted next.

RESULTS

Table 2, below, represents the condensed aggregate mean scores of each talent management
strategy impacting the management and retention of talent. The discussion of the results will highlight
each strategy’s extremities and will provide an example of contributing factors. Furthermore, the
results are discussed in light of the theoretical model.

Descriptive Statistics for Talent Management Strategies

TABLE 2
Aggregate Mean Scores for Talent Management Strategies
South Africa Zambian Botswana
Talent Management Bank Bank Banks
Strategy Mean Star.lda}rd Mean Stal.lda}rd Mean Star.lda}rd
Deviation Deviation Deviation
Recruitment 2.97 0.78 3.32 0.97 3.68 0.87
Compensation
Recognition and Rewards 3.2 0.73 2.98 0.97 341 0.97
Performance Management 3.70 0.80 3.39 0.85 3.99 0.89
Learning Training and 3.47 0.72 3.15 0.88 3.83 0.94
Development
Leadership 3.77 0.75 3.56 0.84 3.71 0.98

Table 2 indicates that the Botswana banks, appears to have implemented the most effective
talent management strategies with the exception of leadership as experienced by the respondents. The
highest and second highest aggregate of all the talent management factors, namely performance
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management (3.99) and learning, training and development (3.83), was also recorded for Botswana
banks. Recruitment (2.97), at the South African bank, was the lowest rated talent management factor of
all. Respondents at the Zambian bank were most dissatisfied with compensation, recognition and
rewards (2.98) as compared to the South African and Botswana banks. The lowest rated talent
management factor across all the banks is compensation, recognition and rewards, whereas
performance management has the highest aggregate means of all the factors. An analysis of the
aggregate mean scores indicated that the banks in all three countries utilised the talent management
strategies identified in the literature. However, although the strategies for talent management were the
same for all the banks in the study, they were being implemented with varying degrees of success. This
is confirmed, also, in the graphical comparison below.

FIGURE A
Graphical Comparison of Talent Management Strategies
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A comparison among the banks, with respect to talent management strategies indicates the
following:

The Zambian bank and the Botswana banks have a more effective recruitment strategy for
talent management than the South African bank. It can be seen that the respondents agreed that the
Botswana banks had an effective recruitment strategy for talent management.

The results range from uncertain (South African bank and the Botswana banks) to “disagreeing”
(The Zambian bank) that the compensation, recognition and rewards system at their organisations is an
effective strategy for talent management.

Performance management and learning/training and development have been well managed as
strategies for talent management at the South African bank, the Zambian bank and the Botswana banks.
Performance management, on average, was rated higher for all the banks, as compared to the other
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talent management factors. Based on the analysis of this element, it is evident that all the banks
surveyed use performance management to drive their talent management strategies.

There is also evidence that the Botswana banks have a strong focus on assisting and supporting
employees develop their own performance. Table 2 shows that respondents at the Botswana banks tend
to agree with statements regarding learning, training and development (mean=3.83). Most of the
respondents believed that they can achieve their career goals in their respective jobs. They acknowledge
that their respective employers afford them the opportunities for growth and development. They also
tend to agree that they are given meaningful tasks that enable them to improve their skills.

Leadership strategies at the South African bank, the Zambian bank and the Botwana banks are
effective for retaining talent. It can be interpreted that most of the respondents have trust in the
leadership of their respective banks as well as expressing confidence in the senior leadership of their
respective banks. This can be attributed largely to the high correlation between leadership and
performance management, as reflected in the Pearson coefficient score of 0.88 which is highest
correlation of all factors. This is further supported by the fact that an overwhelming majority of
respondents (98%) had a clear understanding of their performance objectives and 68% further agreed
that they received constructive feedback from their managers. The results show that the relationship
between leadership and performance management is closely managed at the banks surveyed

Inferential Statistics

Hypotheses were tested with correlations and a multiple regression analysis. Table 3 shows the
Pearson product-moment correlation coefficients for all the variables. Pearson product- moment
correlations were calculated to measure the degree and direction of the relationship between the
various talent management strategies.

TABLE 3
Pearson’s correlation coefficient

Nr. Talent Management Strategy 1 2 3 4 5

1 | Recruitment 1.00

2 | Compensation, recognition and rewards 0.69 1.00

3 | Performance management 0.69 0.73 1.00

4 | Learning/training and development 0.70 0.63 0.70 1.00

S | Leadership 058 | 070 | 0.88 0.68 1.00
Statistical significant correlations are in bold (p>0.05)
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The study hypothesised that there was a positive relationship between talent management and
recruitment (Hypothesis 1), compensation, recognition and rewards (Hypothesis 2), performance
management (Hypothesis 3), learning/training and development (Hypothesis 4) and leadership
(Hypothesis 5). An analysis of Pearson’s correlation coefficient for the talent management strategies
(Table 3) reveals that all variables have a positive correlation; this means all variables have a significant
influence on each other. It is important to note that all the correlations are statistically significantly
greater than zero (p>0.05 in all cases). The practical significance of these correlations can also be seen as
large, following the guidelines set by Cohen (1988). These guidelines state that, for practical significance,
coefficients in the region of 0.1 can be seen as small, in the region of 0.3 as medium and in the region of
0.5 (or higher) as large. Furthermore, a multiple regression analysis was conducted to investigate the
relationships between the various talent management strategies (independent variables) and talent
management (dependent variable) depicted in the theoretical model. The standardised regression
coefficient (b*) indicates the effect of the independent variable on the dependent variable, while
keeping the other independent variables fixed. Table 4 shows a regression summary for the dependent
variable, talent management.

TABLE 4
Regression summary for dependent variable: Talent management
Standard
Independent Variable b* error of b p-value
b*
Recruitment 0.306 0.121 0.241 0.014
Learning, training and development -0.071 0.116 -0.060 0.543
Performance management 0.174 0.142 0.135 0.224
Compensation, recognition and rewards 0.399 0.119 0.317 0.001
Leadership 0.128 0.171 0.095 0.456
R=0.74; R?=0.55
Correlations are significant at the 0.05 level.
Significant correlations are in bold.

The independent variables investigated in this study explain 55% of the variance in talent
management. As reported in Table 4, significant positive relationships are evident between talent
management factors recruitment (p<0.05) and compensation, recognition and rewards (p<0.05) and the
dependent variable talent management. No significant statistical relationship was reported between
learning/training and development, performance management and leadership and talent management
respectively. Based on these results, support is found for Hypothesis 1 and Hypothesis 2 but not for
Hypotheses 3, 4 and 5.
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FIGURE B
Research model
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As for the regression analysis (Table 4), the research model shows that only Hypothesis 1 and
Hypothesis 2 are supported.

DISCUSSION AND CONCLUSION

In this article, we explain the need for effective talent management in the context of a highly
dynamic and competitive environment coupled with high skills shortages. According to the literature,
recruitment, compensation, recognition and rewards, performance management, learning/training and
development and leadership are the main factors impacting talent management. With regards to the
main research questions posed and the study’s hypotheses, the results of the study indicated that while
the banks in the three countries made use of the aforementioned factors to attract and retain talent,
the extent to which they had a positive impact on talent management varied. This resulted in the
acceptance of Hypothesis 1 and Hypothesis 2, due to significant positive relationships between talent
management factors recruitment (p<0.05) and compensation, recognition and rewards (p<0.05) and the
dependent variable talent management. No significant statistical relationship was reported between
learning/training and development, performance management and leadership and talent management
respectively, therefore Hypotheses 3, 4 and 5 were unsupported. This was also true for the analysis of
the results with respect to the theoretical model. The findings may be attributed to a lack of
understanding of the talent management strategy at the banks surveyed, as indicated by 49.4% of
respondents, and rapid organisational change which hindered the successful execution of talent
management initiatives, as reflected by 66.7% of respondents.
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Practical Implications

To attract, develop and retain talented managerial level employees the following practices and
strategies are strongly recommended based on the literature reviewed and the findings of the study:

Recruitment. A sound strategy for attracting talented employees should be preceded by a talent
audit to identify the current and future talent needs of the organisation. Having an attractive employee
value proposition is, also, important for attracting and retaining talented employees as it increases the
organisation’s appeal. Additionally, a recruitment strategy that contributes to talent management must
ensure the right fit between the job requirements and the incumbent’s skills, attitudes and behaviour.
Furthermore, an organisation must take care to ensure a healthy talent pool and pipeline to fill strategic
positions while being cognisant of the advantages and disadvantages of appointing talent from internally
as opposed to externally. This is supported by the results of this study, as recruitment strategies were
identified as a major contributor to talent management.

Compensation, recognition and rewards. If an organisation is to achieve improved performance
and employee motivation, it is imperative that they offer attractive and market-related remuneration
packages to avoid losing valuable employees to organisations that do. If rewards are to be truly
appreciated, they need to include a combination of monetary and non-monetary rewards as well being
closely aligned to what is important to and valued by the employees concerned. A well-structured
compensation, recognition and rewards strategy for talent management must also take into account
internal and external equity perceptions and address them as they arise. With regards to the empirical
study, compensation, recognition and rewards were identified as a major contributor to talent
management and retention.

Performance management. A performance management system that sets out to retain and
nurture talent must include performance reviews, regular feedback and coaching of employees. The
results of the study indicate that all the banks surveyed use performance management to drive their
talent management strategies

Learning/training and development. Learning, training and development initiatives that are
directed towards talent management should be on an on-going basis so as to ensure that the skills of
employees remain relevant to the organisations requirements. An effective training and development
strategy must be integrated with the organisation’s performance management system and succession
plan if is to have the benefits of motivating staff and building commitment. (Karthik, 2002; Hamilton,
2008 & Edralin, 2011) In addition, such a strategy should include opportunities for participative
management and shared decision-making so as to empower and develop employees (DuBrin, 2010). The
findings, however, suggest that learning/training and development may not be pursued by the banks
surveyed as a key driver for retaining managerial level employees.

Leadership. The involvement of leadership with regards to setting objectives and in supporting
employees to understand set objectives enables them to overcome obstacles, remain in the
organisation and achieve great results (Thomas, Harburg and Dutra, 2007). The working together of all
levels of leadership is required for attracting and retaining talented employees. Leaders play a crucial
role in instilling confidence in and appeal of an organisation. For leaders to be able to inspire and drive
employee performance and commitment, they need to possess both technical and strong interpersonal
skills as well as having an understanding of diversity and organisational culture. The more effective the
leadership of an organisation is, the more likely it is to retain, particularly, managerial level employees.
The positive correlation between leadership and talent management in the study supports the literature
which states that quality of leadership is the most significant factor influencing retention (Wellins &
Concelman, 2005).
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Limitations and Future Research

A possible limitation of the study is that the sample size of 205 participants, while being
adequate for statistical analysis, may restrict the ability to generalise the findings beyond the related
hypotheses. Additionally, all 205 respondents were drawn from the banking sector in South Africa,
Zambia and Botswana. Further research with a larger sample size, across different sectors and including
more geographical areas and organisational levels would add value and improve the generalisability of
this research.

Furthermore, the definition of talent management that was used in the study was perhaps too
broad and not being specific enough for each factor may have resulted in certain hypotheses such one
relating to leadership not being supported. Also, it was assumed that the talent management factors are
the same for all levels of employees, however, as the results indicated learning/training and
development is not a key strategy for retaining managerial level employees, while compensation,
recognition and rewards is.

The highly dynamic and competitive nature of the environment in which businesses operate
today has emphasised the critical importance of attracting, engaging and retaining talented employees
to increase productivity and profitability. The African banking sector, while being comparatively more
stable and resilient than their counterparts in America and Europe, is still under considerable pressure
to achieve customer satisfaction, high product sales, motivated staff, and effective succession planning.
To do this, a clear and compelling talent management strategy is essential. The study’s survey was
targeted specifically at middle-level managers as the banks experienced problems retaining staff at this
level of management.

The literature reviewed indicated that quality leadership, effective performance management
and on-going learning/training and development are important talent management strategies,
however, the empirical study showed that for managerial level employees in the banks surveyed, the
two most significant talent management strategies are recruitment and compensation, recognition and
rewards. From the results, it can therefore be deduced that a comprehensive talent management
strategy, incorporating the factors identified in the literature is not being instituted at managerial level
in the banks surveyed. The study confirms that for organisations wishing to achieve the competitive
advantage necessary for growth and long-term success, an integrated talent management strategy must
be developed and executed according to the organisation’s individual talent needs and priorities.
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ABSTRACT

Double bind situations are those in which the gender prototype and the profession prototype reflect
conflicting role expectations and demands (Valian, 1999). Through an ethnographic analysis of
interviews and online forums discussions of women in F/OSS, we show that women experience the
double bind in a variety of ways, as threats to their professional identity, as threats to their gender
identity, as threats to both identities, and as no threats. We also find that women respond to these
threats by resorting to a range of strategies, from more pro-active such as fighting the stereotypes to
more passive such as ignoring threats. Finally, we find that meritocratic, online contexts foster
paradoxical tendencies in terms of the double bind.

Keywords: Double-bind, gender, free/open source software
INTRODUCTION

The double-bind women face when they enter male-dominated occupations has been identified
as an important challenge for women’s careers and well-being, as well as for professions and
organizations trying to attract women (Malcolm, Hall, and Brown, 1976; Etzkowicz, Kemelgor, and Uzzi
2000). The double-bind has been documented in a wide range of professions such as science and
engineering, law, high finance, academia. In these situations, the gender prototype and the profession
prototype reflect conflicting role expectations and demands, such that women have something to lose:
either the belief in their professional abilities, or their ability to see themselves as feminine (Valian,
1999). As its definition suggests, the double bind is largely the outcome and medium of interacting
identity processes: one’s professional identity and one’s gender identity.

The two identity processes producing the double bind — developing one’s professional identity
and one’s gender identity — have been studied extensively. As members of professions, women (and
men) strive to develop a professional identity, i.e. the constellation of attributes, beliefs, values,
motives, and experiences in terms of which people define themselves in a professional role (Schein,
1978). As the literature on the double bind found, in male-dominated professions women’s professional
identity development is stunted both by a lack of legitimacy and by their own doubts about their ability
to succeed (Kanter, 1977; Faulkner, 2007).
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At the same time, women (and men) are constantly performing their gender in interactions,
including professional interactions, by confirming as well as by disconfirming socially accepted
conceptions of gender (West and Zimmerman, 1987; West and Fenstermaker, 1995). The literature on
doing gender has brought to light the ways in which women twist their gender identity in order to
conform to expectations about their professional role — often by adopting a masculine interaction and
dress style, sometimes by enhancing traditional femininity — as well as these efforts’ negative
consequences for women’s well-being and for their advancement as a group (Gherardi, 1994; Pierce,
1995; Pini, 2005).

While we currently know a lot about the processes underlying the double bind — professional
identity formation and gender identity —, both theoretical and empirical work has tended to focus on
one process or the other instead of considering the full challenge of building gender and professional
identity concomitantly. Or, the essence of double bind situations is that constructing one identity
infringes on the other (i.e., establishing oneself as a professional undermines one’s gender identity and
vice-versa). The complexity inherent in the double bind means that women might experience this
situation in very different ways: some might feel like their professional identity is threatened, some
might feel that their gender identity is threatened, some might see them as linked, and some might not
see a problem at all. Moreover, the range of responses people have to this situation might also be
varied. After all, while many women leave the male-dominated professions, some do manage to build
strong professional identities. Therefore, we used a qualitative methodology to address a question of
both theoretical and practical import: How do women experience and respond to the double bind as a
whole? Thus, our inquiry is not about gender separately or professional identity separately, but about
their intersection in women'’s experiences.

We employed this exploratory design in the free and open source software development
community (henceforth called F/OSS). This is a context that should allow for the greatest variety of
experiences and responses to be present and visible, precisely because it is less formally structured,
meritocratic, and online, so people should be freer to interpret the situation in different ways and also
freer to respond to it in different ways.

LITERATURE REVIEW

The Double Bind Literature

The double bind takes its name from the well-documented hurdles facing women who enter
professions that are seen as masculine: the conflicting role expectations and demands placed on them
by their gender and their professional identity. As this definition suggests, the double bind is predicated
upon two types of stereotypes. The first associates women with particular roles and behaviors (kind,
soft, care-taker), while the other associates various professions with roles and behaviors, (strong, taking
charge, decisive) that are seen as opposed to feminine characteristics. Thus, prejudice toward women
who enter professions seen as requiring male characteristics stems from the incongruity that people
perceive between the requirements of the professional role and gender roles (Eagly and Karau, 2002).
Gender roles are “consensual beliefs about the attributes of women and men” (Eagly and Karau, 2002:
574) that include both descriptive norms (consensual expectations about what members of group
actually do), and injunctive norms (consensual expectations about what a group of people should do or
ideally would do).

The double bind has been documented in numerous male-dominated domains, i.e. those in
which women represent a small minority. Thus, studies have shown the double bind in professions
traditionally dominated (some exclusively) by men, such as science and engineering (Malcolm, Hall, and
Brown, 1976; Hill, Corbett, and Rose, 2010; Wajcman, 1991, 2004), academia (Etzkowicz, Kemelgor, and
Uzzi 2000; Koenig, 2009), agriculture (Pini, 2005, Pilgeram, 2007), law (Pierce, 1995; Garcia-Lopez ad
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Segura, 2008), high finance (Fisher, 2012) management (Marshall, 1984; Cockburn, 1991; Kanter, 1977),
business leadership (Sinclair, 1998). For example, the preponderance of men in science and engineering,
and the reduction of the number of women in computer science and IT during the 1990’s (Margolis and
Fisher, 2002) have preoccupied teachers, school administrators, and policy makers. In spite of the slow
progress (Valian, 1999; Hill, Corbett, and Rose 2010), women continue to make inroads in male-
dominated professions, and they do so by resorting to specific strategies to build their professional
identity and image, such as strong relationships with strong mentors and experimenting with new
behaviors (Ibarra, 1997, 1999; Pratt, Rockmann, and Kaufmann, 2006).

The double bind has important consequences for women’s professional identity for three main
reasons. First, women often experience threats, challenges to their presence and work contributions.
While often people are not perceived in their desired manner, in spite of their considerable effort
(Goffman, 1959), in male-dominated fields women experience a particular type of social identity
devaluation, understood as threats to the perceived value of the group (Ellemers, Spears, and Doosje
2002). Thus, when a woman is told “You probably cannot be the tech person because you are a girl”; or
when she gets unwanted and inappropriate sexual attention in a professional situation, she will find it
difficult to reconcile the contradictory self-concepts and achieve the desired professional identity.

The second main reason for the difficulty women have in developing their professional identity
in male-dominated domains is that often women themselves internalize the gender-role incongruity
pervasive in these domains. Ever since Kanter’s (1977) work on tokenism we know that in male-
dominated professions, both men and women tend to exaggerate sex differences. The consequence of
such differentiation based on sex category means that women are devaluated by both sexes (Reskin,
1988). As a recent study found, women in science and engineering have lower confidence in their
professional role than their male counterparts (Cech, Rubineau, Silbey, and Seron 2011). Because the
incongruity between gender and professional identity is perceived by all, including women themselves,
they experience a double bind. Valian has expressed most cogently how the double bind feels to a
woman: “[i]f she is professionally successful, she must either see herself as having masculine traits —and
thereby run the risk of seeming unfeminine to herself and others — or as having compensated in some
way — through luck or extraordinary effort — for a lack of masculine characteristics. Unlike a successful
man, a woman has therefore something to lose from success: either her gender identity or belief in her
ability” (Valian, 1999, p. 20). In these settings, therefore, the development of a professional identity is a
challenge for women as they struggle not only with a lack of legitimacy, but also with their own doubts
about their ability to succeed.

The third main reason why it is difficult to build one’s professional identity in male-dominated
fields has to do with the variety of gender work women do in these settings, i.e., their constant
monitoring of their actions, and self-presentation (appearance and interaction style). Regardless of
whether this gender work is upholding or subverting traditional notions of femininity, this incessant
identity work is necessary in view of the male prototype dominating these fields, can be exhausting and
even depressing, and can have a negative impact on the development of one’s professional identity.

In sum, the literature on the double bind has uncovered many of the causes and consequences
of this phenomenon, as well as how it plays out in various domains, and it has identified some solutions
for addressing it. At the same time, the specific strategies, practices and perspectives used by women
who stay in male-dominated professions and the ways women tend concomitantly to their professional
and to their gender identities have been less examined. One strand of research that has focused more
directly on these issues is the doing gender literature.

The Doing Gender Literature
The doing gender literature has provided the most complete statement about the close

relationship between gender and professional identity. This literature shows how all organizations are
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gendered because women (and men) constantly do gender, i.e. continually construct differences,
including gender in routine social interactions by conforming as well as by disconfirming gender norms
(West and Zimmerman, 1987; West and Fenstermaker, 1995). This radically new perspective that
challenged the notion that gender is an individual attribute or role, has generated a host of insightful
studies that brought to light the many ways in which both women and men produce gender differences,
including in the work place. The notion that gender is something that is accomplished in practice has
been developed in sociology (Gherardi, 1995), communication (Ashcraft and Mumby, 2004) as well as
management (Calas and Smircich, 1996; Ely, 1995).

The doing gender literature is particularly useful in illuminating the double bind for two reasons.
First, it has examined in detail the production and consequences of the male stereotype infusing
professions such as engineering, science, academia, finance. For example, the field of engineering is
constructed as male (Faulkner, 2000, 2007; Bucciarelli, 1994), and the model for computing is the
socially incompetent hacker (Faulkner, 2001; Turkle, 1988; Wajcman, 1991, 2004), which has important
consequences for the way women and men are treated and rewarded in this profession.

Second, by defining gender as something people do, this literature has led to a host of in-depth
gualitative studies that have uncovered the multiplicity of strategies women use to adapt themselves to
male-dominated domains. Starting with the landmark study by Gherardi (1995), these studies have
shown how women in work organizations use a variety of approaches to address the twin challenge of
fitting the expectations of their professional roles and of maintaining their gender identity. Women'’s
responses to the double bind can be placed on a rich continuum of daily gender and professional
negotiations (Gherardi, 1995; others, Ely, 1995). The empirical studies on gender doing have identified
three broad types of gender strategies women adopt in male-dominated fields. Thus, many studies
found that the majority of women in male-dominated domains tend to hide their femininity and become
one of the boys in order to be taken seriously. For example, as women enter the engineering profession,
they feel they have to demonstrate solidarity with the engineering culture by adopting the gender-
neutral ideology of engineering (Rhoton, 2011), to modify or renounce their ‘gender status’ by adopting
a masculine attire and ways of interacting (Kvande, 1999).

Another frequent strategy is to emphasize traditional forms of femininity, such as women
cadets’ uniform adherence to traditional aspects of femininity such as privileging family life over career,
or maintaining accoutrements of traditional femininity such as hair style (Silva, 2008). It seems that
often women, while adopting male ways of interacting and behaving professionally, are also expected to
use their supposed feminine skills and attributes and look feminine and provide emotional support
(Eagly, Makhijani and Klonski, 1992).

While most studies found that women at all levels of professional identity tend to adopt a
‘becoming one of the boys’ strategy and thus leave untouched, and even reinforce the male stereotype
of their professions, some research has noticed that both men and women don’t always behave in ways
consistent with role expectations and that, in fact, both men and women behave in ways that reject
gender norms. This phenomenon has been called ‘undoing gender’ (Butler, 2004; Deutsch, 2007) or
‘doing difference’ (Fenstermaker and West, 2002). This third type of gender strategy entails behaving in
ways non-consistent to either the male prototype or the feminine prototype, for example by presenting
oneself as a lesbian, or by speaking up against discrimination. As a nuanced study of Harley Davidson
women shows, these women don’t ‘undo’ gender completely, or thoroughly; some may still act in
gender-stereotypical ways in some areas of their lives even as they expand their experience of
femininity through their bike-riding (Martin, Schouten, and McAlexander, 2006). Thus, women do
gender, but they also do ‘do difference’ by pushing for the acceptance of their gender, of their
femininity or lack thereof.

In a situation in which they cannot ‘win’, i.e. in which they have difficulty to express their
feminine gender identity while in male-dominated professions such as science or engineering, women
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experience ‘gender inauthenticity’ (Fox Keller, 1985; Cockburn, 1999; Faulkner, 2007). The term ‘double
bind’ in engineering means that women experience a “constant struggle to prove that they are not only
‘real engineers’ but also ‘real women’” (Faulkner, 2007: 37). Scholars have talked about women feeling
like ‘travelers’ (Marshall, 1984) or ‘intruders’ (Gherardi, 1996) to express the feeling of being on
unfamiliar territory.

In contrast to work that has portrayed the lonely woman at higher levels as acting as a token
(Kanter, 1977; Ely, 1995), the doing gender literature suggests that there is a multiplicity of strategies
that women at all levels may adopt. However, the doing gender studies tend to focus exclusively on
doing (and undoing) gender, thus implying that these women’s professional identity is unaffected and
it’s just their gender identity that has to be “done”. Furthermore, in spite of the attention to the various
instantiations of the doing gender strategies, this literature tends to focus on two types of strategies —
either camouflaging femininity and engaging in discourse of masculinity, or playing up one’s traditional
femininity. Fewer studies have documented the possibility of women challenging the norms and
stereotypes in various professions, and when they do so they talk about the rarity of such ‘doing
difference’ strategies that have the potential to enlarge the range of femininities in these professions
(Rhoton, 2011; Kvande, 1999; Kemelgor and Etzkowicz, 2001).

In this study, we sought to extend these findings by uncovering the vast array of ways in which
women experience and respond to both aspects of the double bind — the gender and the professional
identity. Our focus is on ‘how’ more than on ‘how much’. So our questions are (a) how do women
experience and respond to the double bind, what tactics do they employ?; and (b) how is the double
bind experienced in newer forms of organizations?

METHODS

The free/open source software development (F/OSS) communities are a context particularly
well suited because it combines a population facing particularly challenging double-bind situations with
an online environment that allows a lot of freedom and flexibility to experience and respond to the
situation in a variety of ways. Such an extreme case can reveal the phenomenon under focus with
greater clarity (Eisenhardt, 1989; Pratt, Rockmann, & Kaufmann, 2006). We adopted a grounded theory
approach to analyzing qualitative data, because this research design is well-suited for gaining a rich
understanding of a phenomenon and generate new theory on it (Dey, 1999; Edmondson & McManus,
2007; Locke, 2001; Strauss & Corbin, 1990).

Research Setting

The free software movement was formed in the 1980s, after software companies started
applying intellectual property laws by restricting access to the source code. As a response, the Free
Software Foundation was created, based on the idea that everyone should have free access to the
source code, so as to be able to modify the software according to their needs, improve it and
redistribute it to others. The success story of the F/OSS community comprises well-known products such
as Linux, Apache, Perl or Gnome. The vast majority of F/OSS participants are not paid for their work or
services to the community. In principle, anyone with an internet connection and with knowledge of
programming can participate — contributing code, signaling bugs, writing documentation, organizing
events, proselytizing, teaching and helping others. Most interactions and coordination take place online,
which makes these communities geographically dispersed organizations (Kogut & Metiu, 2001), with
greatly diminished status effects (e.g., Dubrovski et al., 1991). Consequently, F/OSS communities differ
in essential ways from traditional organizations: They are (or at least claim to be) non-bureaucratic,
egalitarian, and meritocratic, with little to no formal structures and with an ideology of help and
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openness to newcomers, an organizational model that has been described as a bazaar, in contrast with
the cathedral model of formal organizations (Raymond, 1998).

These characteristics make the F/OSS communities seem like a counterintuitive setting for
studying double bind situations. In this open and meritocratic context one might expect women to
participate in larger numbers than they do in more traditional IT companies. Yet to anyone who attends
an open-source conference, the scarcity of women is striking. As a study financed by the European
Commission revealed, only around 1% of all programmers are female (Navfus, Leach & Krieger, 2006). In
one the biggest F/OSS communities (Linux), 99.6 % of the developers mentioned in the credits files are
male (Tuomi, 2004). These figures are even more surprising when compared to the 25 percent of
women holding computing jobs overall, according to the National Center for Women and Information
Technology (http://www.ncwit.org/resources/women-it-facts). Furthermore, in the rare cases when
women do get involved in F/OSS activities, they tend to work on documentation, translation, and other
tasks that are considered of lower-status, especially when compared to code writing. Surprisingly, F/OSS
is a context that strongly displays “hegemonic masculinity” (Connell, 1987) — a culture that is highly
heterosexual, hyper-rational, and based on ideals of domination, aggressiveness, and competition
(Levin, 2001). Like the entire field of information technology, F/OSS is imbued with a “geek” or “hacker”
mythology (Lin, 2005; Navfus, Leach, & Krieger 2006; Margolis & Fisher, 2002). In many ways, therefore,
women in F/OSS communities represent an extreme case of the double-bind phenomenon.

Data Sources

To familiarize ourselves with the F/OSS community, we attended two F/OSS conferences (each
author attended a different conference), where we listened to presentations, participated in informal
events, and talked with men and women about general issues related to F/OSS as well as about specific
issues related to the scarcity of women in this setting. At both conferences, we attended some of the
women’s groups meetings that took place. At one of the conferences, we also organized a focus group
with seven women involved in F/OSS. The focus group discussion, even though informal, identified a
whole range of issues women have to deal with in their professional lives.

During this first phase of the project we also read relevant personal webpages of women
developers, as well as the blogs of women involved in F/OSS. We also read white papers published by
F/OSS women themselves. We also subscribed to two women’s online groups, a source of data we will
discuss in more detail shortly. For several months we read the messages on these women’s groups
dedicated mailing lists.

This initial, preliminary stage helped us gain insight into the population we wanted to study and
the double-bind situations it faced. This stage confirmed our beliefs that women in F/OSS communities
represent a highly appropriate population on which to study the double-bind phenomenon. After this
initial stage, we proceeded to collect data in a systematic manner, from two sources: (1) interviews with
members of F/OSS communities, and (2) messages posted on two of the main women’s online groups.

Interviews. We interviewed 16 women involved in different F/OSS communities. The interviews
were performed either face-to-face or by phone, and lasted on average one hour. They were taped
recorded and transcribed verbatim; the transcripts combine into a 172 pages, single-spaced document.
We collected this interview data using a semi-structured protocol focused on how women experience
participating in F/OSS communities, and especially how they experience and deal with double-bind
situations. We used mostly open-ended questions in order to capture the richness of each woman's
experience (Spradley, 1979). Most of these questions emerged from the insights we gained during the
preliminary stage of the study, combined with our understanding of the gaps in the research on the
double-bind phenomenon.

The knowledge of the population we gained in the preliminary stage of the project helped us
identify two dimensions potentially important in determining how F/OSS women experience and deal

212


http://www.ncwit.org/resources/women-it-facts

Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

with double-bind situations: level of experience and type of involvement. Following principles of
theoretical sampling (Corbin & Strauss, 2008; Eisenhardt, 1989), we therefore sought to interview
women who varied on these two dimensions. Based on the information we gathered in the preliminary
stage, we created two classifications for experience: Juniors (women who have been active in F/OSS
between 1 and 7 years) and Seniors (women who have been active in F/OSS between 8 and 15 years).
We created three classifications for type of involvement: User (women who use F/OSS products), Code
Contributor (women who write code for F/OSS projects), and Usability Contributor (women who
contribute by improving the usability of F/OSS projects). We interviewed eight junior and 8 senior
women; six were users, four were code contributors, and six were usability contributors.

Archival Data. We downloaded all the messages posted on two women’s online groups for a
period of one year. Several F/OSS projects have groups specifically dedicated to women. We selected
two of the most prominent such groups: Women Geeks 1 and Women Geeks 2 (two pseudonyms),
simply because they had the largest number of messages. Women associated with these projects have
constituted their own groups in order to give each other support and guidance. Women Geeks 1 is the
oldest women’s group in F/OSS. According to its charter, Women Geeks 1 “is a community for women
who like Open-Source software 1 (a pseudonym for the project), and for anyone who wants to support
women in computing.” Women Geeks 1 was created over twenty years ago and it counts several
hundred members from many countries. Women Geeks 2 was created around fifteen years ago. As
stated on the group’s website, “We seek to balance and diversify the Open-Source software 2 (a
pseudonym for the project) by actively engaging with interested women and encouraging them to
become more involved with Open-Source software 2. We will promote women's involvement in Open-
Source software 2 by increasing the visibility of active women, providing mentoring and role models, and
creating opportunities for collaboration with new and current members of the Open-Source software 2.”

From Women Geeks 1 we collected 196 messages posted by 72 individuals (94% of them are
women). From Women Geeks 2 we collected 167 messages posted by 57 individuals (63% women).
There was little overlap between the two online groups: 7 women posted messages on both. The data
we collected from both forums consisted of a total of 363 posted messages, which combine into a 302
single-spaced document.

Data Analysis

We analyzed the data using a grounded theory approach (Glaser and Strauss, 1967). We
considered each paragraph in the interviews and the posted messages as units of text that can be
coded, i.e. assigned to a category with distinct meaning. We used a two-step coding process. We first
each independently read all the data and derived codes inductively from it, placing portions of text into
broad codes. We started with a close line-by-line read of the data (Miles and Huberman, 1994) and
followed the compare-and-contrast method (Glaser and Strauss, 1967). In the second step, we met and
discussed the emergent codes. Through these discussions we generated and refined a code dictionary.
Through an iterative process of comparing our analyses, as well as with extant theory on the double
bind phenomenon, the code dictionary evolved: we changed existing codes or added new codes
whenever necessary, both to capture new meaning, but also to capture more specific, fine-grained
dimensions of the initial, broader codes. Our results, presented below, need to be interpreted by
keeping in mind that the experiences and interpretations analyzed in this paper are those of women
‘survivors’, i.e., those who managed to stay in the community at least until the date of the post and/or
of the interview.

213



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

RESULTS

How Do Women Experience the Double-Bind?

We found that women experience and interpret double bind situations in three ways: 1) as
threatening to their professional identity, 2) as threatening to their gender identity, and 3) as
threatening to both their professional and their gender identities.

Threats to professional identity. Some women interpreted double bind situations primarily as
threats to their professional identity. These narratives can be grouped into two categories: 1) Women
being perceived as professionally incompetent because they are women, and 2) Women receiving sexual
advances; in these situations, women perceive that their professional identity is overshadowed by their
gender identity.

Perceived incompetence. These narratives describe others’ beliefs that a woman is very unlikely
to be a good IT professional. The women in our sample reported being mistaken for the “receptionist”
(WG1 24") or "someone's non-technical girlfriend" (WG1 17). One woman posting on Women Geeks 1
recounted going to a trade show and asking a vendor a few technical questions: “The answer? ‘Here's a
pamphlet, give this to your IT guy.”” (WG1 24).

Perceived invisibility. These narratives describe women receiving unwanted sexual advances in
professional encounters. Beyond experiencing such situations as awkward and uncomfortable, what
seems to bother women the most is that being sexually objectified annuls their professional identity,
writing it off as non-existent or at least non-important. Most of these narratives describe situations that
happened to the narrators directly; they are fraught with sad and/or angry overtones. For instance, one
of the women we interviewed recalls interviewing for a job; part of the interview took place online, and
during that phase “the first 50 or so comments focused on the fact that | am a woman, and whether or
not | was sexually interesting”(Dora).

Threats to gender identity. Some women interpreted double bind situations primarily as threats
to their gender identity. These narratives are centered on the extremely low numbers of women in this
community, which generates in these women the feeling that they are weird, freakish creatures. For
example, one woman wrote that she almost left IT because too many people treated her “as some sort
of freak for being technically inclined” (WG 1 14). Similarly, an interviewee said: “My friends remind me
of the fact that, by their standards, I’'m incredibly geeky because I've gone to all these programming
competitions, plus | use Imax, which apparently is the weirdest thing anyone can ever do...” (Sonia).

Part of the threat to gender identity arises from women having themselves internalized gender
stereotypes. For instance, one of our interviewees, a very accomplished woman, talked about the
difficulty she finds fitting into a field where there are so few women like herself, both because she is
perceived as an anomaly by others (“some people think this odd”), and because that perception, over
time, becomes internalized (“I start wondering if | am anomaly”). Consequently, this threat, though
originating in others, does not pose solely a perception problem, but also an internal one, stemming
from women actually questioning their own gender identity.

Threats to both professional and gender identities. Some women interpreted double bind
situations primarily as threats to both their gender and their professional identity. These narratives are
centered around the stereotype that “women do not like computers”. When confronted with this
stereotype, women experience significant frustration, as it implies that they are both lesser
professionals and lesser women.

While the prototypical “hacker” proudly situates himself outside of “mainstream” sociality
(Raymond, 1998) women, by virtue of being sociable, are equated with the mainstream. They are seen
as able communicators, representatives of the “social” domain that is separate from and contrasted to
the technical domain. The women in our sample are aware of being stereotyped in this way; as one
woman wrote: “lI am tired of being the archetype. | am a human being, not a representative of All
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Women Everywhere” (L14). The absence of women reinforces the stereotype (Nafus, Leach, & Krieger,
2006); as one interviewee explained:

The open source community is about meritocracy. So you’re worth as much as you contribute to
the community, and also as much as you know, technically. So the fact that there are few women in the
community gave the impression to open source developers that women have some problem with
it...They thought ‘Women don’t like computers, there is nothing we can do’” (Sarita).

No threat. Some women interpreted double bind situations as non-threatening. They “don't see
any difficulties” (Sherry), or “can't remember a single incident where my qualifications have been
questioned because of gender...Neither can | think of any situations where | have received negative
remarks due to my gender...I know these things happen, they have just never happened to me” (WG1
28).

These women are often aware that they are the exception: “My case may or may not be unique.
Perhaps | am an extraordinary skilled unix sysadmin that nobody dares question the skills, or perhaps my
friends, colleagues and mates are extraordinary polite and nice, perhaps my social antennas are too
weak to observe anything but very direct comments” (WG1 28).

How Do Women Respond to Double-Bind Situations?

Our second research question explored the ways in which women respond to double bind
situations. Out of the 98 narratives of double bind situations in our data, 72 also describe the strategies
the women used in response to these situations. Based on these data, we identified four types of
responses: 1) suppressing either the professional or the gender identity, 2) trying to fight stereotypes
that lead to double bind situations, 3) using such stereotypes to one’s advantage, and 4) ignoring the
threats posed by the double bind situations.

Suppressing one identity. When the double bind situation was interpreted as primarily a threat
to professional identity, most women responded by suppressing either their professional or their gender
identity.

Suppressing gender identity. This category includes responses aimed at making gender identity
less visible. While some women try to reduce gender salience and “blend in”, for instance by adopting a
masculine dressing or communication style (“undoing” gender), other women try to make gender
completely invisible, for instance by using a gender neutral email (a category which we call “not doing”
gender). Many women talked about changing their appearance to blend into a male-dominated setting.
For instance, one woman wrote: “Despite being someone who actually enjoys wearing dresses, wearing
makeup on occasion, and having long hair & nails...I got to the point where | very deliberately chose to
make my appearance more gender-neutral” (WG1 19). Often this was in response to negative
experiences.

More rarely, women feel they need to go further in hiding their gender identity, by also
changing their behavior to make it more masculine — more assertive, even aggressive. One woman who
has adopted such a style was wondering if other women also feel that “you have to be intentionally
more aggressive or more dominating than you would naturally be in order to get ahead in your work”
(WG27). An interviewee also mentioned: “I think | am more assertive now than | used to be” (Karen).

Because the virtual context of F/OSS makes anonymity possible, numerous women adopt
masculine or gender-neutral email addresses in order to hide their gender identity. In our context, 40%
of Women Geeks 1 participants and 25% of Women Geeks 2 used a gender neutral or a male email
address. We call this response “not doing” gender, because in contrast with the “undoing gender”
response described above, here women hide their gender by taking it out of the social equation rather
than hiding it by behaving contrary to gender stereotypes.

Suppressing the professional identity. Several women adopted the rather drastic response of
suppressing their professional identity. These narratives provide us with a brief glimpse into a

215



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

population we did not access: the women who left the F/OSS community. As one woman wrote: “A lot
of us preface our stories with "l've been really lucky..." -- the thing to remember here is that you're
getting the opinions and stories of women who have, by and large, made it through and are still kicking.
Most women don't make it as far as we have, and part of that can be just luck.” (WG1 33).

Fighting stereotypes. Some women responded by trying to fight against the stereotypes that
they perceive to be at the core of the double bind phenomenon. This response was adopted by women
who perceived double bind situations as threatening their professional identity, their gender identity, or
both. There are four ways in which this response is enacted: speaking against stereotypes, making
women visible in the F/OSS community, forming and/or joining women’s groups, and enlisting the
support of male allies.

Speaking against stereotypes. Speaking against stereotypes is a response aimed at myths
permeating the F/OSS community, such as “women do not like computers” or “women are not good at
computers”. To that end, some of our participants posted online results of scientific studies exploring
these stereotypes and exposing their detrimental effects. They also drew attention to stereotype-laden
articles and discussed them. Women who adopt this response believe it is important to stand up against
those who reinforce stereotypes through what they say, write, or do; in the words of one of our
interviewees, “I find that in the open source community, as in life, standing up to bullies is the only way
to move forward” (Dora). The data contains many examples of situations when this strategy was
successful. For instance, an interviewee described her outrage at receiving an application form from a
national organization that was searching and promoting role models for women in IT; the application
form asked for “such vital things as your height, bust, waist and hip measurements.” In response, she
blogged about the incident and, together with other women who were similarly outraged, organized an
online campaign that ultimately “drummed up so much negative publicity that the sponsors backed out”
(Sonia).

While they recognized the importance of fighting stereotypes, women were also aware that this
is a very difficult and risky undertaking. In the words of one of our interviewees, “It’s hard to deal with it.
The way | deal with it is | try to fix it. But that’s, it takes a lot of effort and understanding” (Vera).

Visibility. Some participants believed that one way to fight the stereotype that “women don’t
like computers” is to simply show that they do, by making women in the F/OSS community more visible.
The data contains many examples of women giving talks and being role-models for other women. For
example, one woman posted about giving a talk “on free software and computer science in general at a
girl's school. They have the problem, that their Computer Science classes are very unpopular and
apparently on the verge of being cancelled” (WG219). Another interviewee told us she never refuses to
give a talk, precisely because she knows it is important for her to be visible as a woman in this
community.

Women’s groups. Some participants adopted a response that could be described as “strength in
numbers”: Instead of (or in addition to) fighting stereotypes individually, they created or joined
women’s groups, so that they can carry the fight together. Such groups, like the two online forums that
were the virtual sites of our data collection, promote women’s visibility in the F/OSS community.
Moreover, they provide help for female newcomers, who are warmly greeted into the community and
offered access to important resources, both technical and emotional. The groups attenuate the feeling
of being a “freak” and the loneliness that is so pervasive among the women in F/OSS, as described in the
previous section; as one woman posted: “It's been a wonderful social outlet for me, a good technical
resource, and a lot of inspiration and support. | think the most important work Women Geeks 1 has
done is to encourage and support women in tech. Our most important message is ‘You are not alone’”
(WG1 8).

Male allies. Interestingly, the few men who participated in the forum discussions (3 in Women
Geeks 1 and 2 in Women Geeks 2) expressed their willingness to play the role of a male ally: “I very often
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wonder, ‘What the heck can | possibly do? I’'m just one person!” And now I’m hearing that just being one
example can be a crucial difference.”

Taking advantage of stereotypes. Some of the women who perceived double bind situations as
primarily a threat to their professional identity responded by using stereotypes to their advantage. For
example, an interviewee told us that that her appearance helps her “shock the heck out of the people”
(Sonia), because they assume that she knows nothing about computer components, especially when she
dresses very femininely. Similarly, another interviewee described a situation when she added her photo
on her profile on a technical forum, because she thought that “lI would get feedback to questions
faster”. She expressed ambivalent feelings about using this strategy: “I always felt bad about playing the
damsel in distress, but it's what | kind of felt | was doing with my picture displayed. But | did get my
answers and maybe it did work to get my answers faster” (Flora).

Doing nothing. Despite our initial resistance to consider the lack of action as a response, this
category clearly and forcefully emerged from the data as a separate way in which women deal with
double bind situations, when they perceive them as threats to either their professional identity or their
gender identity. Some women knowingly chose to do nothing and simply ignore the threat. In some
cases, this response is rooted in past experiences of trying other strategies and failing. For example, one
woman described how complaining to her boss about situations when she has been hit on by male
colleagues gets a “oh, well I'll talk to him” response with no follow-up (WG1 24). Another woman
described protesting about sexist remarks online as “ALWAYS a losing battle” (WG1 2).

DISCUSSION

Our study shows that women in F/OSS experience the double bind as a variety of identity
threats, primarily stemming from the incongruence between two conflicting images: the prototypical
view of women and the prototypical programmer member of the F/OSS community as the proverbial
male “IT geek” who is more comfortable with computers than people, and who possesses an uncanny
ability to write code for days on end. The challenge of integrating these two concepts is as great as to
make women feel like ‘freaks.” In the F/OSS context demography, power differences, societal beliefs,
and anonymity combine to make identity accomplishment an almost impossible task. As one woman
said, “It is just too hard.” Our study also identifies a rich array of strategies through which women attend
concomitantly to their gender and professional identity, from more passive such as adopting a
masculine style to more active to fighting the male stereotype of their profession. Our findings have
implications for the literature on doing gender and professional identity and for the understanding of
the double bind in online contexts.

Doing Difference, Doing Professional Identity

For us, the most striking finding is the prevalence of the ‘fight the stereotype’ strategy that
involves increasing women’s visibility — both their competence and their femininity. These women reject
the “IT geek” imagery and the attendant feeling of being a freak (a lone woman with technical
inclinations), and assert their individuality — either in line with traditional notions of femininity (e.g.
wearing pink dresses at IT conferences, having an e-mail address which reveals their gender), or non-
traditional sexual preferences (outing themselves as lesbians for instance). What we labeled ‘fighting the
stereotype’ includes several different strategies. Some of these, such as speaking up (thus taking power)
and visibility (owning up to and even showing off one’s accomplishments) are behaviors that are clearly
meant to increase women’s visibility and to enlarge the repertoire of gender identities that are on
display in this profession. Other strategies though are more subtle in their contestation of the hacker
prototype. Some of these strategies involve women’s use of clothing to subvert and resist the power
relations embedded in the male stereotype of their profession; after all, as Butler has argued, the body
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is also a site for resistance. Thus, our women put on girly dresses, high heels, pink dresses, they reveal
their sexual preferences, they, in one word, become visible as opposed to ‘blending in’. While a strategy
such as wearing dresses may seem a text-book case of ‘doing gender’ by conforming to gender
stereotypes, each strategy must interpreted in context. In the F/OSS context, wearing pink at a
professional conference is a sign of courage; when matched with technical competence, it has the
potential to enrich the repertoire of femininities in the profession and even chip away at the hacker
prototype.

Our finding about the prevalence of the active strategy of fighting the stereotype is surprising in
light of a host of studies that found a prevalence of ‘becoming one of the boys’ strategies that found
that women in various male-dominated professions do not challenge the association between their
profession and male attributes (Pilgeram, 2007; Pini, 2005; Silva, 2008). In contrast with studies of
engineers that that women tend to hide their femininity and blend in such as to divert (unwanted)
attention (Faulkner, 2000b, 2007; Rhoton, 2011), we found that few of our women adopted the
‘becoming one of the boys’ strategy by trying to “blend in” (e.g. wearing jeans and T-shirts, having a
neutral e-mail address). The finding is all the more striking given that studies of engineering and
academia found that challengers of the status quo who question the male stereotype face important
negative consequences such as ostracization, layoffs, and denial of tenure (Rhoton, 2011; Kvande, 1999;
Kemelgor and Etzkowicz, 2000).

We can think of three main reasons for our finding. First, the women we studied are keenly
aware of what the need to undermine the male prototype of their profession, of the need for
“heterogeneous understandings of engineering and heterogeneous engineering identities” (Faulkner
2007: 351). Second, the meritocratic culture of F/OSS may also allow our technically competent women
some leeway in terms of their contesting strategies. The alterity embodied in the hacker prototype
allows men to perform their uniqueness (Hapnes and Sorensen, 1995), and may also both incite women
to attempt similar performances, and allow them succeed in spite of such performances. Third, it seems
that the women most likely to adopt a strategy of doing difference are the more established, senior
women in our study. While some of our novices employ a ‘fight the stereotype’ strategy, our data
suggest that this strategy is used primarily by women who have spent at least eight years in the
profession. This finding suggests the possibility that professional identity and gender identity are
systematically related such at higher levels of status and seniority, women tend to employ more active
strategies. Further longitudinal studies are called for to uncover the dynamic nature of professional
identity development and the changes in women'’s strategies over time.

The Double-Bind in Online Contexts

Our study suggests that online contexts enable a new kind of doing strategy, that of avoiding
doing gender altogether, or ‘not doing gender’. The anonymity of the context allows women to use a
neutral email address and thus avoid both ‘doing gender’ (and thus undoing professional identity) as
well as ‘undoing gender’ (and thus ‘doing hacker’ or ‘becoming one of the boys’ and thus strengthening
the profession’s prototype). While the doing gender literature has so far looked at physical world
contexts where the hiding of gender was not an option — at the most, one could wear a ‘boy’s costume’
— in the virtual world one can wear a mask, which can provide a safer holding place for women as they
work on their professional skills. We view the further examination of identity threats and strategies in
online contexts as an important avenue for research.

Our study also suggests that in F/OSS, the hacker prototype and the lack of formal
organizational structures or policies to regulate behavior trump the advantages conferred newcomers
and lower status individuals by the virtual context (Dubrovski et al., 1991). Further studies are called for
to uncover the dynamic nature of professional identity development in high-tech, largely online fields
such as F/OSS. What kind of syntheses of women’s various identities are likely to emerge? Would new
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identities find a place in these settings, as some of our respondents seem to suggest? When they allow
themselves to express their aspirations of a better future, women evoke images of the 23 century Star
Trek dream of universal equality. Not surprising coming from women who build technology, this imagery
is suggestive of Haraway’s urge that women embrace technology as well as a body — the cyborg — that
mixes organic and technological components: “I'd rather be a cyborg, than a goddess” (Haraway, 1991).

REFERENCES

Ashcraft, K. L., & Mumby, D. K. 2004. Organizing a critical communicology of gender and work.
International journal of the sociology of language, 19-44.

Bucciarelli, L. L. 1994. Designing engineers. MIT press.

Butler, J. 1990. Gender Trouble: Feminism and the Subversion of Identity. Routledge.

Calas, M. B. & Smircich, L. 1996. From 'The Woman's' point of view: feminist approaches to organization
studies. In S. Clegg, C. Hardy, and W. Nord (Eds.), Handbook of organization studies 2: 218-257.
London: Sage.

Cech, E., Rubineau, B., Silbey, S., & Seron, C. 2011. Professional role confidence and gendered
persistence in engineering. American Sociological Review, 76(5), 641-666.

Connell, R. W. 1987. Gender and power. Sydney, Australia: Allen and Unwin.

Eagly, A. H., & S. J. Karau, 2002. Role congruity theory of prejudice toward female leaders. Psychological
review 109 (3): 573.

Eagly, A.H., Makhijani, M.G., & Klonsky, B.G. 1992. Gender and the evaluation of the leaders: a meta-
analysis. Psychological Bulletin, 111 (1): 3-22.

Ellemers, N., Spears, R. & Doosje, B. 2002. Self and social identity. Annual Review of Psychology, 53:
161-186.

Ely, R.J. 1995. The power in demography: Women'’s social constructions of gender identity at work.
Academy of Management Journal, 38(3): 589-634.

Faulkner, W., 2000a. The Power and the Pleasure? A Research Agenda for “Making Gender Stick” to
Engineers. Science, Technology, & Human Values, 25(1): 87-119.

Faulkner, W. 2000b. Dualisms, hierarchies and gender in engineering. Social Studies of Science, 30(5):
759-792.

Faulkner, W. 2007. Nuts and Bolts and People'Gender-Troubled Engineering Identities. Social studies of
science, 37(3): 331-356.

Fisher, M. S. 2012. Wall Street Women. Duke University Press Books.

Garcia-Lopez, G. & Segura, D.A. 2008. “They are testing you all the time”: Negotiating dual femininities
among Chicana attorneys. Feminist Studies, 34(1/2): 229-258.

Gherardi, S. 1994. The gender we think, the gender we do in our everyday organizational lives. Human
Relations, 47: 591-610.

Gherardi, S. 1995. Gender, Symbolism and Organizational Culture. London: Sage.

Glaser, B. & Strauss, A. 1967. The discovery of grounded theory. Chicago: Aldine.

Goffman, E. 1959. The Presentation of Self in Everyday Life. New York: Anchor Books.

Hapnes and Sorensen, 1995. Competition and Collaboration in the Male Shaping of Computing: A Study
of a Norwegian Hacker Culture. In Grint, K. and R. Gill. The gender-technology relation:
contemporary theory and research. London, Taylor & Francis.

Haraway, D. 1991. The Cyborg Manifesto: Science, Technology, and Socialist-Feminism in the Late
Twentieth Century. In D. Haraway, Simians, Cyborgs and Women: The Reinvention of Nature:
149-181. New York: Routledge.

Hill, C., Corbett, C., & Rose, A. 2010. Why so few? Women in science, technology, engineering, and
math. Washington, DC: American Association of University Women.

219



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Ibarra, H. 1997. Paving an Alternate Route: Gender Differences in Network Strategies for Career
Development. Social Psychology Quarterly, 60(1): 91-102.

Ibarra, H. 1999. Provisional Selves: Experimenting with Image and Identity in Professional Adaptation.
Administrative Science Quarterly, 44(4): 764-791.

Kemelgor, C. & Etzkowitz, H. 2001. Overcoming isolation: Women’s dilemmas in American academic
science. Minerva 39: 239-57.

Koenig, R. (2009). Minority retention rates in science are a sore spot for most universities. Science,
324(5933): 1386-1387.

Kogut, B. & Metiu, A. 2001. Open-source software development and distributed innovation. Oxford
Review of Economic Policy, 17(2): 248-264.

Kvande, E. 1999. In the Belly of the Beast. Constructing Femininities in Engineering. The European
Journal of Women'’s Studies, 6: 305-328.

Levin, P. 2001. Gendering the market: Temporality, work, and gender on a national futures exchange.
Work and occupations, 28(11): 112-130.

Lin, Y. 2005. Gender dimensions of Floss Development. Mute Magazine.

Malcolm, S., Hall, P., & Brown, J. 1976. The Double Bind: The Price of Being a Minority Woman in
Science. Washington, DC: American Association for the Advancement of Science.

Margolis, J. & Fisher, A. 2002. Unlocking the Clubhouse: Women in Computing. Cambridge, MA: MIT
Press.

Martin, D. M., Schouten, J. W., & McAlexander, J. H. 2006. Claiming the throttle: Multiple femininities in
a hyper-masculine subculture. Consumption, Markets and Culture, 9(3): 171-205.

Miles, M. B., & Huberman, A. M. 1994. Qualitative data analysis: A sourcebook of new methods (2nd
ed.). Thousand Oaks, CA: Sage.

Navfus, D., Leach, J. & Krieger, B. 2006. Free/Libre Open Source Software: Policy Support (Integrated
Report of Findings). Cambridge: FLOSSPOLS.

Pierce, J. 1995. Gender trials: Emotional lives in contemporary law firms. Berkeley: University of
California Press.

Pilgeram, R. 2007. ‘Ass-kicking’ women: Doing and undoing gender in a US livestock auction. Gender,
Work & Organization, 14(6), 572-595.

Pini, B. 2005. The third sex: Women leaders in Australian agriculture. Gender, Work &

Organization, 12(1): 73-88.

Pratt, M. G., Rockmann, K. W. & Kaufmann, J. B. 2006. Constructing Professional Identity: The Role of
Work and Identity Learning Cycles in the Customization of Identity Among Medical Residents.
Academy of Management Journal, 49(2): 235-262.

Raymond, E. S. 1998. ‘The Cathedral and the Bazaar’, http://www.tuxedo.org/~esr/writings/cathedral-
bazaar/

Reskin, B. F. 1988. Bringing the men back in: Sex differentiation and the devaluation of women’s work.
Gender and Society, 2: 58-81.

Rhoton, L. A. 2011. Distancing as a Gendered Barrier: Understanding Women Scientists' Gender
Practices. Gender & Society, 25: 696-716.

Silva, J. M. 2008. A new generation of women? How female ROTC cadets negotiate the tension between
masculine military culture and traditional femininity. Social Forces, 87(2), 937-960.

Strauss, A. & Corbin, J. 1990. Basics of qualitative research: Grounded theory procedures and
techniques. Newbury Park, CA: Sage.

Tuomi, I. 2004. Evolution of the Linux Credits File: Methodological Challenges and Reference Data for
Open Source Research, First Monday, 9(6).

Turkle, S. 1988. Computational reticence: Why women fear the intimate machine. Technology and
women’s voices: Keeping in touch, 41-61.

220


http://firstmonday.org/issues/issue9_6/tuomi/index.html
http://firstmonday.org/issues/issue9_6/tuomi/index.html
http://en.wikipedia.org/wiki/First_Monday_%28journal%29

Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

Valian, V. 1999. Why so slow? The advancement of women. Cambridge, MA: M.I.T. Press.
Wajcman, J. 1991. Feminism Confronts Technology. Cambridge: Polity.
Wajcman, J. 2004. TechnoFeminism. Cambridge: Polity.

END NOTE

! We designate the excerpts from Women Geeks 1 as WG1 followed by the message number. The excerpts from
Women Geeks 2 are designated as WG2.

221



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

WHAT HE WANTS IS NOT WHAT SHE WANTS: USING VIE THEORY TO TEST MANAGER AND WORKER
MOTIVATION IN GHANAIAN SMEs

BILL BUENAR PUPLAMPU*
Central University College, Ghana
bbpups@gmail.com
bpuplampu@central.edu.gh

SAMUEL ADOMAKO
University of Ghana Business School, Ghana

ABSTRACT

The objective of this study was to explore differences in motivation of employees in Ghanaian SMEs
using Vroom’s VIE theory. Responses were received from 150 managers and workers in 14 SMEs. To test
the hypotheses of differences between managers and workers on the various scales, the independent
samples t-test was used. The study found statistically significant differences between the valence scores
for the managers and workers. No differences were found between managers and workers in terms of
expectancy, instrumentality and motivation in general. The results suggest that managers and workers
have differences in value of anticipated outcomes. ldentifying these differences and motivating
managers and workers accordingly could lead to higher productivity and increasing profitability of SMEs.

Keywords: Motivation, VIE Theory, SMEs

INTRODUCTION AND BACKGROUND

Research has shown that motivated individuals are job involved, derive considerable satisfaction
and perform at higher levels than less motivated employees (Sekaram, 2004). The result tends to be
reduced absenteeism, less tardiness and reduced turnover. Employee motivation in Africa remains a
thorny issue in management and government policy making. Keeping employees motivated may be
achieved through strategies such as increasing salaries, benefits or offering educational opportunities —
but it is important to recognize that individuals are motivated differently and it is often a complex issue
to know what motivates who. Factors that motivate managers might not be the same as workers,
factors that motivate women may not be the same for men, and factors that motivate younger women
may not be the same for older women. Expectancy theory of motivation (also known as VIE Theory),
originally developed by Vroom (1964), is a theory that explains the processes individuals use to make
decisions on various behavioural alternatives relating to their work. According to the theory,
motivational force for a behaviour, action, or task is a function of three distinct perceptions: expectancy,
instrumentality and valence. Expectancy theory generally is supported by empirical evidence and is one
of most commonly used theories of motivation in the workplace (Heneman & Schwab, 1972; Mitchell &
Biglan, 1971). A principal attraction of VIE theory is that it offers opportunity to examine factors such as
what people truly value (or claim they value) in the context of outcomes from the work or employment
situation.
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Despite the body of knowledge available, motivation in Africa is not sufficiently researched and
there are hardly any studies on VIE in Africa. Further to this there is no known study or work done on
motivation in the SME sector in Ghana using a theory such as VIE. This scholarly gap is a major
motivation for this study. This research is also motivated by the need to examine differences in
motivation between managers and workers. The central research question therefore is: are there
differences in motivation between managers and workers in SMEs based on the VIE theory?

Research objective

This study has the following objective: to examine whether there are differences in motivation
between managers and workers using VIE theory. This objective is driven by the desire to contribute to
theory testing in Africa by using an established motivation theory; address the issue of sparse literatures
on SMEs in Africa by using an SME sample and offer pointers to address a major issue in economic
development — the proper and informed management of SMEs. The results and recommendations of
this study may assist SMEs to implement employee motivation more effectively and offer researchers
much needed empirical basis for further work.

Over view of the SME sector in Ghana

In the last few decades, small and medium-sized enterprises (SMEs) have been a major driving
force for worldwide economic growth, employment and prosperity. The SME sector can be classified
into micro enterprises, small enterprises and medium enterprises. The dynamic role that SMEs play in
developing countries as engines through which the growth objectives of developing countries can be
achieved has long been recognized. The link between the SME sector and economic development is
perhaps one of the most topical issues in the contemporary development arena. According to Essilfie
(2009), SMEs are considered to be of high importance in ensuring a friction-free adaption to economical,
technological and social changes. Most leading economies in the world today depend on this class of
companies as important contributors to the increase of living standards, productivity and
competiveness. SMEs play a significant role in the socio-economic development in both development
and underdeveloped countries. Global experience demonstrates that a dynamic local SMEs sector is the
basis for fast-growing economies. SMEs and informal enterprises, account for over 60 percent of GDP
and over 70 per cent of total employment in low income countries, while they contribute about 70 per
cent of GDP and 95 per cent of total employment in middle income countries.

The sector employs a substantial amount of the labour force in Ghana and has experienced
higher employment growth than macro and large scale enterprises. In Ghana, available data from the
Registrar General’s Department (2007) indicates that 90 per cent of companies registered are micro,
small and medium enterprises. This target group has been identified as the catalyst for the economic
growth of the country as they are a major source of income and employment. Similarly, the role of SMEs
is well documented in other countries such as Japan, Korea and other developed economies in terms of
creating employment, reducing poverty and increasing the welfare of the society.

Definition of SMEs

There is no universal definition of small enterprise (Back, 1995). In theory and practice, there are
many terms used to refer to SME including “small business”, “small enterprise”, “small firm”, “small
company”, “small and medium enterprise”, and “small and medium-sized enterprise”. They are all
somewhat different in meaning but distinguishing differences among these terms is not the purpose of
this study. In this study all these terms used as if they have the same meaning. Although there are
several definitions of small and medium enterprises, these definitions are basically classified into two
types: those based on qualitative characteristics and those based on quantitative characteristics of small

and medium enterprises (Back, 1995). Adopting a qualitative approach American authorities based on
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four key factors identified by the 1947 Committee of Economic Development (CED) define a small firm
to be one which: has independent management, has capital supplied and ownership held by an
individual or small group, has an area of operation which is localised in one community, and is small in
relation to other firms in the industry. In the UK, the qualitative definitions adopted by the Bolton
Committee (1971) identified three major characteristics of small business: a small firm is one that has a
relatively small share of the market, and is unable to influence the price or quantity of goods or
servicing; a small firm is managed by its owner or part owner in a personalized way, and not through the
medium of a formal management structure; a small firm is independent in the sense that it does not
form part of a larger enterprise and that the owner-mangers should be free from outside control in
making their principal decisions. Quantitative approaches (McMahon et al, 1993) define small and
medium enterprises using measures such as: number of employees, sales revenue or turnover, total
assets and net worth.

Despite these quantitative and qualitative measures, variations still exist across economic
sectors and from country to country. For example, an enterprise, which is small in one industry such as
garment manufacture, may be regarded as large in another industry such as trading or tourism.
Similarly, an enterprise, which is considered small by the American standards, may be relatively large in
an African country. As contained in its Industrial Statistics, the Ghana Statistical Service (GSS, 1992)
considers firms with less than 10 employees as Small Scale Enterprises and their counterparts with more
than 10 employees as Medium and Large-Sized Enterprises. An alternative measure used for defining
small and medium enterprises is the value of fixed assets in the organisation. However, the National
Board of Small Scale Industries (NBSSI) in Ghana applies both the fixed asset and number of employees’
criteria. Steel & Webster (1990) and Osei et al (1993) in defining Small Scale Enterprises in Ghana used
an employment cut off point of 30 employees to indicate Small Scale Enterprises.

SMEs in Ghana can be categorized into urban and rural enterprises (Kayanula & Quartey, 2000).
The former can be sub-divided into ‘organised’ and ‘unorganised’ enterprises. The organised ones tend
to have paid employees with a registered office whereas the unorganized category is mainly made up of
artisans who work in open spaces, temporary wooden structures, or at home and employ little or in
some cases no salaried workers. They rely mostly on family members or apprentices. Rural enterprises
are largely made up of family groups, individual artisans or women engaged in food production from
locally grown crops. The major activities within this sector include soap making, fabrics, clothing and
tailoring, textile and leather, village blacksmiths, tin-smiths, ceramics/pottery, timber and small scale
artisanal mining, local beverages production, food processing, bakeries, wood furniture, electronic
assembly, agro processing, chemical based products and mechanics (Kayanula & Quartey, 2000).

Based on all the above, this study adopted both quantitative and qualitative criteria for choice of
SMEs: 2-200 employees; owner-manager or founder entrepreneur still very much in management;
localized operations and/or single city base — even if products have a national reach.
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WORK MOTIVATION

According to Sekaran (2004), motivation is reflected in actual work behaviour and it signifies the
level, direction and persistence of effort expended in work. Level signifies the quantum of effort put
forth, direction refers to the choice made among available alternatives to expand the effort and
persistence denotes the tenacity with which the individual perseveres in the job, even against odds. This
is consistent with Passer & Smith (2004) and Robbins & Judge (2009) who explain that the concept
motivation refers to a process that influences the direction, persistence and vigour of goal-directed
behaviour. The key elements in all these views of motivation are intensity, direction and persistence.
Applied in the work situation, motivation implies the willingness of individuals and teams to exert high
levels of effort to attain organisational goals and to satisfy individual and team needs (Coetsee, 2003).
Extrinsic motivations are externally induced impetus to action. Extrinsically motivated behaviours are
actions that result in the attainment of externally administered rewards, including pay, material
possessions, prestige and positive evaluations from others. Extrinsic motivators can have an immediate
and powerful effect, but it may not be enduring. Intrinsic motivations are self-generated impetus toward
particular course of action. These factors include sense of responsibility, desire for autonomy and scope,
work that is perceived to be interesting, challenging and which offers developmental opportunities.

Worker Motivation in SMEs

Keeping workers satisfied on the job is an important human resource activity in the small
company. For the small company, the heart of the motivation process lies in ensuring and maintaining
smooth and harmonious working and personal relationships among its workers. This may be in part due
to the simplicity of structure and processes in small firms. This implies the effective management of the
human relations and social processes. Hence, a supportive type of management style would be most
appropriate in the small firm. Incentives are used to reward outstanding performance and to sustain
efficiency in work processes. However, small firms suffer from a range of motivational challenges
including high cost of the payroll, turnover and competition from larger firms which offer job seekers
both structure and opportunity (Hoy & Miskel, 1991; Edlund & Nielsson, 2007).

Expectancy/VIE Theory

Expectancy theory, as first developed by Vroom (1964), is a process theory of motivation. It has
held a place in the study of work motivation (van Eerde & Thierry 1996). The theory is a decision making
model of motivation that explains how subjective preferences for valued outcomes, probability of
obtaining said outcomes through appropriate behaviour and beliefs that outcomes would be forth
coming impact work motivation. Expectancy theory is based on the assumption that people are
motivated to behave in ways that produce desired and valued outcomes (Kreitner & Kinicki, 2007).
Expectancy theory identifies three factors, which play an interactive role in motivation. The first effort-
performance (E-P) concerns the individual’s perception that effort is positively correlated with
performance. The second factor is performance-outcome (P-O) expectancy, also referred to as
instrumentality. It concerns a person’s expectation that his or her outcomes are closely tied to
performance. The third factor is called valence, relates to the value an individual places a particular
reward. These three constructs of VIE theory: Expectancy (belief that within a particular setting, effort
and performance will be rewarded); Instrumentality (a near operant link between performance and
reward) and Valence (the value the individual personally places on outcomes or rewards — people place
different levels of preference on outcomes such as pay, recognition, promotion, task autonomy,
responsibility, status symbols and so on) are the psychological factors which undergird motivation.
Although much research has been carried out to test the theory (Bergmann & Scarpello, 2001; van Eerde
& Thierry, 1996), none of these studies appear to have taken place in Africa, suggesting that research in
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Africa may assist to show the viability or otherwise of the theory in non-western settings. Based on the
literature and the particular objective of this study, the following hypotheses were formulated:

Hypothesis1. There will be a significant difference in expectancy between manager and worker
motivation.

Hypothesis 2. There will be a significant difference in instrumentality between manager and
worker motivation.

Hypothesis 3. There will be a significant difference in valence between manager and worker
motivation.

Hypothesis 4. There will be a significant difference between manager and worker motivation
METHOD

This study adopted a survey approach. Babbie (2004) advocates the survey as a useful strategy
in descriptive and exploratory purposes. It allows the collection of quantitative data which facilitate use
of descriptive and inferential statistics.

Sample

The sample were drawn from SMEs in the Greater Accra Region of Ghana. In order to test the
differences as hypothesized, a purposive sampling (Silverman, 2000) of managers and workers in 14
SMEs was undertaken. 20 SMEs were approached to participate, 14 agreed. Two hundred (200)
guestionnaires were sent to the fourteen (14) SMEs. The researcher received 150 questionnaires. This
represents a response rate of 75%. Babbie (2004) argues that a response rate of 50% is adequate for
analysis and reporting. The SMEs that took part in this research study are shown in Table 1 below:

TABLE 1
Participating SMEs

SME

Sector

Kinapharma

Kama Industries

Busy Internet

Teledata ICT Ltd

Citi Investment Ltd

Beige Capital

Adanko Construction
Pacesetters Educational Complex
Ideal College

Agrimart Products

Airport West Hotel

Kasapreko Company Ltd

All Needs Super Mart

Tasty Treats Catering Services

Manufacturing/sales
Manufacturing

ICT

ICT

Financial

Financial
Construction
Education
Education
Agricultural Sales
Hospitality
Manufacturing
Retailing/Distribution/Sales
Hospitality
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Data Instrument

A self-administered likert scale questionnaire was used. The questionnaire consisted of 23
guestions, and 7 background questions. The questions were based on VIE theory and the hypotheses as
follows:

Valence (H3) — ltems 1-8
Instrumentality (H2) — ltems 9-12
Expectancy (H1) —Items 13-19
Overall Motivation (H4) — ltems 20-23.

ANALYSES AND FINDINGS

The aim of the study was to test the differences in motivation between managers and workers
in SMEs and to gain better understanding of manager and worker motivation generally. Descriptive as
well as inferential statistics (t-test) were used.

Respondent Demographics: Age & Gender

The age distribution of the participants is shown in Table 2 below where the participants are
classified into six age groups. Fifteen (15) of the respondents (representing 10%) were aged up to 20
years with 64 of them (42.77%) aged between 21 and 30 years. 31 of the respondents (20.7%) were
agreed between 31-40 years and those aged 41-50 years made up 15.3 percent. 4 of the respondents
(2.7%) did not indicate their age. The gender distribution of the respondents is shown in Table 2. The
majority of the participants are males (n=93) representing 62% of the sample. Females (n=57) represent
38% of the sample.

TABLE 2
Gender Distribution of Respondents by Age

Sex of Respondent
Age of Respondent Male Female Total
10-20 8 7 15
21-30 33 31 64
31-40 22 9 31
41-50 17 6 23
51-60 9 3 12
61-70 1 0 1
Missing 3 1 4
Total 93 57 150
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TABLE 3
Economic Sector from which SMEs were drawn
Economic sector Gender Total
Male Female

Manufacturing 15 7 22
ICT 17 5 22
Education 10 8 18
Construction 10 3 13
Wholesale and Retail Trade 7 10 17
Financial services 18 11 29
Agriculture 9 7 16
Catering/Restaurant/Hotel 7 6 13
Total 93 57 150

Education and economic sector

The data show that 23.8% of respondents have secondary level education while 3.5% have PhD
qualification. Those with HND qualification made up 24.7% of the respondents while those with first
degree made up the largest group: 42.7% of the sample. 15.4% of the respondents also had a second
degree. The respondents were drawn from various economic sectors as can be seen in Table 3. These
concluded manufacturing 22, (14.7%), ICT, 22 (14.7%), education (12%), construction (8.7%), financial
services (19.3%) of the respondents. The manufacturing, ICT and construction industries have a
dominant male representation while wholesale and retail trade had a higher female representation
although the overall number of females is about half that of the males.

Organizational status

The sample comprise 56 (37.3%) managers and 94 (62.7%) of workers. The distribution of the
status of respondents by sex is shown in Fig. 1. In terms of education, Fig 1 reveals that the proportion
of managers increase with high education.

Fig 1: Status of Respondents by Sex and Education
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Tenure of Work

While 9% of the respondents have worked with their present organisation for less than 1 year,
only 1% of them have worked with their current organisation for 20 or more years. 48% have worked
with their current organisation for between 1 and 5 years and 25% have worked with their present
organisation for between 6 and 10 years. This suggests that people tend to work in SMEs for fewer
years. This phenomenon confirms Edlund & Nielson’s (2007) position that large companies tend to
attract and better retain employees in comparison with SMEs perhaps due to the fact that the larger
firms have more money, brand recognition, and benefits. Edlund & Nielson’s (2007) position is that the
employees in SMEs leave for better salaries and benefits; perhaps also because more people are
committed to their professions rather than their organisation (Corcoran, 2003).

Results

Table 4 below shows the distribution of the scores on Valence, Instrumentality, Expectancy and
Motivation for the managers and workers. In terms of Valence, the mean for the managers was 29.82
with a standard deviation of 5.683 while the mean for the workers was 27.03 with a standard deviation
of 6.67. For instrumentality, the managers had a mean score of 15.41 with a standard deviation of 3.53
while the workers had a mean score of 14.62 with a standard deviation of 3.18. For expectancy, the
managers had a mean score of 25.80, with standard deviation of 5.63; and of the workers had a mean
score of 24.30 (standard deviation = 6.22). Motivation, on the other hand, Managers had a mean score
of 16.14 (standard deviation = 3.549) and the workers had a mean score of 15.68 (standard deviation =
4.373). These results show that the managers had generally higher scores on all the subscales as
compared to their counterparts classified as workers.

TABLE 4
Summary Results of Respondents on the VIE and Motivation Sales
Std. Error
Attribute Position n Mean Std. Mean
Deviation
Valence Manager 56 29.82 5.683 .759
Worker 94 27.03 6.666 .688
Instrumentality Manager 56 15.41 3.531 472
Worker 94 14.62 3.176 .328
Expectancy Manager 56 25.80 5.626 152
Worker 94 24.30 6.223 642
Motivation Manager 56 16.14 3.549 A74
Worker 94 15.68 4,373 451

Hypotheses testing. The following hypotheses were tested, using a significance level of .0125:

H1: There will be a significant difference in expectancy between manager and worker
motivation;

H2: There will be a significant difference in instrumentality between manager and worker
motivation;

H3: There will be a significant difference in valence between manager and worker motivation;
H4: There are differences between factors influencing manager and worker motivation
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The main objective of the study was to test the difference between managers and workers on
the VIE and motivation scales. The results of the multiple t-tests are shown in Table 5 below. For
valence, the calculated t-value was 2.615 with an associated p-value of 0.010 (d.f = 148). Hence H3 is
supported. There is a statistically significant difference between the valence scores for the managers
and workers. From table 4.8, it is clear that managers had significantly higher scores on the valence scale
as compared to the workers. All other three hypotheses were rejected since the p-value in each case is
greater than the significance level of 0.125.

TABLE 5
Test of Hypotheses — Inferential Statistics; *significant at 0.0125 level

Attribute T d.f. P

Valence 2.615 148 .010*

Instrumentality 1.419 148 .158

Expectancy 1.485 148 .140

Motivation .670 148 .504
DISCUSSION

The first hypothesis of the study suggests that there will be significant difference in expectancy
between managers and workers. According to Vroom (1964), expectancy is the perceived probability
that effort will lead to good performance. Variables affecting the individual’s expectancy perception
include self-efficacy, goal difficulty and perceived control. Usually the individual only focus on one
expectancy value and generates it upon the effort and performance relationship. The best way to
establish expectancy is throughout feedback (Bergmann & Scarpello, 2001; Muchinsky, 1993). The first
hypothesis tests whether managers and workers perceive that effort will lead to good performance. The
mean and standard deviation obtained indicate a mean score of 25.80 for managers (standard deviation
= 5.63) and a mean score of 24.30 for workers (standard deviation = 6.22). The P-value of the t-statistic
from the VIE and motivation Scales (Table 4.7) on expectancy indicates a value of 0.140. This indicates
that there are no significant difference between managers and workers on perception that effort will
lead good performance. The hypothesis is rejected since the p-value in this case is greater than the
significance level of 0.125. This suggests that there are no significant differences in expectancy between
managers and workers in SMEs. The implication — based on the mean values — is that both managers and
workers perceive that putting in much effort on the job will lead to good performance of their
employees.

The second hypothesis considers whether there will be a significant difference in instrumentality
between managers and workers. Vroom (1964) explains that instrumentality exists in the employee’s
mind and is defined as the relationship between the perceived degree of performance and the outcome
attainment. It also tests whether work performance is directly linked to the rewards they get, whether
both managers and workers are aware that the effort and good performance they put in may lead to
certain rewards or not. The P-value of the t-statistic from Table 4 on instrumentality indicates a value of
0.158. This is an indication that there are no significant difference between managers and workers on
instrumentality beliefs. The hypothesis is thus rejected. An important underlying assumption of VIE
theory is that it is important for the employee to perceive that they have impact on the outcome of his
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work (Bergmann & Scarpello, 2001). The mean lends support to the notion that both managers and
workers perceive that it is important to be able to affect the outcome of their work. According to
Bergmann & Scarpello (2001), it is important to see the relationship between effort and outcome.

The only hypothesis that was supported was H3 which posited a difference between manager
and worker valence — thus exploring the possibility of differences between the factors influencing
manager and worker motivation. This was supported with a t statistic of 2.615 and p vale of 0.010,
showing significance. Clearly there is something to be said for differences in what motivates people.
Atkinson (1964) defines motivation as the contemporary influence on direction, vigor and persistence of
acting; while Vroom (1964) defines motivation as a process governing the choice made by an individual
among alternative forms of voluntary activity. The importance of this finding is that it confirms the need
for organisations and in this case SMEs to explore the varied contemporary influences on people’s
motivations from the perspective of what holds salience and valence for them.

The fourth hypothesis explores the possibility of differences between manager and worker
motivation. The P-value of the t-statistic from the VIE and motivation Scales indicates a value of 0.504.
This suggests that there are no significant differences between managers and workers in terms of
overall motivation.

What are the possible implications of this study?

There are important implications for human resource management practice, especially in the
SME sector, when empirical findings as obtained by this research become available. Only Hypotheses 3
was confirmed, suggesting that perhaps on this limited evidence, the tendency to anecdotally assume
that there are or there will always be differences between workers and managers in their motivations
may on occasion be quite inappropriate.

Actions to improve SME productivity. This study indicates that the managers and workers have
differences in valued outcomes. Identifying these outcomes and motivating managers and workers
accordingly could lead to higher productivity of SMEs. This also has implications for longevity of tenure.
We noted earlier that only 1% of the sample had worked in their current organisations for up to 20
years. We also noted that over 60% tend to stay in the SME sector for less than 5 years. This has been
attributed to better conditions offered by larger firms. However as noted by the findings of this
research, perhaps what is necessary is a differentiated regime of preferred outcomes.

Implications for training operators of SMEs.

It may be necessary for owners, managers and entrepreneurs to be helped to better appreciate how
managers and workers in SMEs differ thus avoiding stereotypical assumptions of difference or similarity.

Expectancy and Instrumentality are psychological. The SME sector needs to recognize that the
psychological power of expectancy and instrumentality, do not appear to differ between managers and
workers. This means that organizational practices which compromise these or which are directed to
benefit say managers more than workers may inadvertently lead to similar levels of disengagement from
both managers and workers. In other words a differentiated regime to deal with expectancy and
instrumentality may not be necessary.

Further Research

This study was designed to examine the differences in motivation between managers and
workers in SMEs. Further research would be needed to draw in a larger pool of SMEs; also, the theory
could be tested outside the SME sector. For example an expatriate sample could be compared with a
Ghanaian sample, and employees of larger and/or state institutions may also be studied. From an
African perspective, given the theoretical clarity of the VIE model, it lends itself to comparative studies
with samples drawn from several African countries.
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ABSTRACT

The study explores the personal experiences of ten married Zimbabwean female trailing spouses in
South Africa, who wish to work, but have found it difficult to find employment in South Africa. Before
emigration they were dual career/dual earning couples. Most of the participants were self-expatriated
and received little to no financial or other support when settling in. The findings suggest that the
immigration laws in South Africa, lack of support from employers and the lack of social support from
fellow Zimbabweans, make it difficult to adjust. The trailing spouses lose hope of finding meaningful
employment.

Keywords: Trailing spouses; self-expatriation; nomadic protean careers
INTRODUCTION

Historically South Africa is the main recipient of Zimbabwean emigrants and many Zimbabweans
who enter South Africa are often well educated with tertiary education qualifications (Moorhouse &
Cunningham, 2010). Zimbabwe has seen a number of waves of emigration in recent times. Three waves
stand out. After Zimbabwe’s independence in 1980, the first wave of emigration was of former
Rhodesians leaving Zimbabwe to live in South Africa and Australia. In the 1990s, after the Economic
Structural Adjustment Programme (ESAP), Zimbabwe saw another wave of emigration, this time young
black and white Zimbabweans sought career options abroad. Most recently, the repercussions of the
2002 land reform programme undertaken by the Zimbabwean government brought about mass
unemployment, hyperinflation and political instability which lead to the biggest wave of Zimbabweans
leaving to find work in South Africa and other parts of the world. Polzer, (2008b), estimated that about
1.5 million Zimbabweans had crossed the border into South Africa since 2005.

A number of migration studies have been done regarding the Zimbabwean diaspora. McGregor
and Primorac (2010) wrote on the experiences of Zimbabwean diaspora communities in South Africa
and in Britain and Polzer (2008b) presented the South African government’s response to Zimbabwean
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migration. None of these studies have shed light on the experiences of Zimbabwean trailing spouses.
Out of the diaspora, many women have become trailing spouses. In South Africa for example, trailing
spouses are not allowed to work under the country’s immigration laws, resulting in the trailing spouse
phenomenon. The trailing spouse phenomenon is often a result of expatriate and international
assignments for breadwinners. The breadwinner takes up a work assignment abroad and his or her
partner follows him or her to the new location of employment as a trailing spouse.

To date, within the African context no research has been conducted on how these trailing
spouses experience the trailing spouse phenomenon and their inability to work. This article aims to
examine the perceptions, views and experiences of Zimbabwean trailing spouses living in South Africa
who wish to work but find it difficult to get employment. After a review of the literature, we present the
qualitative findings derived from the interviews of ten Zimbabwean trailing spouses. Thereafter an
analysis and discussion of these trailing spouses’ experiences are given.

TRAILING SPOUSES

International assignments are very common in today’s dynamic world of work and the growing
global village. According to the United Nations (2002), the number of migrating people between 1990
and 2000 was estimated to be in the region of 154 million to 175 million. These figures were estimated
by The United Nations Population Division (UNPD, 2011) to be around the 214 million mark in 2010. The
UNPD (2011) also states that a growing number of women migrants have joined the labour force;
however it is inevitable that among the migrant populations there are significant numbers of trailing
spouses. In most cases these trailing spouses are women.

The current literature on trailing spouses has been predominantly written from an
organisational perspective with the focus being on assisting trailing spouses to settle in host countries as
a way of ensuring successful expatriate assignments and ensuring responsive organisational
development, (Harvey, 1998; Harvey, Napier, Moeller, & Williams 2010; McNulty, 2012). There has also
been research on the problems that the trailing spouses are likely to experience and how these can be
mitigated by support from the expatriates’ employers (Harvey, 1998: Harvey, Napier, Moeller &
Williams, 2010; McNulty 2012). These studies have looked at the trailing spouse in a supporting role,
supporting her husband during expatriation. The dual career disruption, the possible reduced earnings
for the couple and the implications of the trailing spouse phenomenon have also been researched
(McKinnish, 2008).

From all this research, the assumption is that the trailing spouses’ status is acknowledged by
expatriates’ employing organisations and the organisations try by all means possible to help with
settling in and making the expatriate assignment viable for the family and the organisation. The trailing
spouses investigated in this study self expatriated and therefore their expatriation needs were not met
by their husbands’ employers. Self-initiated expatriation occurs when an employee decides to emigrate
for work and initiates his or her own expatriation by finding a position of employment in another
country by him or herself.

The employers are therefore not involved in supporting the trailing spouse and in some cases it
seems the employers are not officially aware that their expatriate employee has a family which he needs
to expatriate. Whether the expatriation is self-initiated or initiated by an organisation, the costs can be
enormous for both the family and the organisation. Vogel, Van Vuuren, and Millard (2008) state that the
estimated costs of a failed expatriate assignment can range from USS 250 000 to USS1 million. It is
therefore imperative to find ways of ensuring that expatriate assignments are successful. Trailing
spouses can be positively or negatively impacted by the expatriate assignment. It is therefore important
to understand the issues that affect trailing spouses and develop mechanisms and processes that can
help them in order to ensure successful expatriate assignments.
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The Trailing Spouse Phenomenon

The earliest known use of the term 'trailing spouse' is attributed to Mary Bralove in an article
titled “Problems of Two-career Families Start Forcing Businesses to Adapt” (Bralove, 1981). The term
was used to describe partners of expatriates who relocated as a result of career prospects abroad. The
trailing spouse is a person who gives up his or her job in order to follow a partner to a new location of
employment. The phenomenon is most evident in dual career and dual earning couples (Harvey,
Novicevic & Breland, 2009; Makeld, Kdnsala & Suutari, 2011; Wallston & Berger, 1978). In the past,
trailing spouses were most common in diplomatic and military communities (Suutari & Makela, 2007). In
more recent times, global markets, global competitiveness, the ease of travel, the growth of
multinational businesses, good communication systems and the increased borderless existence of
transnational corporations have made it easier for private sector companies to send and receive
employees on expatriate assignments. This has resulted in increased expatriate assighnments globally
(Wan, Hui & Tiang, 2002). Unfortunately, even in this diverse but integrated global village, employers
sometimes seem oblivious to the needs of expatriate employees who along with their families have
assumed a borderless often semi-nomadic existence in response to their career needs or in response to
the organisations’ workforce demands.

Research on trailing spouses has been done mainly in Europe and North America (Boyle, Cooke,
Halfacree, & Smith, 2001; Copeland, 2002). In Singapore, Wan, Hui, and Tiang (2002) wrote on factors
affecting Singaporeans accepting international assignments. They found that Singaporeans preferred to
take international assignments in culturally similar host countries. Wan et al., (2002) suggest that the
smaller the cultural divide between the host countries’ culture and the expatriates’ culture, the easier
the adjustment for expatriates and the higher the probability of a successful expatriate assignment.

South African organisations have provided pre- and post-assignment social support for trailing
spouses (Vogel et al., 2008). The social support provided includes cross-cultural training, helping with
the trailing spouses’ work permits, helping the trailing spouse find employment, and helping children
settle into schools (Vogel et al., 2008). Further abroad in Europe and the Americas, there has also been
research on the unemployment and the challenges of maintaining parallel careers faced by trailing
spouses (Bryson & Hoge, 2005; Jacobs, 2008). Pierce and Delahaye (1996) found that help with job-
seeking for the trailing spouse has not gained acceptance as a legitimate part of relocation packages.
Pierce and Delahaye (1996) suggest that HR practitioners should show more concern for the trailing
spouses’ career prospects in order for expatriate assighnments to be successful.

Female Trailing Spouses’ Experiences

Labour mobility has also led to the globalisation of careers (Carr, Inkson & Thorn, 2005;
Dickmann & Harris, 2005). On the whole, women tend to trail their husbands (Bender & Heywood,
2006). This is possibly due to the assumption that it is an easier choice for female spouses to take the
role of a trailing spouse than for the male spouses, particularly among dual career couples (Makel3 et al,
2011). Therefore, it is usually assumed that the female partner is the trailing spouse (Lineham, 2002). In
line with this stereotyping, Lineham’s (2002) research on women managers found that women
expatriate managers were, in social settings, often assumed to be the trailing spouses when, in fact,
their husbands were the trailing spouses.

The experiences and coping mechanisms of female trailing spouses have also been studied
(Bryson & Hoge, 2000). Bryson and Hoge (2000) did not go into the details of how these coping
mechanisms were developed, however they found that eight out of ten trailing spouses felt lost and
spent most of their time shopping or performing charity work. In another study, several trailing spouses
admitted to working illegally and risking their career prospects just to find some purpose to their daily
lives (Jacobs, 2008). In the same study, many of the trailing spouses expressed that they felt like they
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had become second class citizens in their own homes and they were no longer living their lives but,
rather living the lives of their husbands (Jacobs, 2008).

Trailing Spouses, Work and South African Immigration Laws

The main author is a trailing spouse, she has been a trailing spouse in a number of countries,
and her observations are that South Africa has not been an easy place to settle in and get employment.
This paper is part of a broader study on trailing spouse identities. In the broader study she used Critical
Moments Reflective Methodology (CMRM) to illustrate her reflective journey as a trailing spouse. In this
paper researcher reflexivity is limited and she only makes limited commentary in the discussion
paragraph.

In South Africa, the immigration laws play an important role in delimiting whether or not a
trailing spouse can seek employment and perform work. Although there are regulatory provisions under
which trailing spouses can obtain permission to work, Section 11(2) of The Immigration Act No. 13 of
2002 clearly prohibits accompanying or trailing spouses from seeking employment and working.
Therefore, a combination of restrictive, often-misunderstood immigration laws, and possible unrealistic
expectations of easy integration on the part of expatriates, results in trailing spouses finding it difficult
to settle in, find employment, and make sense of their new experiences and status.

The rights and status of accompanying spouses or life partners in South Africa differ depending
on the main applicant’s permit. Three categories stand out. In the first category, the accompanying
family is given temporary residence on relatives' permits for the purpose of accompanying the work
permit holder. In the second category, family members are deemed to be independent and need to
qualify for entry and work permits in their own right. The third category is directed at children attending
school, who must obtain study permits over and above the temporary visitor’s permit until they acquire
permanent resident status.

There are exceptional circumstances under which trailing spouses can seek employment and
work, however from this research it was established that the work permits are difficult to obtain and are
often not understood by prospective employers. Trailing spouses are therefore forced to take career
breaks or even sacrifice their careers and career aspirations in order to make the expatriate assignment
viable for the families. Based on the above discussion, we therefore aim to give some insight into the
perceptions, views and experiences of Zimbabwean female trailing spouses in South Africa.

SAMPLE

Ten trailing spouses of Zimbabwean origin were interviewed. All had come to South Africa on
accompanying spouse visas. The trailing spouses who participated in this study fell within the first
category of accompanying family members, covered under Section 11 of the South African Immigration
Act of 2002. They have leave to remain in South Africa as temporary residents until they qualify to apply
for permanent residence. Some have applied for work permits under the Immigration regulations of 27
June 2005 and therefore have relative’s permits or independent work permits. Two of the participants
have been granted permanent residency. The rest are still on accompanying spouse visas.

Not all of the participants were first time emigrants, nor were they all emigrating from
Zimbabwe as their last country of residence. However, those who were emigrating from Zimbabwe
emigrated at the peak of the most recent economic instability in Zimbabwe. Table 1 shows demographic
and personal details of the participants.
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METHODS

This study is part of a broader study which used a Glaserian classical grounded theory
research design. However, for this paper, we brought in aspects of economics of migration which makes
the theoretical behavioural assumption that individuals migrate because it is to their benefit to do so in
terms of income and psychological satisfaction (Borjas 1998). But can this be said for trailing spouses?
The aim was to obtain detailed descriptions and an understanding of the trailing spouses’ experiences;
therefore we conducted exploratory in-depth interviews. We conducted one to one interviews with the
trailing spouses. We asked the participants to tell me about their trailing spouse experiences in South
Africa, the ups and downs and the challenges that they have faced. We recorded the interviews,
transcribed them into text form and analysed them using Atlas.ti.

Atlas.ti was useful in making sense, uncovering, systematising and analysing the trailing
spouses’ experiences hidden in the unstructured data gathered during the interviews. Using Atlas.ti, we
categorised the data into codes and themes that described and explained the experiences of the trailing
spouses. We developed code families and for this paper the experiences code family provided the
avenues for the findings below.
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(University of New York)

TABLE 1
Biographic details of participants
Participant Age Last permanent job  First permanent exit Trailing Entry in  Qualifications held Current
from Zimbabwe experiences SA employment
36 Administrative 2008 No SA only 2008 B. Com Business Administration and B.  Not employed
Assistant Com Honours Logistics (UNISA)
35 Provincial 2010 No SA only 2010 BSc Nutrition (UZ) Not employed
Nutritionist
34 Customer Assistant 2001 UK UK 2001 2006 BSc Politics and Administration (UZ) Not employed
(UK) SA 2006 and MSc African Studies (University of
Ethiopia 2008 Edinburgh)
SA 2010
39 Customs Officer 2001 Sweden Sweden 2001 2005 Masters in Real Estate Part-time lecturer
(Zimbabwe) SA 2005 Management(KTH Stockholm)
36 Personal Assistant 2008 No SA only 2008 Diploma in Secretarial Studies (Harare Part-time Nursery
Polytechnic) Teacher
49 Programme Officer 1995 Botswana Botswana 1995 2005 BA (UZ) and Postgraduate Certificate in ~ Unemployed
(Zimbabwe) Sweden Sweden 2003 Education (UZ)
SA 2005
42 High School Teacher 2000 SA only 2000 BA (UZ); Postgraduate certificate in Unemployed
Education (UZ) and Postgraduate
Diploma in Management PDM(HR)
(Wits
36 High School Teacher 2008 SA only 2008 BA (U2) Kumon tutor
38 High School Teacher 2008 SA only 2008 BA (UZ); Postgraduate Diploma in Temporary teacher
Education (UZ); Masters in Sociology of
Education (UZ); Honours in Inclusive
Education (UNISA)
59 Consulting Dietician 1993 Kenya Kenya 1995 Diploma in Nursing (UK); BSc Nutrition ~ Not employed.
USA 1993 and and Food Sciences and MSc Public
SA 2012 Health (Dietetics and Nutrition)
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FINDINGS

Three broad categories of findings came out of the data. A number of outcomes were
extrapolated from the findings. The broad findings are:

e there was lack of support of any kind from their husbands’ employers,

e the trailing spouses failed to realise their personal and career expectations,

o there was lack of support from fellow Zimbabwean expatriates,

e the trailing spouses were over optimistic about their employment expectations,
e language and cultural integration were more difficult than expected.

Lack of support from husbands’ employers

Nine of the ten participants indicated that their husbands had self-initiated their expatriation. As
a result of the self expatriation, the nine participants said that they received no support from the
organisations that employed their husbands. They further indicated that this situation was probably
because their husbands did not negotiate employment packages that would see to the needs of their
wives and families. The participants further expressed that their husbands do not fully understand the
need for support and that settling of an unemployed person. The participants said that their husbands
could not see that there are settling in challenges which require mitigation and support.

Eight of the ten husbands of the participants managed to secure top executive positions. The
other two participants’ husbands hold middle management positions. Participants C, D, | and J
mentioned that they were aware that European expatriates had negotiated employment and settling in
packages for their wives. The participants also expressed concern that their husbands’ pension packages
would not make provision for them when the time came for them to retire.

Trailing Spouse’s Career Pursuits

Expatriation seemed to signal the beginning of the end of trailing spouses’ career pursuits. The
realisation and acceptance that the participants had to give up their jobs and possible educational and
career pursuits was also a main feature in the trailing spouse experience. The participants also
expressed that not being able to secure formal employment often made them feel a sense of exclusion
from a significant part of a work based social life.

Not all the trailing spouses were willing to join their husbands in South Africa. Participant B
stated that she was the bread winner and that she was not willing to leave her job because she knew
she would struggle to get similar employment in South Africa. Participant A said she was very happy in
her job and enjoyed her work but 5 years living apart from her husband caused family problems and she
therefore made a decision to leave her work and join her husband in order to save her marriage. During
the research it became apparent that ‘family reasons or problems’ was a euphemism for marital issues
associated with husband and wives living apart.

Lack of support from Fellow Zimbabwean Expatriates

All the participants felt that the Zimbabwean community in South Africa is disjointed there are
no organisations or formal groups that the trailing spouses can approach for practical support such as
looking for schools for children and social activities for the children and the trailing spouses. One
participant suggested that “it is important for our children to learn Shona and Ndebele.” She further
stated that Zimbabweans do not draw on their own resources like the Indians and the Chinese do to
preserve their languages and their cultures.
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In terms of assimilating into South African social settings, the trailing spouses want to learn the
local languages but because there are few points of interaction with South Africans they are unable to
learn the languages. One participant said “I speak my Zulu | am a bit reluctant because sometimes for
you to learn a language, you have interact with the people but you are in an environment where you are
alienated it’s a quiet closed environment you and your kids. So you never learn you never get exposed to
the languages.”

Employment Expectations of trailing spouses

Most of the participants held the expectation that securing employment in South Africa would
not be too difficult, due to the skills shortage in the country. After posing the question on whether or
not they thought that they would get employment, some of the responses were “I was thinking things
would be easy”, another said “l was looking forward to launching my career in South Africa after studies
in abroad” and a third said “although | had a Masters degree | thought doing an honours degree in South
Africa would help me to get a job, so | did an honours degree in finance at UCT.” Only two of the
participants expressed that they felt that they could experience possible problems with getting jobs. As
a result of the participants experiencing difficulty in securing employment, some of them took on menial
jobs, others worked part-time illegally and the majority gave up looking for work and have had a third
and a fourth child. Most of them have resigned themselves to being stay at home mothers. One
participant said that she had three children, a thirteen year old, a nine year old and a two year old. She
stated that “the two year old was, | just didn’t know what else to do with myself. | like having a baby. In
a way it’s kind of shooting yourself in the foot because now you don’t have the pension, you don’t have
the money and you don’t have a job you don’t have anything, but yeah in a way you have someone to
care for. Just something to do as a human being.”

Many of the participants felt that when they obtain permanent residency status they will be
able to obtain work. However the two participants who have permanent residency have said the change
in immigration status did not translate into any positive change or outlook on their employability and
employment prospects. Participant G indicated that she had opportunities to work in a large South
Africa corporation. She has been told that despite having permanent residency, she could not be offered
a permanent post because she was not a previously disadvantaged individual (PDI). Participant D
indicated that she went to many interviews and has been told on three occasions that she could not
proceed through the selection process because she was not an AA candidate. An AA candidate is an
affirmative action candidate. Affirmative action in South Africa is actually legislated under Chapter 3 of
the Employment Equity Act 55 of 1998. The affirmative action measures stipulated under section 15 of
the said Act that employers are required to first consider South Africans from previously disadvantaged
designated groups for employment in order to fulfil employment equity in all occupational categories
and levels in the work place.

Participant A obtained a scholarship from the Department of Transport when she was studying
for her honours degree. The department had promised her employment upon completion of her degree.
However when it became apparent that she was not a South African, they withdrew the employment
offer and provided no explanation for their decision.

Where explanations for unsuccessful job applications were provided, the participants said they
were rejected for jobs because they are not South Africans. As a result, these trailing spouses have
experienced long lapses of unemployment, which ultimately influence the way prospective employers
may view their employability.

Cultural Issues
Participant A and G are of Ndebele origin. They felt that the cultural gap or cultural distance
between Zimbabweans of Ndebele origin and South Africans of Zulu and Ndebele origin would be
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relatively small because the Zimbabwean Ndebele tribal group was once part of the Zulu kingdom under
Shaka Zulu in KwaZulu Natal.

South Africa is also close to Zimbabwe geographically and the expectation among the
participants was that the cultural gap would be small and assimilation would be easy. However, all the
participants have found it very difficult to assimilate into the South African way of life. Tung (1998,
p.141) in her discussion on the performance of expatriates argued that the greater “the cultural gap
between the home and host country culture (large cultural distance), the greater the problem of
adjustment.” The trailing spouses who have lived in more than one foreign country however, expressed
that they found that the greater the cultural distance the less likely they were expected to integrate into
the host communities, and as a result they built their own networks to help them cope and settle in.
These participants also said in environments where there was a large cultural gap, expatriates and their
families were often seen as novelties.

Where the cultural gap is perceived to be small, like between South Africans and Zimbabwean,
the participants expressed that they expected settling in to be easy. They expected that the perceived
familiarity of the cultures would make South Africa easier to live in. However, they found this to be
untrue, and therefore they expressed that for them, the perceived small cultural gap harboured subtle
cultural nuances which made it difficult to integrate and settle in.

Language issues

Because of these subtle differences in language and culture, the trailing spouses feel that they
are viewed as imitators, cultural frauds and even corrupters of South African languages and culture.
They also have said that South Africans tend “to see us as threats, we are viewed with contempt and
suspicion, when we try to integrate.” Another said “I am Ndebele speaking, but then you find some
words in Zulu, if you use them in Ndebele they become vulgar. So now you are in a catch twenty-two
you do not want to offend people you are not sure that the Ndebele that you are speaking is going to be
understood.” Another said South Africans say that these foreigners, “they come here taking our jobs our
husbands, they try to imitate us.” A third said | have often openly been told “Go back and remove
Mugabe because | do not speak the local languages.”

Most of the trailing spouses in this study live in in the North of Johannesburg’s suburbs behind
high walls and in gated communities. Their interactions with South Africans are confined to shopping
malls and petrol stations. Shop attendants and assistants almost always expect that black people speak
the main local languages and almost always address black customers in the local languages. When one
responds in English the participants stated that they noticed negative changes in behaviour by the
assistants and sometimes altercations and confrontations ensued. Sometimes the shop assistants may
insist on speaking in their local languages and often this results in a breakdown in communication.

Almost all of the trailing spouses want to learn the local languages, some have expressed that
they always want to be identified as foreigners, and by not speaking any of the local languages they
retain their foreigner identities. They do not want to be seen as imitators. Participant A lives in the inner
city and is a Ndebele first language speaker. She says she pretends to be South African. She has learnt to
speak Zulu, Swati, Sotho and Xhosa fluently. Sometimes she even talks about Zimbabweans as if she
were not a Zimbabwean. Participant A said “so they will be talking as my friends not knowing that | am
also a grigamba | will just be responding oh what what. If maybe | am speaking to a Zulu person then |
play along.” This game of pretence she says helps her to gauge the attitude of South Africans towards
Zimbabweans. Often it is hostile and Participant A also said “they will be talking in my presence not
knowing that | am also a grigamba they will be says hey these grigambas they come here taking our jobs
our husbands.” Grigamba is a derogatory name similar to makwerekwere used to refer to foreigners.

The participants also stated that amongst most of the younger people in Zimbabwe who have
travelled and who are less driven by ethnicity, derogatory terms like makwerekweres do not offend
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them. Sometimes the trailing spouses even refer to themselves as makwerekweres. They further
reiterated that it does not bother them that they are foreigners and that they want to be identified as
foreigners.

The outcomes from the research centred on the hardships associated with failure to settle in,
lack of social support, the limited employability of the trailing spouses and the failures of the trailing
spouses to realise their personal and career expectations. Some of the apparent outcomes that were
extrapolated from the findings are discussed below.

Social Support

Immigration from one country to another often results in expatriates losing the social support
that they had from their networks of friends and family, which manifested in the hardships associated
with distance relationships, namely the inability to interact with family members at will, the loss of
family support, in the forms of “help with child care”; “people to share life experiences with”; “a
shoulder to cry on” and in one case a participant said she has lost “financial help from her siblings”. One
participant stated that “we have learnt to cope on our own and this has made the nucleus family closer
but it has also made some marital problems look bigger than they actually are because we are too
confined to our own devices and subjective views when it comes to solving our problems.”

Altered Financial Situation

While in Zimbabwe, all the trailing spouses were employed and therefore were dual career
couples. Upon emigrating the couples’ financial situations became altered. These trailing spouses now
rely on the income of their husbands. Many of the trailing spouses indicated that their husbands do all
the budgeting and that they have an idea of what their husbands earn but they do not know the exact
salaries. Although the single income is more than the dual incomes, the trailing spouses have limited
access to the financial pot. As dual earning couples the husbands may have brought in 70% of the
earnings and the wife 30% for example, but now the skew is 100% to nothing and access to this income
is very limited.

Further, the altered financial situation is exacerbated by the fact that the trailing spouses are
not allowed to open transactional bank accounts in South Africa because they do not have independent
sources of income. The husband is not recognised as a source of income. The trailing spouses are only
allowed to open non-resident accounts which do not have bank cards and therefore cannot be used for
day to day financial transactions. The irony though is that the children of the trailing spouse can open
transactional accounts. The only way a trailing spouse can have access to transactional banking service is
to be added on as a signatory to the husband’s account. Unfortunately Zimbabwean couples do not
have a culture of joint accounts banking. In fact none of the trailing spouses in this study had joint
accounts with their husbands and only one was added as a signatory on her husband’s account.

All of the participants had bank accounts prior to coming to South Africa. Not being able to
manage their own finances through their own personal bank accounts has resulted in many of them
expressing a lack of self-worth. Furthermore, when the trailing spouses were employed, they could
provide financial assistance to their siblings, parents and grandparents. There is a cultural expectation
amongst Zimbabweans that older siblings care for younger siblings and parents. Without stable incomes
these financial responsibilities and expectations cannot be met. It was further mentioned that most of
the trailing spouses’ parents were now retired and do not have viable pensions as a result of the
economic problems in Zimbabwe. The trailing spouses do not have access to their family finances and
also do not have access to banking facilities. All the participants lamented their inability to send
remittances to their families and most expressed the fear that their parents were aging and that they
were not providing their parents with the necessary support that they needed on a day to day basis.
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The participants also expressed that when one moves abroad there is a perception that one
gains affluence so extended family members expect remittances. Participant D said “when your family
receives nothing from you, then the perception becomes that you have forgotten or are deliberately
neglecting your family back home”.

The altered financial situation also brings about another problem, a perception of gender
inequality within the marriage. The participants felt that they are no longer equal partners in the
marriages but rather subordinate wives. In their own words they said “you become like a servant,” “you
become a dependent,” “you become an object, like a handbag to be moved and removed at another’s

fancy” “l am just a house wife,” and “l am just like a child, no a baby.”

Psychological Experiences of Trailing Spouses

All the participants stated that they have lost their self-esteem and that they had very little
confidence in themselves. Many of them were concerned that even if they found work, they were afraid
that they would be lost in the work place and that they would make uncharacteristic mistakes which
may indicate a lack of confidence and even transitory incompetence.

Some of the participants expressed that they have no sense of achievement. One participant
said it is like “you have reached the end of the road but your journey is not yet over and you know that
the bridge required to continue with the journey is this thing, the work permit.” Another said that there
was no point in her getting an education, she said, “I even wanted to burn them (her educational
certificate) to kind of burn them | didn’t want to hear anyone who said | am studying.” A third said “I
cannot even drive my children to school so what am | good for.” This participant did not have a driver’s
licence when she came to South Africa, and it is close to impossible to get a South African driver’s
licence if one is an accompanying spouse on a temporary residence visa.

Most also felt because they were not working, their husbands were embarrassed to introduce
them to their work colleagues. The participants said we often do not dress up and we cannot always
afford to groom ourselves. We feel we do not look the part of top executives’ wives; therefore our
husbands are uncomfortable to present us to their colleagues.

Many expressed that they have been depressed and have been on antidepressants, one
admitted that she has even been suicidal. Another said that she has resigned her problems to God and
everything happens for a reason. She said “if this life is God’s wish then who am | to fight it.”

Could these feeling be expressions of the so called trailing spouse syndrome? Johna (2006),
summarises the trailing spouse syndrome as the lack of educational and cultural opportunities highly
educated or skilled spouse may suffer as a result of a lack of employment opportunities. The lack of
employment may result in the trailing spouses developing stress, experiencing discontentment and
boredom, withdrawal from social life, a sense of personal disorientation in the direction of their lives, a
lack of personal aspirations, and a general loss of personal goals (Johana 2006).

DISCUSSION

The issues that the participants expressed were very personal and touched on the essence of
the self and how work is indeed central to an adult’s identity. Through their small networks some of the
participants have taken on menial jobs which paid low wages. They took on these jobs not for the
financial rewards but just to have reason to wake up in the morning with some kind of work related
purpose. Some of the trailing spouses who hold masters degrees are now pursuing honours degrees
with the hope that a local qualification would help them secure employment.

The trailing spouses have found themselves in a space where they have had to deal with
integration and personal issues that they were not prepared for with little to no support from the
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Zimbabwean communities in South Africa and their husbands’ employers. Coming to South Africa has
had economic benefits despite the trailing spouses’ altered financial situations. Although there is
substantially a lot more money for the household there is often a lot less money at the trailing spouse’
disposal.

The assumption that people migrate because it is in their benefit to do so in terms of
psychological or income satisfaction does not directly hold true for the trailing spouses in this research.
Rather it seems they emigrate for family reasons, their marriages and the need to keep the family
together.

There also seems to be an interesting phenomenon emerging from serial emigration, ‘nomadic
protean careers’. Four out of the ten participants have lived in more than one foreign country and the
participants were certain that South Africa is not going to be their last place of emigration. In fact
participant D’s husband was considering a job offer in another country and participant C’'s husband was
looking for employment options further abroad. It therefore seems that the trailing spouses were
suggesting that as families, they are accepting and adopting borderless career options for the
breadwinner based on his professional development in support of the families’ economic requirements.

The experience of Zimbabwean trailing spouses in South Africa is a relatively new area of
research and little to no literature is available for comparison purposes. It is hoped that this study and
future studies on African expatriates and trailing spouses will help to develop literature in this area and
thus make a contribution to understanding the dynamics of expatriate assignments for individuals,
organisations and the trailing spouses. There is need to understand the unique nature of self expatriated
families and their needs which are no different to the needs of organisation expatriated families.

Finally, South Africa has a unique combination of problems that make it difficult for foreign
nationals to obtain employment. There is a need to redress apartheid era employment inequalities
within the context of globalisation and the current economic slowdown. The Immigration Act restricts
what foreign nationals can and cannot do in terms of employment. Indeed allowing everyone who
comes into South Africa to work is not a reasonable solution. South Africa has to protect its own local
labour. However it may be necessary to verify trailing spouses’ qualifications before entry into South
Africa and possibly extend job seeker’s permits to them if they meet set scarce skills requirements.

As mentioned earlier, this paper is part of a broader study which looks at the, identities, identity
work, and identity maintenance processes that trailing spouses of Zimbabwean origins living in South
Africa take on. This paper has looked at the personal experiences of the trailing spouses, how they
settled into South Africa, the difficulties that came with living in South Africa, and their employment
expectations upon arrival to South Africa. It has also looked at the practical and social support that these
trailing spouses have received. The altered financial positions of the trailing spouses and how this has
affected their roles in the family have also been discussed. Future research perhaps can look at how
countries on the African continent can harness the skills and expertise that trailing spouses have to
offer, and find solutions to the difficult experiences associated with being a trailing spouse.
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ABSTRACT

This study examines employee perceptions of job conditions in their workplaces in explaining an
organisation’s employee-outcomes. We suggest that when employees have positive perceptions of
various workplace conditions, their attitudes influence their perceived job satisfaction. We examine the
extent to which employees consider important various employment conditions in the workplace and
relate these attitudes towards their job satisfaction. We similarly hypothesize that employees’ fairness
perceptions in the workplace mediate the relationship between perceptions of job conditions and
employee job satisfaction. Data for employee attitudinal measures were collected by soliciting
employee surveys from five different centres of financial and higher education institutions in Tanzania.
Overall, the findings suggest that there is a positive relationship between positive employee perceptions
towards employment conditions and perceived job satisfaction.

Keywords: Employee Perceptions, Job Conditions, Employee Job Satisfaction

INTRODUCTION

Literature on the relationship between employee attitudes towards their workplace conditions
suggest that employees who have positive attitudes towards their employers and their workplace
conditions do experience great satisfaction in their job (Saari and Judge, 2004). The purpose of this study
is to describe a conceptual framework that can be used by an organisation to create value in its
processes through integrating employee perceptions of workplace conditions and their perceptions that
they are resourceful stakeholders in the organisation. The basis for this suggestion is that an
organisation can create a competitive advantage situation, through acquiring and developing resources
and capabilities that other competitors cannot easily access and by facilitating internal development of
employees in such areas as training (Barney, 1991; Delery and Doty, 1996). Underneath this assumption
is the presumption that employees as internal assets to the organisation are manoeuvrable and
developmental (Paauwe & Boselie, 2005). In this regard, when employees are considered resourceful
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and do actually consider themselves resourceful to the organisation, the organisation will realise various
performance outcomes as value added to the organisation and to the employees.

We likewise suggest in this study that employees are stakeholders to the organisation when one
takes into consideration the view that organisations can realize value creation through interweaving
stakeholder variables, such as employees, interest groups, investors, suppliers, customers and local
communities (Freeman, 1984). Literature on Strategic Human Resource Management (SHRM) suggests
that the management of human resources has been influenced by stakeholder theory (Parmar,
Freeman, Harrison, Wicks, Purnell & De Cole, 2010). While in its narrow definition a stakeholder is a
group that is vital to the survival and success of the organisation, in its wide definition, it is any group or
individual that can affect or is affected by the corporation in the achievement of its purposes (Freeman,
1984). The influence of stakeholder perspective to human resource management is in one way a result
of the perspective that organisations which practise effective and trustworthy stakeholder management
are better able to attract a high-quality workforce (Greening & Turban, 2002; Benson, Bradeley,
Davidson & Wallace, 2010). Stakeholder has also proven useful in creating strategic HR development
systems (Stewart, 1984; Garavan, 1995), in managing change (Hussain & Hafeez, 2008) in handling
crises, managing downsizing and in assessing the effectiveness of the HRM systems (Parmar et al.,
2010). While there are still other stakeholder perspectives such as multi-fiduciary stakeholder synthesis,
where stakeholders are treated by management as having equally important interests and deserve
maximization, researchers such as Kenneth Goodpaster view such perspectives to have ethical problems
(1991). Goodpaster’s objection is based on the view that there will be differences in obligations among
agents and principals in the execution of strategic decisions in a corporation that also involves a third
party. This study, however, limits itself to the narrow definition of stakeholders as defined by Freeman
(1984). In this regard, the study contributes to the employee performance literature on its attempt to
link employee attitudes towards workplace conditions and their overall job satisfaction by being guided
by the theoretical perspectives that employees are resourceful and stakeholders in any organisational
setting. As suggested by Parmar et al. (2010), stakeholder theory suggests that if we adopt as a unit of
analysis the relationships between a business and the groups and individuals who can affect or are
affected by it then we have a better chance to deal effectively with value creation, business and ethical
problems. Similarly, we are of the view that there is an economic justification of the impact of
stakeholder relationships to organisation performance as illustrated by Choi and Wang (2009) who
discovered not only that good stakeholder relations enable the organisation to enjoy superior financial
performance over a longer period of time, but that they also help poorly performing organisations to
improve their performance more quickly.

THEORETICAL FRAMEWORK

This study is based on two theories, namely, resource-based view (theory) and stakeholder theory. It is
based on the proposition that a proper integration of resource-based view and stakeholder theory will
create a long life value for a firm. We propose that when employees regard themselves as stakeholders
in the organisation, and when they think the organisation treats them well (as resourceful) they will
contribute greatly to the organisational performance by exhibiting employee attitudinal outcomes such
as employee intrinsic job satisfaction (Lambert, 2000). Being viewed as resourceful and as stakeholders,
employees tend to be enablers of organisational performance. This supposition is largely rooted in the
social exchange theory (Blau, 1964; Lambert, 2000) and the norm of reciprocity (Gouldner, 1960)
whereby employees are expected to pay back positive favours they get from their employer. This
argument is also supported by the AMO theory (Appelbaum et al., 2000), which states that performance
is a function of employee ability, motivation and opportunity.
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STUDIES LINKING EMPLOYEE ATTITUDES AND JOB SATISFACTION

Literature shows that various studies support the view that there is an association between
employee attitudes towards human resources management practices and various performance
outcomes, i.e., employee attitudinal outcomes (Lee & Bruvold, 2003; Frobel & Marchington, 2005; Khilji
& Wang, 2006). Human resource management practices, however, cover a wide variety of areas in
relationship to workplace conditions. In this regard, this study will highlight a few studies that have
empirically shown a relationship between employee attitudes to work conditions and employee job
satisfaction as a performance or attitudinal outcome. A study by Berg et al.,, (1996) consisted of
telephone interviews and company records among corporate officials and 100 employees from two
apparel industry plants. The response rate was 69%. The focus in the study was to compare employees’
perceptions of alternative work methods, such as team-working versus bundle production and firm
performance. The study showed that team-working as a workplace condition produced superior
performance, namely, an enhanced motivation and job satisfaction among employees. A study by
Appelbaum et al. (2000) in the States, measured among other things, employees’ perceived work
pressure with the introduction of work teams and off-line problem solving teams. Overall, the study
showed that employee attitudes were positive in workplaces where team-working and other employee
involvement practices were introduced and these practices were associated with employee enjoyment
of the job. Similarly, a study by Khilji and Wang (2006) in Pakistan assessed employee perceptions of
human resource management practices and employee outcomes. The study showed that there was an
association between satisfaction with human resource management practices and various performance
outcomes. Macky and Boxall (2007, 2008) conducted a study to examine the relationship between
various human resource management practices and employee attitudinal outcomes. They found a
positive association between HRM practices called high performance work systems and employee
outcomes such as job satisfaction. Overall, empirical research findings suggest that there is evidence to
link employee attitudes and various attitudinal and performance outcomes. In this regard, Purcell and
Kinnie (2008) illustrate various distinct though related outcomes among employees to include attitudinal
outcomes which consist of attitudes employees hold toward their job and their employer, for example,
job satisfaction. They also mention performance outcomes which include various measures of
effectiveness and behavioural outcomes which include attitudes like citizenship behaviour. We,
therefore, propose the following hypothesis in this study:

Hypothesis1: There is a positive association between positive employee perceptions towards
employment conditions and their job satisfaction.
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FIGURE 1

Theoretical Framework Depicting the Impact of Employee Perceptions to the Importance of
Workplace Conditions on Employee Job Satisfaction via Fairness Perceptions
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LINKING EMPLOYEE FAIRNESS PERCEPTIONS AND JOB SATISFACTION

While employee attitudes to various work conditions can be linked theoretically to job
satisfaction (Saari and Judge, 2004) it is reasonable in the workplace to examine the extent to which
employee job satisfaction is related to other variables such as procedural fairness perceptions. The
reason behind this suggestion is that research shows that people care more about procedural fairness,
that is, the kind of treatment they receive, than they do about distributive justice or fair outcomes
(Burke and Leben, 2007). Burke and Leben (2007) hold the view that, much public dissatisfaction
especially in the judicial system is due to lack of clarity in procedural justice. Likewise, employee
perceptions of procedural fairness determines work attitudes and behaviour (Colquitt and Rodell, 2011)
because it is from the act of sensing fairness in the methods used in planning and implementing
resource allocation that employees show their satisfaction or dissatisfaction to organisational justice
(Wiesenfeld, Swann Jr., Brockner and Bartel, 2007). In this regard, we assume that employee
perceptions towards workplace conditions do not solely focus on the work conditions, but rather on the
authority (Saari and Judge, 2004). In this regard, employee perceptions of workplace conditions can
reflect the extent to which they feel about procedural fairness in the workplace and consequently, their
feelings on job satisfaction. It is in this perspective that we are set in this study to examine the link
between employee perceptions of job conditions, procedural justice perceptions and perceived job
satisfaction. Thus, we suggest the following hypothesis:

Hypothesis 2: Employee procedural fairness perceptions mediate the relationship between
employee perceptions of workplace conditions and employee perceived job satisfaction.

OPERATIONAL DEFINITIONS
In order to operationalise our conceptual idea, we brought the two distinct areas (resource
based view of the firm and stakeholder theory) as a foundation of a new conceptual model. As could be

observed, most enablers found in excellence models are related to some forms of resources or
capability consistent with resource-based view of a firm (Barney, 1991; Hall, 1991; Prahalad and Hamel,

250



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

1990; Amit and Shoemaker, 1993; Edmondson and Moingeon, 1998). Under the resource-based
approach, individuals are motivated to optimise available economic choices, and make their rational
choices on the basis of the economic contexts of the firm rather than on social contexts or pressures
outside the firm (Oliver, 1997). In this regard, we measure employee attitudes or viewpoints (Saari and
Judge, 2004) to assess the extent to which employees think that various employment conditions are
important to them. This is important because the way employees think of themselves or think of the
policies and practices that touch their lives in the workplace influence various performance outcomes in
an organisation (Cooper and Thatcher, 2010). We likewise assess the extent to which employees think
the organisation is fair in its operations. Fairness perceptions as a concept is important to employees
since studies show that employees will exert more effort and get involved in the workplace based on the
extent to which they think the company is fair to them. Tsui and Wu (2005:118), for example, suggest
that ‘when employees experience long-term investment from employers, they reciprocate with loyalty
to these organisations and contribute much more than simple job performance.” While there are various
aspects of organisational justice, this study uses procedural fairness perceptions as the measure of the
extent to which employees feel that the company treats them fairly in their problems and in its decision
making procedures (Thibaut and Walker, 1975).

As for the second part of our analysis on the employee performance indicator, we attempt to
assess and discuss it from the perspective of the stakeholder theory (Freeman, 1984; Schmitt, 2000; Hill
and Jones, 1992; Anderson, 1989; and Rowley, 1987). We assess employee performance outcomes from
the index of job satisfaction, which is a non-financial performance measure. Job satisfaction is an
intangible variable, which like employee relations, ideas, or brand contributes to organisation
performance evaluation (Saari and Judge, 2004). The study, therefore, adapts a twenty two - item
measure of employee job satisfaction employed by McConnell (2003), which contains questions such as
“l am satisfied with the training provided for my current job.” The answers range from 1 — Strongly
Agree to 5 — Strongly Disagree. The items are reverse coded such that high scores suggest that an
employee has less job satisfaction.

RESEARCH METHODOLOGY

This study seeks to search for regularities and causal relationships between independent
variable (attitudes towards employment conditions) and dependent variable (perceived job satisfaction).
Despite the fact that we do not want to claim to establish causal inferences between these variables, we
attempt to use Ordinary Least Squares (OLS) regression analysis as the primary test for the research
hypotheses. The possibility of explaining variances accounted for by a set of independent variables on a
dependent variable(s) is an evidence of a particular association especially when the relationships are
statistically significant. Our study attempts to predict if changes in employee attitudes are associated
with changes in employee job satisfaction. We carried out this study by using a survey research design.
In this regard, questionnaires were used to solicit information on employee work conditions. The target
population for the study was at least 800 employees in ten financial and high education institutions in
Mwanza, Tanzania. Most of these organisations had at least 80 employees. In this regard 80
guestionnaires were sent to every organisation that was targeted. However, only five organisations
completed and returned the questionnaires. The questionnaires were administered to employees who
consisted of administrative, executive, professional and clerical workers. HR managers/directors
administered the questionnaires after the researchers mailed them to the organisations. Letters to
remind the HR managers/directors were sent out after a month and after two to three weeks the
managers/directors returned them to the researchers. In total, 219 usable questionnaires were
returned. These five organisations/ institutions were pooled together as one sample. Overall, the
response rate (weighted was 54.75%). The weighted response rate was captured by computing an
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average of each response rate of every organisation. Table 1 below summarises the number of
guestionnaires that were sent and returned. The organisations which did not respond to the
guestionnaires at all are not presented.

TABLE 1
Organisations and Questionnaires Returned

SN | Organisation /Institution Surveys Sent Surveys Returned | Response Rate %
1. Educ_Orgl 80 27 33.75

2. Educ_Org2 80 42 52.5

3. Fin_Orgl 80 59 73.75

4. Fin_Org2 80 39 48.75

5, Fin_Org3 80 52 65

6. Total 400 219 54.75

ANALYTICAL PROCEDURES USED IN DATA ANALYSIS FOR THE STUDY

Before conducting Factor Analysis (FA), we examined if the data was suitable for Factor Analysis.
We used the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy. The test assesses the extent of
multicollinearity and the extent of common variance among the variables, i.e., the underlying latent or
common factors (Kaiser, 1974). The KMO statistics in this study showed that all the variables had the
value of between 0.8 and 0.9 (values between 0.8 and 0.9 are excellent in the test of sampling
adequacy, Hutchinson and Solfroniou, 1999). In this regard, our variables were suitable for Factor
Analysis. The statistic for employee attitudes to the importance of workplace conditions was .844, p<
0.001, and for employee job satisfaction was .878, p< 0.001).

Measures

Workplace conditions. The importance of workplace conditions to employees was measured by
adapting McConnell’s (2003) employee survey instrument. The procedure included assessing the extent
to which employees considered various conditions of employment in the organisation as important. The
measure used a 1 to 5 Likert scale format. The scale ranged from 1 ‘very important’ to 5 ‘very
unimportant.” The main question was ‘how important are the following employment conditions at your
company?’ It included 20 items which comprised of items such as: (a) ‘how important to you are
employee policies at the company for which you work?’ (b) ‘How important to you are the benefits you
receive?’ (c) ‘How important to you are the opportunities to advance at your company' (d) ‘How
important to you is the overall communication at your company?' (e) ‘How important to you is the
recognition you receive from your company?’ After conducting factor analysis on this measure the
solution generated showed that there were five major factor loadings with initial eigenvalues greater
than 1. This generated five factors and the cumulative percentage of total variance (extracted and
rotated) explained was 57.09%. Since some of the items were below .45, the recommended cut-off
point for factor loadings as suggested by Tabachnick and Fidell (2007), only 17 items which had
acceptable factor loadings were used in forming various measures of the extent to which employee
perceived various employment conditions in the organisation important.
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Since four factor loadings were ascertained, they were labeled differently with the following
common elements; the first factor was made up of six items and was related to attitudes to the
importance of executive management. This was labeled executive management (alpha .79); the second
was made up of five items related to attitudes towards the importance of compensation. It was labeled
compensation (alpha .69); the third factor was made up of four items related to attitudes towards the
importance of administration policies. It was labeled administration policies (alpha .70); and the fourth
factor was made up of two items related to the importance of quality services. It was labeled quality
services (alpha .79). These four factors were used as independent variables in this study. Overall, the
factors were considered to constitute employee attitudes to various aspects of working conditions
which also suggest the extent to which employees consider themselves part of the workplace system.
For mediation test purposes, we had to use independent variables that were correlated to the mediator
variable and the dependent variable as suggested by Baron and Kenny (1986). In this regard, two
variables that were labeled executive management and administrative policies were used as predictors
in the mediation test.

Job satisfaction. Similarly, we assessed the extent to which employees were satisfied with their
job or employment conditions in the organisation. This measure likewise was adapted from McConnell's
(2003) employee survey measure. It included 22 items measuring the extent to which employees were
satisfied with various job conditions in the organisation/company. The measure used a 1 to 5 Likert scale
format. The scale ranged from 1 ‘strongly agree’ to 5 ’‘strongly disagree.” The main question was
‘indicate the extent to which you agree or disagree with each of the following items.” Sample items
included, (a) | am satisfied with the training provided for my current job. (b) | am satisfied with the
amount of training offered for advancement. (c) | like my job - the work | do. (d) | feel | can voice my
opinion without fear of reprisal. (e) | feel secure that | will be able to work for our company as long as |
do a good job. (f) Our company recognizes the accomplishments of employees. After conducting factor
analysis on this measure, five factor loadings were generated with initial eigenvalues greater than 1. The
cumulative percentage of total variance (extracted and rotated) explained was 61.7%. Despite the fact
that studies show that employee satisfaction measures are not uni-dimensional, for clarity purposes, we
decided that the twenty one items which were above .45 cut-off point as suggested by Tabachnick and
Fidell (2007) be pulled together as one factor and test them for reliability. The result was Cronbach's
alpha .92. These items were labeled a measure of ‘overall employee satisfaction with job conditions.’
This measure was used in the study as a dependent variable.

Procedural fairness perceptions. \We measured employee fairness perceptions with three items
adopted from McDonnell’s (2003) employee survey measure. The measure included items such as ‘all
things considered how do you rate the fairness with which your organisation treats all employees?’
‘How do you rate your organisation on treating employees’ problems fairly? The measure was in the
Likert Scale format and ranged from 1 Excellent to 5 Poor. The Cronbach’s alpha for this measure was
.82. The items were reverse coded, thus high scores meant low fairness perceptions.

Control Variables

A number of variables were controlled for in the model. These included company type, gender,
tenure, occupation and race. We used dummy variables to distinguish between financial institutions and
education institutions. Gender was coded 1 for male and 0 for female.
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STUDY FINDINGS

Normally, a researcher would check if there is a threat of non-response bias in the sample of the
study before analysing the findings. The threat of non-response bias exists whenever significant
numbers of the targeted population fail to respond (Smith et al.,, 1994). In this study there was a
relatively high response rate (weighted average was 55%), thus the investigators did not have to check
for possible non-response bias. This response rate is acceptable in many employee survey studies such
as those conducted by Guest and Conway (1999) - response rate was 39%, Bacon and Blyton (2000) -
response rate was 52%, and Khilji and Wang (2006) - response rate was 51%. A total of 219 employee
respondents were included in the sample. They were drawn from five financial and higher education
institutions in Mwanza, Tanzania (refer to Table 1 for details). In terms of race, while 95% were African,
four per cent were either European or American. In terms of gender, 65% were males. While the
professional group was 67%, executive and supervisors made about 19% of the sample. In terms of
tenure, while about 24% has stayed with their employer for more than five years, 20% were in the
employment for less than one year. Table 2 presents the descriptive statistics, i.e., mean, standard
deviations and the study’s Pearson correlation coefficients. Overall, the study shows that there is a
positive correlation between variables that show employee attitudes towards job conditions (the extent
they think work conditions are important to them) and overall job satisfaction. In particular, attitudes
towards compensation was positively related to job satisfaction (r = .57, p < 0.01); and likewise quality
service (r = .21, p < 0.01). Similarly, race as a control variable is positively correlated with employee job
satisfaction (r=.13, p < 0.05).

The multiple regression analysis was used as the primary test of the main research question. The
guestion was: how important are the employee attitudes towards various job conditions in the
organisation and to what extent do they relate to employee job satisfaction? Regression results are
presented in Table 3. Model 1 and 2 present results related to the extent to which control variables
(model 1) and independent variables (model 2) explain employee overall job satisfaction. In running the
regressions, a number of control variables were controlled for. Model 1 contains the control variables
(organisation type, gender, race, occupation and tenure). Overall, Model 1 accounted for 22% variance
in explaining employee job satisfaction and model 2 accounted for 50% variance (Model R?) on overall
employee job satisfaction (F = 16.39, p < 0.001). Models 3 presents regression results when the
procedural fairness variable (i.e., the mediator) was added. The addition of the mediator variable
accounted for a further 17 per cent of the variance in the model (AF = 103.1). Overall, the model
accounted for about 67 per cent of the variance (Model R?) in employee job satisfaction [F(13, 205) =
31.06, p < 0.001)].

Using causal steps in the mediation test (Baron and Kenny, 1986), we found out that the first
step in the mediation test was significant, that is, employee perceptions towards job conditions related
to executive management and administrative policies were positively related to employee job
satisfaction. The second and third steps were also significant. Employee perceptions of job conditions
significantly predicted procedural justice perceptions and procedural justice perceptions significantly
predicted job satisfaction when controlling for employee perceptions of job conditions. The last
condition as recommended by Baron and Kenny (1986) states that in order to claim for a partial or full
mediation, the effect of the predictor (in this case perceptions of job conditions) on the dependent
variable (in this case job satisfaction) should be reduced to zero (full mediation) or merely reduced
(partial mediation) when controlling for mediator (i.e., procedural fairness perceptions) was not met.
Thus, we had to carry out a Sobel test. This test uses the products of coefficients approach to establish
indirect effect of the mediator on the dependent variable (Sobel, 1982). Table 4 provides the Sobel test
results for the mediating effects of procedural fairness perceptions on the relationship between job
conditions perceptions and employee job satisfaction.
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1. Job Satisfaction

2. Procedural Fairness

3. Executive Management
4. Compensation

5. Administrative Policy
6. Quality Service

7. Gender

8. Race

9. Occupation

10. Tenure

M

2.3

2.7

1.7

1.7

1.9

1.9

14

11

3.0

4.0

SD

.65

11

.55

.62

.61

1.2

48

51

.86

1.7

N

219

216

219

219

219

217

209

210

212

211
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TABLE 2
Means, Standard Deviations and Pearson Correlations ®°

(.92)

A2%*

53**

7%

55**

21%*

-.07

13*

-.03

-.02

(.82)

39

39

A3F*

A3*

-.03

-.04

-.03

-.02

(.79)

.65**,

56**

31

.10

.06

.01

-.06

(.69)

61**

30**

-.03

16*

-.005

-.02

(.70)
217
-.05
137
-01

-.07

(.79)
06
08 .10
01 .06 -05

-02 .08 -09 -07

* Correlation is significant at the 0.05 level (1-tailed); ** Correlation is significant at the 0.01 level (1-tailed); ®Pairwise deletion of missing values
reduced the sample size from 219 to numbers ranging from 209 to 218 across various measures; °Cronbach’s alpha for the multiple item measures

are provided in the diagonal.
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TABLE 3

Multiple Regression Analysis to Test for Variance Accounted for by Attitudes Towards
Various Employment Conditions and Employee Job Satisfaction *°

Variables Model 1 Model 2 Model 3
Employee Overall Job Satisfaction
Beta Beta Beta
Educ_Orgl - 24%* -.08 -.07
Step 1: Educ_Org2 -.50** - 31*** -.14*
Fin_Org2 -.18* .001 .02
Control Fin_Org3 - 40*** -22%* -.12*
Variables
Gender -.06 -.07 -.07
Race .04 01 .09*
Occupation .02 -.01 01
Tenure .07 .09 .06
Step 2: Executive Management - 2TFF* 16**
Compensation - .18* 14*
Predictors 1 Administrative Policies - 21%* 10F
Quality Service - .02 .02
Predictors 2 Procedural Fairness - - SL***
Change in F 7.104*** 27.35%** 103.1***
AR® 224%** 281F** A73**
Model R® 224 505 678
Model F 7.10%** 16.39*** 31.06***
Adjusted R 192 AT4 656
N 203 203 203

Notes: *Fin_Orgl was omitted in this regression since it is a reference group variable; "Missing data
and listwise deletion reduced sample size from 219 to 203; " p < 0.001; “p < 0.01; "p<0.05; ¥ p <
0.10; all tests are one-tailed.
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TABLE 4

Regression Results Predicting the Mediation Effects of Procedural Fairness Perceptions on the
Relationship Between Perceptions of Job Conditions and Employee Job Satisfaction®

Employee Job Satisfaction

Predictors b T F df R’ Total Sobel Z
Change )
(s.e) R
Model 1
Executive 32*** 3.79 16.4%** (12,193) | .28*** H1***
Management
(.083)

Administrative 22%* 2.99 16.4%** | (12,193) | .28*** B1x**
Policies

(.074)
Model 2

Procedural 32x** 11.55 23F**
Fairness
Executive .218*** | 3,55 113.5%** | (3,212) 09*** B2*** 1.99*
Management

(.061)
Administrative 216%** | 3.8 113.5%** | (3,212) 09*** B2*** 3.12*
Policies

(.057)

Note: *Sobel test results are two tailed. N =219, ***p < 0.001; **p < 0.01; *p < 0.05; +p < 0.10

These findings suggest that employee attitudes towards the importance of employment
conditions have an impact on their overall job satisfaction. Specifically, the findings show that
employee attitudes towards job conditions were significant in explaining overall job satisfaction to
the extent that a one standard deviation change in the measure of the importance of employment
conditions related to compensation is associated with a standardised beta change of .18, (p < 0.05)
in the measure of overall job satisfaction. Similarly, a one standard deviation change in the measure
of employee perceptions of the importance of job conditions related to executive management is
associated with a standardized B change of .27, (p < 0.001) in the measure of job satisfaction.
However, employee perceptions towards job conditions related to quality services were not
significant in explaining job satisfaction. Race as a control variable was, however, significant in
explaining employee satisfaction when procedural fairness perceptions were used as predictor of
employee job satisfaction (B = .09, p < 0.05). Other significant control variables in explaining
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changes in employee job satisfaction included organisation type. In this regard, both financial and
high education institutions were significant in explaining the independent variables. The mediation
tests results suggest that though the study could not establish partial or full mediation role of
procedural fairness perceptions on the relationship between perceptions of job conditions and
employee job satisfaction, it was however established through the Sobel test that the mediator
carries the influence of the independent variable to a dependent variable. In other words,
employee perceptions of job conditions had an indirect effect on employee job satisfaction through
perceptions of procedural fairness. The Sobel test was used as a supplementary statistical method
to establish the indirect effect in these simple mediation models.

DISCUSSION AND RECOMMENDATION

The hypothesis in this study was ‘There is a positive association between positive
employee attitudes towards employment conditions and their job satisfaction.” The Pearson
correlation findings showed a positive association between various employee attitudes towards
job conditions and overall job satisfaction. These findings support hypothesis 1. However, by
running multiple regression analysis the study exposed stronger evidence of the relationship
between independent variables and the dependent variable. In this regard, the study showed that
a change in the measure of employee attitudes towards job conditions was associated with a
change in the measure of employee job satisfaction. These findings were, therefore, supportive of
our hypothesis that ‘There is a positive association between positive employee attitudes towards
employment conditions and their job satisfaction.” Practically, the findings in our study suggest
that employee viewpoints or attitudes towards employment conditions are significant in
explaining employee satisfaction in the workplace. This trend of attitude can be very important to
practitioners in particular employers if they want to effect changes in employee performance
outcomes such as job satisfaction. By explaining the extent to which employees perceive as
important various employment conditions the study helps practitioners and even researchers
identify and improve practices that may foster employment conditions in the workplace and
discourage practices that may hamper employee satisfaction. This study is, therefore, a step in
showing that employee attitudes are related to performance outcomes.

Theoretically, the results in this study are important in explaining the role of stakeholder
theory and the RBV of the firm as lenses in explaining the relationship between employee
attitudes and employee job satisfaction. Though this study does not explicitly or empirically test
for the moderating role of these theories, the results, however, highlight the importance of
studying the theories as possible explanations to when and why employees may exhibit
satisfaction attitudes such as job satisfaction. This study, has theoretically suggested that when
the two theories are considered together, that is, employees are not only resourceful to the
organisation but are also stakeholders, this perception improves their attitudinal outcomes. Once
their attitudes are improved, they will exhibit a positive perception towards the organisation and
they will definitely identify which work conditions work for them. This supposition is based on
research models which suggest that how employees think of themselves influence key employee
outcomes such as cooperation in the workplace (Dukerich et al., 2002; Cooper and Thatcher,
2010).

Our study is somehow limited in that it falls short of explaining the reasons or causes
behind employee attitudes. However, the use of these theories in explaining the bases or
assumptions of employee attitudes (i.e., as stakeholders and/or as resources to the organisation)
is a step in research and thus sets to analyse the trend of employee attitudes towards work
conditions and their possible impact in employee performance outcomes. In this regard, we
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suggest that future studies test empirically the role of RBV and stakeholder theory in examining
the causes of employee attitudes and thus be able to link them appropriately with employee job
satisfaction. Similarly, despite the fact that our study has shown the relationship between
employee attitudinal trends and job satisfaction among employees, we recommend that future
studies be conducted on identifying which attitudes and on what work conditions should
employers focus in explaining employee job satisfaction as a performance outcome. In this way,
both employees and employers’ attitudes towards job conditions can be used to assess the
association between attitudes and employee performance outcomes.

LIMITATIONS

We would like to note that our study faced a few challenges including getting responses
only from employees a factor that can raise issues on common method variance. However, since
the focus on the study was to get lived experience of employees who are subject to the work
conditions; common method variance error could be mitigated. Furthermore, the sample included
employees from various professions, age, gender and race, and thus the validity and reliability of
their perceptions can be counted upon. Likewise, since we had five companies studied, a more
appropriate method would have been structural equation modelling (SEM). However, due to
limited sample size, SEM" as a statistical method could not be appropriate. In this regard, Ordinary
Least Squares regression analysis was used as the most appropriate method in this study.

CONCLUSION

This study has to a large extent showed the importance of examining employee attitudes
and their impact on performance outcomes through the lenses of two distinct theoretical
approaches put together as one theoretical perspective. These theories have some commonality in
that they consider employees as resourceful and partners in the value creation process in the
organisation. We are of the view that, it is important for organisations to examine employee
attitudes on various employment conditions in order to determine whether the trends in attitudes
and performance outcomes are in line with the organisation’s strategic plan. Knowing that
employees are satisfied can greatly contribute to the organisation’s ability to organise its
production process well, however, knowing that employees consider themselves as resources and
stakeholders in the organisation can help the organisation improve its strategies and thus realise
both organisational and employee performance outcomes.
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ABSTRACT

Despite the large number of people in Western countries with roots going back to Africa, the role of the
African diaspora has generally been overlooked in the management literature. The objective of this study
is to examine the differences and similarities in effective leadership and motivation among the African
diaspora in the United States and Canada. Results of focus groups suggest that while differences in
leadership and motivation emerged, some consensus was also found. There was agreement that
“wise/knowledgeable,” “honest/trustworthy” and “visionary” describe an effective leader. “Charismatic”
was the most important dimension mentioned by the participants in the United States focus groups,
“inspirational” was the most important dimension for the Canadian participants. Future directions and
practical implications are discussed.

Keywords: Leadership, Motivation, African Diaspora

INTRODUCTION

The African continent is becoming more important in the global business context and the role of
the African diaspora cannot be overemphasized. The utility of the African diaspora to the continent’s
development is reflected in the amount of remittances sent to Africa. It has been estimated that the flow
of diaspora remittances to sub-Saharan Africa in 2011 was about US $27 billion, an annual growth rate of
8.5 percent , the second only to foreign direct invest in terms of net foreign inflows (Ratha & Silwal,
2012). The literature has also highlighted the role of the African diaspora in improving leadership and

262


mailto:bgalperin@ut.edu
mailto:terrilituchy@yahoo.com
mailto:acquaah@uncg.edu
mailto:Bewaji@sxu.edu
mailto:mzad@utdallas.edu

Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

motivation in Africa (e.g., Gramby-Sobukwe, 2005; Mohan & Zach-Williams, 2002). Despite the central
role the African diaspora may play in improving leadership in Africa, the literature has overlooked
leadership and motivation in the African diaspora. Gramby-Sobukwe (2005) suggested that the African
diaspora in the United States plays an important and positive role for the betterment of African countries
through the help offered to democratic leaders in Africa. Similarly, the African diaspora in Canada can
also play a central role in the improvement of leadership and motivation in Africa.

While the larger research project examines other countries in the African diaspora (e.g., the
Caribbean), this paper examines the differences and similarities in effective leadership and motivation in
the United States and Canada. Specifically, we explore the following research questions: (1) What are the
similarities and differences in the perceptions of people from the African diaspora about leadership in the
United States and Canada? and, (2) What are the similarities and differences in the perceptions of people
from the African diaspora about motivation in the United States and Canada?

LEADERSHIP AND MOTIVATION IN THE DIASPORA: THE UNITED STATES AND CANADA

Diaspora is broadly defined as anyone with roots going back to Africa. The African diaspora is
approximated to be around 140 million (World Bank, 2010). Researchers have suggested the important
role the African diaspora can play in helping African countries in democratic leadership as well as social
processes (Gramby-Sobukwe, 2005; Mohan & Zack-Williams, 2002). In particular, the African diaspora in
the United States and Canada can play a critical role in helping African countries regarding issues relating
to leadership and motivation. Before discussing perceptions of leadership and motivation of the African
diaspora in the United States and Canada, the historical contexts of the two countries will be discussed in
greater detail.

Historically, the African diaspora came to the United States largely through the slave trade. These
individuals, popularly called African Americans, constitute the majority of the African population in the
United States; however, there is a large group of new immigrants from Africa who came to the United
States for economic and social reasons. In Canada, the African diaspora are more likely to be new
immigrants who moved to Canada for economic and social reasons. The African diaspora in Canada, who
are associated with the slave trade, are largely descendants of the slaves who escaped from the United
States and found their way through the underground railway to Canada (McGee, 2010).

Currently, the United States has the largest number of African diaspora living in any single
country of the world. They are around 38 million, accounting for about 12 percent of the total American
population (World Factbook, 2012). Canada, on the other hand, has a relatively small population of
African diaspora with around 800,000 people accounting for around 2.7 percent of the population
(Statistics Canada, 2010). Thus, Canada provides a contrast to the United States, where the population of
African diaspora is high.

Leadership and motivation has been studied intensively in the West for the past century (Steers,
Mowday, & Shapiro, 2004). Despite the various leadership and motivation theories, the comparative
research in the area is limited (Morrison, 2000; Suutari, 2002). Typically, studies on leadership and
motivation in Canada have only focused on a single culture. For example, using a sample of leaders from
five provinces in Canada, Arnold and Loughlin (2010) found that leaders were more likely to engage in
supportive, compared to developmental individually considerate, transformational leadership behavior.
Similarly, cross-cultural motivation studies comparing U.S. and Canadian samples with those from other
parts of the world also uncover differences that are due to cultural orientation (e.g. Lanik, Thornton, &
Hoskovcova, 2009).

While the above studies examine leadership and motivation in the United States and Canada, and
compare them with those from other countries, there is little research focused on people from the Africa
diaspora in the United States and Canada. Given the lack of research in the area, we use qualitative
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research to fill the gap by examining the perception of leadership effectiveness and motivation by the
African diaspora in the United States and Canada.

METHOD

Participants

A total of ten focus groups were conducted in the United States (five) and Canada (five).
Participants were either working or retired adults who possessed a minimum of a high school diploma
and were members of various African diaspora community organizations or working adults who were
pursuing undergraduate or post-graduate degrees. The ages of participants ranged between 17-69 years
old. More details on the participants for each country are discussed below.

United States. The focus group participants were from Tampa, Florida; Chicago, lllinois; and
Greensboro, North Carolina. Participants from Tampa, Florida were individuals with work experience who
were enrolled in bachelor and master programs. There were a total of 17 participants (5 males and 12
females) in the three focus groups: focus group one (n=6); focus group two (n=5); and focus group three
(n=6). Their ages ranged between 17 to 26 years old. The participants came from the following countries:
the United States, Jamaica, Bahamas, Virgin Islands, and Cayman Islands. Participants from Chicago,
Illinois were individuals with work experience who had school leaving certificates, as well as bachelor and
master degrees. Participants from Chicago, IL were mostly African Americans, except one who was from
Haiti. There were five participants (3 males and 2 females) in the focus group with ages ranging from 27
to 59 years old. Participants from Greensboro, North Carolina were members of a community group who
were all gainfully employed. There were a total of seven participants (6 males and 1 female) in the focus
group. Their ages ranged from 20 to 68 years old. All the participants were originally from Ghana who
migrated to the United States.

Canada. The focus group participants were from Montreal, Quebec, and Toronto, Ontario.
Participants from Montreal, Quebec were either individuals with work experience who were enrolled in
bachelor and master programs or members of community organizations. There were a total of 13
participants (5 males and 8 females) in the three focus groups: focus group one (n=4); focus group two
(n=4); and focus group three (n=5). Their ages ranged from 20 to 69 years old. The participants came
from the following countries: Canada, Barbados, Grenada, Ivory Coast, Nigeria, and Trinidad. Participants
from Toronto, Ontario were members of community and church groups. There were a total of 14
participants (6 males and 8 females) in the two focus groups: focus group one (n=9) and focus group two
(n=5). Their ages ranged from 31 to 75 years old. Country of origin included: Canada, Barbados, Jamaica
and Dominica.

Procedure

Focus groups were used to collect data due to the effectiveness of collecting qualitative data
through group interaction (Morgan, 1996). Participants of the focus groups were recruited in different
ways in order to diversify the sample. Participants in the Tampa focus groups were recruited from various
undergraduate and graduate classes during one semester. The focus groups were conducted in a
classroom on campus. After the agreement was reached in the focus groups, the participants were
debriefed and thanked for their participation.

To recruit the participants in the Chicago focus group, the researchers contacted an African
American psychologist with connections to various university faculty members. Compiling a list of
psychologists proved unsuccessful within the time frame given, but one of the psychologists was able to
aid with a test run, as well as giving advice on trying a church for participant recruitment. The church was
able to provide help as five members stated interest. The focus group was conducted at the dining room
of the church. The focus group discussions took about one hour. There was only one round for the focus
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group and the researcher asked questions while recording the responses using the protocol provided.
Discussions took place on each response with a final consensus derived.

To recruit the participants in the Greensboro focus group, the researchers contacted the
executives of a local African diaspora community organization. The executives of the community
organization then informed the members of the organization about the research and asked those
interested in participating to contact the researchers. Ten members of the community organization
contacted the researchers about their interest in participating and all ten were invited to participate. The
focus group was conducted at a conference room on a university campus. The focus group discussions
took about one hour.

The researchers from the different countries followed a detailed protocol to ensure consistency
in data collection procedures. In each focus group, the lead facilitator began the focus group with
introductions and an overview of the project and the role of the focus group. Participants were assured
that the results and their information would be held in strictest confidence and permission was obtained
from the participants for the session to be recorded. Discussion among the participants on each of the
guestions was encouraged by the lead facilitator. After this was done, the second facilitator read
responses from the Delphi technique which was conducted prior to the focus groups. Results for the
Delphi technique are discussed in Ford, Lituchy, Punnett, Puplampu and Sejjaaka (2013) and Lituchy,
Punnett, Thomas, Cruickshank, Oppenheimer, Ford, Puplampu and Sejjaaka (2011). Once the groups
provided input on each item and some agreement was reached, rankings were collected and results were
collated using the reverse scoring method to determine the mean or the average score.

In order to examine the differences and similarities of the perceptions about leadership
effectiveness and motivation of the African diaspora in Canada and the United States, participants were
asked to respond to the follow questions: (1) What three to five words/phrases best describes your
ethnic or cultural background? (2) What three to five words/phrases would you use to describe an
effective leader’s personal characteristics? (3) What three to five words/phrases describes what an
effective leader does? (4) What three to five words/phrases describes what motivates leaders to
succeed? (5) What three to five words/phrases describes what motivates people (other than leaders) to
work hard? (6a) What three to five people, men or women, do you consider to be, or to have been,
effective leaders (they can be local, national or international)? (6b) What three to five words/phrases
best describes why each leader is effective? and, (7) What three to five words/phrases best describes
“your culture”?

RESULTS

The results of the seven questions asked to focus group participants are presented below. The
overall means (out of 5) for the most important dimensions for the United States and Canada focus
groups are summarized below.

The first and final questions asked about ethnic background and culture. Similarities between the
United States and Canada emerged. Participants in both countries described their ethnic and cultural
background as: (1) Black [U.S.: M=4.08; Canada: M=4.11]; (2) Region of origin (e.g. from Africa or the
Caribbean) [U.S.: M=3.61; Canada: M=3.79]; (3) Country of origin (e.g. African American, Ghanaian
American) [U.S.: M=3.41; Canada: M=3.75]; and (4) African [U.S.: M=3.00; Canada: M=3.78]. Differences
between the United States and Canada also emerged. The American focus groups described their ethnic
background using the following terms: tribe (M=4.17) and multicultural/multiethnic (M=3.39). On the
other hand, the Canadian focus groups described their ethnic background using the following terms: (1)
hard working (M=4.00); (2) homogeneity (M=3.50); and (3) community life (M=3.00).

The final question asked participants, “What three to five words/phrases best describes “your
culture”?” No agreement was found between the American and Canadian focus groups. American focus
groups stated that the following terms best described their culture: (1) rich in history, stories, and
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experiences (M=4.00); (2) respectful (M=4.00); (3) family-oriented (M=3.67); (4) proud/pride (M=3.33);
(5) loud (M=3.60); and, (6) togetherness (M=3.50). One Canadian focus group stated that the term
“strong” best described their culture.

The second question was, “What three to five words/phrases would you use to describe an
effective leader’s personal characteristics?” Similarities between the United States and Canada emerged.
Participants in both countries used the following words to describe an effective leader’s personal
characteristics: (1) wise/knowledgeable [U.S.: M=4.00; Canada: M=3.67]; (2) honest/trustworthy [U.S.:
M=3.33; Canada: M=3.00]; (3) visionary [U.S. M=3.13; Canada: M=3.25]; and (4) effective
communicator/good communication skills/good listener [U.S.: M=2.90; Canada: M=3.00]. Differences
between the United States and Canada also emerged. The American focus groups used the following
terms to describe an effective leader’s personal characteristics: (1) charismatic (M=4.42); (2) influential
(M=3.67); (3) empowering (M=3.00); and, (4) make informed decisions (M=2.75). On the other hand, the
Canadian focus groups used the following terms: (1) inspirational (M=4.5); (2) motivator (M=3.5); (3)
decisive (M=3.33); (4) organized (M=3.09); (5) responsive (M= 3.00), and (6) team player (M=2.5).
Interestingly, while charismatic was the most important dimension mentioned by the participants in the
U.S. focus groups, inspirational was the most important dimension for the Canadian participants.

The third question asked to focus group participants, “What three to five words/phrases
describes what an effective leader does?” Only one similarity between United States and Canada focus
groups emerged. Participants from both countries described what an effective leader does as:
motivator/influences/motivates others [U.S. M=3.17; Canada: M=3.73]. There were several differences
between the countries. Americans were most likely to describe what an effective leaders does using the
following words/phrases: (1) executes a plan (M=3.75); (2) inspires others to take action (M=3.67); (3)
leads by example/mentors/grooms others to lead (M=3.64); (4) listens (M=2.75). On the other hand,
Canadians described what an effective leader does using the following words/phrases: (1) encourages
(M=4.67); (2) setting a vision/develops vision, goals, objectives, plans (M=4.5); (3) lives up to demands
(M=4.50); (4) takes control (M=4.50); (5) adaptively executes (M=4.50); (6) leads (M=3.75); (7)
communicates (M=3.67); and (8) delegates responsibilities/tasks (M=3.00).

The fourth question was, “What three to five words/phrases describes what motivates leaders to
succeed?” Participants in both countries agreed on the following words/phrases: ambition/innate drive
[U.S.: M=3.25; Canada: M=3.50] and money/financial compensation/monetary gains [U.S. M=3.21;
Canada: M=4.50]. Many differences emerged between the American and Canadian focus groups.
Americans described what motivates leaders to succeed using the following words/phrases: (1) desire for
the very best (M=4.00); (2) good support/team support/support (M=3.75); (3) passion for people and
country/passion (M=3.65); (4) well-being of others (M=3.00); (5) hope for the future (M=2.75); and, (6)
better their situation (M=2.75). On the other hand, Canadians described what motivates leaders to
succeed using the following words/phrases: (1) desire/passion to complete a task (M=4.50); (2) heart of
the people/empathy (M=4.50); (3) incentives (M=3.75); (4) recognition (M=3.33); (5) state of the
community (M=3.33); (6) passion for justice/change (M=3.25); (7) personal challenges (M=3.25); (8) love
for the country (M=3.00); (9) perceived results (M=2.67); and, (10) make a difference/sense of helping
(M=2.60).

The fifth question was, “What three to five words/phrases describes what motivates people
(other than leaders) to work hard?” Similarities between the United States and Canada emerged.
Participants in both countries described what motivates people (other than leaders) to work hard using
the following words/phrases: (1) desire for a better life/want a better life for yourself and loved ones
[U.S.: M=4.50; Canada: M=3.00]; (2) rewards/promotion/incentives [U.S.: M=3.43; Canada: M=4.20]; (3)
recognition/fame/personal recognition [U.S.: M=2.84; Canada: M=4.67]. Differences emerged between
the American and Canadian focus groups. Americans described what motivates people (other than
leaders) to work hard using the following words/phrases: (1) desire for the very best (M=4.67); (2)
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potential reward (M=4.60); (3) personal satisfaction/self-satisfaction (M=3.88); and (4) monetary
rewards/money (M=3.75). On the other hand, Canadians described what motivates people (other than
leaders) to succeed using the following words/phrases: (1) upward mobility (M=4.67); (2) fear/need for
security (M=4.67); (3) recognition/fame/personal recognition (M=4.67); (4) strong leaders (M=4.00); (5)
passion/desire to complete a task (M=3.58); (6) self-fulfillment/achievement/accomplishment for results/
job satisfaction/drive/ personal ambition (M=3.00); and, (7) dreams (M=3.00).

Question Six had two parts: “What three to five people, men or women, do you consider to be, or
to have been, effective leaders (they can be local, national or international)?” and “What three to five
words/phrases best describes why each leader is effective?” With respect to Question six (part one),
there was agreement among Americans and Canadians that the following leaders (local, national, and
international) were effective: Martin Luther King Jr., Jesus Christ, Nelson Mandela, Mahatma Ghandi, and
Kwame Nkrumah. Differences also emerged. Americans agreed that Kofi Annan, Adolf Hitler, Bill Clinton,
Rosa Parks, Steve Jobs, and Fidel Castro were effective. On the other hand, Canadians agreed that Pierre
Elliot Trudeau, Barack Obama, and Wangari Maathai were effective.

With respect to the second part of the question which asked participants to best describe why
each leader was effective, there was agreement among Americans and Canadians only on one
description: unwavering morals and ethics [U.S.: M=3.33; Canada: M=4.67]. American focus groups
described leaders as effective because: (1) visionary/clear vision an mission/shared vision (M=3.94); (2)
inspirational/ability to influence others/ influential (M=3.88); (3) cares about people/caring (M=3.67); (4)
accountable/responsible (M=3.20), (5) selfless (M=3.00); (6) hard working (M=3.00); and, (7) peace as
utopian goal (M=2.67). On the other hand, Canadians only agreed that belief in a cause (M=3.67) best
described why leaders are effective.

DISCUSSION

The objective of this study was to examine the differences and similarities in the perceptions of
the African diaspora in the United States and Canada about the characteristics of effective leadership and
motivation. An emic approach was utilized where the respondents were allowed to: (1) describe their
culture and cultural background; (2) define and describe the characteristics of effective leadership; (3)
describe what effective leaders do; and, (4) describe what motivates both leaders and followers to do
what they do and make sure they succeed. We followed the emic approach to move away from the
literature in leadership and motivation that have been largely based on Western cultures, beliefs, and
values (Steers, Sanchez-Runde, & Nardon, 2012). Overall, the findings suggest that there are both
similarities and differences regarding the way people from the African diaspora in the United States and
Canada describe their ethnicity and cultural background, and how they perceive effective leadership and
what motivates leaders to succeed.

We find that most of the personal characteristics of an effective leader proposed by the
participants in both United States and Canada are similar to those suggested by Implicit Leadership
Theory such as, charismatic, wise/knowledgeable, honest, trustworthy, organized, inspirational, and
decisive (e.g., Epitropaki & Martin, 2004). However, other characteristics that were stressed by the
participants included, being an effective communicator, good listener, team player and a visionary. Thus,
this finding suggests that a leader who develops strong interpersonal relationship is important to the
African diaspora (Newenham-Kahindi, 2009). The three most important characteristics that were used to
describe an effective leader by the African diaspora in the United States were charismatic,
wise/knowledgeable, and humble; while inspirational, wise knowledgeable and motivator/motivated
were the most important in Canada. While charisma and inspirational are different, both are related to
the construct of transformational leadership.
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The findings also highlight the diversity among the African diaspora in the two countries in terms
of what motivates leaders to succeed. Although participants in both countries described the need to
support, monetary rewards and non-monetary rewards were factors that motivated leaders to succeed,
the United States participants placed more emphasis on support and non-monetary rewards with the top
three being: desire for the best, supporting others, and passion for people and country. The Canadian
participants, however, emphasized task completion and monetary rewards with the most important
being: desire to complete a task, empathy, and monetary or financial compensation. The participants
from both the United States and Canada further see security, potential rewards, and recognition as
important motivators for other people, with the diaspora in the United States still focusing on the desire
for the very best as critical, while upward mobility was central for Canada.

As with all studies, this study also has its limitations. First, while focus groups were conducted in
various locations across the United States and Canada in order to achieve a representative sample of the
African diaspora in the two countries, future studies should conduct focus groups in other geographical
locations. Second, participants in the United States and Canada samples possessed a minimum of a high
school diploma, pursuing undergraduate or post-graduate degrees. Future research should include
participants from a broader demographic spectrum. Finally, it was challenging to conduct multiple focus
groups with a minimum of five people in each city. In some cases, people confirmed their attendance a
day before but did not show up to the specified time. As a result, focus groups had to be rescheduled.

Despite its limitations, we believe this research provides a contribution to the literature, and a
basis to further build research. The results of the focus groups are being used to develop a questionnaire
for a large-scale study. This research is significant because it limits the Western bias found in much
research by using an emic approach and adds to the theory of international management, specifically
leadership and motivation. The findings also further support the importance for practitioners to better
understand the diversity within their organizations. Managers must understand the role of national
culture on what determines effective leadership and what motivates employees. While similarities were
found between the perceptions about leadership and motivation among the African diaspora, differences
also emerged between the two countries suggesting the importance of cross-cultural differences
between the United States and Canada, two countries that share the longest unfortified border in the
world.
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ABSTRACT

In contrast to earlier leadership research the employees’ perspective is in focus in this paper. In a unique
research design three robust and reliable interpersonal leadership measures, ‘empowering’, ‘coaching’
and ‘interacting’ were developed. A theoretically derived questionnaire was filled out by more than
17,000 respondents, men and women of varying ages, in diverse work positions, at different levels, in
various departments, in different companies across several industries, in Europe, North-America,
Australia, Brazil, Japan and the Philippines. The measures were later tested, and found reliable, on two
sets of international samples totaling 578 respondents from 55 countries (including from Africa, Asia and
Latin-America) who collaborated in global virtual teams. To lead and motivate we need to understand
employees’ interpersonal leadership preferences.

Keywords: Cross-cultural leadership, interpersonal leadership, culture, GLOBE, empowering, coaching,
interacting

INTRODUCTION

How can there possibly be a need for a new set of leadership measures? Despite the breadth and
depth of the extent literature most studies have a leader-centric research approach where managers,
and not those who are being led, respond about leadership. Today it is vital for firms to leverage
employees’ skills and competencies in pursuit of superior organizational outcomes, and to retain sought-
after talent. One way to achieve these goals is to be knowledgeable about employees’ interpersonal
leadership preferences. More than 7,000 studies of leadership using numerous leadership measures have
been carried out since the beginning of the 20th Century (Bass, 1981/1990), from the multi-country
comparative studies since the mid-20th Century (see e.g., Haire, Ghiselli & Porter, 1966; Bass, Burger,
Doktor & Barrett, 1979), to the large-scale cross-cultural leadership studies emerging in the mid-nineties
(see e.g., Peterson, Smith & 21 co-authors, 1995; Brodbeck, Frese & 43 co-authors, 2000; Smith,
Peterson, Schwartz & 32 co-authors, 2002; House, Hanges, Javidan, Dorman & Gupta, 2004; Zander,
Mockaitis, Harzing & 21 co-authors, 2011).

Our knowledge about leadership has increased immensely due to what Dickson, Den Hartog and
Mitchelson (2003:729) refer to as “an explosion in the amount of research on leadership in a cross-
cultural context” and to that cross-cultural leadership has emerged as legitimate and independent field of
research. However, we can observe that this new wave of leadership literature still remains largely
leader-centric, a stance that is criticized (Popper & Druyan, 2001). Even in the most recent multi-country
studies of leadership (House et al, 2004; Zander et al, 2011) the respondents who are asked about
leadership are mostly middle-level managers. This research approach becomes increasingly inadequate in
our contemporary competitive world where firms wish to leverage employees’ competence and skills on
a daily basis, and in the long term to retain talents. Leadership becomes an important factor and in line
with Mockaitis’ (2005) argument leaders need to understand the expectations of subordinates to be able
to lead in ways which will achieve organizational goals, and additionally lead to successful organizational
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outcomes. The notion that managers are reliant on achieving through others and cannot alone harness all
of the necessary expertise to excel at work (Stewart 1991; Yun, Cox & Sims Jr., 2006) leads to that
understanding employees’ leadership preferences takes on an extra layer of urgency. Not just
preferences among those who work in countries usually included in research projects, but also venturing
to other parts of the world becomes increasingly important, such as to Africa where a recent review by
Zoogah and Nkomo (forthcoming) uncovered that not only are there few micro-level studies carried out
in an African context, but they also lack depth. And as pointed out by Kamoche (2011) there is an urgent
need to understand leadership issues as these will help mobilize talent on the African continent.

The purpose in this paper is to develop employee-based measures of interpersonal leadership.
Interpersonal leadership measures how employees want to be led by their immediate managers and
supervisors. Interpersonal leadership is not the visionary or strategic leadership carried out at the firm
top level, but the leadership of those who carry out the work at all levels throughout the organization.
The results from a study of employees’ interpersonal leadership preferences will be presented. Three
employee-based measures of interpersonal leadership, ‘empowering’, ‘coaching’, and ‘interacting’ are
developed based on data collected from more than 17,000 employees in 18 countries. Here it must be
mentioned that the data used to develop the measures come from countries in which the multinational
companies used as research sites were located, which were countries in Europe, with Brazil, Canada and
the United States in the Americas; Japan and the Philippines in Asia; and Australia in Australia-Pacific. To
counteract the lack of African countries, and in the vein of adding to our understanding with respect to
micro-level leadership in Africa, a sample including respondents from Africa and other non-studied
countries was collected in 2008 and 2009.

The reliability of the identified interpersonal leadership measures were tested in these two
samples totaling 578 respondents from 55 countries. These respondents collaborated in global virtual
teams, whereof 84 came from 9 African countries (Burundi, Ghana, Kenya, Nigeria, Rwanda, Sierra Leone,
South Africa, Uganda and Zimbabwe). Respondents from other less-studied countries of the world such
as Kazakhstan, Kyrgyzstan, Moldova, and Bosnia and Herzegovina but also Cambodia, Nepal, Iran and
Oman, as well as Fiji, French Polynesia, Tonga and Guam are also included, but not in large enough
numbers for within-country analyses, but they contribute to the diversity and comprehensiveness of the
sample putting the derived interpersonal leadership dimensions to a tough test.

The paper is organized as follows: first a chronological review of leadership studies carried out
across countries. The purpose of the review is to identify interpersonal leadership themes which had
been found to vary across countries. This is followed by a presentation of the method and statistical
analyses employed to develop and test interpersonal leadership measures. Discussion and limitations of
the resulting three measures, empowering, coaching, and interacting are addressed before finalizing the
paper with concluding reflections.

LITERATURE REVIEW

The literature review resulted in the realization that there is not one single research instrument
that focuses exclusively on interpersonal leadership. Many of the reviewed studies had one or two
questions within the realm of interpersonal leadership. In order to concentrate my study on
interpersonal leadership, while building on existing knowledge, | decided to identify interpersonal
leadership themes from the extant literature by focusing on the following two questions: 1) which items
could be identified as measuring interpersonal leadership, and 2) did items used to measure those
themes vary significantly across countries. The purpose of the review was to identify interpersonal
leadership themes that could provide the basis for developing measures which are robust and reliable for
examining interpersonal leadership across countries.
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Examining the interpersonal leadership related literature in chronological order led to that three
time-specific periods of cross-cultural research was identified: 1) studies with a bi-polar view of
leadership followed by studies with a focus on leadership continua from the 1960s to early 1980s, 2)
studies with a context dependent view of leadership from mid-1980s to mid-1990s, and 3) the large-scale
cross-cultural leadership studies from the mid-1990s and onwards. Each time-period will briefly be
discussed below:

From the 1960s to Early 1980s: The Studies with a Bi-Polar View of Leadership Followed by Studies with
a Focus on Leadership Continua

The studies carried out in the 1960s and 1970s assumed a bi-polar view of managerial practices
with autocratic-directive management as one end-pole, and democratic-participative management at the
opposite end. Issues such as the exercise of leadership through supervision and influence, participation in
decision-making, concern for employees and rewards, and the use of rewards and sanctions as means of
control were examined in five to fourteen countries in the Americas, Asia, Europe and the Middle East.
(Haire et al, 1966; Tannenbaum, Kavcic, Rosner, Vianello & Wieser, 1974; Redding & Casey, 1976. Bass et
al. 1979; Badawy, 1980). Differences across countries, or groups of countries were reported in all studies.
A weakness in assuming bi-polar leadership styles, or management models, is that respondents scored
participatory preferences on some questions and autocratic tendencies on other questions, but not fully
adhering to one type or the other leading to interpretation ambiguities.

Towards the end of the 1970s and the early 1980s, employee democracy and participation issues
received an increased attention. Employee participation in decision-making, the decision-making
methods managers’ use, and the degrees of industrial democracy in terms of employee influence systems
were topics in focus in a several multi-country comparative studies (Schaupp, 1978; IDE, 1976 and 1979;
Heller & Wilpert, 1981; Bottger, Hallein & Yetton, 1985; Tannenbaum & Rozgonyi, 1986). All studies
reported differences across the four to twelve countries included in the surveys. Respondents came from
Argentina, the Australia-Pacific region, Europe, India, Israel, Japan and North America. The degree of
participation in decision-making also varied with the type of issue to be resolved. Decisions of a more
long-term strategic nature would involve less participation of the subordinates than decisions directly
related to their work. Unexpectedly, participation in the form of inviting employees’ ideas and
suggestions was found to be present in organizations not characterized by participatory managerial
practices, and vice versa, leading to a differentiation between what was referred to as ‘interpersonal
participation’, a managerial spontaneous practice, and ‘participation in decision-making’, a managerial
system in place.

These studies moved from the earlier bi-polar view to a more detailed description of employee
involvement in decision-making along a continuum of degrees of participation. By using sharper
measures it was possible to obtain a clearer picture of how perceptions and preferences differed across
countries compared to the earlier confounding bi-polar studies. In the leadership continua studies
participation in decision-making (including interpersonal participation) dominated, although issues
around supervision, concern for employees, and the use of rewards and negative repercussions in form
of sanctions were also addressed.

From Mid-1980s to Mid-1990s: Studies with a Context Dependent View of Leadership

The multi-country comparative leadership studies in the 1980s and the 1990s were characterized
by scholars’ growing concern that the national contexts had an influence on the choices of what
leadership aspects to measure and how the items were formulated. Instruments for mapping leadership
styles developed in one country were tested in other countries. Al-Jafary and Hollingsworth (1983), and
Redding and Richardson (1986) tested an instrument developed in the United States by Likert (1961, 1967) in
other countries. The view underlying the Likert studies was that a country level ‘system’ constituted the
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context influencing leadership practices. Adding together scores on a set of statements collected on country-
basis enabled identifying one of four systems as characterizing each specific country’. The statements
covered issues about communication, decision-making and employee involvement, teamwork, review,
reward, sanction and control covered, and the responses varied across countries from the Arabian Gulf
region, Asia, Europe, and North America. One problem with using Likert’s four systems is that countries
with significantly different scores across the items still ended up as having the same ‘system’. In this way
these studies suffer from similar methodological difficulties as the early bi-polar studies, and when
adding the items together to compute the score for the Likert-system many relevant comparisons are
lost.

A group of international researchers (see e.g., Smith et al, 1989; Smith, Peterson, Misumi & Bond,
1992) tested an instrument developed in Japan by Misumi (1985). Misumi and Peterson (1985) had reasons
to believe that conclusions from the Performance-Maintenance (PM) research in Japan may be applicable in
the West. A systematic and comprehensive interdisciplinary research program carried out during thirty years
in Japan had led to the development of the PM leadership theory (Misumi & Peterson, 1985). The measures
differentiated between general leadership functions and specific practices that vary across national contexts.
This is one of the few international leadership studies with both employees and managers as respondents.
Questions like giving instructions and orders to make employees’ work, as well as giving information and
reviewing performance, was used to measure P (performance), while M (maintenance) covers support and
concern for individuals in combination with soliciting employees’ opinions and giving them recognition for
their work. The researchers involved in the Western ‘arm’ of the Misumi-based research project identified a
divided P-measure, which they labeled ‘Planning-P’ and ‘Pressure-P’. The latter captured aspects such as
manager’s use of supervision, rules, regulations, and follow-up of work, which according to Smith et al
(1992) were not included in any contemporary Western research at that time. The Pressure-P distinction
displayed larger significant differences across countries than the other measures.

In these context dependent studies interpersonal leadership type of issues received more attention
than in earlier years. Decision-making and employee involvement followed on the stream of research from
the 1960s, which received particular attention in the 1970s. Reviews, rewards, sanctions and control also
draw on earlier work but were here studied in more detail and in larger studies, while communication and
teamwork seem fresh from the time-period.

From the Mid-1990s and Onwards: The Large-Scale Cross-Cultural Leadership Studies

From the mid-90s and to date, interest in cross-cultural leadership was not just in the air but
apparently on researchers’ minds, on their desks, in their journals, and literally exploded as expressed by
Dickson et al (2003) in their review of the field. Ambitious studies drawing on earlier leadership theories
and comparing them across countries were now explicitly attempting to tease out cross-cultural
difference through the choice of research design (see e.g. Pavett & Morris, 1995 on comparing degree of
participation across plants in five countries), or by formulating culture specific leadership hypotheses and
testing these across a selection of countries (see e.g., Bochner & Hesketh, 1994; Suutari, 1996; Offerman
& Hellmann, 1997; Mockaitis, 2005). Both task-oriented and relationship-oriented leadership practices
including participation in decision-making were measured, and found to vary across countries in these
studies.

Smith et al (1992) had emphasized a need to identify general leadership practices that are
comparable across countries in order to advance our knowledge. Cross-cultural leadership scholars have
worked hard to heed this call; new internationally comparable reliable leadership measures saw the light
and large-scale multi-country studies spanned larger parts of the globe than what had earlier been the case.
Research zoomed in on what managers do in their work as managers, e.g.,, managers’ reliance on
experience, rules, or competence to handle various managerial events (Smith et al, 1994), how they
experience their work as managers e.g., role stress and ambiguity (Peterson, Smith & 21 co-authors,
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1995), as well as what middle-managers perceive as ideal leadership in the GLOBE project (Brodbeck et
al, 2000; House et al, 2004; Dorfman, Javidan, Hanges, Dastmalchian & House, 2012). Another study
qgueries how managers intend to handle specific leadership situations, by using a scenario-based method
outlining various situations facing leaders with respect to face saving, rewarding, decision-making, goal
setting, conflict resolving and empathizing (Zander et al, 2011).

In all of these large-scale studies significant differences in perceptions, choices and ideals are
identified across countries but the respondents are by and large still the leaders, i.e. the managers, and
not the led, i.e. the employees. Within the realm of interpersonal leadership task and relationship-
oriented leadership, participation in decision making, a concern for individuals and teams, rewards and
positive feedback were addressed. Issues such as supervising work, control, follow-up, sanctions and
negative feedback have received less attention over time, although these have been shown to vary highly
significantly across countries. Despite this impressive bulk of cross-cultural leadership research there is a
dire need to examine interpersonal leadership issues in more depth, from the employees’ perspective. There
is also a general concern that we know too little about employees’ leadership perceptions and preferences in
many parts of the world, where African countries are among the least represented (if at all) in the extant
literature.

METHOD

Research Design and Sample used to Develop the Interpersonal Leadership Measures

The data used to develop the interpersonal leadership measures was collected in 18 countries in
Europe, North-America, Australia, Brazil, Japan, and the Philippines. The research design involved a main
analysis of the data collected from one large multinational company (MNC) in the pharmaceutical industry
active in 16 countries (4,573 respondents). The analysis is repeated in a hold-out sample consisting of data
collected from 24 companies in the food, candy, brewery, and tobacco industries (11,234 respondents). The
hold-out sample covers 13 of countries in the main sample as well as two additional countries. The strength,
and uniqueness, of the research design is that the reliable interpersonal leadership measures identified in
the main sample are validated in a large holdout sample leading to that the results will hold across several
companies and industries in each country, as well as across differing departments, work position, age groups
and gender. Data from the following countries are analyzed when developing the interpersonal leadership
measures: Australia, Austria, Belgium, Brazil, Canada, Denmark, Finland, France, Germany, Japan, the
Netherlands, Norway, the Philippines, Spain, Sweden, Switzerland, the United Kingdom, and the United
States’. The total sample consisted of more than 17,000 employees in different age groups, of different
gender, working at different departments, holding different work positions at varying hierarchal levels. To
avoid that the analysis was influenced by non-local employees a self-categorization question was included in
the questionnaire so that the respondents who were not from the country where they were working could
be omitted from the sample reducing it to 15,807. The average response rate was around 70% of the
respondents.

The two international samples of students collaborating in global virtual teams used to test the
developed interpersonal leadership measures among respondents from a wider distribution of countries are
described in more detail further below.

The Instrument

Based on my review of earlier multi-country cross-cultural leadership studies, where no single
instrument for studying interpersonal leadership had emerged; | formulated 24 items based on the
interpersonal leadership themes (employee participation in decision-making, concern for individuals and
teams, communication, directing work including supervision, follow-up, and feedback) which had been
found in earlier research to vary significantly across countries. The interpersonal leadership questions
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included 19 items measured on a five-point Likert-type of scale varying from 1=‘not at all’ to 5= ‘a very
large extent’, and five items measured on an absolute time-scale with the following five response
categories: ‘daily’, ‘weekly’, ‘monthly’, ‘yearly’ and ‘never’®. The 24 items together with a set of tenure
and demographic-based questions such as at which department the respondents work for, in what work
position, their age and gender fit onto the one page of the survey, which the participating multinational
companies very generously had placed at my disposal.

The questionnaire used in the survey was developed in British English and translated into eleven
languages: American English, Danish, Dutch, Finnish, French, German, Japanese, Norwegian, Portuguese,
Swedish, and Spanish4. Translation of the questionnaires minimizes the effect of cultural accommodation,
i.e. that respondents subconsciously adjust their responses to reflect cultural values related to the
language used in the questionnaire, as empirically shown by Harzing, Maznevksi et al (2003), and Harzing
et al (2005). Authorized translators translated the questionnaire after which each language version of the
guestionnaire was back-translated by a mother tongue speaker. Back-translating is a procedure to avoid a
language bias of the data recommended by researchers in the field of cross-cultural management (see e.g.
Brislin, 1986). The bias does not only occur due to incorrect translations, but also to misunderstandings of
specific terms or concepts used in the questionnaire, affecting the ‘meaning equivalence’. The back-
translation procedure led to a small number of changes, before each final language version of the
guestionnaire was printed and distributed.

Statistical Analyses

Another way to achieve ‘meaning equivalence’ of items studied across several countries is
according to Smith and Schwartz (1996/1997), to ensure that the structure of relations among the
studied variables is similar within each culture or country, as the meaning of a value is understood in its
association with other values or concepts. When similar inter-item relationship patterns have been
identified, the items can be added into constructs that can be used for further analysis with more
confidence. | conducted Spearman rank correlations within each country separately first in the main
sample, and then as a next step in developing the measures | tested the results on the holdout sample®.
The reliability of the identified constructs within each individual country was examined by computing
Cronbach alphas, with the ambition to apply Nunally’s (1978) recommendation of Cronbach alpha at 0.7
as a reliability cut-off point, in the main sample and the holdout sample. Additionally reliability across
companies, departments, work positions, age groups and gender were also computed.

The methods described above, although straightforward, together with the theoretical derivation
of the item could be criticized for not detecting complex and diverse relationships that exist among
observable variables in a way that is possible when using factor analysis. Following Leung and Bond
(1989), | conducted an individual-level factor analysis with within-country standardized data. The country
sample sizes in the study were matched by using weights. All twenty-four items were entered into the
individual level factor analysis with all country data pooled into one data-base. A principal component
analysis with varimax rotation, and Eigen values above 1 as cut-off point for the number of factors to be
extracted, was carried out.

A Multiple Analysis of Variance (MANOVA) procedure was used to determine whether the
resulting interpersonal leadership measures vary significantly across countries. As mentioned earlier, in
both the main sample and the hold-out sample there is a larger number of respondents in some
countries compared to other countries. Subsequently, the MANOVAs were run with both balanced and
unbalanced sample designs®. Four tenure-based and demographic-based variables were entered
simultaneously into the MANOVA to control for any potential effects on the across-country variation in
interpersonal leadership measures (totaling 16 categories as follows): department (research &
development, administration & finance, sales & marketing, and production & transport), work position
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(manager, researcher, supervisor, office staff, factory worker), age (less than 25 years old, 25-35, 36-45,
46-55, and more than 55 years old), and gender (male and female).

Additional Samples and Testing Procedures

The resulting interpersonal leadership measures were as earlier mentioned tested on two
international samples. The first was collected in 2008 including 357 undergraduate students, graduate
students and a few part-time students/working adults. The respondents were between 18-52 years old
(M=22.67, SD=4.01). The gender divide was fairly equal in the sample with 57.4% male and 42.6% female.
The participants came from 44 different countries whereof 60 respondents came seven African countries
(Burundi, Kenya, Nigeria, Rwanda, Sierra Leone, Uganda and Zimbabwe). The largest number of
respondents came from Colombia, Nigeria, and United States. The respondents participated in a global
virtual team competition and worked together for three weeks to develop a business proposal. The
respondents filled out a questionnaire which included a section of interpersonal leadership items. Not all
items were included due to space reasons. Some of those included had been modified to a team setting,
and for technical reasons the time-scale from the original study could no longer be used for five of the
items and was replaced with a Likert-scale. Again for technical reasons all items now had 7-points scales
compared to the 5-points scales used in the original study. It should also be mentioned that the
guestionnaire used in this and the 2009 study was formulated in English, the working language in the
global virtual teams. To control for any language effects language skills self-evaluation measures were
included in the questionnaire. Demographic questions included age, gender, nationality or birth place
(and self-evaluated perceived similarity with nationality and/or birth place). The questionnaire was
administered virtually via e-mail to all participants in the competition and was voluntary; participants
were also informed that participation was anonymous and that only data at an aggregated level would be
presented in research reports. The response rate was 76%.

The second sample was collected in 2009 with 216 respondents from 41 countries. The age span
is between 18 and 54 years old and the gender divide fairly equal with 51.9% women and 48.1% men.
The countries with more respondents were again Colombia, Nigeria, and United States. Given the smaller
size of this sample only 25 respondents came from seven African countries (Ghana, Kenya, Nigeria,
Rwanda, South Africa, Uganda and Zimbabwe). In this sample more items from the original leadership
measures could be included and no change in wording to reflect a team context was carried out. The
time-scale for five of the items could still not be included for technical reasons and was as in 2008
replaced with a 7-point Likert scale. Similarly to the 2008 questionnaire all scales were measured 7-point
instead of 5-point as in the original study. The language was English, and the same control variables as
described for the 2008 questionnaire above were also included in the 2009 questionnaire. Again
participation was voluntary, the survey was administered via e-mail and respondents were ensured of
anonymity. The response rate was 43% in 2009.

In both samples inter-item relationships were examined and Cronbach alphas were computed to
test the reliability of the interpersonal measures for the samples as whole, and within-country for the
larger countries.

RESULTS AND DISCUSSION

The results of the statistical analyses of data carried out in the main sample of one MNC active in
16 countries, and thereafter testing the results on 24 companies active in 13 of the 16 countries (plus
additional two countries) when developing the interpersonal leadership measures will first be presented.
This process generated three robust and reliable measures, ‘coaching’, ‘empowering’, and ‘interacting’
which hold across countries, industries, and firms (as well as departments, work positions, age and
gender). The reliability of these three interpersonal leadership measures were again found to hold when
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later being tested on two additional samples with respondents from 44 and 41 countries respectively will
be presented further down below.

Statistical Analytical Results

The individual-level factor analysis using within-country standardized data pooled together
generated four factors surpassing the one Eigen value cut-off point, accounting for 52.4 % of the total
variance in the data. Within-country correlation patterns and Cronbach alphas were calculated and
examined for each of generated factors. Of the nine items in the first factor six items displayed consistent
inter-correlation patterns and reliable Cronbach alpha co-efficients in all countries (see ‘Coaching’
below). This was not the case for three items pertaining to follow-up and positive feedback, and
subsequently they were omitted from further analysis. All five items in the second factor displayed
consistent within-country correlation patterns and satisfactory Cronbach alpha measures (see
‘Empowering’ below). This was similarly the case for the five items in the third factor (see ‘Interacting’ in
below). The items on supervision and negative feedback in the fourth factor however were not found to
have consistent inter-correlation patterns or satisfactory reliability measures in the studied countries and
were left out the further analyses.

Coaching. Six items regarding concern for individuals and teams displayed similar patterns of
interrelationship in all countries in both the main and the holdout sample. Interestingly, the
interrelationship patterns did not differentiate between the individual and team oriented items. The
items were added together and the measure was labeled ‘coaching’. The leader should make all the
employees ‘feel as a part of the team’ and ‘encourage them to co-operate’ in order to ‘make the
department perform its utmost’. To make all ‘employees perform their best’, the immediate manager
should ‘keep them informed’ as well as ‘take an interest in their careers’ (see Table 1 for exact phrasings
of the items). The coaching construct is internally consistent in all countries in the main sample with
Cronbach alphas of above 0.80 except in four countries were it was above 0.75. Outside my control, the
number of questions was reduced in the instrument used in the hold-out sample and | had to calculate
the Cronbach alphas with four of the six items (‘make employees perform their best’, ‘informing’,
‘encourage them to co-operate’ ‘make the department perform its utmost’). The alphas were more than
satisfactory with the reduced number of items with above 0.80 in all but two countries where the
reliability measures were 0.73 and 0.76.

Empowering. The five items on participation in decision-making and interpersonal participation
displayed a similar pattern of interrelationship in all countries in both the main and the holdout sample.
This contradicts some of the earlier research findings that participatory practices in form of taking advice
from the subordinates and appreciating their initiatives were present where management systems of
employee participation in decision-making were lacking and vice versa. In my study, employees who
preferred one form of participation also preferred other forms to a similar extent. Correspondingly,
employees’ who did not want their managers to engage in one form of participation in decision-making
also displayed less preference for other forms of participatory managerial practices. Five items were
added together and labeled ‘empowering’ as these represent the ideas of enabling and empowering
employees (Stewart, 1991). Empowerment is carried out by ‘delegating responsibility’ to the employees and
by giving them the possibility of ‘discussing strategies’ and ‘sharing decision-making processes’. In order for
this to work, employees also need to be enabled, which is done by supporting their development by
‘appreciating their initiatives’ and ‘taking their advice’ (for the exact phrasing of items see Table 1). The
empowering construct was internally consistent in all studied countries in the main sample with
Cronbach alphas above 0.74 for all countries except one of 0.69. The number of questions in the
guestionnaire used in the hold-out sample had to be cut down again for reasons outside my control.
Consequently, | had to calculate Cronbach alphas for the empowering construct in the hold-out sample
using only the following two items, ‘delegating responsibility’ and ‘appreciating their initiatives’. As
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expected when based on only two of the five original items the Cronbach alphas are slightly lower but
above 0.60 in all, but five countries, and deemed as satisfactory.

Interacting. The items loading together in the third factor measure preferences for manager-
employee interaction with respect to supervising, reviewing, general communicating, personal
communicating and proud-making (for the exact phrasing of items see Table 1). Examining the Cronbach
alphas revealed internal consistency measures of above 0.7 in seven countries and 0,6 in eight countries
with 0.57 in only one country in the main sample. The results in the hold-out sample were even stronger
with above 0.8 in two countries, above 0.7 in ten countries and above 0.6 in four countries. The two
additional countries also displayed alphas of above 0.75. At a meta-level these items capture the
preferred frequency of interaction between manager and employee and can be seen as a measure of
interaction intensity. What is important is that the items used to measure the construct involve different
types of interaction, but together they indicate a preferred frequency of interaction. Some employee
would like to frequently interact with their immediate managers and wanting leadership and
communication about all sorts of different issues such as supervision, review and perhaps positive
feedback in form of being made proud of the work that they have done. A third reliable construct,
‘interacting,’ is thus added to the other two; empowering and coaching.

The results of the MANOVA analyses with data from both the main and the hold-out sample
confirm that the three interpersonal leadership constructs vary across the studied countries at less than
the 0.1% significance level.

TABLE 1
Interpersonal Leadership Measures'

Coaching To what extent should your immediate manager...
take an interest in your career?
make you do your utmost?
inform you about department/section plans and aims?
try to make you feel part of a team?
make your department perform its utmost?
encourage co-operation between associates/co-workers?
Empowering To what extent should your immediate manager...
delegate responsibility to you?
share decision-making with you?
discuss company strategies with you?
take advice from you?
appreciate you taking the initiative?
Interacting How often should your immediate manager...
e and you communicate with each other?
take an interest in and talk about your personal life with you?
make you feel proud of your work?
supervise your job in detail?
review your achievements in comparison with your job objectives and
expectations?

! Scales used to measure the items. ‘Extent’: 1=“not at all”....5="to0 a very large extent”, and
‘how often’ (time): 1=daily, 2=weekly, 3=monthly, 4=yearly, S=never
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Testing the Interpersonal Leadership Measures

The three interpersonal leadership measures were put to a challenging reliability test. The
collected data for the tests did not come from respondents who were employees in multinational
companies, but from students collaborating in global virtual teams during a three-week competition.
Given the team context the items measuring empowering had been changed in the 2008 study, the scale
for the five items measuring interacting had been changed in both the 2008 and the 2009 studies, and as
earlier mentioned not all items were included in the 2008 and 2009 questionnaires.

In the 2008 questionnaire the coaching construct was only measured by two of the six original
items, while the empowering and interacting constructs were measured with four out of the original five
items. Despite these limitations the Cronbach alphas computed using data from the whole sample were
reliable with 0.70 for coaching and 0.74 for empowering, with interacting slightly lower at 0.64 but
deemed satisfactory given that it was measured by one item less than in the original study. In year 2009,
coaching was measured with five of the six original items, instead of only two, rendering as could be
expected a higher Cronbach alpha of .85 when tested on the whole sample. Similarly, measuring
interacting with all five original items on the whole sample also led to a higher Cronbach’s alpha than that
in 2008 with .76. Empowering was still measured with four of the original five items but the original
phrasing of the items was used instead of adapting them to the team context, which had been done in
2008. This could perhaps explain the slightly lower but still reliable Cronbach’s alpha of .70 on the whole
sample.

In both years (although less so in 2009) there were larger groups of respondents from Colombia,
Nigeria and the United States. The first two countries are of particular interest as they were not included
in the original study. Computing the within-country Cronbach’s alphas demonstrates the measures’
reliability overall in the three countries in 2008 and 2009. In Colombia based on 70 respondents in 2008
and 48 respondents in 2009 coaching was .77 and .81 respectively. Empowering was .82 and .60, where
we believe that the lack of adapting the items to the team context could provide an explanation for the
lower alpha in 2009. The alpha for interacting increased in 2009 to .72 from .64 in 2008 as could be
expected when all five items were used to calculate the construct. For Nigeria it must be noted that the
sample in 2009 was exceptionally small with only ten respondents compared to 31 respondents in 2008
and the findings can only be seen as tentative. Coaching displayed alphas .80 and .81 for 2008 and 2009
respectively, and empowering was .60 and .89, all satisfactorily. Interacting, however, had an alpha of .77
in 2008 but only displayed a low .55 in 2009. Here it is difficult to know whether this is related to the
small sample, the change of scale or whether it is a reliability problem. More tests are needed to sort this
out, although the strong reliability measure from 2008 is encouraging and points toward other
explanatory factors than reliability problems. Within-country Cronbach alphas were also calculated for
the US sample. Coaching had .77 in 2008, and .92 in 2009, empowering was reliable but with a slightly
less alpha coefficient in 2009 at .71 compared to .75 in 2008., and for interacting the Cronbach alpha was
.64 in 2008 and .74 in 2009.

Examining reliability of the three interpersonal leadership measures revealed a surprisingly
strong empirical support for coaching, empowering and interacting given the distinctly different context
compared to that used to develop the three measures. The respondents in the 2008 and 2009 sample
were students who collaborated to develop a business proposal in a competition that lasted three weeks
in global virtual teams. They were not working in a multinational company, and they were not expressing
their preferences for interpersonal leadership from an immediate manager. Instead the respondents
indicated their preferences regarding interpersonal leadership when interacting within a global virtual
team context. Furthermore, these samples were highly diverse including respondents from 44 and 41
countries respectively, whereof many come from countries not having received a lot of attention in
earlier research. The broad range of national and cultural diversity in the samples spans from the islands
of the Southern Pacific, to the more isolated and remote parts of Europe and Asia as well as including
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many countries in Africa, such a diverse samples poses real challenges to any attempts to assess
reliability. That coaching, empowering, and interacting were found to be reliable in both the 2008 and
2009 samples, in the diverse sample as a whole, and in the within-country analyses of those countries
where this was possible to gauge, vouches for the robustness of these three interpersonal leadership
measures across different countries and work contexts. These are welcome additions to the earlier
reliability tests across countries, firms, industries, departments, age groups, and gender. The 2008 and
2009 assessments are a welcome support for the robustness and reliability of the three interpersonal
leadership measures, coaching, empowering, and interacting.

Limitations

| have taken care to develop measures that are reliable and robust across countries by validating
findings from a main sample of a pharmaceutical MNC active in 16 countries on a hold-out sample of 24
companies in the food, candy, brewery, and tobacco industries in 15 countries. The developed measures
were, however, limited to the countries, industries and companies included in that study. Although the
sample includes both women and men in differing age groups working in different hierarchical work
positions at different departments, or across different work contexts and the study covers more tenure-
and demographic-based employee categories than many other studies, the measures were limited to
these specific categories.

As the sample outside Europe and North America only included Australia, Brazil, Japan, and the
Philippines the developed interpersonal leadership measures were also reliability assessed on two large
international samples collected in 2008 and 2009. Putting the interpersonal leadership measures to test
in samples predominantly consisting of respondents from earlier untested countries led to strong support
for the measures on the samples as whole and some very encouraging results with respect to the within-
country reliability assessments. The reliability of the interpersonal leadership measures in Brazil, Japan
and Philippines, together with Colombia and the reliability of the overall student global virtual team
samples are encouraging and points hopefully towards similar results in their neighboring countries. As |
have only have limited data from countries in Africa it is harder to predict the results in these countries,
but the findings hitherto in Nigeria and the overall sample with respondents from Africa points
tentatively in the same direction.

CONCLUDING REFLECTIONS

In our global multicultural world there is a need for new leadership measures not only because
employees are becoming more important and recognized as critical and competitive advantages that
firms are reluctant to lose, but also because the extant literature will largely inform us what the leaders
across the world think about leadership, but not about how those who are ‘led’ prefer (or not prefer) to
be led. We need employee-centered measures that build on employees’ interpersonal leadership
preferences to understand how those who carry out the work at every level in the organization view
leadership, and even more importantly how they prefer to interact (or not) with their immediate
managers. It seems a far stretch to assume that leaders’ leadership ideals are the same as employees’
leadership preferences. Further research projects could embark on studies comparing and contrasting
leaders with those led, as well as new generations’ needs, sources of motivations, and aspirations to
more fully grasp what is important to those who carry out most of the work in any organization that we
see around us.

Understanding employee preferences becomes critical to firms (and other types of organizations)
wishing to realize employee potential, leverage their skills and competencies in pursuit of superior
organizational outcomes, and to retain sought-after talent and in this paper we posit that one way to
achieve these goals is to be knowledgeable about employees’ interpersonal leadership preferences.
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Three robust and reliable interpersonal leadership measures, empowering, coaching, and interacting
have been developed and tested. These can be used in international management to bring further clarity
as to how employee preferences regarding interpersonal leadership vary across national and cultural
borders, and what is expected of leaders from employees across the globe.

Finally, what remains an important ambition in future research is to provide insights into an
understanding of the antecedents to, and implications of, interpersonal leadership in different cultural
regions. Would it be possible that empowering, coaching and interacting could connect to, and make
sense in the context of leadership philosophies such as servant leadership with its understanding of the
role of the leader as being of service to the follower (see Greenleaf, 1977/2002)? Servant leadership has
been put forth as having its roots in ancient Chinese and Indian philosophies. Another leadership
philosophy of interest is Ubuntu where the focus is on interconnectedness of self within society and the
extension of humanness, the reach of Ubuntu extends throughout East, Southern, and Central Africa
(Brubaker, 2013). Raising questions as how, if at all, empowering, coaching and interacting would be
perceived and made sense within the Ubuntu philosophy? Understanding employees’ interpersonal
leadership preferences may perhaps even make it possible for us to understand what will inspire
employees to work and create together in the increasingly multicultural organizations and societies in our
near future.
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END NOTES

The author would like to acknowledge constructive feedback and support from Professors Peter Smith and
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! Likert’s four systems are: 1) exploitative authoritative, 2) benevolent authoritative, 3) consultative, and 4)
participative. These four systems were later referred to only by the more neutral numbers as labels, i.e. system 1,
system 2 and so-forth..

% Canada is only included in the main analysis as no data-collection was carried out in Canada for the holdout sample.
Australia and Spain are only analyzed in the main sample as the sample size in the holdout sample was too small to
be included in the statistical analysis. Brazil and the Philippines are only included in the hold-out sample as no data
was collected in these countries for the main sample.

*The response categories on the absolute time scale were coded as follows: never=0, yearly=1, monthly=11,
weekly=48 and daily=240. A proxy for the number of days for weekends, vacations, and public holidays was
withdrawn from the calculation of the number of days to derive the coding above.

*In the Philippines, English and one of the local languages “Pilipino’ (Tagalog) are the two official languages. From
the company it was decided to only supply questionnaires in one of the official languages, English and no local
language translations were carried out.

*The results from the correlation analysis includes four tables of correlation coefficients, one for each area of items,
for each country in the main sample respectively the hold-out sample, i.e.116 tables with a total of 1,294 correlations
that are not possible to include in this paper due to space limitations. Please refer to the author for copies of the
tables.

®In the balanced design, 135 respondents were randomly selected from the countries with 135 or more respondents,
while the other country samples were omitted. The following nine countries were included: France, Germany, Japan,
the Netherlands, Norway, Spain, Sweden, the United Kingdom, and the United States. In the hold-out analysis, Brazil
and the Philippines were also included in the balanced sample design. In the unbalanced design, all countries were
analyzed and those with fewer than 135 respondents, i.e., Australia, Austria, Belgium, Denmark, Canada, Finland,
and Switzerland were also included in the analysis. As mentioned earlier Australia, Belgium and Canada were not
included in the hold-out sample.
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ABSTRACT

Human capital is critical to an organization’s survival. While organizations in advanced countries are
focusing their attention on building their human capital for the sustenance of competitive advantage,
those in Anglophone West African countries lag behind. This study suggests effective management of
human capital as the way forward. Human capital, resource-based and open systems theories are used
to highlight the importance of human capital management for organizational effectiveness. The paper
adopts a conceptual approach, and proposes a human capital centered model comprising six core factors
that are vital in facilitating effective human capital management for sustainable competitive advantage. It
concludes by emphasizing effective research collaboration between academia and industry and suggests
areas for future research.

Keywords: human capital, performance, competitive advantage, resource based theory, open systems
theory, collaboration.

INTRODUCTION

It simply is not possible to have the fruits of a modern agriculture and the abundance of modern industry
without making large investments in human beings
—Schultz 1961

Globalization of trade has raised the level of competition in most industries in the world.
Consequently, in an attempt to have a competitive edge and be able to compete both nationally and
globally, organizations are becoming knowledge based and have turned their attention to effective
utilization of human capital for superior performance (Kwon, 2009; Lawler & Worley, 2006; OECD, 1998)
unlike what pertains in Anglophone West Africa (AWA) where it lags behind in terms of its human capital
management (HCM). According to Blanke, et al. (2011) human capital with higher education in Africa
including AWA is extremely below international standards. Consequently, the need for organizations in
AWA countries to pay more attention to effective management of their human capital cannot be
overemphasized since it is the prerequisite for high performance and success. Successful organizations in
developed countries are focusing on the attraction, acquisition, nurturing, effective utilization and
retention of the best human capital available for the sustenance of success (Bartlett & Ghoshal, 2002;
Morris & Calamai, 2009; Schuler & MacMillan, 1984).
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Regional organizations in developed countries for instance, Organization for Economic Co-
operation and Development (OECD) made up of 30 countries including USA and the United Kingdom have
come out with strategies for effective management of their human capital for the economic growth of
member countries (Keeley, 2007; Kwon, 2009; OECD, 1996; OECD, 1998). Although there are regional
organizations in Africa including the African Peer Review Mechanism (APRM) they lack research capacity
in several key areas including funding and adequate human capital (Kanbur, 2008) to undertake research
especially in human capital management (HCM) for the economic development of member countries.
Literature on effective management of human capital in Sub-Saharan Africa including AWA countries is
also sparse, and those that are available pay more attention to culture, corruption and the need to
Africanize Western management practices —indigenization or hybridization (Abudu, 1986; Edoho, 2001;
Jackson, 2002; 2004; Kamoche, 2011; Mufune, 2003; Nnadozie, 2001) to the neglect of how to
particularly focus on HCM for improved productivity.

The purpose of this study therefore, is to suggest ways firms in AWA countries can tackle their
HCM challenges in order to attain a competitive edge and also position themselves globally. Our
objective is not to offer a standard recipe for HCM in organizations in AWA, but to lay a foundation upon
which firm specific human capital can be managed for competitive advantage. This paper strives to find
answers to two major questions —What must organizations in AWA do to attract, acquire, develop and
retain human capital? How can organizations maximize the use of their human capital to make decisions
that are congruent to their unique strategies, organizational context and competitive environment in
order to become agile as well as gain competitive advantage?

This study employs a conceptual approach to investigate the elements of effective HCM using
case illustrations. The utilization of case studies for illustration in research is recognized as a useful
approach that meets the subtleties of rigor (Patton, 1990; Stake, 1998; Yin, 2003).

We believe this study aligns with organizational behavior and human resource management track
of the Africa Academy of management in that it draws attention to the importance of human capital
management in AWA countries, which is the key to the emancipation of their economies, improve their
standards of living and promote development. It also lays the foundation for sustainable development in
Africa through effective human capital management since there is sparse conceptual and empirical
literature concerning human capital management in Africa —~AWA countries.

Over decades to present, international agencies and world bodies, including the United Nations
and the World Bank have embarked on technology transfer activities in areas such as technical and social
knowledge and innovations in the form of disease control and eradication programs, agriculture, public
sector reforms and poverty reduction in third world countries including AWA. These activities take the
form of basic skill building, team building, system building, process analysis, diagnostic activities,
coaching and counselling, inter-group activities, strategic planning and techno-structural activities
(Golembiewski & Luo, 1994; Kudonoo, 2013; Tenkasi & Mohrman, 1999). These attempts over the years
have helped organizations and communities in AWA countries to achieve some levels of successes
(Blanke, et al., 2011; Chuhan-Pole & Angwafo, 2011; Kudonoo, 2013; McKinsey Global Institute Report,
2010) but, lacks effective management of human capital to sustain and improve on the successes
achieved (Blanke, et al., 2011). Schultz’s (1961: 16) statement “The man without skills and knowledge
leaning terrifically against nothing”, paints a vivid picture of the prevailing situation in AWA countries.

The stance we take here is that the basic skills acquired by individuals during interventions in
AWA countries are inadequate for the sustenance of past successes and continuous development. A
typical example is the case study of the Community-based Health Planning and Services (CHPS) initiative
in Ghana (Nyonator, Awoonor-Williams, Phillips, Jones & Millar, 2005). Although the experiment was
successful in Navrongo, and successfully replicated in Nkwanta district in Ghana, its implementation in
most communities in the country was not as successful as anticipated because those expected to do so
failed to thoroughly follow the procedure employed in the two districts the experiment was conducted.
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The situation could have been different if attention was paid to effective development of the human
capital of those expected to initiate and facilitate the change and measures taken to ensure that the
institutionalized procedures were followed.

Another case illustration is the transfer of participatory farm management practices
implemented by Dorward, Galpin, and Shepherd (2003), a project sponsored by the UK Department for
International Development (DFID). They employed a local game called “oware” in the design of a
research project that investigated the appropriateness of green manuring in wet season vegetable
production in Bepoyease and Akrobi near Wenchi in Ghana. Although findings of the research showed
the usefulness of the approach for better farm management, farmers and agricultural extension officers’
human capital are yet to be developed to the level that will enable them to build upon the knowledge
and experience gained during the research for improved use of green manuring for better farm
management. Other examples where interventions by international bodies fall short of effective human
capital development include the revamping of the tourism sector in the Gambia and banking industry in
Nigeria. The appreciative inquiry methodology was employed to revamp the tourism industry in the
Gambia, but the intervention did not factor in the development of human capital to enable beneficiaries
to continue to improve on what they have learnt. The case study concerning the banking industry in
Nigeria also revealed that although there was some improvement in the sector, much attention was not
paid to effective human capital management (Shehu & lzuchukwu, 2011). We therefore posit that efforts
being made to transfer technical know-how to people in AWA countries seem to remain at the basic
level, and thereby creating a human capital gap that needs to be addressed. As a result, we are
advocating for an aggressive approach to HCM in AWA countries for high productivity and improved
services.

Although literature reveals that there has been consistent growth in Africa for over a decade the
whole region according to Arbache, Go and Page (2008: 68), "lags at least 20 percent behind the average
infrastructure measures” with low quality of services. Blanke et al., (2011) also noted that, whereas
students in tertiary institutions in rapidly growing economies such as Korea and China are pursuing
courses in science, engineering, technology and business most students in Africa on the other hand are
pursuing courses in humanities to the neglect of those that promote development. Literature also reveals
shortfalls in educational systems in Africa —AWA countries. For instance tertiary institutions offer
programs to students that lack entrepreneurial skills development, resulting in graduates lacking risk
taking, creativity and innovative abilities. Collaboration between tertiary institutions, local research
institutions and industry concerning the development of the right human capital is also deficient, leading
to a gap between theory and practice and lack of knowledge concerning how to effectively manage
human capital for organizational effectiveness (Kudonoo, Buame & Acheampong, 2012; Obiakor, 2004).
Accordingly, we postulate that the infrastructure of AWA countries and quality of services as well as
manufacturing of products can be improved if special attention is paid to the development and effective
utilization of the human capital needed to resolve specific firm and industry issues.

The paper is organized in the following manner. We briefly discuss the background of AWA
countries and review literature on human capital in relation to resource based, open systems theories
and point out the importance of HCM in AWA. Next we discuss a proposed model with six core elements,
throwing light on how organizations in AWA can effectively manage their human capital. We conclude by
discussing implementation strategies for sustained success and suggest areas for future research.

Why Anglophone West African Countries

Attention is paid to AWA countries due to the following reasons. AWA is made up of five English
speaking countries in West Africa. They are Nigeria, Ghana, The Gambia, Sierra Leone and Liberia. Nigeria
is the most populous and largest country on the African continent. Its consumer spending combined with
that of South Africa amounts to 51% of the whole continent (Hatch, Becker & Zyl, 2011; Blanke, et al.,
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2011). The Gambia is the least populous. Sierra Leone and Liberia are recovering from civil wars. Ghana
is one of the first countries on the continent to obtain independence from colonial rule. It has been
currently classified with three other African countries (Ghana, Kenya and Senegal) as one of the countries
having transition economies (Mckinsey Global Report, 2010) and asserted to be an island in a region of
turmoil. All five countries are endowed with rich natural resources, but categorized as less developed
(Kudonoo, 2013; Maher, 2011; Remmert-Fontes, & Ngeba, 2006). Table 1 provides an overview of the
status of AWA nations as indicated by world bodies such as the World Bank.

A critical look at Table 1 shows that all five countries have their human development index below
0.5, which places them in the category of underdeveloped countries. Moreover, none of the AWA nations
have adult literacy rate above 70%, which is a contributing factor to the existing human capital gap. If
AWA countries must continue to compete in trade with countries such as China that has 90% adult
literacy rate, a situation regarded as one of the factors contributing to its fast pace of growth (Keeley
2007), then their human capital gap must be bridged. In this perspective, what theories underlie the
concept of human capital? What is human capital? What are its characteristics and how does it
contribute to productivity? The next section discusses answers to these questions focusing on the aspects
of the relevant theories.

Education is not the filling of a pail, but the lighting of a fire —Yeats
THEORIES THAT UNDERLIE HUMAN CAPITAL MANAGEMENT

According to human capital theory, any stock of knowledge, skills and characteristics of workers
in the form of innate or acquired contributes to their productivity as a result can be regarded as human
capital. The theory further states that human capital can appreciate or depreciate depending on its
development and usage. It appreciates when an individual’s knowledge, skills and competencies are in
constant use and upgraded to meet the changing requirements of one’s job. On the other hand, it
depreciates when one is out of work over a period of time or is unable to upgrade his/her skills,
knowledge and competencies to meet the changing requirements of one’s job —thus using old ways to
resolve current issues leading to unsatisfactory results (Becker, 1964). This situation exist in organizations
in AWA countries where some employees work for decades and go on retirement without building on the
gualifications they used at their point of entry apart from the experience they gained on the job.

According to Westphalen (1999) human capital is “knowledge, skills, competencies and other
attributes embodied in individuals or groups of individuals acquired during their life and used to produce
goods, services or ideas in market circumstances” (p. 4). This definition encapsulates our perspective of
human capital because we perceive human capital as the total make up of an individual, which
encompasses knowledge, skills, competencies, attitudes, appearance, reputation and credentials that
enable that individual to achieve excellence in all areas of an assigned task as well as contribute ideas for
organizational success and national development.

Human capital positively impacts the individual, organization and society. Individuals whose
human capitals are developed become highly productive and their productivity impacts on their
organizations leading to increase in individual and organizational revenue. Society as a whole
consequently benefits because the standard of living of its people improve due to higher income levels as
a result of human capital. Human capital is categorized as general (transferable across jobs and
industries. — can be referred to as general skills and competencies) and specific (firm or task specific).
Firm specific human capital has to do with the core values and general skills of a firm that enable
employees to perform in a specific firm, whereas task specific human capital enables one to perform a
specific task that makes up one’s job. Firm specific human capital enhance one’s performance and
increase productivity in a firm, however, it is not transferable to other firms or industries. Likewise, task
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specific human capital increases an individual’s productivity on a specific task in a firm but it is also not
transferable to other tasks in the same firm, or other firms and industries (Crook, Todd, Combs & Woehr,
2011; Gathmann, 2010; Kwon, 2009).

According to Schultz (1961) human capital is the bedrock of all developmental activities. It
contributes immensely to the socio-political development and freedom of every nation. He emphasized
its importance by stating that assistance given to underdeveloped countries to help them achieve
economic growth must necessarily include HCM. He argues that assistance to underdeveloped countries
to expedite their economic growth by world bodies including the World Bank is one sided and does not

TABLE 2
Summary of Economic Background of AWA Countries
Country The Gambia Ghana Liberia Nigeria Sierra Leone
National . . . . .
language English English English English English
2011= 2011 =
. 2011= 2011=162.5 2011=
Population 1706830 | 24965816 4.129 million 5,977,770
million million
Lower- Lower-
Income Level Low Middle Low Middle Low
Adultliteracy | 5406 45306 | 2008=65.8% | 2998 | 2008=60.1% | 2008=38%
rate 58.1%
Primary School 2007/2008= 2008-2009= 2006= 39% 2006-2007= 2003-2004=
Enrolment 69% 76% T o9 61% 85%
Poverty 2010 = 48.4% | 2006= 28.5% 2007= " 5004=54.79% | 2003= 66.4%
Headcount ratio ' ' 63.8% ' '
Under - 5 2008=106 | 2008=76 | 2008=144 | 2008=186 | 2008=194
mortality rate
Life expectancy 2011=58 2011=64 2010=56 2011=52 2011=48
ratio years years years years years
HDI 2010= 151 2010= 130 2010= 162 2010= 142 2010= 158
HD1 value 2010=0.39 0.467 2010=0.300 | 2010=10.423 2010=0.317
2011= $1.109 | 2011=$39.20 | 2011= 2011= | 5011= §2.243
GDP . o $1.161 $235.9 o
billion billion - o billion
billion billion
. 2000-2009= 2000-2009= —_ 710 2000-2009= 2000-2009=
GDP increase 5 0% 5 3% 2008=7.1% 5 8% 10.1%
GDP growth 2009=4.6% 2009=3.9% 2009=4.1% | 2009= 2.9% 2009= 4.0%
GNI 2011=$610 | 2011= $1,410 | 2011= $240 521210; 2011= $340

Adapted from Kudonoo, 2013. Original source: Maher, 2011, http://data.worldbank.org

include human capital development, which is central to the sustainability of successes. He further
explains that although some growth may occur, the lack of knowledge, skills and competencies will not
promote further growth. Consequently, he states “it simply is not possible to have the fruits of a modern
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agriculture and the abundance of modern industry without making large investments in human beings”
(Schultz, 1961, p. 16). We concur with Schultz’s statement, which sums it all. Some levels of successes are
being achieved in the numerous interventions taking place in AWA countries due to international non-
governmental organizations (NGOs) and donor agencies’ activities.

Keeley buttressed Schultz’s (1961) assertions by explaining that “the human capital of individuals
act as a giant invisible hand that pushes economic resources towards their most productive use” (2007, p.
28). This giant hand is needed in AWA countries to push their abundant natural resources towards more
productive use for economic growth. The proposed human capital centered model gives guidelines
concerning how organizations in AWA can build their human capital and turn them into giant hands
pushing them into continuous successes.

The resource-based theory emphasizes the uniqueness of firms and suggests that, the key to
profitability and competitive advantage is to develop and maximize the use of human capital in a
different way than competitors do (Barney, 1991; Crook, et al., 2011; Grant, 2010). AWA countries need
unique human capital tailored to suit their unique cultures and ways of doing business but at the same
time capable of meeting the demands of their external environments. The theory states that, for a
resource to be used to achieve competitive advantage, it must be rare, valuable, imperfectly imitable and
not substitutable. It also emphasizes that human capital at management level must be rare so as to
promote the formulation and implementation of strategies that cannot be emulated by competitors
(Barney, 1991). This explanation corresponds with the one given to firm and task specific human capital
earlier on. It therefore implies that in utilizing human capital for a competitive advantage, that human
capital must not be readily available in the labor market, but firms must develop their own unique human
capital through firm and job specific training to meet specific needs and thereby making their human
capital scarce and relevant to address the key success factors of the targeted market. These key success
factors are obtained from the results of analysis of demand leading to the identification of the firm’s
specific clients, and their needs (Grant, 2010, p. 89). Consequently, human capital is relevant if the right
people are acquired, properly trained, assigned the right tasks, appropriately rewarded and constantly
upgraded to solve present and anticipated problems in the internal and external environments of
organizations in AWA. This is the crux of the “Human Capital Centered Model” proposed in the later part
of this paper.

Another theory that underlies the effective management of human capital is the open systems
theory. The theory according to Katz and Kahn (1978) states that organizations are systems that have
permeable boundaries which enable them to interact with their external environments where all the
resources (inputs) needed for production including human capital are obtained. The interacting nature of
systems provides information and resources that enable the systems to either thrive or to become
extinct. Although firms in AWA countries are interacting with their external environments (developed and
emerging economies) in various activities including education, conflict reduction, better farm
management practices, environmental health and sanitation, disease eradication and gender issues, they
are still lagging behind in terms of economic development. The feedback concerning human capital
received from the external environment show they are performing below international standards. We
propose a paradigm shift from the traditional way of managing human resources in Ghana and AWA as a
whole to HCM, and suggest the use of the human capital centered model for obtaining results. 21°
century consumers are becoming very enlightened due to knowledge explosion and technological
advancement resulting in a high demand for improved goods and services (Lawler, Worley & Creelman,
2011). This demand can only be met if firms in AWA effectively manage their human capital for the
production of goods and services that meet consumer expectation.

In AWA countries, there are certain cultural influences that inhibit performance, contrary to what
human capital, resource-based and open systems theories stand for concerning productivity. Examples of
such practices include subordinate compliance and loyalty to their superiors even if their actions inhibit
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organizational progress, the negative effects of personal connections and relationships, time
mismanagement and work ethics (Abudu, 1986; Edoho, 2001; Kuada, 1994; Nnadozie, 2001; Kudonoo et
al.,, 2012). These practices on the contrary, can be employed positively to facilitate high productivity
rather than allow them to inhibit development (Nnadozie, 2001). The proposed Human Capital Centered
Model throws more light on how to overcome cultural bottlenecks to boost productivity through HCM.

The human capital of individuals act as a giant invisible hand that pushes economic resources
towards their most productive use — Keeley, 2007

HUMAN CAPITAL CENTERED MODEL FOR AWA COUNTRIES

Based on the human capital gap and the three theories discussed, we propose a model (figure 1),
made up of six core elements indicating how human capital can be effectively managed in AWA countries
for sustainable competitive advantage. The underlying factor of the model is that human resources
managers should work closely with Chief Executive Officers (CEOs) to bring into realization organizations’
strategic goals through compelling human resources strategies. The model therefore, takes into
consideration local practices of AWA countries and builds on its positive aspects for transformation. It is
made up of elements such as attract, acquire, network, grow, manage, and reward. These core elements
are joined with feedback loops that make room for necessary adjustments when outcomes at a stage fall
short of expectations. Figure 1 provides an illustration of the processes linking one step to another.

Attracting the Right People (Attract)

The first and most important step in the model is to attract the right people. Firms in AWA
countries therefore must create cultures that naturally draw people to them to enable them generate a
pool of prospective employees. The services of full time recruitment experts can be employed for this
purpose. Their duties include continuous searching and linking with experts in the industry in order to
attract the right people for employment. Advantage can also be taken of retrenched staff of other
companies whose values and human capital correspond with that of the firm. Create environments that
promote learning, belongingness, trust, and openness, which lead to satisfied employees. Generating a
pool of applicants also requires firms to spread their net to every level and from every source available.
Tertiary institutions, technical and vocational schools need to align with industry, and tailor their courses
to suit the needs of industry so as to produce the right caliber of people for industry. A positive example
exists in Unilever (which operates in AWA countries) and Volta Aluminum Company in Ghana where they
have positioned themselves to attract the right pool of applicants (Puplampu, 2004). Another way of
generating a pool of applicants is employee referral. This approach is reliable if managed effectively
because it leads to conscious, emotionally stable, confident, longer tenure employees who are able to
adjust and fit into the organization faster (Barrick & Zimmerman, 2009) because the referrer can serve as
an emotional support for the referee.

Acquiring the Best from the Pool of Applicants (Acquire)

The second stage of the HCM process is to acquire the best from the pool of prospective
applicants. Although the selection process is similar to attracting the right people, the distinct difference
is that the process results in the selection of the best from the best. This requires setting standards that
indicate the level of outcome showing specifics in terms of desired knowledge, skills, competencies,
attitudes, credentials and values. Accordingly, methods that ensure objectivity must be employed. In
looking out for the best of the best, smart, creative and innovative applicants who are adaptable and
ready to learn should be the target of recruiters. The process must ensure that there is a fit between the
values of the applicant and that of the firm. A comprehensive assessment is required in order to identify
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other competencies which may not form part of the requirements of the vacant position. This will enable
firms to make maximum use of employees’ potentials.

Linking New Hires with Buddies (Network)
For the purposes of ensuring that employees are transformed into engaged, productive and
committed members of organizations, stage three of the model emphasizes networking. This enables

new hires to transit faster from the state of anticipatory socialization to change and acquisition and
thereby settle down and start performing.

FIGURE 1
Human Capital Centered Model

N e
ADCA

Productive Workforce

A

Effective and
Sustainable
Human
Capital

‘\j 3-Network |

ANV

This is done effectively if they are networked (bonded) or given buddies who are experienced
employees of the organization to coach and support them. Networking promotes knowledge sharing,
teaming up with people, operating in support of those who understand human motivation and social
interaction in order to make new hires feel they belong, reduce turnover, eliminate the shock of entry
and maximize their potential for high productivity. Senior management’s perception about the
importance of human capital also contributes immensely towards the bonding (networking) process
because they see beyond the economic objectives of the organization to the extent of realizing that it is
also a social entity where people interact with one another as well as work together to achieve best
results (Bartlett & Ghoshal, 2002; Crain, 2009).

Nurturing Employees in Task and Firm Specific Skills (Grow)

It is a strategic imperative for organizations to nurture (train and develop) their employees for
high productivity. This fourth stage requires providing opportunities for employee participation in
decision making and personal growth. Creating learning centers that facilitate collaborative research
between academia and organizations to address firm specific issues and generate knowledge for future
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use is paramount. Clear understanding of organization’s strategies by all employees is also very important
because it enables everyone to work towards their achievement. Employees can only be effective if they
know how their performance is contributing towards the achievement of goals. The right training and
development centers on the core values of the firm and task specific technical skills. Such skills and
knowledge enlighten employees to appreciate the fact that, their work brings value to the organization. If
they do not perform to expectation they will be shown the exit. Their pay checks depend on the survival
of their organizations; their organizations thrive on their performance and are competing with others in
the same industry (Crain, 2009). The training and development stage of the model aims at sensitizing
employees to change their attitudes towards work. It should help them reorient their perceptions about
work, encourage them to be committed with the view that their attitudes in workplaces can either mar
or build a vibrant organization they can depend on for their living.

Approaches employed in training employees include demonstrations, coaching, mentoring,
projects, job rotations, attachments/secondments, assistants, committees or quality circles. Others are
open courses designed for all organizations or short courses designed to address specific needs of specific
organizations. Development prepares employees to anticipate the future and be comfortable with
change. Organizations are encouraged to employ these approaches to train and develop employees to
become creative, innovative, and able to take calculated risks. Their entrepreneurial skills should be
developed to enable them come out with novel ideas for high productivity and competitive advantage.
Training should not be ad hoc but based on performance review and training needs analysis results (Noe,
2005).

We propose the development of succession plans to address the human capital challenge in AWA
countries. Though critical, it is the most neglected aspect of managing human resources in AWA. There
have been several instances where private businesses have collapsed because the original owners have
retired or have passed away. It is therefore expedient to develop the right human capital at the right time
through proactive leadership that continuously identifies positions to be filled when both planned and
unplanned departures occur. Succession planning is an ongoing supply of well trained, broadly
experienced, well-motivated people, who are ready and able to step into positions as needed by the
organization. It caters for the future human capital needs of the organization, by identifying people who
can move into crucial positions without unnecessary operational disruptions. It helps keep leadership
personnel in the organization and assures the continuing supply of capable successors for each of the
important positions included in the succession plan. Training and development that are linked to
succession planning ensures having the right human capital at all times.

Maximize Human Capital for High Productivity (Manage)

Maximizing human capital requires a strategic and coherent approach to the management of the
organization’s most valued asset. HCM employs performance management module tailored to meet the
specificities of organizations and ensuring that the right targets are set with standards based on
strategies developed out of organizations’ visions.

Effective communication of an organization’s vision leads to its internalization by managers who
in turn translate it into targets for employees to achieve (Clawson, 2009). Respect for authority, one of
the tenets of the culture of AWA countries must be exploited in organizations by demanding exemplary
lives from leaders. Good leaders must be flexible, open to the views of their subordinates (colleagues),
and trust those working under them enough to accomplish tasks. Fairness should be the hallmark of all
their dealings with all employees. They should be trustworthy and seen to be leading exemplary lives
worthy of emulation for high productivity. Employees must know exactly what to do, how to do it and the
exact time to accomplish it. Milestones must be set with agreed timelines for evaluation (agreement
between manager and employee). Excellence and successes must be acknowledged, celebrated and
rewarded in order to motivate others to work harder (Bellman & Ryan, 2009; Kudonoo, 2013). It takes

292



Best Paper Proceedings 2" Biennial Conference — Africa Academy of Management

effective communication to undertake effective evaluation. We propose that organizations in AWA
should assess the performance of employees more than once a year in order to link the process to their
training and development activities. Objective assessment based on set targets is the only way to obtain
the right results for rewards.

The human capital centered model also advocates for employee engagement where employees
are encouraged to actively participate in generating novel ideas for the improvement of organizations by
widening the circle of involvement and thereby ensuring that everyone’s voice counts and good
judgment found (Axelrod, 2010). This perspective can be likened to staff and community durbars where
people come together to find solutions to pressing organizational issues. We encourage organizations to
exploit the use of such durbars to create a critical mass of energetic participants who design and support
the needed changes. The few, should no longer decide for the many (Axelrod, 2010). Good human
relations and effective team work are the hallmarks of a productive organization. Effective design of jobs
to match the right human capital is also very essential.

The use of technology facilitates effective HCM. Human resource information systems ought to
be acquired and utilized for managing changing organizational requirements in order to achieve long
term organizational strategy. Technology must be employed to combine people, and processes, it must
be used to keep employee records, making it easy to keep track of their training and development
activities to find out how far they have progressed in order to assign the right tasks that make them work
smarter to improve productivity.

Commensurate Rewards with Performance (Reward)

Employees get motivated and committed when they are rewarded for the value they create in
organizations. The objective of rewards management in organizations is to reward people equitably,
fairly, and consistently leading to the improvement of organizational, team and individual performance.
Consequently, rewards processes ought to be created based on organizations strategies, what they value
and are capable of paying. Rewards come in two forms —financial and non-financial. Examples of non-
financial rewards include recognition, status, companionship, security, feeling of self-worth, sense of
achievement and purpose, opportunity to use and develop one’s human capital and career progression.
Non-financial rewards greatly influence employee satisfaction, motivation, productivity as a result
strategies and policies must be put in place to administer them app