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Team Performance Study: Determining the Factors that Influence
High Performance in Teams
	
  

David S. Hoyte, CastleHarlan Partners
Regina A. Greenwood, Nova Southeastern University
Baiyun Gong, Nova Southeastern University
	
  
ABSTRACT: The purpose of this paper is to describe a study, in the initial stages, which will attempt to determine
the factors that differentiate high performance work teams from teams whose performance is good, but not
exceptional. The teams in the study are in the U. S. supplier network of a large global automotive manufacturer.
The researchers will use surveys, interviews, and observations to test models that, based on the literature, suggest
factors that influence team performance, including innovation as a measure of performance. Multiple perspectives
will be employed, including: the strategic lens (structure/ambidexterity), the temporal lens (entrainment) and the
organization behavior lens (mental models and ambidexterity). In Phase 1, the research team will visit several
supplier plants to determine the factors to be examined. In Phase 2, the researchers will conduct in-depth studies in
some workplaces followed by tests of findings in different workplace environments. The goal of our study of work
teams is not only to advance the literature of team performance, but also to provide important implications to
managers of all team-based organizations.

INTRODUCTION
The importance of teams in the workplace cannot be overestimated. Teams have become an
important, even essential, workplace structure to get work done; they exist at all levels of organizations
and fulfill a wide range of purposes (Katzenbach & Smith, 2003). Teams have become an important topic
for academic researchers who have produced a large number of studies concerning the factors that make
teams effective and the factors that influence team dynamics (Harrison, Mohammed, McGrath, Florey, &
Vanderstoep, 2003). Despite the widespread use of teams, the important of teams, and the abundance of
research on teams, we could find no empirical research that determines the factors that differentiate good
teams from high performing teams. We propose to fill that research void.
Our research team, consisting of practitioners and academic researchers, shares an interest in team
performance with a large, global automotive company. (In this work the company will be referred to as
Company A to preserve confidentiality.) Such is the interest of Company A that the research team has
been granted permission to conduct our research in their extensive US supplier network. The researchers
will study teams in various supplier plants to determine causal factors which distinguish high
performance teams from teams that merely perform well. The researchers will use surveys, interviews,
and observations to test models that, based on the literature, suggest factors that influence team
performance, including innovation as a measure of performance.
Work teams are the basic units of Company A’s operations. Performance of work teams is essential to
the quality of its products and its global reputation for quality. We chose the work teams of Company A
suppliers as the subjects of our investigation because of their exemplary efficiency and effectiveness,
which contributed to Company A’s superior performance and development in the past decades. There are
no poorly performing teams, only good to excellent teams. Our study on these work teams will not only
advance the literature of team performance, but also provide important implications to managers of all
team-based organizations.
Ancona, Goodman, Lawrence and Tushman suggest that “Focusing multiple lenses on a given
phenomenon highlights different aspects of that phenomenon….each lens suggest a different set of
practices and solutions to managers” (2001:645). For our research we will examine the issue of team
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performance through multiple lenses: the strategic lens (structure/ambidexterity), the temporal lens
(entrainment) and the organization behavior lens (mental models and ambidexterity).

TEAMS AND AMBIDEXTERITY
When examining organizational performance through a strategic lens, the role of structure requires
particular attention. Alfred Chandler (1962) suggested that successful organizations adapt their structure
to fit their strategic needs. Later, Duncan (1976) suggested that firms meet the competing demands of
aligning with the needs of the business to ensure efficiency and adapting to the changing needs of the
environment in order to take advantage of opportunity, by creating dual structures within their
organization. Such structures focus on either alignment or adaptation; the presence of both insure overall
organizational ambidexterity. More recently, Gibson and Birkinshaw (2004) refined the concept of
ambidexterity, suggesting that two types of ambidexterity can exist: structural ambidexterity, creating
dual structures within an organization to deal with the inherent conflicts of alignment and adaptation, and
contextual ambidexterity, “the behavioral capacity to simultaneously demonstrate alignment and
adaptability across an entire business unit” (209). Under such situations, organizations create the capacity
in individuals to deal with the conflicting demands of adaptation and alignment, thus insuring overall
organizational ambidexterity.
In observing the number and nature of teams in pilot visits, we were struck by the different charter
given to different teams on the supplier plants. Some teams were production focused; some were problem
solving focused; some were improvement focused. We propose that business units can achieve
ambidexterity through the development of teams dedicated to either adaptation or alignment, thus creating
ambidextrous organizations. These teams act as bridges between structural ambidexterity and contextual
ambidexterity in that firms create the teams to serve different purposes and, in many situations,
individuals can volunteer to participate in them. Thus, individuals are presented with an organizational
structure within which they can serve adaptation needs and the day-to-day alignment demands. Such
action mitigates the tension related to whether ambidexterity exists as an organizational or individual
function (Raisch, Birkinshaw, Probst & Tuchman, 2009)
In summary, we suggest that the following propositions be tested in our study:
P1: Stable work teams focus on alignment thereby improving organizational
performance.
P2: Ad Hoc and cross functional teams, populated through choice, focus on adaptation
thereby improving organizational performance.

TEAMS AND TIME
In introducing the Academy of Management Review issue in 2003 devoted to the temporal
perspective, Ancona, Goodman, Lawrence and Tushman refer to time as the “new lens” (2003, p. 645).
In support of their view, they cite few articles focused on time and, among those, most are recent to that
date; the oldest related to organizations/management in 1985 (Clark). Other disciplines, such as physics,
have focused on time as a topic of significance (Perez-Nordtvedt, Payne, Short, & Kedia, 2008). Despite
the lack of long term interest in the temporal dimension displayed by management academic researchers,
practitioners are keenly aware of time: manufacturing shifts, project deadlines, business cycles, new
model cycles, quarterly results….the list is endless. The roots of management as a profession and
discipline lie in time through Scientific Management (Taylor, 1911). Thus we propose to examine the
impact of time on teams to determine if the capacity of some teams to relate better to temporal factors
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enables them to perform at higher levels than other teams. In particular, the concept of entrainment
appears fundamentally related to the function of teams.
Our approach to studying temporal aspects will most likely require the case study method. Therefore,
we propose the following research questions:
Research Question 1: How does entrainment among team members affect team
performance?
Research Question 2: How does entrainment among interconnected teams affect team
performance?
Research Question 3:
performance?

How does entrainment among teams affect organizational

	
  
TEAMS AND MENTAL MODELS
Shared mental models are defined as “The extent to which individual team members’ mental models
overlap – the extent to which team members shared the same understanding of the task and the team
(Blickensderfer, Cannon-Bowers, & Salas, 1997: 252). As they coordinate with each other, team
members share their understanding of the task, work environment, interactive patterns, procedure timing,
location of expertise, and technology. Although the literature consistently demonstrates the positive
effects of shared mental models on team performance (Espinosa, Slaughter, Kraut, & Herbsleb, 2007;
Mathieu, Heffner, Goodwin, Salas, & Cannon-Bowers, 2000; Reagans, Argote, & Brooks, 2005), few
studies investigate the interrelationship of various types of shared mental models.
Despite the prediction that various types of shared mental models compliment with one another,
empirical research shows mixed results. Mathieu et al. (2000) studied ad hoc teams and concluded that
shared task mental models and shared team mental models improve team processes and performance in a
complimentary manner. On the other hand, Espinosa et al. (2007) examined team familiarity and task
familiarity and found that the two types of shared team knowledge substitute, rather than complementary
to, one another in their impact on performance.
To explain the inconsistent findings in the relationship between various types of shared mental
models, it is suggest that there is a diminishing return on team innovation and performance from the
increase of shared mental models. This relationship is plausible because (1) in many situations, solutions
can be identified with the combinative use of a few shared mental models so not all shared knowledge is
necessary, and (2) team capacity is limited so that only limited shared mental models can be
simultaneously employed to solve a problem. Further, too many shared mental models are likely to
restrict team flexibility. In fact, similar phenomenon has been demonstrated in team learning research.
Berman, Down, and Hill (2002) show that the NBA team performance was first increasing and became
decreasing as the team level tacit knowledge accumulated.
Suppose that the proposed diminishing return of shared mental models is valid, then why do many
successful organizations continue to nurture multiple mental models? It is proposed that multiple shared
mental models back up each other in a changing environment and sustain team performance. This is
because (1) a changing environment is likely to block the access to certain shared mental models, and (2)
a changing environment imposes stress on teams which reduces the effectiveness of shared mental
models. Ellis (2006) shows that acute stress reduces the viability and quality of shared mental models,
which lead to impeded performance.
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In summary, we suggest that the following propositions be tested in our study:
P3: There is a curvilinear relationship between the strength and number of
shared mental models and team innovation and performance..
P4: The effect of shared mental models on team innovation and performance is
moderated by environmental turbulence.
The following factors will be considered control variables in the study: task complexity and
individual experience (time on task or number of products produced).

METHODOLOGY
	
  
Research Design
Our study design consists of two phases: (1) plant visits to several Company A supplier firms and (2)
a survey study based on the questionnaire developed after soliciting expert opinions in the first phase. In
Phase 1, the researchers will conduct exploratory plant visits and interviews to (a) observe and understand
relevant plant operations and processes, (b) collect expert opinions on the survey instrument, (c) identify
any factors that may cause high team performance (control variables), and (c) secure access to further
data collection. These plant visits will require observations of operation, review of training and
orientation programs, interviews with managers and team members, understanding how team
performance is measured, understanding employee recognition programs, communication, suggestion
programs, Continuous Improvement teams, etc.
In Phase 2, the researchers will conduct in-depth studies in some workplaces followed by tests of
findings in different workplace environments. A number of supplier network firms have already
volunteered for the different phases of the project.

Statistical Analysis
The statistic software application SPSS will be used to analyze the data. First, descriptive analysis
will be performed. Non-respondent bias will be analyzed according to Fowler's (1993) book on survey
research. Appropriate data transformation will be conducted to cope with skewness and kurtosis of the
data distribution. Then factor analysis will be performed to load single item on corresponding constructs.
The data will then be analyzed using multiple regression models. Possible data problems such as
collinearity will be carefully treated. The hypotheses will specify the relationship between variables so
they are testable with multiple regression models. Control variables will be entered into the baseline
model. Then, the hypothesized independent variables will be entered in the models. Significant results
will be described in the conference paper with discussion on how the findings support the hypotheses and
contribute to the literature as well as the business world.

CONCLUDING REMARKS
The current status of the study considers two parallel tracks. First, developing the literature review,
model crystallization (reduce the list of shared mental models, etc.), and measurement development.
Second, completing more pilot plant visits to ascertain the validity of our approach and the availability of
information. Our study of work teams will not only advance the literature of team performance, but also
provide important implications to managers of all team-based organizations.
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Social Network Mapping and Analysis of the Southern California
Aerospace Industry
Dr. Kristie Ogilvie
California State University, San Bernardino
Abstract: Today’s dynamic environment illustrates the importance of networking in most industries, but especially
critical for technical communities, though there is a gap in current literature of the network of the aerospace
industry. This research will discuss the current literature and further the literature by mapping the aerospace
southern California network based on an empirical study of mapping these actors within the network, resulting in
key advanced measures, such as centrality to understand the implications of such analysis.

INTRODUCTION / BACKGROUND
Government support of diverse research and development activities in relation to the aerospace
industry has resulted in substantial improvements in the leading edge of technology and innovative
efforts. However, there has been limited attention paid to the patterns of cooperation between institutions
in the aerospace network, though there are many organizations that are consortium and provide for
networking opportunities. Though this dynamic has recently begun to change, as cooperative agreements
and strategic alliance become more common place and as technology increases, making information more
accessible, a full understanding of the consequences to such activities is prudent. These partnerships can
help to increase synergies of the network based on regional clusters (Littler and Wilson, 1991). These
dynamics create a newly formed network and evolved cooperation, leading networks that are a new
aspect of such development to continue into the future. Many scholars recognize the importance of
networks (Freeman, 1991), but there seems to still be little research on the evolution of such technology
structures, especially in regional clusters and the technology driven industries.
Several studies show that the number of inter-firm alliances had risen significantly in the late 1980s to
the 1990s (Hagedoorn, 1991). These types of alliances and external cooperation have taken increasing
importance because they develop information and push technology forward, which is beneficial because
the global market requires an understanding of the diverse marketplace. The strategic cooperation has
been discussed extensively (Ohmae, 1985), but the technical industries have a unique environment in that
they will integrate capital, knowledge, expertise and techniques in new combinations in order to achieve
success for their customers. Specific types of these clusters, including, licensing, R&D projects, joint
ventures, of cooperation in technology development between firms have intensified. The result is
increased technical interdependencies as one firm will rely heavily on others for resources, knowledge
and networking opportunities. Oftentimes, there are direct relationships for technology exchange with
other organizations, which can be leveraged within such a network. These specialized technology-driven
networks often fall into the strategic planning process for specific resources for innovation and new
product development. There has been some research by leading scholars that focuses on the increasing
trends of strategic alliances, as well as the similarities and differences in patterns of development
(Gersony and Peters, 1997). Networks of inter-organizational relationships do, in fact, spread knowledge
across firms within the industries that produce highly technological end-products (Daniel, Hempel, &
Srinivasan, 2002). There are various different types of networks, such as informal social structures
(Inkpen & Tsang, 2005). Additionally, a social network of contractual and cooperative alliances that links
firms can also be analyzed, which allows knowledge to be shared and business transactions to be arranged
(Owen-Smith & Powell, 2004). The gap in the literature exists in the establishment of the collaborative
networks that enhance and disseminate the knowledge-based structure that many high-technology
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industries possess. Since very little, if any, network structures have been compiled or analyzed in the
aerospace industry, the gap in the literature will play a crucial role for this industry.

NETWORK ANALYSIS
The term ‘network’ is a term that has been used in many disciplines, including sociology, supply
chain management, and organizational theory, for the analysis of different actors within a network. These
actors could be employees within the network of a company structure or, more broadly, the actors could
be individual companies with an industry network. Scholars analyze the industry network as it is
composed of different interrelated groups of actors (firms within the network) and of technological
systems (Lundgren, 1995). As this research study will be analyzing the industry, the actors will be
individual firms within the network, which is the aerospace industry.
Network analysis enables scholars to more fully understand the influence that each actor has in and
among the network with analysis of centrality and densities of interactions and clustering of different
types of activity arising from inter-organizational ties.

NETWORKS RELATED TO KNOWLEDGE MANAGEMENT
Knowledge transfer in technical organizations is “the act of moving knowledge from one entity to
another in an optimal and reliable manner” (Geraghty & Desouza, 2005). This process creates a result of
social learning through the effects of experience (Hansen,1999, 2002). For technology-intensive products,
this knowledge transfer can involve the transfer of a wide range of content concerning the amount and
level of technological exchange. In the strategy, alliance, and supply chain management literature,
knowledge transfer has been conceptualized as both a driver of and an outcome of inter-organizational
collaboration (Gulati, 1999). Other scholars will argue that the knowledge is not only driven by
knowledge, but more so by the solving of problems within the organizations, such as the creation of new
knowledge (Aragon-Correa, Garcıa- Morales, & Cordo'n-Pozo, 2007). When looking at the network from
the firm level, it brings the perspective of social capital and its benefits. This analysis will focus on the
position of a firm in the network as critical for the benefit of this knowledge exchange (Koka & Prescott,
2002). A firm's position is measured though its centrality, which is the degree among the other actors in
the network and how directly and/or indirectly connected they are to other organizations and the degree to
which other organizations are connected through it (Hardy et al., 2003).
In a technology driven organization, firms gain access to valuable knowledge through social ties with
other firms (Walter et al., 2007). One reason that a network analysis is critical is that the network itself
and clusters within the network can be more powerful than the relationships within that network, which
carries benefits by enabling a firm to access information from diverse sources to which a firm is
connected only indirectly. Through participation in the network itself, an organization can gain resources,
which is appropriate knowledge to benefit the company through the capabilities of other network
members that will reduce the risk of failure in core activities of that firm (Bessant, Kaplinsky, & Morris,
2003). The knowledge is not only found within the firms, but is also created outside the firm that can
stimulate creativity (Bessant et al., 2003) and stimulate change and organizational improvement (Inkpen
& Tsang, 2005).

NETWORK CENTRALITY AND KNOWLEDGE TRANSFER
The position of the company within the network is a key determinant of the knowledge that one will
benefit from in the network. Knowledge is oftentimes distributed unevenly within a network, so the
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criticality of the network position is high. It can enhance a firm's ability to create new value and to
achieve economic goals (Coleman,1990; Tsai, 2001). Firms at central positions in a network are more
likely to gain desired information, knowledge, and resources from the network by accessing external
information and knowledge.

METHODS
The methodology used to conduct the social network analysis of the southern California aerospace
industry can be divided into 3 major steps: identifying relevant companies in the industry, compiling
relevant data, and analyzing the data. Each of these categories is detailed below.

Identifying Relevant Companies
In selecting the relevant companies in the aerospace industry, the scope was narrowed to include only
Tier 1, Tier 2, and Tier 3 southern California aerospace companies. The tiers are generally accepted terms
of companies based on location in the supply chain, which also has a correlation to the size of the
respective companies. Tier 1 companies are the largest public companies and/or government suppliers.
These companies complete large scale projects, for which they receive parts, products, and services from
smaller Tier 2 companies. Similarly, these Tier 2 companies outsource certain portions of the deliverable
end item to smaller Tier 3 companies. The selection of Tier 3 suppliers were isolated for this study, as
little, if any, studies have been conducted for these companies, as they are oftentimes perceived in the
industry to be less critical within the network. By understanding the network within this tier, it can be
demonstrated of the type of network that has formed. Due to the population size, the search was
narrowed to the Southern California region. To identify these companies, an online business directory
was consulted, known as manta.com. This website allows for company searches based on industry and
location. Thus, a search was conducted based on the aerospace industry in California, which yielded 832
companies as a result. However, the parameters of the search also excluded consultants or sole
proprietorships that traditionally provide services, rather than a core relationship based on the supply
chain. With these criteria, the results were filtered to include companies that possessed 50 or more
employees. This refined search yielded 101 companies in California. From this list, each company was
examined based on geographic location so as to include only those companies based in southern
California, excluding San Diego-based companies. This narrowed the list to 60 companies, with the only
outliers being located in Rancho Cordova and Santa Cruz, which can be considered to be northern
California cities. The reason for these two northern companies being included is that they are considered
major actors in the network in the California aerospace industry and to fully and accurately depict the
network composition, they required inclusion in the analysis. To ensure validity of the population to be
analyzed, the American Institute of Aeronautics and Astronautics (AIAA), the leading aerospace
professional society, was consulted. This organization recommended a narrowed online search using
either manta.com or connectory.com. The current list from manta.com was compared to the list from
connectory.com, in which the result was conclusive that Manta provided more thorough search options
and a broader list of companies.

Compiling Relevant Data
The population has now been defined for the study, which are the resulting 60 companies. It now
became necessary to gather relevant data about each company, which included the location of the
headquarters or branch in California, the number of employees at the branch or headquarters, and the
annual sales figures of the branch or headquarters. The location is a specific city in California, and the
number of employees and annual sales were represented as a range of numbers, since this information is
sensitive and sometimes estimated due to frequent changes within the companies or the competitive
nature of these figures.
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After having this basic company information for each identified actor in the network, each company
website was identified and visited to secure public information via press releases of relationships between
actors. To do this, the researcher searched through the press archives on each company’s website to
identify which companies have press releases of partnerships, awards, or alliances with one another. Thus,
all of the companies’ press releases were examined in order to find contract announcements dating from
the present back to 2005. Though this will not be a longitudinal study, it would be prudent to examine a
period of time to fully understand the network. Information captured for further analysis included the
company that announced the contract award, the company that received the contract award, the contract
project details, the date of the award, and the amount of the award.
Subsequent to this analysis, it was determined that most, if not all, of the press releases were limited
to the larger Tier 1 and Tier 2 companies. This newly discovered phenomenon mandated further data
gathering. It was determined that the smaller companies must be contacted directly to gain greater insight
into their supplier network. This would be accomplished via an online survey and email contact, followed
with direct phone call when necessary. As the methodology for capturing contact information for each
company was via their website, it was recognized that the response rate may not be high enough via the
online survey technique, which was the rationale for the possible direct contact of each actor in the
network.
The survey was developed via surveymonkey.com, which is an online survey service that allows for
survey design, response collection, and analysis. This survey included 9 questions directed at obtaining
validated company information and information regarding supplier networks. In the survey, each
company is asked demographic information, such as their name, location, number of employees, and
annual sales. Next, each company is asked if it has a government designation as a “small business” or
“woman or minority-owned business”. Lastly, each company is asked to identify if it has offered a
contract to, or been offered a contract from, any of the other companies in the list in the last 5 years. The
survey was pre-tested to ensure validity and reliability.

Social Network Mapping
Upon the analysis of the survey data, the network information was present, but needed to be
structured for the analysis in the social mapping software. The social network analysis took a member of
the industry and made them a ‘bubble’ (Hannemann, 2001). When an interaction was reported by the
member of the industry, a measure was reported. Social network mapping begins with the conventional
rectangular measurement of actors or players within a selected team (Hannemann, 2001). For this
research project, each cell was assigned either a 0 (in which no relationship or data was transferred
between actors), or a 1 (in which a relationship or data was transferred between actors). This created a
table of comparison of actors and their relationship in binary form. The captured data could further the
relationship from binary form to a strength of tie, but due to the timing constraints and the overall
objectives, the binary analysis was sufficient to show the necessary data.
This was the foundation data that was used for the mapping portion of the analysis. Network mapping
is a special form of conventional data, as it looks at data in a different way. Actors are described by their
relations, not by their attributes. This puts an emphasis on the relationships of the actors, not just the
individual within the network. “The major difference between conventional and network data is that
conventional data focuses on the actor and their attributes, network data focuses on actors and relations.
The difference in emphasis is consequential for the choices that a researcher must make in deciding on
research design in conducting sampling, developing measurement, and handling the resulting data
(Hannemann 2001, pg 3).
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N-Cliques can show the relationships in connections with other actors (Hannemann, 2001). For
example, one can set a three-clique analysis to determine which members have a distance greater than two
away from a chosen actor. This shows the closeness of actors within the context of their environment. The
drawback to this analysis is that in larger groups, the analysis will result in “long and stringy groupings,
rather than the tight and discrete ones”. This negative factor renders this type of analysis undesirable in
some cases. Another option is to conduct an N-clan analysis. This analysis will “force all ties among
members of an n-clique to occur by way of other members of the n-clique” (Hannemann, 2001). Both of
these approaches have the benefit of showing the relationship between actors; even if they do not have
direct ties, but have a relationship through another actor in the network. A more relaxed approach is the
K-core analysis (Hannemann, 2001). It allows actors to join the group if they are connected by K
members. “A K-core is a subgroup in which each node is adjacent to at least a minimum number (k) of
the other nodes in the subgroup” (Wassermann & Faust, 1994, p 266). This approach meant the actors
defined the population as well as the demographic approach. In this case, the actor was present in the
social network map, but did not possess any ties to the remainder of the network, for example, a company
that reported that they had no interactions with the groups that were included in the survey. Since no
direct interaction or information was exchanged, no tie would be made. This would not be considered an
interaction in the social network mapping definition, hence no tie will be present. The scale for
measurement was a binary measure, the most commonly used scale, which involved assigning 0 for no
relationship or a 1 where a relationship exists. This enabled the network to illustrate whether the
relationship existed or not, not the tie between information. This was selected for several reasons. First, it
was a starting point for the network analysis. This keeps the illustration simple and will illustrate the
network very clearly. The first step of the social network analysis process was to map simply the binary
relationship Once the methodology was set, determinations were made on how each step would be
conducted. The type of matrix used is a good example to start the explanation. In this research project, the
“adjacency” matrix was used; the adjacency matrix is the most common for social network analysis as it
simply gathers the inflation between actors in a binary method. This will be the starting point for social
network mapping (Hannemann, 2001). The next step of the social network analysis was to determine
what to do with the “main diagonal.” This is the cell in which the actor is across the matrix from
themselves. In this case, to continue the simplistic approach and to make sure the information was not
clouded, a dash (-) was placed in those cells. Some analysis needed to be conducted on the fundamentals
of the team, so that an accurate selection could be made on how to illustrate the network and what
analysis would be conducted. The size of the network was an important aspect to consider, which can
enable one to use a substructure analysis. The most common is a clique, which is a “sub-set of actors
who are more closely tied to each other than they are to actors who are not a part of the group”
(Hannemann, 2001). After the data was coded, edited and entered into the computer, it was then time to
tabulate the results. Tabulation is the organized arrangement of data in a table format that is easy for the
researcher to read and understand. A simple tabulation, cross tabulation, and frequency distributions were
all used, based on hours, function, people, and interaction levels. The simple tabulation results each
contained only one variable and were used to inform the researcher how often each response was given.
Cross-tabulation is a statistical technique that involves tabulating the results of two or more variables
simultaneously to inform the researcher how often each response was given. Frequency distribution
shows values grouped into several classes based on quantity and indicates the frequency of the values
within each class. The cross-tabulation and frequency distribution results were summarized in their
appropriate chapters. The research design is the framework directing research efforts in order to reduce
errors. The research design should do the following: 1) provide answers to questions as objectively,
accurately, and economically as possible; and 2) identify and control all probable sources of errors.
The next analysis conducted was for network centrality. Network centrality for each participant
was operationalized as that individual's betweenness score, which represents the degree to which the
individual can broker relationships among all other participants (Freeman, 1979). In short, betweenness
captures the extent to which one individual is on the shortest network pathway between other pairs of
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individuals. High betweenness centrality makes a network member an obligatory passage point for the
information flowing through a network structure. Betweenness represents a firm's ability to absorb (or
interrupt) information flow (Owen-Smith & Powell, 2004).
At the group level we calculate a measure of relational density and a centralization index. The density
is a count of the number of edges actually present in a graph, divided by the maximum possible number
of edges in a graph of the same size. It provides information about the group relational intensity and the
cohesion of a graph, but does not include information about the variability among actor degrees. In
vertically-related industries, density measures the relational intensity among customers and suppliers in
the network. A change in density essentially depends on the relational activity of suppliers and on the
sourcing strategies of customers. Specifically, density increases because of new relations by incumbents,
exit of firms with a number of relations below the average, or entry of firms with a number of relations
above the average. Density decreases because of interruption of relations by incumbents, exit of firms
with a number of relations above the average, and entry of firms with a number of relations below the
average. As entry and exit are more likely to occur with a small number of relations, more generally
density increases because of increasing relational intensity and decreases because of entry. We also
identify the existence of cohesive subgroups, which are subsets of actors among whom there are relatively
intense ties.

RESULTS AND ANALYSIS
For final statistical analysis, the original list of 66 companies was narrowed to 45 companies, as 21
companies reported not being involved in the aerospace industry at all. From this list of 45 companies,
statistical techniques were used to analyze the data, which will be detailed later. However, before
statistical analysis software was used, certain pertinent statistics were identified from the data we had
already collected. First was a location analysis based on county location. Of the 45 companies, only one
(NASA) was located in Kern County, meaning that 2.22% of the companies were located in Kern county.
20 of the 45 companies were located in Los Angeles, meaning that 44.44% of the population was located
in Los Angeles County. 20% of the companies, or 9 out of 45, were located in Orange County. Riverside
County housed 2 out of the 45 companies, or 4.44%, while San Bernardino County was home to 6.66% of
the companies, or 3 out of 45. One company was located in Sacramento County, giving that county 2.22%
of our list. Six of the 45 companies were located in San Diego County, which equates to 13.33% of the
list. Lastly, Santa Barbara County, Santa Cruz County, and Ventura County were each home to one
company on the list, meaning each county contained 2.22% of the list. These statistics show that the
largest segment of the population, or 44.44%, was located in Los Angeles County.
Next, the list of companies was analyzed according to their number of employees. Since these
numbers change frequently, many of the companies reported them as a range of numbers. Also, our
research was concerned with only larger companies, rather than sole proprietorships or up-start
companies, which is why our list was narrowed to companies employing at least 50 people. With these
specifications in mind, the data was analyzed based on percentages. 33.33% of the responding companies
reported having between 50 and 99 employees, 15.55% reported having between 100 and 249 employees,
22.22% reported having between 250 and 499 employees, 13.33 % of the companies reported having
between 500 and 999 employees, 6.66% reported having between 1,000 and 4,999 employees, 4.44% of
the companies reported having between 5,000 and 9,999 employees, and another 4.44% reported to have
over 10,000 employees. These statistics show that the largest segment of the population, 33.33%, had
between 50 and 99 employees.
In a manner similar to the analysis of the number of employees, the annual sales figures for each of
the companies were analyzed. Again, these figures were represented as ranges of numbers. First, 11 of the
45 companies, or 24.44% of the respondents, did not report annual sales figures out of confidentiality.
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One company, or 2.22%, reported making between $5 million and $10 million annually. Six companies,
or 13.33%, reported making between $10 million and $20 million per year. Another 24.44% of the
companies reported making between $20 million and $50 million annually. Five of the companies, or
11.11%, reported making between $50 million and $100 million per year. 15.55% of the responding
companies, or 9 out of the 45, reported annual sales between $100 million and $500 million. Lastly, one
company, or 2.22%, reported annual sales between $1 billion and $5 billion, with one other company
(2.22%) reporting annual sales in excess of $5 billion. Thus, the majority of the population, with the
largest segment being 24.44%, did not report annual sales figures while another 24.44% reported annual
sales between $20 million and $50 million.
After analysis of these simple statistics, gathered from various sources, the results of the survey that
was sent to each company were analyzed with greater detail. The survey was sent to, and included lists of,
the original 66 companies compiled in our population set, as it was created when our population set was
still this large. The population set was not narrowed to 45 companies until after the results of the survey
were analyzed, as 21 companies reported not being involved in the aerospace industry upon being
contacted to take the survey. Surevymonkey.com, which was used to conduct the survey, offers several
ways to view and analyze the survey response data. This response data was placed in a spreadsheet for
easier viewing and analysis.
Out of the 66 companies, 19 responded to the survey, resulting in a 28.78% response rate. The first
two survey questions were simple identification questions, asking for company name and location, to
which all 19 respondents gave answers. When asked to report their annual sales figures, one company
skipped the question (leaving 18 total respondents), 5.6% reported less than $1 million annually, 16.7%
reported between $1 million and $10 million, 11.1% reported between $10 million and $20 million,
27.8% reported between $20 million and $50 million, and 38.9% reported annual sales in excess of $100
million. The majority of this population of 18 companies (38.9%) showed annual sales of over $100
million.
Next, the survey asked the companies to identify the number of employees at their branch. Out of the
19 that responded, 10.5% reported having 25 of fewer employees, 5.3% reported having between 25 and
50 employees, 15.8% had between 50 and 100 employees, 26.3% had between 100 and 200 employees,
10.5% had between 500 and 1,000 employees, and 31.6% reported having more than 1,000 employees.
The largest segment of this population (31.6%) showed to have more than 1,000 employees.
The next question in the survey asked the respondents to identify whether or not their company is
designated as a “small” or “women or minority-owned” business, as designated by the Federal
Government of Small Business Administration. One company skipped this question, 44.4% answered
“yes”, 44.4% answered “no”, and 11.1% responded “don’t know”. This showed an even split between
companies that identified themselves as “small” or “women or minority-owned” and those that did not.
Next, the companies were presented a list of the 15 larger companies that we identified in our original
66 company population set, and were asked to identify which, if any, of the companies they had offered a
contract to in the last five years. While the statistics on this question vary widely, only the most
significant statistics will be presented here. 33.3% of the respondents reported offering a contract to ATK
Space, 38.9% reported an offer to Boeing Company, 27.8% reported an offer to Lockheed Martin
Corporation, 27.8% reported an offer to Northrop Grumman Corporation, 27.8% reported an offer to
Northrop Grumman Systems Corporation, and 33.3% reported doing business with Raytheon
Corporation. Also, 38.9% reported having made no contract offers to any of the companies on the list in
the last five years. The largest segment of the respondents (38.9%) reported either doing business with
Boeing Company or none of the companies on the list.
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The next question in the survey presented the remaining 51 companies in our original population set
(the smaller companies) and, again, asked if the respondents had offered a contract to any of the
companies on the list in the past five years. Of the 19 respondents, 4 skipped this question, leaving a total
of 15 respondents. Again, the statistics widely vary, but only the most significant will be presented here.
46.7% of the respondents reported having made no contract offers to any of the companies on the list in
the last five years. This represents the largest segment of the responding population. The other largest
reporting segments included 26.7% of the respondents reporting offering a contract to Curtiss-Wright
Controls Integrated Sensing Incorporated, and 20% reporting an offer to Parker-Hannifin Control
Systems.
Next, the respondents were presented the same list of the 15 larger companies from the population,
but were asked if they had received a contract from (rather than offering a contract to) any of the
companies on the list in the last five years. Six of the respondents skipped this question, leaving a total of
13 respondents. The most significant of the statistics reported included 61.5% reporting having received a
contract from Boeing Company, 46.2% reporting having received a contract from Lockheed Martin
Corporation, 23.1% reporting an offer from Northrop Grumman Corporation, and 38.5% reporting an
offer from Raytheon Corporation. This shows that Boeing Company was the major company offering
contracts to this population of respondents.
This question was followed by a list of the remaining 51 smaller companies from our population set.
The respondents were asked to identify if they had received a contract offer from (rather than offered a
contract to) any of the companies on the list. Of the 19 respondents, 11 skipped this question, leaving a
total of 8 respondents. Of these 8 respondents, 3 (or 37.5%) reported receiving a contract offer from
Boeing North American Incorporated, one (or 12.5%) reported receiving an offer from Pacific Scientific
Company, and 5 (or 62.5%) reported having not received a contract offer from any of the companies on
the list in the last five years. This last segment of 62.5% of the respondents represented the largest
segment, meaning the majority of the respondents did not receive contract offers from any of the
companies on this list.
This completed the first step in the statistical analysis, using spreadsheet analysis tools made available
by surveymonkey.com and Microsoft Excel. However, further statistical analysis was necessary in order
to test certain variables for significance. In order to analyze the statistics and attributes that were obtained
through our research, the survey, and the UCINet software, SPSS statistical software would have to be
used to test the variables for significance against one another. In other words, as reported above, certain
percentages can easily be observed regarding annual sales figures and numbers of employees for each
company, but SPSS software would allow us to run statistical tests to find out if variables, such as annual
sales figures and numbers of employees, affect each other and affect other variables. As such, SPSS
statistical software was used to test the variables for correlation significance.
SPSS computes the Pearson correlation coefficient, an index of effect size. This value ranges between
-1 and +1. Indicating the degree to which low scores or high scores on one variable tend to go with low
scores or high scores on another variable (from book). “A score on a variable is a low (or high) score to
the extent that it falls below (or above) the mean score on that variable” (from book). For example, a
correlation of +1 means that an increase (or decrease) in one variable will cause a precise increase (or
decrease) in another variable at a constant rate. Similarly, if the coefficient is positive, a high score (or
low score) for one variable tends to be associated with a high score (or low score) for another variable. If
the coefficient is zero, than increases or decreases in one variable have no effect on changes in the other
variable. If the coefficient is negative, then high scores for one variable tend to be associated with low
scores for another variable, and vice versa. A correlation of -1 indicates that increases in the score for one
variable lead to precise and constant decreases in another variable.
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Another measure of correlation is the measure of error significance between two variables. Generally,
an error significance (in a two-tailed test) measurement that is less than 0.05 indicates a strong
correlation, while an error significance measurement that is greater than 0.05 indicates a weak,
insignificant, or lack of correlation.
SPSS was utilized to run a bivariate Pearson correlation test between different variables from our
data, which yielded the following results. The Kcore attribute and the Density attribute yielded a Pearson
correlation coefficient of 0.270 and an error significance of 0.073, indicating a very weak correlation or
no correlation at all. The Kcore attribute and the Degree attribute yielded a Pearson coefficient of 0.771
and an error significance of 0.000, indicating a strong positive correlation. The Kcore attribute and the
Employees attribute (indicating number of employees) yielded a Pearson coefficient of -0.073 and error
significance or 0.634, indicating no correlation. The Kcore attribute and the Annual Sales attribute
yielded a Pearson coefficient of -0.297 and an error significance of 0.088, indicating a very weak negative
correlation or no correlation at all. However, the two attributes yielded a Spearman’s rho coefficient of 0.377 and an error significance of 0.028, indicating a negative correlation. Lastly, the Annual Sales and
the Employees attributes yielded a Pearson correlation coefficient of 0.886 and an error significance of
0.000, which indicates a very strong positive correlation between the two attributes.
These correlation measurements can be interpreted to mean several things. First, it can be assumed
that any increase or decrease in the Kcore score does not significantly affect the Density score, and vice
versa. However, the Kcore score and the Degree score have a strong positive correlation, meaning
increases (or decreases) in one of the variables will lead to increases (or decreases) in the other. The
Kcore score and the number of employees display no correlation, meaning a high Kcore score is not
influenced by a high (or low) number of employees. The Kcore score and the Annual Sales attribute
display no signs of significant correlation. Yet, surprisingly, the Spearman rho coefficient signifies a
negative correlation, meaning that a high Kcore score is influenced by lower annual sales numbers, and
vice versa. Lastly, the Pearson coefficient signifies a strong positive correlation between the number of
employees and annual sales, meaning that the companies with more employees tend to have the higher
annual sales.
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Employer and Student Characteristics that Predict Disagreement
About College Graduates' Skill Improvement Needs

Lawrence Roth, Richard J. Sebastian, and Sohel Ahmad
Abstract: College of business students and representatives of employers likely to recruit them rated the skills "new
college graduates most need to improve upon." Although there were high levels of agreement for most of the skills,
students' and employers' ratings differed dramatically for "interviewing skills," "lose [the] sense of entitlement," and
"realistic expectations." We coded individual differences from the student survey and recruiting strategy and
industry differences from the employer survey and then used regression to explore how these variables influenced
student and employer ratings. Essentially nothing that occurs on the college campus improved students' ability to
identify the problems reported by employers. Rather, students' misconceptions (as defined by employers) were
reduced only by getting older, getting real-world experience (from full time jobs and internships), and by having
more highly educated parents. The implication is that an important blind spot has developed in the business
curriculum.

INTRODUCTION
Why was there dramatic disagreement about three and only three (of seventeen) skill improvement
needs for new college graduates? Roth, Ahmad, and Sebastian (2010) surveyed upper division
management students about (1) the skills that are most important for entry-level post-college job
candidates to possess and (2) the skills new college graduates most need to improve upon. Then they
compared the student results to employer results from a survey specifically developed to identify the
needs and concerns of those students' likely employers (Ditlevson, 2009). The students almost perfectly
reproduced employer ratings for the skills "most important for [job] candidates to possess." The results of
the "most need to improve" survey were more complicated Agreement was very high for the thirteen
skills common to both surveys (although higher for the "important to possess" survey) but there were
serious disagreements for three of the four skills unique to the "need to improve" survey. Employers
rated "realistic expectations" (m = 4.31, 1st of 17; see Table 1) and "lose [the] sense of entitlement" (m =
4.31, 2nd of 17) as the skills most in need of improvement while students rated these in the middle and
lowest ranges (m = 3.98 & 3.45, 6th & 15th, respectively). In addition, students rated "interviewing skills"
(m = 4.25) as the skills they most needed to improve while employers rated this in the lower range (m =
3.51 or 9th of 17).
The objective of this paper is to explore possible causes of these dramatic employer-student
disagreements. To do this, we coded individual differences from the student survey and organizational
differences from the employer survey and then regressed each set of variables on ratings for the three
skills.

THE LITERATURE IS SUGGESTIVE
There has been surprisingly little research into differences between what students think and what
employers actually want in new college hires. Posner (1981) compared student and faculty ratings of
characteristics likely to be important to recruiters. Although there were disagreements about many
characteristics, all three groups rated communication ability and future potential as the most important
applicant characteristics, grades and work experience were of intermediate importance, and extracurricular activities were least important. Posner observed that recruiters need to be sensitive to the many
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misperceptions which students (and possibly faculty) have about their organizations. Hafer and Hoth
(1983) also found general agreement as well as considerable disagreement on what was most and least
important. They suggested that the students’ misconceptions stemmed primarily from their sources of
information, namely family members, college placement officers, and sometimes the employers
themselves.
Kaplan (1985) was the first to ask about the strengths and weaknesses of recent college graduates.
Students had a very limited understanding of what managers considered to be important for college
graduates seeking entry-level positions. Kaplan noted that students may have learned to value what their
professors value rather than what future employers value. We could find no additional research for the
next twenty years. Then, a longitudinal study revealed that high school students had a limited
understanding of what employers wanted and experience in college produced little improvement in their
understanding (Humphreys & Davenport, 2005). Focus group research revealed that even after
graduating from college former students did not place the same priorities on learning outcomes as did
employers (Hart, 2006).
There also has been surprisingly little research into the meaning of the "unrealistic expectations" and
inappropriate "entitlement beliefs" attributed to students and recent graduates. Employers once were
students and now, with greater experience and maturity, hold different views. Some have observed that
contemporary students hold views similar to those they recall having abandoned. The #1 employeridentified skill improvement need, “realistic expectations,” is closely related to the growing problem of
highly ambitious students who choose unrealistic career paths (i.e., career plans or paths with very low
chances of success; Reynolds, Steward, MacDonald, & Sischo, 2006). The #2 employer-identified skill
improvement need, "lose [the] sense of entitlement," is central to a growing problem that has been
explored by Chao and Gardner (2007). Studies suggest that many college students have inappropriate
senses of entitlement (or superiority) that can produce counterproductive behaviors in the job search
processes and later on the job. The growing narcissism problem of today's youth described by Twenge
(2007) may be closely related the unrealistic expectations and a sense of entitlement problems described
by employers. Some employers report that they attempt to avoid these problems by only hiring graduates
with internship or substantial full time work experience. The implication is that students learn about
entitlements and unrealistic expectations from many sources and their views get "corrected" only by work
experience, not by higher education.

RESEARCH QUESTIONS
A developmental explanation predicts that older and more experienced students increasingly will rate
student skill development needs like employers. Hence younger, less experienced students primarily will
be responsible for the student-employer disagreements. A real-world work experience explanation
predicts that as students gain internship, full-time work, and perhaps military or even just plain life
experience (and the maturity that comes with it), they increasingly will tend to appraise the needs of other
students more like employers and less like the typical student. An educational explanation predicts either
that student learn their unrealistic expectations in the classroom or conversely that misconceptions are
reduced and realistic expectations are learned in the classroom. It is clear that students learned very well
in their orientation course about employer needs and expectations for new college hires (Roth et al.,
2010). They also could have learned unrealistic expectations and inappropriate entitlement beliefs, or
alternately, their pre-existing problems could have been reduced by learning in subsequent classes. Either
way, a learning explanation predicts that GPA, years of college, and using Career Services will affect
student-employer disagreements. Finally, a social-economic status explanation predicts that students
from higher social-economic status (e.g., more highly educated parents) will better understand employer
perspectives.
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Employer characteristics also might affect the disagreements. Entitlement and unrealistic expectation
problems might depend on industry, occupation, or recruiting practices. Employers that require higher
grade point averages or specific majors might have fewer (or more) problems than employers that
interview a wider range of applicants. Employers who recruit primarily on campus might have different
experience than those recruiting primarily off campus. Finally, the experiences of employers who have
internship programs or who hire interns might be different.
To explore these alternatives, we coded the organizational and individual difference responses from
the two surveys in order to extract as much relevant information as possible.

EMPLOYER SURVEY
Since the early 1990s the National Association of Colleges and Employers (NACE, formerly the
College Placement Council) has conducted an annual survey of what employers and job candidates want
from each other. The SCSU College Job Outlook survey was started in 2004 to overcome several
shortcomings of the NACE survey. Whereas NACE sampled fewer than ten Minnesota employers, the
SCSU College Job Outlook survey sample includes only organizations that participate in Minnesota's
three primary college job fairs. Although the two surveys retain many similarities, the SCSU survey has
evolved somewhat differently as it increasingly focused on issues its participants identified as important.
We used the 2010 SCSU College Job Outlook Survey (conducted in August 2009, Ditlevson, 2009).
Its 87 respondents (32% response rate) were HR professionals (mostly recruiters) from a diverse
assortment of public and private sector organizations. Only the 81 respondents who provided complete
data were used in the analyses. Note that while the response rate in 2009 was unusually low because of
depressed economic conditions, with the exception of items related to hiring plans, survey results were
very similar to previous years when response rates ranged from 50%-60%. The participants rated each
"most important to possess" and "most need to improve upon" skill on a not-at-all important (1) to
extremely important (5) scale.

VARIABLES FOR EMPLOYERS
Similar to the results of previous College Job Outlook Surveys, 19.5% of respondents indicated their
industry to be accounting or finance, 14.9% government, 12.6% technology, 11.5% manufacturing,
10.3% nonprofit, and 8.0% health care (29.9% indicated other). Because too much statistical power
would be lost if a variable was created for each option, we created four variables (coded 1/0 for yes/no) to
identify potential outliers and special cases (i.e., accounting and finance [AcctFire; n = 17], government
[Govt; 13], health care [Health; 7], and nonprofit [NonProf; 9]). The variables used in the analyses are
described in Table 2.
Although 20.7% of the organizations intended to increase number of new college hires, 63% expected
no changes and 16.1% expected a decrease (NewHires; coded as 0, +1, and -1 respectively). The majority
(69.0%) of employers were planning to again recruit on campus (OnCampus; 44.8% had firm plans and
24.2% had tentative plans, both were coded 1, no plans were coded 0). Employers often indicated that
they expected to use multiple methods to find their new college (graduate) hires. 94.3% expected to use
campus-sponsored programs such as job fairs (85.1%) and on-campus interviews (34.5%; HireUniv;
coded 1 if either method was used, 0 otherwise), 54.0% of employers expected to use employee referrals
(HireRefe; coded 1/0 for yes/no), and 52.9% of employers expected to hire from an intern program
(HireInrn). 31.4% of employers required new hires to have specific majors (MjrOnly; coded 1/0) and
24.4% required job candidates to have GPAs of 3.0 or higher (GPA3Only; 1 if yes, 0 if preferred [50%] or
not a factor [25.6%] was indicated). Only 6.9% of employers required an internship (InrnOnly; coded
1/0) but 75.6% of employers offered internships to students (HaveInrn; coded 1/0). Finally, employers
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estimated how many of their new hires will have had an internship in their organization. 57.4% of
employers indicated 0%-24% (PctIntrn; coded 1), 14.9% indicated 25%-49% (coded 2), 16.1% indicated
50%-99% (coded 3), and 2.9% (coded 4) indicated that all of their new college graduate hires would have
interned in their organization.

RESULTS FOR EMPLOYERS
Table 3 presents the correlation matrix for employers. Improvement need ratings for "realistic
expectations" and "sense of entitlement" were highly correlated (r = .432, p < .01), Ratings for
"interviewing skills" were correlated with both "entitlement" (r = .284, p < .05) and "realistic
expectations" (r = .336, p < .01) ratings.
The need to improve "interviewing skills" decreased as firms increasingly filled positions with interns
(PctIntrn; r = -.226, p < .05). Employers who had plans to hire using campus interviews and job fairs
(HireUniv) rated the need to "lose [the] sense of entitlement" (r = .223, p < .05) and develop "realistic
expectations" (r = .274, p < .05) higher than did other employers.
If organizations required new hires to have internships (ItrnOnly), then they also tended to require
them to have specific majors (MjrOnly; r = .219, p < .05). If they preferred to hire interns (HireInrn),
then they tended to offer internships (HaveIntr; r = .629, p < .01) and to fill a larger portion of vacancies
with interns (PctIntrn; r = .549, p < .01). Consistent with the timing of the survey, the more firms relied
on interns to fill entry-level positions (PctIntrn), the more they were cutting back on new hires
(NewHires; r = -.310, p < .01). The outliers were that healthcare recruiters rated campus interviews and
job fairs as less effective methods for recruiting workers (Health; r = -.286, p < .01) whereas nonprofit
organizations rated internships as a less effective method for recruiting workers (NonProf; r = -.297, p <
.01).
To identify the effects of each variable while controlling for the others, the ten recruiting strategy
variables were regressed on each dependent variable. Then the analyses were repeated with the addition
of the four industry variables. For "interviewing skills," not one of the ten recruiting strategy variables
was significant (all p > .172) and the addition of the four industry variables did not change these results.
Likewise for "lose [the] sense of entitlement," not one of the recruiting strategy variables was significant
(all p > .099) but when industry was added "accounting and finance" approached significance (B = .577; p
= .066; all other p > .13). Finally, only one recruiting strategy variable was significant for "realistic
expectations" (HireUniv; B = .903, p = .029; all others including industry p > .1). Employers that
expected to get most of their new hires from campus-sponsored sources (job fairs and campus interviews)
rated students as having a greater need to develop realistic expectations.

STUDENT SURVEY
We converted the online employer survey into paper-and-pencil format and distributed it in eleven
sections of four different junior- and senior-level management classes several weeks before the end of the
2009 fall semester. The employer characteristics items were replaced by individual characteristics items.
The survey was presented to students as part of ongoing efforts to improve curricula and student services.
Participation was voluntary and anonymous.
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VARIABLES FOR STUDENTS
Surveys were returned by 258 students (94% participation rate). Only the 198 students (76.7%)
who provided complete data were used in the analyses. 81% were business majors and the rest had allied
or related majors (3% were blank). Students could select multiple identity categories. 84% selected
Caucasian, 5.8% Asian, 3.1% Black, 1.9% Hispanic, .8% American Indian, and 1.6% selected "Other."
Ages ranged from 20 to 48 years (Age; m = 22.8, sd = 3.62, eight were older than 30 years) and 53% were
female (Gender, coded 1 for female, 2 for male).
Self-reported GPAs ranged from 2.0 to 4.0 (C to A) with a mean of 3.15. Class standing was
1.6% freshmen, 1.6% sophomore, 31.0% junior, and 63.2% seniors (Cstand, coded 1 to 4 respectively ).
12% had internship experience (Internyn) and 4% were military veterans (Vetnyn, both coded 1/0 for
yes/no). 81% of the students reported that they were currently working (Cwyn, coded 1/0) and those
working reported an average of 2 to 50 hours per week (m = 24.33, sd = 2.50). These responses were
combined into a single variable (CWavgHrs) coded zero if the student was not working and the average
number of hours working per work if employed. 52% percent of the students had visited the Career
Services Center (CrsVyn, coded 1/0). Finally, students reported each parent's education level on a 1-to-6
scale indicating some high school, high school graduate, some college, B.A./B.S., M.A./M.S., and
M.D./J.D./Ph.D. The responses (mother m = 3.11, sd = 1.01, father m = 3.18, sd = 1.15) were highly
correlated (r = .426, p < .001) and so were added to produce a single variable (momdad).

RESULTS FOR STUDENTS
Table 4 presents the correlation matrix for students. Similar to employers, ratings of skill
improvement needs for "realistic expectations" and "entitlements" were highly correlated (r = .421, p <
.01) and "interviewing skills" were correlated (but less strongly than for employers) with both
"entitlement" (r = .197, p < .01) and "realistic expectations" (r = .166, p < .05). Age (Age) was strongly
correlated with years of full time work experience (FullWExp; r = .787, p < .01) and veteran status
(Vetnyn; r = .322, p < .01). Full time work experience (FullWExp) was correlated with hours currently
working (CwavgHrs; r = .272, p < .05) and veteran status (r = .272, p < .05). GPA was higher for women
(r = -.215, p < .01) and predicted visiting Career Services (CrsVyn; r = .178, p < .05). Parental education
(momdad) was negatively correlated with age (r = -.173 p > .05), years of full time work experience
(FullWExp, r = -.187, p < .01), and military veteran status (Vetnyn, r = -.196, p < .01).
Student ratings for "interviewing skills" improvement needs were not significantly correlated
with any individual difference variable except "not working" (Cwyn, r = -.169, p < .05) . Students rated
the need to "lose [the] sense of entitlement" higher if they were older (Age; r = .220, p < .01) or had more
full time work experience (FullWExp; r = .164, p < .05). Finally, students rated "realistic expectations"
improvement needs higher if they had internships (Internyn; r = .165, p < .05) or were working while
attending college (Cwyn; r = .161, p < .05).
Multiple regression produced no significant results for "interviewing skills" (all p > .092). Older
students (B = .086, p = .011) rated other students higher on the need to "lose [the] sense of entitlement"
and the results for working students approached significance—especially as the number of hours worked
increased (CWavgHrs, B = .010. p = .079; all other p > .155). Just as for employers, the results for
"realistic expectations" were more complicated. Students with internships (Internyn, B = .483, p = .020)
and more educated parents (momdad, B = .073, p = .046; all other p > .14) were increasingly likely to
agree with employers (and to disagree with other students) that "realistic expectations" skills were the
most important improvement need.
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CONCLUSIONS AND IMPLICATIONS
"Interviewing skills” were rated as the #1 improvement need by students and as #9 by employers.
The only significant results were that employers rated these needs lower if they filled more positions with
interns and students rated these needs lower if they were not currently working. Students appear still to
have a poor understanding of organizational life and the hiring process (Kaplan, 1985; Posner, 1981).
Research has shown that college students expect to learn how to appear to have mastered complex skills
(that they don't really understand) well enough to fool even experienced and qualified interviewers
(Knefelkamp & Slepitza, 1976). To students, the interview may represent just another hurdle to be
surmounted using skills they expect easily to master in campus-sponsored programs. Perhaps students are
right. While recruiters noticed students' lack of polish, they did not find students' interviewing skills to be
a serious problem. Ironically, focusing on improving students' interviewing skills might serve primarily
to make unrealistic expectations and entitlement problems more obvious to recruiters!
"Lose [the] sense of entitlement" was rated as the #2 skill improvement need by employers' and #15
by students. Employers planning to recruit on campus rated this higher and perhaps so too did some
accounting and finance employers. Older students rated this need higher and perhaps so too did many
students working while in college. These results are easy to explain. Recruiters encounter the "sense of
entitlement" problem primarily when recruiting on campus. Older students, who are closer in age and
experience to recruiters, tend to agree with them. What is remarkable is that nothing else affected
"entitlement" ratings.
"Realistic expectations" problems were rated higher by employers using campus-based recruiting
sources (job fairs and campus interviews). Students who were currently working or who had internship
experience tended to rate other students as having more serious problems. When the effects of other
variables were controlled, only students with internship experience and more highly educated parents
rated "realistic expectations" improvement needs higher. The implications are straightforward. “Realistic
expectations” problems are much greater when recruiting on-campus but can be reduced by screening for
students with higher social-economic status or internship experience.
The bottom line was that nothing in our students' college experience had significant impact on
employer-identified "realistic expectations" and "sense of entitlement" problems or on students' tendency
to mis-identify their primary development need as "interviewing skills." Rather, everything that reduced
(or even affected) these problems was independent of what happens on-campus (i.e., age, internship, work
experience, and social-economic status). Perhaps we should be relieved that nothing that happens in
college increased these problems! Recent research suggests these problems are widespread because
students increasingly do not understand the fundamentals necessary for career success (Render, 2010).
What is disturbing is that students matriculate primarily to improve their occupational prospects yet
employers increasingly claim that students are not mastering what they need to accomplish their career
goals (Humphreys & Davenport, 2005).
The most parsimonious explanation for our results is that
unrealistic expectations and entitlement beliefs are not being effectively addressed by anything that
happens on the college campus itself. It seems that a blind spot may have evolved for which no part of
the institution is specifically accountable and this, in turn, has created fertile ground for problems caused
by contemporary social changes.
Unrealistic expectations and entitlement problems appear to be very closely related to the problems of
"Generation Me" (Gen Me; Twenge, 2006). Having been told throughout their childhood years that they
are special and can achieve anything by following their dreams, Gen Me students now expect to get highpaying, high-prestige jobs and to advance rapidly in companies that value their expertise, insights, and
opinions. Eventually, Gen Me will encounter the realities of the workplace and, like other generations,
abandon its youthful idealism and basically grow up. In the process they will cause many unnecessary
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problems as they learn how occupational and career goals are actually achieved, that there are fewer
opportunities and much more competition than they thought, and that realistic goals and timelines are
very different from their unrealistic expectations. Twenge (2006) recommends better career counseling to
help Gen Me overcome these problems before they enter the workplace.
Our results raise many interesting questions. Because our sample was limited to upper division
business students at one institution, we wonder whether the findings generalize to other academic
disciplines and degrees or to other institutions. It seems unreasonable to conclude that nothing on campus
affects these problems. This suggests that we need to cast a much wider net in order to identify all the
campus-based experiences and programs that help reduce the problems (if they exist!). Finally, is it not
completely clear who has what "unrealistic expectations" and what inappropriate "entitlement" beliefs.
Much evidence suggests that both employers and students may be out-of-touch on different issues and
that, as a result, both parties increasingly find contemporary campus recruiting practices unsatisfactory
(Gardner, 2010). Thus it might be interesting to learn more about the features of ongoing and potential
programs that could better serve both parties mutual and conflicting interests.
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TABLE 1: WHAT SKILLS DO YOU THINK EMPLOYERS FEEL NEW COLLEGE
GRADUATES MOST NEED TO IMPROVE UPON?
Skill
Student Student Students
Employer Employer Employer
Mean
Rank
Rank
(If different)
(If different) Mean
1

4.25

Interviewing skills 1 **

Realistic expectations1 *
Lose sense of entitlement

1 **

Work ethic
2

4.25

3

4.21

4
5
6

4.11
3.99
3.98

7
8

3.88
3.81

9

3.77

10

3.71

11
12
13
14
15
16
17

3.67
3.66
3.58
3.48
3.45
3.18
3.05

~

Communication (verbal and written)
Motivation/initiative
Knowledge of company/environment 1 ~
Flexibility/adaptability *
Professionalism/etiquette **
Work ethic
Realistic expectations 1 *
Interviewing Skills 1 **
Interpersonal skills
(relates well to others) ~
Leadership skills **
Teamwork skills **
(works well with others)
Interpersonal skills
(relates well to others) ~
Motivation/initiative
Organizational skills **
Honesty/integrity **
Organizational skills **
Think analytically **
Flexibility/adaptability *
Lose sense of entitlement 1 **
Ability to acquire learning ~
Utilize technology ~

Reproduced from Roth et al., 2010.

1

4.31
4.11
3.99
3.94
3.87
3.87
3.84
3.71

1
2
3
4
5
6
7
8

3.51
3.40

9
10

3.38
3.28

11
12

3.26
3.26

13
14

3.15

15

2.89
2.64

16
17

Not included in the "most important to possess" survey.

*

p < .06 and ** p < .05 using the conservative Bonferroni procedure to compensate for repeating the Ttest multiple times on the same survey (e.g., a table-wise p < .05 was maintained by using p < .05/17 for
statistical test).
~

p < .05 if the Bonferroni correction is not used.
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TABLE 2: ORGANIZATION AND INDIVIDUAL DIFFERENCE ITEMS IN THE
SURVEYS.
Employer survey items
Set 1: Recruiting strategy
1. NewHires
Plan to decrease (-1), no change (0), or increase (+1) the number of new
college hires.
2. OnCampus Have plans to recruit on campus next year (yes = 1, no = 0).
3. HireUniv
Expected to use campus job fairs and campus interviews (yes = 1, no = 0).
4. HireInrn
Expect to get most new hires from interns (yes = 1, no = 0).
5. HireRefe
Expect to get most new hires from employee referrals (yes = 1, no = 0).
6. ItrnOnly
Internship is required for new hires (yes = 1, no = 0).
7. MjrOnly
Specific major is require for new hires (yes = 1, no = 0).
8. GPA3Only
A 3.0 GPA or higher is require for new hires (yes = 1, no = 0).
9. HaveIntr
My organization offers internships to students (yes = 1, no = 0).
10. PctIntrn
What percentage of new hires are interns? < 25% = 1, 25-49% = 2, 5099% = 3, 100% = 4.
Set 2: Industry
11. AcctFire
Industry is accounting or finance related (yes = 1, no = 0).
12. Govt
Governmental employer (yes = 1, no = 0).
13. Health
Healthcare employer (yes = 1, no = 0).
14. NonProf
Nonprofit employer (yes = 1, no = 0).
Note: Industry was selected from the following options but only the four indicated above were
coded and analyses (number selecting): Business services (6), communications (1),
education (6), employment agency (1), financial services (13), government (7),
healthcare (7), military (0), manufacturing (4), non-profit/human services (9),
restaurant/hospitality (1), retail (7), technology (7), other (18)
Student survey items (paper-and-pencil)
1. Age
Age (write in, in years)
2. Gender
Gender (select Female [1] or Male [2])
3. GPA
Overall grade point average (write in)
4. Cstand
Class standing (Freshman [1], Sophomore [2], Junior [3], or Senior [4])
5. Internyn
Internship (select Yes [1] or No [0])
6. Vetnyn
Veteran (select Yes [1] or No [0])
7. FullWExp
Years of full time work experience (write in years)
8. Cwyn
Currently working (select Yes [1] or No [0]; see CWavgHrs, next)
9. CWavgHrs
Average number of hours worked weekly (write in, zero if Cwyn is "no").
10. CrsVyn
Have you used Career Services? (select Yes [1] or No [0])
11. momdad
(Select one for each of Mother’s education and for Father's education:
Some high school, High school diploma, Some college, College degree,
Master’s degree, MD, JD, or PhD. These were coded 1 to 6 and both
responses were summed.)
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Table 3. Correlation Matrix for Employers
a
Interviewing
skills

b

c

1

2

3

4

5

6

7

8

9

10

11

12

13

14

Lose
sense
of
Entitlement

Realistic
Expectations

New
Hires

On
Campus

Hire
Univ

Hire
Inrn

Hire
Refe

Itrn
Only

Mjr
Only

GPA3
Only

Have
Intr

Pct
Intrn

Acct
Fire

Govt

Health

Non
Prof

b

0.284

c

0.336

0.432

1

-0.033

0.137

0.077

2

0.130

-0.101

-0.051

-0.048

3

-0.025

0.223

0.274

0.016

-0.060

4

-0.097

0.128

0.008

-0.190

0.282

0.170

5

-0.007

0.029

0.117

0.098

0.085

0.177

0.231

6

-0.100

-0.024

0.181

0.140

-0.015

0.073

0.077

0.165

7

0.038

0.048

0.051

-0.086

0.041

0.060

0.146

-0.085

0.219

8

0.158

0.005

-0.041

-0.178

0.029

0.035

0.105

-0.136

-0.060

0.093

9

-0.187

-0.060

-0.060

-0.105

0.276

-0.035

0.629

0.193

0.060

0.090

0.029

10

-0.226

-0.061

0.097

-0.310

0.184

0.032

0.549

0.171

0.177

0.092

0.053

0.634

11

-0.053

0.209

0.097

0.130

0.181

-0.010

0.130

0.182

0.108

-0.112

0.081

0.137

0.119

12

-0.091

-0.070

-0.195

-0.083

-0.145

-0.167

-0.128

-0.207

0.005

0.145

0.125

0.028

-0.074

-0.208

13

-0.025

-0.112

-0.161

-0.019

-0.080

-0.286

0.025

0.017

-0.087

0.175

0.019

-0.019

-0.055

-0.147

-0.134

14

0.059

-0.145

-0.031

0.044

-0.019

0.091

-0.297

-0.228

-0.100

-0.066

-0.209

-0.239

-0.258

-0.169

-0.155

-0.190

Min

1

1

1

-1

0

0

0

0

0

0

0

0

0

0

0

0

0

Max

5

5

5

1

1

1

1

1

1

1

1

1

4

1

1

1

Mean

3.506

4.107

4.313

0.046

0.690

0.943

0.529

0.540

0.069

0.310

0.241

0.747

1.322

0.195

0.149

0.080

SD

0.963

1.018

0.840

0.608

0.465

0.234

0.502

0.501

0.255

0.465

0.430

0.437

1.062

0.399

0.359

0.274

1
0.10
3
0.30
6

< .01, two-tailed

< .05, two-tailed

Note: Results for the 81 recruiters/organizations providing complete data.
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Table 4. Correlation matrix for students
a

b

c

Interviewing

Lose sense
of

Realistic

Skills

Entitlement

Expectations

1

2

3

4

5

6

7

8

9

10

11

Age

Gender

GPA

Cstand

Internyn

Vetnyn

FullWExp

Cwyn

CWavgHrs

CrsVyn

momdad

b

0.197

c

0.166

0.421

1

-0.078

0.220

0.123

2

-0.102

0.098

-0.072

0.121

3

-0.017

-0.071

0.105

0.013

-0.215

4

-0.037

-0.081

0.038

0.020

0.056

0.013

5

0.003

0.034

0.165

-0.100

0.057

0.127

0.054

6

-0.109

0.118

0.074

0.322

0.125

0.086

-0.029

-0.069

7

-0.071

0.164

0.131

0.787

0.153

0.014

-0.071

-0.072

0.272

8

-0.169

0.055

0.161

-0.116

-0.114

-0.009

0.007

-0.069

-0.049

0.002

9

0.094

0.108

0.104

0.058

-0.038

0.015

-0.012

-0.075

0.064

0.272

0.695

10

0.053

-0.036

0.113

-0.056

-0.175

0.178

0.098

0.127

0.074

-0.100

-0.020

-0.140

11

0.069

-0.008

0.094

-0.173

0.077

-0.019

0.003

0.090

-0.196

-0.187

-0.038

-0.092

-0.070

Min

1

1

1

20

1

2

1

0

0

0

0

0

0

2

Max

5

5

5

48

2

4

4

1

1

29

1

50

1

12

Mean

4.25

3.38

3.93

22.78

1.53

3.15

3.66

0.12

0.04

2.28

0.81

19.44

0.52

6.29

SD

0.95

1.00

0.92

3.62

0.50

0.35

0.56

0.32

0.19

3.84

0.39

13.45

0.50

1.82

< .05, two-tailed

< .01, two-tailed

Note: Results for the 198 students with complete data.
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Georgia Lee Eshelman, Maria Lai-Ling Lam, Martha J. B. Cook
INTRODUCTION
Existing and evolving technology and the effective utilization of that technology are vital to twentyfirst century management education and practice. All current and developing technology has evolved
from earlier technology. Film on reels evolved into Beta Videotapes which evolved into VHS video tapes
are currently formatted as DVDs or Bluetooth. Cylinder recordings invented by Thomas Edison also
evolved into records and into reel to reel tape recorders and into smaller and smaller hand held or ear
mounted devices. At one time, people’s only option to go from place was pedestrian. In this current age,
while people can fly to anywhere on the planet fewer than twenty-four hours, they can be face-to-face
with professional colleagues on the opposite side of our planet through video conferencing without
leaving their home or office. Having technology available twenty-four hours a day and seven days a week
is of both great benefit and great risk. It is a great benefit that so much work can be accomplished so
easily and so quickly through the effective utilization of technology. It is a great risk that the management
educator, student, and/or practitioner may feel he or she needs to be on call to anyone on the earth during
every moment of the twenty-four hours of each day because technology makes that possible. It is
impossible for human beings to continue to function for very long when the basic needs, especially
homeostasis, proposed by the psychologist, Abraham Maslow (1943), are spurned. As the Greek
philosopher, Socrates and others have observed over the centuries, an unexamined life is a life not being
fully lived. To be a person of thought and reflection requires time set aside and tranquil stillness for
potential energy to be accessed. Many, in today’s global economy and “twenty-four seven”
technologically engaged, information intensive world, consider such a choice as non-productive uses of
resources. In this paper, three authors grounded on combined hundred years professional and educational
practice, propose three major contributing factors to effective utilization of technology: Personhood,
Mindfulness, and Meditation.
Over the past decades, a few scholars (Buscaglia, 1978; Palmer, 1983; Vaill, 1989) urged educators to
become serious about their own well being as well as the well being of the students entrusted to them.
They urged management educators to pay more attention to the inherent possibilities of human beings
rather overly relying on technology. Recently, Cameron (2006) addressed the development of virtues as
the only “fixed point to guide individual and organization behavior in times of ambiguity, turbulence, and
high-velocity change.” Several business educators (e.g., Donaldson, 2002; Ghoshal, 2005; Mintzberg and
Gosling, 2002; Pfeffer and Fong, 2002; Schoemaker, 2008; Vaill, 2005) have voiced their concerns about
the ineffectiveness of management education as the complexities and uncertainties of the business world
have been trivialized and decontextualized by the prevalent analytical models and reductionist paradigm
in business and managerial education. Little, if any, time and attention are devoted to adequately
developing students’ sensitivity to issues of ethics, morality, and politics in their professional practices
(Catterall, Maclaran, and Stevens, 2002; Lam, 2005; MacIntyre, 1984; Smith and Robins, 1991).
Management educators are called to develop a new approach and to develop students’ abilities to “live
with these ambiguities, and periodically to reconceptualize them” in a world with ambiguity as the result
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of high rate of change (Schoemaker, 2008:135). The new approach must enhance students’ interpersonal
and intrapersonal effectiveness. However, “how to powerfully convey a process view and consciousness
to students and executives is an unsolved problem in education” (Vaill, 1989:138). Many theories in
management education do not view human beings as “continuously becoming” (Vaill, 1989: 137). A lack
of attention to the personhood of the student is one part of Vaill’s “unsolved problem in education.”
Many students cannot immediately master the dynamic process of managing the interconnected
consciousness in organizational settings. Some educators have introduced intuition awareness through
classroom based mindfulness and meditation practices to help students deal with workplace tasks (Sadler,
Smith, and Shefy, 2007) and increase their passion for sustainability (Shrivastava, 2010). Gunnlaugson
introduced sitting meditation and helped students to “cultivate the capacity for deepened attention and
mindfulness in their conversations” in her on-line text-based dialogue course (Gunnlaugson and Moore,
2009:174). This course was conducted in the WebCT forum but was grounded on the traditional form of
meditation proposed by Senge and Wheatley (2009). Her approach of dialogue education has successfully
facilitated the process of transformation learning—“the process of undergoing significant shifts in one’s
self-view and worldview, which in turn brings about changes on all levels, from the individual lives of
student and educator, to the classroom culture as a whole and the current structures and norms of higher
education” (Gunnlaugson and Moore, 2009:171). Indeed, the idea about relationships among dialogue,
consciousness, mindfulness and meditation have been discussed by many thinkers in our civilizations.
Solomon said, “Nothing is truly new; it has all been done or said before” (Ecclesiastes 1:9). Socrates
demonstrated, when he used his Socratic approach by questioning students concerning their dilemma,
what gives them the unique power to choose. Abraham Maslow (1943), with his Hierarchy of Needs,
portrayed the basic values (needs) and took them to a climactic self actualization. Using personhood we
(the authors) use the progressive tense that we are always becoming. Using mindfulness we realize that
we cannot be mired in the past but can be mindful of the present and use the past and present to form a
productive future. Meditation is a dialogue (yes, we dialogue with ourselves) in silent thinking of
choices by Socratic questioning which will climb the triangle of “arriving” at the trilogy of personhood,
mindfulness, and meditation as a combined process of using what has been done before. Has the
technology of “tools” short circuited the progression? Does it need to? Keep the dialogue active!

PERSONHOOD, MEDITATION, MINDFULNESS
We, the three authors, propose that awareness of and attention to the three contributing factors of
personhood, mindfulness, and meditation, which have the potential to support the effective utilization of
technology, is an important tool of management education and practice. We propose that it is important to
invite and encourage professional management educators, university management students, and
management professionals to fully experience personhood, mindfulness, and meditation in their own
lives. It is hoped that by doing so that management education and practice would be enhanced by
modeling. Each day, educators, students, and managers would be able to experience a freshness and joy in
being present in each classroom or workplace. Such enhanced individuals could better utilize all available
technologies as well as be better equipped to engage with evolving technologies as they are introduced
into the academic and business venues. We realize that one or more of these terms may be unfamiliar to
the reader so each of these contributing factors are operationally defined:

Personhood
While the concept of personhood has been addressed by a number of authors over the years, the
works of three authors have been selected as most relevant to the proposal this paper reports. Thomas
Merton, a Catholic Priest and theologian, addressed a variety of aspects of personhood in his book, The
Inner Experience : Notes on Contemplation. Margaret Benefiel, an educator and theologian, reported the
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results of her study on management leadership in her book, Soul at Work : Spiritual Leadership in
Organizations. Leo Buscaglia, an educator in the theory of Love, wrote of personhood across the life span
of human beings in his book, Personhood : The Art of Being Fully Human. Within these works, the
authors offered views, comments, and findings regarding the importance of acknowledging, accepting,
and affirming the personhood of each human being.
In reality, the practice of many management educators, the time schedules for classes, the preparation
time for these classes, office hours, committee work, advising, research and preparation for publications,
department meetings, and attendance at various co-curricular activities can make daily professional life
more a sprint than a marathon. Little time and energy seem to be available for reflective attention to the
tasks to be completed. In the life experience of many university level management students, attendance at
classes, preparation for classes, monetary necessity for part-time or full-time jobs, practice and
participation in team sports and campus clubs leave little available time or energy for self-examination of
life and the students’ developmental becoming. For the management professional applying knowledge
and skills in a workplace, traveling to and from a workplace, devoting time to team or department
meetings, responding to requests sent via a variety of media, generating reports, preparing presentations,
supervising employees, coordinating training of new employees, conducting exit interviews with
employees who are leaving their positions voluntarily or otherwise, leaving the same small amounts of
time and energy to devote to personhood. As described above, many humans are conducting themselves
more as human doings than as human beings. Merton observed “reintegrate your compartmentalized
being into a coordinated whole and learn to live as a unified human person” (Merton, 2003, p. 3). We
need to question the paradigm of not missing anything or maximizing output when our personhood is
under attack in the fast-paced changing technology. We must not let technology be the “opium of
personhood.”
A terse definition of personhood is a vital element of each man, woman, or child (Benefiel, 2005: 20).
Benefiel assumes that “humans are inherently spiritual” (Benefiel, 2005:9). Each human being has
choices to make about time and talent. Benefiel (2005: 11) called those people, who “exercised spiritual
practices and who underwent spiritual transformation in the midst of the nitty-gritty of daily business life”
as “ordinary saints.” It means management professionals can be “ordinary saints” when they
acknowledge, accept and affirm their own personhood and the personhood of others.
When the term personhood was recently entered into a computer search engine, 4, 870, 000 results
were located. For the purpose of this paper, personhood is defined operationally using Buscaglia’s even
shorter definition from his book Personhood : The Art of Being Fully Human. The concept of maturity in
personhood is “a concept of both being and becoming” (Buscaglia, 1978: 42). To be a fully functioning
person requires time to be, to reflect, and to grow at a healthy and nurturing pace. It is Buscaglia’s view
that “personhood is an inalienable right” (Buscaglia, 1978: 135). To celebrate personhood is to “truly
actualize the beauty, strength and meaning of existence” (Buscaglia, 1978:ii).
Each management educator, each university student of management, and each management
professional is a human being. Each human being has a limited amount of life, energy, health, talents,
knowledge, and skill. No human being can continue to function for very long if sufficient rest,
nourishment, and hydration are denied (Maslow’s Hierarchy of Needs). Practicing personhood invites and
encourages each professional educator, university student, and management professional to acknowledge,
to accept, and to affirm personhood. Each human being who is fully alive has lived through a past of
experiences, is in a present reality of being, and has a potential reality in who he or she will yet become.
When individual human beings are not perceived as having value by the society in which the
individuals live and work, they experience a “complete disrespect for their personhood” (Buscaglia,
1978:12 ). When the rights of those who have wealth or position—dependent on technology—are viewed
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as more important than taking responsibility for the needs of others, personhood is under attack. When
more actions are motivated by fear than by love, personhood is under attack. Technology can paralyze
personhood in-depth learning when technology is becoming the master rather than the servant in our
learning process. For centuries, competition has been and is a model for action celebrated in sports around
the world. To have a winner, there must be losers. Personhood invites a new consideration of
collaboration and cooperation as models for action that can result in win-win situations in many life
events. Technology should be wisely used to serve students’ personhood and driven by a spirit of
collaboration which is grounded on honoring each one’s personhood.

Mindfulness
When the term mindfulness was recently entered into a computer search engine, 2,560,000 results
were located. The operational definition for mindfulness utilized within this paper is from the writing of
Jon Kubat-Zinn, “mindfulness is moment-to-moment awareness” (Kubat-Zinn, 1990:2). A similar
definition is found in the Buddhist tradition. “The mind should always be fully in the present, being
mindful of the here and now” (Suzuki, 1956). “Keeping one’s consciousness alive to the present reality”
(Hanh, 1976:11). Mindfulness invites the individual to bring awareness into the present moment and
encourages the mind to focus on it but not dwell on it. Mindfulness increases our abilities to discern and
be aware of unrecognized experiences and consequences. We can be mindful of our intentions and extend
kindnesses to ourselves and others.
Before mindfulness can be practiced, an individual must have acknowledged, accepted, and affirmed
personhood. Attention to and awareness of events occurring in the present moment are abilities reserved
to a fully functioning human being. Choices are required of the professional educator, the university
student, and the management professional who is going to narrow the field of attention to the here and
now. Setting some time aside from various technologies and current life practices each day to practice
mindfulness has been found to improve the quality of life for research subjects at the University of
California Los Angeles and at the University of West Virginia among others. While multi-tasking has
been advocated and promoted as increasing efficiency, a number of research studies do not support this
view. Multitasking is mechanistic. Carr (2008) said, “The more distracted we become, the less able we are
to experience the subtlest, most distinctly human forms of empathy, compassion, and emotion.” While
much existing and evolving technology can operate on twenty-four hours a day and seven days a week
basis, the individual human being cannot. Mindfulness and personhood need deep thoughts because of
never-ending becoming.
Mindfulness invites each person to become one’s own laboratory, and to become a participant
observer of life as it is being lived. Each person can practice a balanced creative interest in the people,
places, and events being experienced in each here and now. While many, in this fast paced twenty-first
century world, may object to simplifying and slowing the pace of life being lived to any degree, the
authors of the paper invite, encourage, and highly advocate this paper’s trilogy for the positive benefits of
acquiring the skill of mindfulness. Technology can enhance, but not replace, mindfulness and
personhood.

Meditation
When the term meditation was recently entered into a computer search engine, 58,500,000 results
were located. Meditation is operationally defined for the purpose of this paper as one or more methods of
calming and centering a human being so that personhood can be acknowledged, accepted, and affirmed
and mindfulness can be experienced for some portion of each day. Many people have considered
meditation as a faith-based practice within a variety of religions and cultures over the past years of the
world’s history. Meditation is not a synonym to prayer. While some people have used the term meditation
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within other practices and terminology, the operational definition of meditation utilized within this
proposal is not tied to any one faith or cultural tradition.
The Mayo Clinic’s internet site describes meditation as, “all share the same goal of inner peace” (
www.mayuoclinci.com/health/meditation/HQ01070 ). There are six major ways to meditate:
Guided Meditation—This type sometimes called guided imagery or visualization, with
this method of meditation, you form mental images of places and situations you find
relaxing. You try to use as many senses as possible, such as smells, sights, sounds, and
textures. You may be led through this process by a guide or teacher.
Mantra Meditation —This type requires you silently repeat a calming word, thought, or
phrase to prevent distracting thoughts.
Mindfulness Meditation—This type of meditation is based on being mindful, or having
an awareness and acceptance of living in the present moment. You focus on what you
experience during meditation, such as the flow of your breath. You can observe your
thoughts and emotions but let them pass without judgment.
Qi gong —This type generally combines meditation, relaxation, physical movement and
breathing exercises to restore and maintain balance. Qi gong (chee-kung) is part of
traditional Chinese medicine.
Tai chi —This type is a form of gentle Chinese martial arts. In tai chi (Tie-chee), you
perform a self-paced series of postures or movements in a slow, graceful manner while
practicing deep breathing.
Yoga—This type requires you to perform a series of postures and controlled breathing
exercises to promote a more flexible body and a calm mind. As you move through poses
that require balance and concentration, you’re encouraged to focus less on your busy day
and more on the moment.
While meditation, as a component of Eastern religions, has been practiced for over 5000 years, many
of the Western world’s people and religions have included meditation or contemplation within religious
practice for hundreds of years. During the past one hundred years, a growing number of individuals have
looked to meditation as a valuable tool in secular practice as well. For example, organization theorists,
Senge and Wheatley (2001) practiced mediations in their learning communities and made a comment
about meditations:
Increasingly, we’re directly incorporating into our work different practices that have been
around for a long time, such as various types of meditation. It started with the work on
dialogue. We found that dialogue often involved silence, and so maybe we needed to
actually cultivate the capacity to sit in silence. And guess what? That started to look a lot
like traditional forms of meditation or contemplation (29).
While the pace of life in recent years has accelerated through transportation, assembly-line
manufacturing, and utilization of existing and evolving technologies, each human being still requires rest,
nourishment, hydration, clothing, shelter, and many other things each day at the various developmental
stages of life. The seasons of the year, the variety of weather possibilities, the time it takes for a seed to
germinate and grow to maturity and so many other aspects of life are still functioning at a pace consistent
with the date of its origin. Having stores, hospitals, police departments, fire departments, military
installations, etc…. operating twenty-four hours a day and seven days a week can’t function on any one

	
  

34 Journal of the North American Management Society

Eshelman, Lam, & Cook

	
  
human being’s efforts. Even though robots may be manufactured, which can function with little fuel and
with limited downtime, people are not technological robots.
Personhood, mindfulness, and meditation are not new ideas. However, the terms, as they are
operationally defined in this paper, may be unfamiliar. Professional educators, university students, and
management professionals are human beings with personhood available to be experienced unless they
choose to function as caricature robotic human “doings.” Mindfulness is available to each person who is
willing to look and listen and smell and feel the here-and-now of life through purposeful attention. The
benefits of meditation can be realized without classes and coaches and books and websites. When a
person is willing to stop (or at least slow down), to look (with eyes and mind), to listen (with ears and
heart), and to breathe (with rhythmical consistency) a sense of calm and inner peace may be attained and
the positive results will be multiple homeostasis. This reality can be enhanced if the new and existing
technologies are effectively and wisely tempered.

IMPLICATIONS
Meditation and mindfulness allow management educators and professionals to nurture their own
personhood and their teammates’ personhood when they “uncover, develop and hold onto our unique
selves” (Buscaglia, 1978:15) in their process of leading, teambuilding and communicating activities. As
they are learning to embrace their beings, be mindful of their inner beings and external environments, and
make personal adjustments in the process, they can learn how to master the art of self-renewal in their
teams and their organizations and develop their skills of managing complexities and uncertainties in their
technologically sophisticated and diversely cultured global working environment.
Mindfulness requires us to be attentive without judgment to what is happening in the present moment.
It is a good way to facilitate the leaders to gain greater self-awareness with a minimum amount of
negative judgment as they become aware of their immediate thoughts and feelings. Leaders can
distinguish their inner conscience from external robotic programming. They can “release from habitually
reference patterns of thinking and the explicit re-examination of things normally taken for granted”
(Sadler-Smith, and Shefy, 2007). They can practice the double-loop of learning (Argyris and Schon,
1978) and become more reflective practitioners (Schon, 1987; Vaill, 2007). They can affirm their group
members’ journey of becoming in their personhood and accept that their groups are at different stages of
self-awareness and authenticity (Avolio and Wernsing, 2008).
Mindfulness helps leaders become more self-aware of the current flow of thoughts and
feelings they are having in the present moment. This meta-cognitive (thinking about the
way one thinks) capacity for this kind of awareness allows for greater immediate
adjustments and adaptive flexibility. Mindfulness allows leaders to interrupt automatic or
habitual reactions and to select alternative pathways of thinking and responses based on
insights gleaned from self-reflection (Avolio and Wernsing, 2008:159).

PRACTICE
One author has conducted a workshop on Saturday to help her graduate students discover their values
through the sharing of life stories. The sharing process was guided by the principles of personhood,
meditation, and mindfulness. These graduate students were employed adults and have more in-depth
experiences and opportunity for thought on their moral character and their future than the novice. The
workshop was not graded and did not focus on particular functional areas. Students had to write reflection
papers after the workshop. The author encouraged students to develop a community of spiritual learners
by answering some simple questions about themselves in the introduction phase (Appendix A). Students
were very surprised to know their fellows as persons even though they had been in the same academic
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cohort for more than one year. When the trusting relationship was established, the instructor asked the
students to have moments of silence and meditate their working environment through answering the
questions mainly created by Mitroff and Dentoff (1999):
(i)

Please list the top three things that give you the most meaning and purpose in your job.

(ii)

Do you think that you are more able to show your intelligence than your emotions or
feelings at your work? Explain your answer.

(iii)

What are the basic values that guide you in making important decisions in your lives?

(iv)

How often are you forced to compromise those values in making important decisions at
your work? Why?

(v)

Have you ever had a strong spiritual experience at your work? What was this?

(vi)

Have you ever cried or felt depressed by the nature of your job or your organization?
Why?

(vii)

Do you wish to be able to express and develop your complete self at work? Explain your
wish.

Later, these students, arranged in teams, shared their ideas about the above questions in class after a
short period of meditation. One student described his experience in tears and other students responded.
When students and the instructor listened to the strong spiritual experiences recalled from each one’s
work, we not only reflected on our pre-existing knowledge but also felt being present in a caring
community. Some students realized the importance of nurturing their souls in their work and experienced
spiritual strength when their professional decisions were related to their personal conscience. Students
would like to have more courage to express their personhood in their corporate world. Some students
learned how to reconcile the conflicts between their individual values and system values by developing
support groups in their workplace, and even choose jobs in which they can express their complete
identities. Some learned to prepare themselves to be present and to work in a team with never endingbecoming beings. In the workshop, some found that the practice of being attentive in their listening and
speaking enabled them to know, learn, and think together with others. They meditated their new
knowledge in their workshop through their reflection papers. These students began “to connect with the
sources of their highest creativity as a vehicle of sensing and articulating new knowledge” (Gunlauson
and Moore, 2009:173). Through the workshop, many graduate students experienced the art of being
present in the dialogues and asserted the importance of ethics and morality in the future development of
leadership. Students also learned how to reflect on their paradoxical situations and develop some skills to
cope with ambiguities and complexity in their working environment described as a permanent white water
situation (Vaill, 1989). Some students learned how to maintain communication with other students and
waited for the emergence of new knowledge in the team without putting negative judgment upon each
other (Vaill, 2007). Their abilities to be mindful and to be flexible in their communication enabled them
to be open each team member and to respect to each one’s journey of being and becoming fully human.
When the instructor chose to include the concepts of personhood, mindfulness, meditation in the
workshop, there were healthy self-affirmation and preservation of the inner wholeness of human beings
(Haring, 1986, Palmer, 1983, 2004). The instructor felt she was truthful to who she was and could be
present with her students in the process of transformation learning. Palmer (1998:29) commented:
A vocation that is not mine, no matter how externally valued, does violence to the self in
the precise sense that it violates my identity and integrity on behalf of some abstract
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norms. When I violate myself, I invariably end up violating people I work with. How
many teachers inflict their own pain on their students, the pain that comes from doing
what ever was, or no longer is, their true work. (Palmer, 1998: 29)
Wolterstorff (2002:273) reminds management educators and professionals that “if we are true to who
we are,” we can “perform works of obedience as acts of gratitude.” We are grateful to our Highest Power
and to many people on our journey toward being fully human when we increase our awareness of our
being and becoming. We are also grateful for many people and life events. We will tend to forgive and
trust more in our professional practices.
Management educators must develop their students to master the skills of dealing with the
contingencies that cannot be foreseen by our engineering, technology and planning. Students must
develop new ways of knowing, learning, and working together with other people coming from different
cultural backgrounds. When future management leaders practice mindfulness and meditation, they are
more likely to be thoughtfully engaged in what they do and how they do it. Leaders can become more
sensitive to the context and learn to practice the art of constructive dialogues with diverse global
stakeholders. They can work collectively, reflectively, and spiritually wiser through the realization of
their personhood and the development of a better institution for increasing realization of other
individual’s personal potential.

CONCLUSION
The authors of this paper advocate that personhood, mindfulness, and meditation is a trilogy of three
contributing factors to the effective utilization of technology in management education and in
professional management practice. Each management educator, each university level management
student, and each management professional, is a human being. As a human being, he or she possesses
personhood which can be acknowledged, accepted, and affirmed or which can be denied, rejected, and
devalued. It is hoped that each human being will make the choice to acknowledge his or her personhood.
When it has been acknowledged, personhood can then be accepted and affirmed as each life option is
considered and acted upon.
Each management educator, each university level management student, and each management
professional who has chosen to acknowledge, accept, and affirm personhood, has the opportunity to
exercise mindfulness within daily life. Each life option encounters can be considered in the here and now
or can be considered as part of a hyperactively fast-paced, technologically-enhanced blur in which focus
is impossible. It is hoped that each human being will recognize that he or she is just one person among the
many currently sharing this world. In this recognition, he or she may choose to attend to those options
that are truly in each here and now as it is encountered. The authors firmly believe that implementation of
this proposal can address and hopefully solve one of the important unsolved problems in education and
develop students to be responsible and authentic leaders. Technology, used wisely is not versus, but
enhancement of the practice of personhood, mindfulness, and meditation in our management education!
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APPENDIX A—DEVELOP A COMMUNITY OF SPIRITUAL LEARNERS
Interview 1: Questions I thought you’d never ask!
1.
2.
3.
4.
5.
6.
7.
8.
9.

	
  

Your first name is_______
A nickname you have been called is __________? Why?
Name something you have kept for a long, long time__________
Name three qualities you look for a friend____________________
When you are feeling down, how do you pamper yourself____________
Name one thing you would like to change about yourself___________________
What bugs you about some people?____________________________________
What are you doing when you “lose” track of time?______________________
What is something no one would know about you, just by looking
you?__________________________________________________

at
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Human capital is the backbone of organizations. Indeed, it has been suggested that the Human
Resource (HR) function – through its influence on human capital – directly and indirectly impacts
organizational outcomes such as profitability, productivity, and competitive advantage (Roehling et al.,
2005). In particular, HR can contribute to the organization’s strategy (Ulrich & Brockbank, 2005),
potentially affecting 20% of business results (Ulrich, Brockbank, Johnson, Sandholtz & Younger, 2008).
Further, HR plays a pivotal role in shaping organizational culture (Ulrich et al., 2008; SHRM, 2011).
Thus, HR professionals can influence the organizational experience of most if not all employees
(Scroggins, 2008).
A search of academic databases (Academic Search Premier, OmniFile Full text – Wilson, EBSCO,
JSTOR Arts & Sciences, and Google Scholar) was conducted using various combinations of search
strings including the words human, resource(s) profession/al. This search yielded numerous results
(874,000). Closer scrutiny, however, revealed that over 95% of these results were about human resource
issues as opposed to human resource practitioners. This could indicate a dearth of research on the
characteristics and experiences of human resource professionals and signal a need for further research on
the profession.
This study seeks to expand the body of research on personality and leadership within the context of
HR by examining the traits of human resource professionals. Specifically, this study seeks to explore
differences in personality between HR professionals and non-HR executives and among three levels of
HR service (vice presidents/directors, managers, and generalists). The study’s implications for practice
may include (a) helping inform those who hire, support, and lead HR professionals make more informed
decisions and (b) contributing to the understanding of the impact of personality on job performance.
This study’s results could enhance the understanding of the impact of personality on various
leadership levels. Indeed, Charan, Drotter and Noel (2001) suggested that leaders face, as they progress
through a large organization, “six career passages” involving the management of self, others, other
managers, functions, businesses, groups, and enterprises. Each passage encompasses the application of
different skills and work values (Charan et al., 2001) and might, therefore, be best supported by different
personality traits.
The following sections examine the challenges faced by and required of HR professionals in the 21st
century, review existing findings on leadership and personality, summarize and discuss the findings, and
offer topics for further research.

THE HR ROLE: NEW CHALLENGES AND COMPETENCIES
HR professionals handle a multiplicity of functions within organizations and face accompanying
challenges: They have responsibility for staffing, human resource development, compensation, safety,
health, and employee relations. Interacting with individuals at all levels of the organization, HR
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professionals often act as intermediaries communicating to employees on behalf of management and
acting as employee advocates or representatives to management (SHRM, 2008).
In the past, HR professionals were seen as administrative experts whose role was largely transactional
(Ulrich et al., 2008). Critics thus argued that HR lacked credibility with senior organizational leaders and
did not participate in the forging of business strategy (Collings & Wood, 2009). Accordingly, various
authors have proposed the need for HR to play a more strategic leadership role and to join in
organizational strategic planning and decision-making (Noe, Hollenbeck, Gerhart & Wright, 2010; Ulrich
et al., 2008; York, 2010). For instance, Roehling et al. (2005) suggested that the focus of HR be switched
“from the management o f human resources to the development and maintenance of organizational
effectiveness” (p. 207). Pilenzo (2009) went a step further, arguing that the HR function must “change its
DNA” (p. 63) and embrace a “new paradigm” (p. 74). This “new paradigm” involves stronger metrics, a
stronger consulting role, a broadening of the traditional HR career path, and the “leveraging (of) HR as an
organizational strategy” (p. 69).
Arguably, the competencies required for HR professionals within this “new paradigm” could also be
evolving. Neither the academic literature nor practitioner publications have identified a universal set of
competencies connected to HR effectiveness or success. Instead, the search for the HR competencies
related to HR success appears to be a moving target. McEvoy et al. (2005) suggested that graduate HR
programs focus on a progressive competency model involving four “stages”: acquiring, applying,
mastering, and influencing. Competency areas recommended by McEvoy et al. (2005) included general
business, organizational change, technical competence, and professional credibility.
The most frequently cited HR competency study, however, was led by Dave Ulrich (Ulrich,
Brockbank, Johnson, & Younger, 2007) and resulted from five different data collection processes around
the world. The Ulrich Competency Model includes six competency areas (Ulrich et al., 2007, p. 6-8):
•

“Credible activists” command respect and act on behalf of their positions and beliefs.

•

“Culture and change stewards” honor the organization’s culture but are also able to orchestrate
culture change.

•

“Talent managers and organizational designers” capably manage organizational talent and align
it to effective organizational processes and policies.

•

“Strategy architects” strongly contribute to the overall business strategy.

•

“Operational executors” skillfully complete the necessary technical and operational tasks
normally assigned to human resources professionals such as policy drafting and implementation,
recruitment, hiring, training, etc.

•

“Business allies” have a good understanding of the business goals and needs and partner with
other business units to maximize organizational results.

Recently, SHRM (2011) issued a comprehensive international report on the most important
competencies for HR senior leaders. SHRM’s study suggested that two competencies – strategic
thinking and effective communications – are particularly valuable for senior leaders in all regions polled
(United States, Canada, India, Middle East, and North Africa). Other relevant senior leader competencies
included global and cross-cultural intelligence, integrity, critical / analytical thinking, coaching, and
leading change. Table 1 summarizes the top HR competencies proposed by McEvoy et al. (2005), Ulrich
et al. (2007), and SHRM (2011).
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HR professionals, however, are unlikely to develop competencies "in a vacuum.” A competency, after
all, involves “what a person is, knows, and does that is causally related to superior performance (McEvoy
et al., 2005, p. 385). Reasonably, what the person “is” involves a framework of traits and tendencies.
Accordingly, Howard and Howard’s (2001a) Workplace Big Five Profile connects competencies to all
“big five” traits. Table 1 suggests possible connections between the Big Five traits and key HR
competencies. Further, personality may impact the leadership passages (Charan et al., 2001) experienced
by HR professionals. Possible connections between personality and leadership are examined next.

LEADERSHIP, PERSONALITY, AND THE FIVE FACTOR MODEL
Early 20th century leadership theories focused on differentiating leaders and non-leaders. Van Seters
and Field (1990) defined this period as the “Personality Era” dividing the theories from that time into two
groups: “Great Man” and “Trait” theories. “Great Man” theories focused on characteristics of renowned
leaders such as Mahatma Gandhi and Abraham Lincoln. Trait theories, on the other hand, removed
specific people from the picture and focused on leadership traits that made a difference between success
and failure. Van Seters and Field (1990) explained that because those theories failed to find a single set of
leadership traits that worked in all circumstances, the “Personality Era” theories were considered too
simplistic and “have virtually become extinct” (p. 30).
Van Seters and Field’s (1990) assessment, however, may have been premature. Instead, the elusive
search for leadership traits gained momentum in the 90s. For instance, Kirkpatrick and Locke (1991)
argued, “successful leaders are not like other people,” (p. 49) exhibiting more honesty, self-confidence,
drive, business knowledge, and cognitive ability than non-leaders. The first three characteristics are
personality traits. The fourth characteristic – business knowledge – is arguably impacted by personality.
After all, a focused and disciplined individual is more likely to amass business knowledge. The
relationship between the fifth characteristic (cognitive ability) and personality is yet uncertain – results of
studies attempting to connect these two dimensions have so far been contradictory (Mõttus, 2006).
Thus, while personality studies were once discarded, researchers have rekindled the interest in the
predictive role of personality on job performance (Stevens & Ash, 2001). This renewed focus in
personality acknowledges the insight personality could provide into behavioral tendencies (Berr, Chuck,
& Waclawski, 2000) and job related behaviors (Berr et al. 2000).
One problem that plagued early trait theorists interested in personality, however, was an excessive
variability in terminology. The consolidation of the Five Factor Model (FFM) has provided researchers
with a useful solution (McCormack & Mellor, 2002). The FFM is a taxonomy of personality traits
clustered around five groups: (a) need for stability (also called neuroticism and emotional stability), (b)
extraversion, (c) originality (also called openness to experiences), (d) accommodation (also called
agreeableness), and (e) consolidation (also called conscientiousness).
Armed with a manageable personality model, numerous researchers attempted to connect the FFM
with job performance (Barrick & Mount, 1991; Ployhart, Lim, & Chan, 2001; Judge & Bono, 2000). In
particular, various researchers (Judge & Bono, 2000; Howard & Howard, 2001c; Judge, Bono, Ilies, &
Gerhardt, 2002; McCormack & Mellor, 2002; Lim & Ployhart, 2004; Oh & Berry, 2009) connected
personality and leadership. For instance, Howard and Howard (2001c) suggested that the “ideal” leader is
calm and resilient (low need for stability), outgoing (high extraversion), visionary (high originality),
challenging (low accommodation), and focused on his goals (high consolidation).
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Interestingly, Kirkpatrick and Locke (1991) did not directly tie traits and leadership effectiveness.
Instead, they suggested an indirect relationship. Traits acted as preconditions to certain actions which
could, in turn, enhance effectiveness. In spite of this “indirect relationship,” Kirkpatrick and Locke (1991)
suggested that individuals who possessed certain traits could have an advantage over those who did not.
In other words, leadership could be more natural for some individuals. Personality traits, however, are
distributed in a normal curve (Howard & Howard, 2001b). By definition, therefore, not everyone will
exhibit the typical “leadership” traits suggested by Howard and Howard (2001c). Further, the specific
roles occupied by HR professionals could be supported by different personality traits.

PURPOSE OF THE STUDY AND RESEARCH QUESTIONS
Within the context of the foregoing discussion, the purpose of this study was to explore the fabric of
the personality of HR professionals. First, this study investigated differences in the personality traits of
HR generalists, managers, and executives. Second, this study sought to contrast the personalities of HR
professionals and non-HR executives. The following questions were examined in this study:
1. How do the personalities of HR generalists, managers, and executives differ?
2. How do the personalities of HR professionals and non-HR executives differ?
The following definitions for the terms need for stability, extraversion, originality, accommodation,
and consolidation offered by Howard and Howard (2001a) were used in this research report:
•

Need for stability means our level of resilience to stress.

•

Extraversion means our tolerance for sensory bombardment, the level of social interaction that we
crave.

•

Originality means our focus on innovation versus efficiency, our interest in the “new and
untested” versus the “tried and true.”

•

Accommodation means the way that we react to conflicts or disagreements, our tendency to
“stand our ground,” “seek middle ground,” or submit to others’ wishes.

•

Consolidation means our level of spontaneity and flexibility versus our tendency towards
discipline and a focus on predefined goals.

The following definitions of variables are offered by the authors:

	
  

•

HR generalists have a broad spectrum of responsibilities ranging from staffing, training and
developing employees at all levels, managing a diverse workforce, to developing and maintaining
personnel policies and procedures. Generalists may range from entry level to department or
branch manager. In this study, however, HR generalists are HR professionals whose roles
encompass a broad range of HR functions and excludes those classified as managers.

•

HR managers are HR professionals who are also responsible for managing staff.

•

HR executives are HR professionals occupying director or vice president roles.

•

Non-HR executives are professionals from outside the HR field who occupy director or vice
president roles.
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For the purposes of this study, the researchers assumed that certain competencies best support the
activities carried out by (a) various levels of leadership (Charan et al., 2001) and (b) various levels or
functions of HR service (SHRM, 2011). The researchers further assumed that personality contributes to
competency development (Howard & Howard, 2001b). However, the current study was intended to be
descriptive rather than prescriptive. The authors did not seek to identify personality factors that lead to
the emergence of HR leaders or predicate HR leadership effectiveness. After all, a competency is “a
domain of human talent that can be developed in adulthood” (Boyatzis, 2008, p. 10). Further, the
expression of a competency depends not only on existing traits but also on the individual’s intentions
(Boyatzis, 2008), knowledge, and acquired skills (McEvoy et al., 2005). Thus, personality is likely to
contribute to but not determine the manifestation of HR competencies.

Methods
The study data were obtained from two sources. First, primary data were collected by the authors
through Linked:HR, a public and international online social networking group for human resource
professionals (Linked:HR, 2010). At the time of the survey, Linked:HR included more than 300,000
members (Linked:HR, 2010). An online survey including personality questions (Howard & Howard,
2001a) was electronically sent to all Linked:HR members. Henceforward, the researchers will refer to this
data as “Sample 1.”
Second, the researchers analyzed archival data collected by The Center for Applied Cognitive Studies
(CentACS, 2011). CentACS (2011) provides online administration of the WorkPlace Big Five Profile
(Howard & Howard, 2001a) assessments to independent consultants and organizations. The assessments
were administered for a variety of purposes including leadership development, coaching, team building,
selection, career planning, and succession planning. The CentACS (2011) database included personality
data from professionals in multiple job areas such as accounting, consulting, engineering, informational
systems, human resources, and senior management. Henceforward, the researchers will refer to this data
as “Sample 2.”

Data Preparation
Sample 1.
A total of 3,608 responses were received from Linked:HR members. The following filters were then
applied to results: (a) only surveys completed by participants residing in the United States were selected;
and (b) all cases containing missing personality data were eliminated. Further, in accordance with the
purpose of the study, only the following HR positions were retained: HR executives, HR managers, and
HR generalists. Thus filtered, the total sample included 1,184 participants.
Sample 2.
The original CentACS database included a total of 7,139 cases. From the original dataset, the
researchers selected surveys completed by participants who worked in the United States and who
considered the United States a “primary country of identity.” International responses were reserved for a
subsequent study. Further, all cases involving missing personality or job category data were eliminated.
5,431 cases remained. The researchers then visually inspected the data to review self-reported job
categories. The data were “cleaned” by eliminating cases in which either personality data or job category
were missing. Subjects who indicated both HR and another job category were classified as HR. From the
data, two groups were selected: human resources (290 cases) and non-hr executives (651 cases).
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Instrumentation
The instrument selected for this research was the Workplace Big Five Profile™ 3.0 or WPB5
(Howard & Howard, 2001a), an instrument developed specifically for workplace applications such as
coaching, leadership development, and personnel selection. The short form of this instrument (completed
by participants in Sample 1) includes 40 items and can be completed in approximately 10 minutes. The
long form of this instrument (completed by participants in Sample 2) includes 118 items and can be
completed in approximately 20 minutes. Raw scores are computed by adding the values for the items
related to each personality trait. Such scores can then be transformed into standardized scores by
following a conversion chart provided by the WPB5 Professional Manual (Howard & Howard, 2001b).
Howard and Howard (2001b) reported an average coefficient alpha for the long form of the
instrument of .81. The average coefficient alpha for the short form of the instrument was .77. Convergent
validity can be inferred from a correspondence between the WPB5 and the instrument currently
considered the standard for FFM research – the NEO PI-R (Costa & McCrae, 1992). Howard and
Howard (2001b) reported correlation scores between 103 sets of the WPB5 (long form) and the NEO PIR (see Table 2). The lowest reported correlation was reported between the WPB5 accommodation score
and the NEO PI-R agreeableness (r = .27). Howard and Howard (2001c) theorized that accommodation
personality traits may be adaptive to contingencies of “power and hierarchy” (p. 51) found at work.

Results
The first question was: How do the personalities of HR generalists, managers, and executives differ?
Sample 1 was used to answer this question.
Five ANOVAS were run, one for each personality trait. The independent variable was rank (HR
executive, manager, and generalist). Hochberg’s Post Hoc tests (indicated when sample sizes are
different as per Field, 2010) were run to compare the means for the three groups. The dependent variables
were each of the five personality traits. Table 3 includes the means and standard deviations for each of
the five traits for the three positions, Table 4 includes ANOVA results, and Table 5 reports on the
Hochberg’s Post Hoc test results. The results were as follows:

	
  

•

There was a significant effect of rank on need for stability F (2,1181) = 12.006, p = .00, ω =
.14. Hochberg's Post Hoc comparisons among the three groups indicate that HR executives had
significantly lower need for stability (M = 44.08) than managers (M = 46.05) and generalists (M
= 46.75).

•

There was a significant effect of rank on extraversion F (2,1181) = 12.341, p = .00, ω =
.14. Hochberg's Post Hoc comparisons among the three groups indicate that HR executives (M =
54.32) and managers (M = 53.27) had significantly higher extraversion than generalists (M =
51.21).

•

There was a significant effect of rank on originality F (2,1181) = 35.702, p = .00, ω =
.24. Hochberg's Post Hoc comparisons among the three groups indicate that HR executives (M =
51.31) had significantly higher originality than managers (M = 48.82) and generalists (M = 46.56)
and managers had significantly higher originality than generalists.

•

There was a significant effect of rank on accommodation F (2,1181) = 8.682, p = .000, ω =
.10. Hochberg's Post Hoc comparisons among the three groups indicate that HR executives (M =
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47.32) had significantly lower accommodation than managers (M = 49.39) and generalists (M =
49.65).
•

There was no significant effect of rank on consolidation, Welch (422.99, 82718.29) = 3.02, p =
.051.

The second question was: What is the difference between the personalities of HR professionals and
non-HR executives? Sample 2 was used to answer this question.
Five T-tests were run to investigate differences in need for stability, extraversion, originality,
accommodation, and consolidation for HR professionals (N = 290) and non-HR executives (N =
651). Table 6 lists the means for each of the personality traits for the two categories. Table 7 shares the
results
of
the
independent
T-tests
run
for
each
personality
trait.
The following is a summary of the results:
•

There were significant differences in need for stability between HR professionals (M = 52.68, SD
= 9.58) and non-HR executives (M = 49.44, SD = 8.58); t(4.92), p = .00. This difference
represented a small effect (r = .20).

•

There were significant differences in extraversion between HR professionals (M = 49.5, SD =
7.71) and non-HR executives (M = 51.69, SD = 6.79); t(-4.15), p = .00). This difference
represented a small effect (r = .17).

•

There were significant differences in originality between HR professionals (M = 54.59, SD =
9.61) and non-HR executives (M = 50.67, SD = 8.57); t(-7.68), p = .00). This difference
represented a small effect (r = .23).

•

There were significant differences in accommodation between HR professionals (M = 50.67, SD
= 10.66) and non-HR executives (M = 46.84, SD = 9.8); t(5.387), p = .00. This difference
represented a small effect (r = .16).

•

There were significant differences in consolidation between HR professionals (M = 48.08, SD =
9.4) and non-HR executives (M = 49.54, SD = 8.38); t(-2.273), p = .02. This difference
represented a small effect (r = .10).

DISCUSSION
The results of this study partially supported the overall profile of leaders presented by Howard and
Howard (2001c), Judge et al (2002), and Oh and Berry (2009). Howard and Howard (2001c) suggested
that the “ideal” leader is calm and resilient (low need for stability), outgoing (high extraversion),
visionary (high originality), challenging (low accommodation), and focused on his goals (high
consolidation).
First, HR executives in this study appeared to be calmer (have lower need for stability) than managers
and generalists. On the other hand, non-HR executives were calmer than HR professionals. These results,
however, could simply indicate differences in rank rather than differences in field of work. A sample
including both HR and non-HR professionals with the same managerial rank would be needed to test this
hypothesis.
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Second, HR executives and managers surpassed their generalist colleagues in extraversion.
Extraversion had previously been identified as having a positive relationship to leadership (Howard &
Howard, 2001c; Oh and Berry, 2009). Later, a meta analytic study on leaderless groups by Ensari, Riggio,
Christian, and Carslaw (2011) found higher extraversion to be predictive of leader emergence. The same
may be true of the HR profession. Again, the differences between HR professionals and non-HR
executives, who were more extraverted, may be partially accounted for by the fact that the HR sample
also included lower ranking professionals. Further investigation is required to assess the validity of this
proposition.
Third, originality scores increased with participants’ rank. A possible explanation is that originality
contributes to senior-level HR competencies such as strategic thinking, effective communications, crosscultural intelligence, analytical thinking, and leading change. Further, originality could support the broad
learning required at the upper echelons of an organization (Charan et al., 2001). The day-to-day
operations of HR work at lower levels of the organization, on the other hand, could require higher
comfort with detailed and precise work. Comfort with detail, characterizes those whose originality is low
(Howard & Howard, 2001b).
Interestingly, the originality scores of non-HR executives were higher than those of HR professionals.
The identified difference could be rank-related. After all, senior leaders must be able to see the
organization holistically and systemically (Bonn, 2001). These results, however, could be relevant as HR
professionals are called to take on a strategic role (Roehling et al., 2005). Strategic thinking, after all, has
been connected to originality (Howard & Howard, 2001c). These results warrant further investigation.
The study did, however, present somewhat surprising results in two trait areas: accommodation and
consolidation. First, accommodation scores in the current study differed for HR executives and
managers/generalists and for HR professionals and non-HR executives. Indeed, non-HR professionals
and HR executives were more challenging (lower accommodation). These results are consistent with
Howard and Howard’s (2001b) assertion that accommodation levels of senior leaders tend to be low. A
possible explanation: Organizational members may perceive high accommodation individuals as naïve,
conforming, or passive (Judge et al., 2002). Such perceptions could then hinder the progress of high
accommodation professionals in executive positions.
Curiously, accommodation did not differentiate managers and generalists in this study. Instead,
accommodation seemed to “matter” to upper level executives only. Possibly, lower accommodation
scores support HR executives’ ability to “hold their own” during organization-wide negotiations and
interactions with other business leaders. Similar requirements may not exist for HR managers and
generalists. The impact of accommodation on HR professionals’ ability to “have a seat at the table”
(Schuler & Jackson, 2005, p. 19) with the organization’s top leaders may warrant further study.
Second, this study revealed intriguing findings on consolidation. Howard and Howard (2001c) had
reported higher consolidation scores for upper echelon leaders. This study, however, failed to identify
significant differences in the consolidation scores of HR executives, managers, and generalists. There
were, however, significant differences between HR professionals and non-HR executives – the latter
presented significantly higher consolidation scores.
Consolidation may present HR professionals with a “double edged sword.” A certain level of “focus”
and methodicalness may be helpful to HR professionals as their work could involve policy-driven
administrative and operational work (Ulrich et al., 2007). On the other hand, HR professionals must
remain flexible as they negotiate “the needs of multiple stakeholders” (Schuler & Jackson, 2005).
Flexibility is also warranted as HR professionals “adjust the approach as required by shifts within the
organization and in the external business environment” (SHRM, 2011, p. 4). Flexibility is often connected
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to low consolidation (Howard & Howard, 2001c). Such flexibility needs may explain the lower
consolidation scores of HR professionals identified in this study.
Though confirming some findings of previous research, this study went further by focusing on
differences among HR professionals. The findings could have potential implications for the development
and mentoring of HR leaders. Further research, however, is needed to explore the role of personality on
HR leader emergence and career progression.

LIMITATIONS
The survey for sample one was deployed on the Internet. Respondents to Internet and web-based
surveys may be limited to those with Internet access that are comfortable with computers (and completing
web-based-surveys) and are motivated to participate in the study (Ray & Tabor, 2003). The possibility
thus exists that those without Internet access or uncomfortable with completing web based surveys may
not have been captured in the survey. Thus, an inherent assumption is that the personalities of these two
populations of HR professionals do not differ significantly from one another. This is perhaps a hypothesis
for future research investigation.
Sample one was also limited to HR professionals who were members of Linked:HR. Human
Resource professionals who were not members of Linked:HR were precluded from the study thus
introducing possible self-selection bias. Other questions surrounding issues in web-based surveys such as
problems with technology cannot be totally eliminated. These must be acknowledged with the
recognition that sampling bias cannot be totally eliminated from any medium.
Sample one was a subset of a larger sample of 3,608 responses, which may be reflective of a low
response rate. The total sample size (members on Linked:HR) at the time of the survey was over
300,000. On the other hand, the number of registered site users is likely to exceed the number of active
site users. The number of active users could not be ascertained.
The use of archival data for sample two also presents some limitations. The data was not originally
gathered for research proposes or to answer the questions posed by the researchers. It was previously
noted that different forms of the same instrument were used in samples one and two, which might affect
the comparability of the data sets. Furthermore, “by definition, archival data are old data” (Jones, 2010, p.
1013). As such, the population of executives may not be representative of the executives at the time of
collection of sample two. Moreover, the archival data was collected over an extended period of time
further complicating the comparability of the data.

TOPICS FOR FUTURE RESEARCH
Some of the comparisons between HR professionals and Non-HR executives yielded interesting
results. Future research comparing HR and Non-HR executives of the same rank may provide more
insight into these issues. Such comparisons were not run in the current study because differing forms of
the instruments were used in the two samples. Thus, studies using a single instrument collected at a single
point in time (or longitudinally) might yield more valid comparisons.
This study identified possible connections between personality and rank among HR professionals.
Further, the study suggested possible differences in personality between HR professionals and non-HR
executives. A qualitative or mixed-methods research design, however, may be need to further explore
such connections. Qualitative studies could help explain why and how personality impacts the careers
and relationships of HR professionals.
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In summary, this study contributed to understanding of the “fabric” of the HR professional. Such
“fabric” could contribute to or hinder the development of the HR “21st century” competencies (Boyatzis,
2008, p. 5). This study, however, did not collect competency data. An exploration of the links between
competencies and personalities in a single study would provide more comprehensive data and test the
assumed relationships between personality and HR competencies as per Table 1.
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APPENDIX
	
  
Table 1
HR Competencies, Possible Connections to Traits
	
  
Competency	
  
Authors	
  
Traits	
  **	
  
	
  
	
  
N	
  
E	
  
O	
  
A	
  
C	
  
Analytical	
  Thinking*	
  
SHRM,	
  2011	
  
	
  
	
  
+	
  
	
  
	
  
Business	
  /	
  Financial	
  	
  
McEvoy	
  et	
  al.,	
  2005	
  
–	
  
+	
  
–	
  
–	
  
+	
  
Coaching*	
  
McEvoy	
  et	
  al.,	
  2005;	
  SHRM,	
  2011	
   –	
  
+	
  
+	
  
+	
  
+	
  
Communications*	
  
SHRM,	
  2011	
  
–	
  
+	
  
	
  
	
  
	
  
Credibility/Integrity*	
  
McEvoy	
  et	
  al.,	
  2005;	
  Ulrich	
  et	
  al.,	
   _	
  
	
  
	
  
+	
  
+	
  
2007;	
  SHRM,	
  2011	
  
Cross-‐Cultural	
  *	
  
SHRM,	
  2011	
  
–	
  
	
  
+	
  
+	
  
	
  
Flexibility*	
  
SHRM,	
  2011	
  
–	
  
+	
  
+	
  
+	
  
–	
  
Integrity*	
  
SHRM,	
  2011	
  
	
  
	
  
	
  
	
  
	
  
Leading	
  Change*	
  
McEvoy	
  et	
  al.,	
  2005;	
  Ulrich	
  et	
  al.,	
   –	
  
+	
  
+	
  
=	
  
–	
  
2007;	
  SHRM,	
  2011	
  
Strategic	
  Thinking*	
  
McEvoy	
  et	
  al.,	
  2005;	
  Ulrich	
  et	
  al.,	
   –	
  
+	
  
+	
  
	
  
+	
  
2007;	
  SHRM,	
  2011;	
  	
  
Talent	
  Management	
  	
  
Ulrich	
  et	
  al.,	
  2007	
  
	
  
	
  
	
  
	
  
	
  
Technical	
  /	
  Operational	
  	
   McEvoy	
  et	
  al.,	
  2005;	
  Ulrich	
  et	
  al.,	
   	
  
	
  
	
  
	
  
	
  
2007	
  
	
  
Note.	
  *	
  indicates	
  senior	
  level	
  competencies.	
  The	
  competencies	
  are	
  listed	
  in	
  alphabetical	
  order.	
  	
  
**N	
  =	
  need	
  for	
  stability;	
  E	
  =	
  extraversion;	
  O	
  =	
  originality;	
  A	
  =	
  accommodation,	
  and	
  C	
  =	
  
consolidation.	
  All	
  competency	
  /	
  trait	
  connections	
  with	
  the	
  exception	
  of	
  communications	
  were	
  
inferred	
  from	
  Howard	
  &	
  Howard’s	
  Competency	
  Formulas	
  for	
  the	
  Workplace	
  Big	
  Five	
  Profile	
  
(2001b,	
  pp.	
  86-‐91).	
  The	
  communications	
  competency-‐trait	
  connections	
  were	
  inferred	
  from	
  
McCroskey,	
  Heisel,	
  &	
  Richmond	
  (2001).	
  	
  The	
  following	
  symbols	
  apply	
  to	
  the	
  traits:	
  +	
  (high),	
  =	
  
(medium),	
  and	
  –	
  (low).	
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Table 2
Correlation between the WPB5 and the NEO PI-R
	
  
Trait	
  
R	
  
Need	
  for	
  Stability	
   .61	
  
Extraversion	
  
.73	
  
Originality	
  
.55	
  
Accommodation	
   .27	
  
Consolidation	
  
.6	
  
Note.	
  Adapted	
  from	
  “Professional	
  Manual	
  for	
  the	
  Workplace	
  Big	
  Five	
  Profile™,”	
  by	
  Howard	
  and	
  
J.	
  M.	
  Howard,	
  2001b.	
  
	
  
	
  
Table 3
Sample 1: Personality Means and Standard Deviations
	
  
	
  
	
  
M	
  
SD	
  
HR	
  Director	
  or	
  Vice	
  President	
  (1)	
  
Need	
  for	
  Stability	
  
44.0798	
  
7.84026	
  
N	
  =	
  501	
  
Extraversion	
  
54.3333	
  
7.98315	
  
42.3%	
  
Originality	
  
51.3074	
  
7.19342	
  
	
  
Accommodation	
  
47.3154	
  
8.89968	
  
	
  
Consolidation	
  
50.9022	
  
8.8544	
  
HR	
  Managers	
  (2)	
  
Need	
  for	
  Stability	
  
46.049	
  
7.68586	
  
N	
  =	
  469	
  
Extraversion	
  
53.2814	
  
7.59848	
  
39.6%	
  
Originality	
  
48.8337	
  
7.08089	
  
	
  
Accommodation	
  
49.3881	
  
8.77294	
  
	
  
Consolidation	
  
50.6162	
  
7.70987	
  
HR	
  Generalist	
  (3)	
  
Need	
  for	
  Stability	
  
46.7617	
  
7.99673	
  
N	
  =	
  214	
  
Extraversion	
  
51.2056	
  
7.34238	
  
18.1%	
  
Originality	
  
46.5467	
  
7.51369	
  
	
  
Accommodation	
  
49.6636	
  
8.87095	
  
	
  
Consolidation	
  
52.2804	
  
8.58517	
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Table 4
Sample 1: ANOVA Results for Need for Stability, Extraversion, Originality,
Accommodation, and Consolidation
	
  
	
  

Between	
  
Groups	
  
Within	
  
Groups	
  
Total	
  
Between	
  
Groups	
  
Within	
  
Groups	
  
Total	
  

Consolidation	
  

Accommodatio
n	
  

Extraversion	
  

Between	
  
Groups	
  
Within	
  
Groups	
  
Total	
  

Originality	
  

Need	
  for	
  
Stability	
  

	
  

Between	
  
Groups	
  
Within	
  
Groups	
  
Total	
  
Between	
  
Groups	
  
Within	
  
Groups	
  
Total	
  

Analysis	
  of	
  Variances	
  
Sum	
  of	
  
df	
   Mean	
  
Squares	
  
Square	
  
1463.87	
  
2	
   731.93	
  

F	
  
12.01	
  

Levene’s	
  Test	
  
Sig.	
   Levene’s	
   df1	
   df2	
  
Statistic	
  
0.00	
  
0.14	
  
2	
   1181	
  

Sig	
  
0.86	
  

72001.53	
   1181	
  

60.97	
  

	
  

	
  

	
  

	
  

	
  

	
  

73465.41	
   1183	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

2	
   735.34	
  

12.33	
  

0.00	
  

0.69	
  

2	
   1181	
  

0.50	
  

1470.70	
  

70369.14	
   1181	
  

59.57	
  

	
  

	
  

	
  

	
  

	
  

	
  

71839.84	
   1183	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

2	
   1854.1
0	
  
61362.71	
   1181	
   51.96	
  

35.70	
  

0.00	
  

0.60	
  

2	
   1181	
  

0.54	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

2	
   679.14	
  

8.67	
  

0.00	
  

0.07	
  

2	
   1181	
  

0.92	
  

3709.98	
  

65072.72	
   1183	
  
1358.29	
  

92383.32	
   1181	
  

78.23	
  

	
  

	
  

	
  

	
  

	
  

	
  

93741.61	
   1183	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

3.02	
   0.051	
  

3.27	
  

2	
   1181	
  

0.04	
  

422.99	
  

2	
   211.48	
  

82718.29	
   1181	
  

70.03	
  

	
  

	
  

	
  

	
  

	
  

	
  

83141.29	
   1183	
  

	
  

	
  

	
  

	
  

	
  

	
  

	
  

Welch’s	
  Statistics	
  
2.99	
  

df1	
  
2	
  

df2	
  
Sig.	
  
572.67	
   0.051	
  

	
  
	
  

	
  
	
  

	
  
	
  

	
  
	
  

Note.	
  Since	
  Levene’s	
  Test	
  for	
  Homogeneity	
  of	
  Variances	
  was	
  significant	
  for	
  Consolidation,	
  the	
  
Welch’s	
  F	
  Statistic	
  was	
  considered.	
  Since	
  the	
  Welch	
  results	
  are	
  not	
  significant	
  for	
  Consolidation,	
  
Post	
  Hoc	
  Test	
  results	
  for	
  that	
  trait	
  were	
  not	
  reported.	
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Table 5
Sample 1: Hochberg Post Hoc Tests for Need for Stability, Extraversion,
Originality, Accommodation, and Consolidation
	
  

Accommodation	
  

Originality	
  

Extraversion	
  

Need	
  for	
  Stability	
  

	
  

	
  
	
  
	
  

(I)	
  Position	
  

(J)	
  Position	
  

Mean	
  Difference	
  (I-‐J)	
  

Std.	
  Error	
  

Sig.	
  

Executives	
  

Managers	
  

-‐1.97*	
  

.50	
  

.00	
  

Generalists	
  

-‐2.67*	
  

.64	
  

.00	
  

Executives	
  

1.97*	
  

.50	
  

.00	
  

Generalists	
  

-‐.70	
  

.63	
  

.61	
  

Executives	
  

2.67*	
  

.64	
  

.00	
  

	
  

Managers	
  

.70	
  

.63	
  

.61	
  

Executives	
  

Managers	
  

1.04	
  

.50	
  

.10	
  

	
  

Generalists	
  

3.13*	
  

.62	
  

.00	
  

Managers	
  

Executives	
  

-‐1.04	
  

.50	
  

.10	
  

	
  

Generalists	
  

2.08*	
  

.64	
  

.00	
  

Generalists	
  

Executives	
  

-‐3.13*	
  

.62	
  

.00	
  

	
  

Managers	
  

-‐2.08*	
  

.64	
  

.00	
  

Executives	
  

Managers	
  

2.46*	
  

.45	
  

.00	
  

	
  

Generalists	
  

4.75*	
  

.59	
  

.00	
  

Managers	
  

Executives	
  

-‐2.46*	
  

.45	
  

.00	
  

	
  

Generalists	
  

2.29*	
  

.58	
  

.00	
  

Generalists	
  

Executives	
  

-‐4.75*	
  

.59	
  

.00	
  

	
  

Managers	
  

-‐2.29*	
  

.58	
  

.00	
  

Executives	
  

Managers	
  

-‐2.06*	
  

.57	
  

.00	
  

	
  

Generalists	
  

-‐2.35*	
  

.71	
  

.00	
  

Managers	
  

Executives	
  

2.06*	
  

.57	
  

.00	
  

	
  

Generalists	
  

-‐.28	
  

.73	
  

.98	
  

Generalists	
  

Executives	
  

2.35*	
  

.71	
  

.00	
  

	
  

Managers	
  

.28	
  

.73	
  

.98	
  

	
  
Managers	
  
	
  
Generalists	
  

Note.	
  *	
  indicates	
  that	
  the	
  mean	
  difference	
  is	
  significant	
  at	
  the	
  0.05	
  level.	
  .00	
  
indicates	
  very	
  small	
  non-‐zero	
  results.	
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Table 6
Sample 2: Personality Means, HR Professionals, non-HR Executives
	
  
	
  

	
  

N	
  

Mean	
   Std.	
  
Deviation	
  
52.68	
  
9.58	
  
49.44	
  
8.58	
  
49.5	
  
7.71	
  
51.69	
  
6.79	
  
49.76	
  
9.61	
  
54.59	
  
8.57	
  
50.67	
  
10.66	
  
46.84	
  
9.80	
  
48.08	
  
9.40	
  
49.54	
  
8.38	
  

N	
   HR	
  
290	
  
	
   Non-‐HR	
  Executives	
   651	
  
E	
   HR	
  
290	
  
	
   Non-‐HR	
  Executives	
   651	
  
O	
   HR	
  
290	
  
	
   Non-‐HR	
  Executives	
   651	
  
A	
   HR	
  
290	
  
	
   Non-‐HR	
  Executives	
   651	
  
C	
   HR	
  
290	
  
	
   Non-‐HR	
  Executives	
   651	
  
	
  
Table 7
Sample 2: T-Test Results
	
  
Levene's	
  Test	
  
	
  
	
  
	
  
for	
  Equality	
  of	
  
Variances	
  
	
  
F	
  
Sig.	
   t	
  

t-‐test	
  for	
  
	
  
Equality	
  of	
  
Means	
  
df	
  
Sig.	
  (2-‐ Mean	
  
Std.	
  Error	
  
tailed)	
   Difference	
  
Difference	
  
N	
  
5.17	
   .01	
  
4.92	
  
503.00	
  
.00	
  
3.24	
  
.66	
  
E	
  
8.46	
   .00	
  
-‐4.15	
  
496.16	
  
.00	
  
-‐2.19	
  
.53	
  
O	
  
1.93	
   .17	
  
-‐7.68	
  
939.00	
  
.00	
  
-‐4.83	
  
.63	
  
A	
  
1.40	
   .24	
  
5.39	
  
939.00	
  
.00	
  
3.84	
  
.70	
  
C	
  
4.41	
   .04	
  
-‐2.26	
  
502.82	
  
.01	
  
-‐1.46	
  
.63	
  
Note.	
  Since	
  Levene's	
  Test	
  for	
  Equality	
  of	
  Variances	
  was	
  significant	
  for	
  N,	
  E,	
  and	
  C,	
  equal	
  
variances	
  were	
  NOT	
  assumed	
  for	
  those	
  traits.	
  Equal	
  variances	
  were	
  assumed	
  for	
  O	
  and	
  A.	
  	
  
.00	
  values	
  indicate	
  very	
  small	
  non-‐zero	
  results.	
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WHEN COMPETITIVE ADVANTAGE DEVOURS THE COMPETITION
John D. Rockefeller epitomizes an extreme form of competitive advantage that leaves the landscape
bare of competition. It is a type of advantage where competitive firms cannot survive other than on the
periphery. At its heart, it is a destructive force where only a monopoly is left standing.
John D. Rockefeller was a driven and extremely acute businessman. He wished to dominate the oil
industry in its infancy and concentrated on refining. He knew that if he controlled refining, he could set
the price of the raw material crude oil and the price of refined products, which in his day were kerosene
and lubricating oils (lubes). He acquired his first refinery in an industry populated with approximately
250 competitors. In ten short years, 90 percent of them were gone. He accomplished this by achieving a
competitive advantage that few could withstand.
The refiners of the day made kerosene and lubes, burned what was left at the bottom of the barrel and
threw the naphtha (today’s gasoline) away. Rockefeller, extremely adverse to waste, developed new
markets in lubes such as for railroad locomotives and burned the naphtha for fuel. Thus, he was selling
more of a barrel of crude than his competitors. He concentrated his refining in three refineries, achieving
economies of scale and a level of operational proficiency unmatched by his competitors. Whereas some of
his competitors would try to spike kerosene with naphtha that could lead to explosive situations killing
people and setting fires, Rockefeller assured his buyers that his product was standardized (hence the
reason for naming his company Standard Oil) and that this adulteration would never occur. Consumers
trusted his product. In a way, he anticipated the quality revolution.
He expanded his market to cover the United States and Europe. He achieved an overwhelming
competitive advantage when, through his business associate Henry Flagler, he negotiated a secret 50
percent rebate from the railroads to move his product to market. At that point, he was unstoppable. No
one could match his costs. To take over the industry, he would identify his next victim to be given a
“sweating,” which meant that the price of kerosene in the victim’s marketing area would be dropped to a
point that would bankrupt the refiner. Rockefeller could bring any refiner to heel with his low operating
costs and logistical advantage. Moreover, he had a much larger marketing area that could sustain losses, if
there were any, in the targeted market. His only redeeming “virtue” is that he would offer his erstwhile
competitor cash or stock in Standard Oil. The crushed competitor, enervated in his dealings with
Rockefeller, almost invariably accepted cash – a big mistake.
Not only did Rockefeller capture 90 percent of the refining market but he also expanded into other
areas of the oil business and into other industries. He never lost a penny in any of his ventures; the true
Midas Touch. He became the world’s richest man and spent his last years giving away a portion of his
fortune (Segall, 2001).
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In contrast to Rockefeller, Sam Walton started his business life with two small department stores. He
realized that a competitive advantage could be achieved if he had the lowest prices in town. His version of
Rockefeller’s unbeatable competitive advantage of a 50 percent rebate from the railroads was sole
sourcing his goods from China. Once he reached a critical mass, he could tell his American suppliers that
if they wished to continue having his business, the next shipment would have to come from China.
Substituting labor costing a dollar or two per day for labor costing $15 per hour easily lowered the prices
of Walmart goods.
The Walmart paradigm of funneling everything through China played a major role in stripping the
United States of its consumer product manufacturing base. However, substituting cheap Chinese goods
for relatively expensive American goods was just the start. At some point, Walton no longer negotiated
on price; he dictated the price. He could negotiate lower shipping rates than his competitors by virtue of
being one of China’s largest exporters, far larger than individual nations. He developed an extremely
efficient warehouse-distribution system including cross-docking where trucks filled with suppliers’ goods
would meet empty Walmart trucks. Goods would be exchanged between trucks using only the docking
facilities rather than the storage capacity of the warehouse. Walton forced inventory carrying costs to the
supplier by not paying the supplier until after the goods were sold. This reduced Walmart’s need for
vested capital by having the supplier finance goods while Walmart waited for customers to buy them.
Slow moving goods were lowered in price without much discussion with suppliers.
Walmart’s information system allowed suppliers to know their inventory of goods in various Walmart
stores to forecast demand and replace goods before they stocked out. In this way, Walmart passed the
reordering process and its associated costs to the suppliers and generated more savings. Of course, any
unsold merchandise was the supplier’s problem, not Walmart’s. Walmart’s information system kept track
of turnover and culled products as soon as sales began to weaken. In one way, Walmart was a
commission house, not a retailer in the conventional sense. With regard to labor, Walmart depended
heavily on part time workers paid the minimum wage without benefits while its full-time employees
worked for modest salaries with minimum benefits.
It is well-known anecdotally that an opening of a Walmart store is preceded or quickly followed by
the closure of neighborhood department stores which are at a decidedly competitive disadvantage for
every cost factor associated with retailing. A more quantitative analysis of this phenomenon shows that
exit and entry rates for new stores change in the sense of fewer new entries. In other words, the presence
of a Walmart store has less to do with the closing of existing stores versus as a barrier to new stores.
Stores reluctant to enter an area served by Walmart include both department stores of general
merchandise and food stores. Some stores benefit from a Walmart presence if their merchandise
complements rather than competes with Walmart. Many believe that very little good comes to local
retailers from a Walmart entering a neighboring community (Paruchuri, Baum, Potere, 2009).
Walmart has been able to take advantage of retail trends that favor its marketing philosophy. One
trend is customers being more guarded as to the information that influences their buying decisions. But if
customers conclude that a particular store, such as Walmart, can present them with low cost products,
they may favor Walmart at the expense of other retailers. Another trend is internet shopping where
Walmart probably does not have a decided advantage other than trust incurred in buying products at
Walmart. Still another area where Walmart excels is mega-retailers breaking the boundaries that constrain
them through aggressive expansion of stores, formats and categories, blurring the boundaries between
traditional industry segments such as general merchandise and food. Mega-retailers are anticipated to
simply take over the market as a group. Another trend where Walmart excels is in partnering with
suppliers and customers, forming a smooth chain of movement from suppliers’ factories to distribution
centers and on to stores and customers with a minimum of unwanted interruptions or inventory buildups.
The last trend, and perhaps the most important, is the acceleration of competitive Darwinism that will lead
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to either big winners or big losers. Undoubtedly, Walmart will be the last retailer standing (Gagnon and
Chu, 2005).
The business strategy of Sam Walton, expertly crafted and carried out, has made Walmart not only
the nation’s largest revenue generator (all without manufacturing anything), but also the nation’s largest
employer. As with Rockefeller’s commanding control over the nation’s oil business, Sam Walton’s
commanding control over the nation’s retail business made him exceedingly rich. His four siblings are
each worth over $20 billion. This means that the original Walton fortune was $80 billion, nearly the
combined fortune of Bill Gates and Warren Buffet. But unlike Rockefeller who was the most hated
individual in America, Sam Walton is considered a benign businessperson deserving of our respect and
admiration.
While Walmart is the largest company in the United States both in terms of revenue and number of
people employed, expressing these facts differently reinforces the magnitude of the company’s marketing
presence. Walmart’s revenue in 2010 of nearly $422 billion dwarfs its “rival” Target’s revenue of $68
billion by a factor of over six. Its revenue is a bit less than that of the GDP of Taiwan and a bit more than
the GDP of Norway, making Walmart the 25th largest economic power in the world. Of the world’s nearly
200 nations, Walmart’s workforce outnumbers the population of nearly half. Walmart’s retail space, not
counting distributions centers or its parking lots, is 1.5 times the area of Manhattan Island. Walmart’s
truck drivers have logged enough miles annually to encircle the earth 30,000 times (Berlin, 2011).
Although Walmart has been charged with unfair competition, anti-trust violations in the sense of
Standard Oil will be hard to prosecute (Anonymous, 2004). Standard Oil had a practice of “sweating out”
the competition that was well-documented, although it took over a decade for the Justice Department to
finally prevail with the break-up of Standard Oil into nearly three dozen separate companies.
The inability to pursue anti-trust violations does not make Walmart invulnerable. Walmart’s model of
low priced goods depends on Chinese labor rates remaining depressed and the continuance of the current
exchange rate between China’s and the U.S. currency. Changes in one or both of these business factors
could drastically affect Walmart’s future. Of more immediate concern is the manner in which Walmart
manages its employment practices.

EMPLOYMENT PRACTICES: PAY EQUITY, BENEFITS AND DEVELOPMENT
In June of 2011 and after almost a decade-long legal battle, the U.S. Supreme Court, in a 5-4
decision, ruled that female employees could not sue Walmart in a class action lawsuit that alleged wage
discrimination. In 2004, U.S. District Judge Martin Jenkins granted class-action status to this sex
discrimination lawsuit against Walmart Stores Inc., stating that the attorneys for the plaintiffs “present
largely uncontested, descriptive statistics which show that women working in Wal-Mart stores are paid
less than men in every region, that pay disparities exist in most job categories, that the salary gap widens
over time even for men and women hired into the same jobs at the same time, that women take longer to
enter into management positions, and that the higher one looks in the organization, the lower the
percentage of women” (Ackman, 2004, p. 1). At that time and according to the plaintiffs, women
comprised more than 70% of Walmart’s hourly workforce but less than one-third of its store
management. Today, 86% of Walmart’s managers are men, even though two-thirds of Walmart’s
employees are women.
When the class was given class-action status in 2004, Joseph Sellers, a lawyer at Washington, DC’s
Cohen, Milstein, Hausfeld & Toll, which represented the women in the case, noted that “certification of
this class shows that no employer, not even the world’s largest employer, is above the law” (Ackman,
2004, p. 2). During the recent Supreme Court arguments, Mr. Sellers was asked to explain the “pattern

Against the Wall-Mart

Winter 2012, 59

and practice” of discrimination – a legal standard for liability. He argued that the company gave local
managers unbridled discretion to underpay women, and that this behavior was engrained in the
centralized corporate culture of the company. In addition, more than 100 women gave depositions telling
similar stories to the named plaintiffs. “We talked to hundreds more, but many were too scared to stand
up,” said Betty Lawrence, another attorney for the plaintiffs (Bravin and Zimmerman, 2011).
Although liberal justices were more amenable to the plaintiffs’ claim based on statistical evidence of
pay and promotions that favor men over women, Justice Samuel Alito posed a provocative question
during the arguments. He asked whether statistical evidence of discriminatory pay and promotion
practices meant “every single company” in the country could potentially be in violation of the Civil
Rights Act of 1964, which prohibits employment discrimination. Mr. Sellers answered, “Possibly so”
(Bravin and Zimmerman, 2011). Perhaps this exchange explains why so many large employers wrote
testimonials praising Walmart as a model employer.
A key ruling in this case allows corporations to use arbitration clauses to prevent employees from
using class actions to hold them accountable, requiring individual litigation instead. An attorney who
unsuccessfully defended litigants in a class action lawsuit in which AT&T Inc. was charged with sales tax
fraud, responded to the Walmart decision with the following, “…the U.S. Supreme Court dealt a crushing
blow to American consumers and employees, ruling that companies can ban class actions in the fine print
of contracts. So whenever you sign a contract for a cell phone, bank account, credit card, employment, or
other purpose, you may be giving up your right to hold companies accountable for fraud, discrimination
or other illegal practices.” He went on to say that these decisions “…will shield corporations from
accountability, making it harder for people to litigate civil rights, labor, consumer, and other (type) claims
by joining together to obtain their rightful compensation” (Marshall, 2011, p. 1).
Walmart prevailed in this class action case; however, it has not been spared from other employmentrelated issues that have surfaced before and since that decision. In Walmart’s favor, South Africa’s
Competition Commission announced that Walmart’s acquisition of a majority stake in Massmart
Holdings did not pose competition problems, although it did note concerns by various labor unions
regarding labor relations and local sourcing of products. To date, the acquisition will not be confirmed
until Massmart’s discussions with the South African Commercial Catering and Allied Workers’ Union
(SACCAWU) are concluded (Anonymous, 2011). In contrast to this potential “win” for Walmart, the
New York City pension funds, owner of a small percentage of shares in Walmart, announced its intention
to ask the company to require its vendors to publish annual reports on working conditions in their
factories. Kalpona Akter, a Bangladeshi labor organizer who will present the proposal, asserts that many
Bangladesh factories that produce goods for Walmart mistreat their workers and “…when the auditor
goes to the factory, the worker is coached by the management to tell lies in front of the auditors – that
they are being paid living wages, that they are not being harassed” (Clifford, 2011). In response, Walmart
notified the Securities and Exchange Commission (SEC) that it planned to strike the proposal; the SEC
declined its request. Michael Garland, executive director for corporate governance at the city
comptroller’s office, hopes to persuade the board that human rights are an integral component of
Walmart’s supply chain standards.
Another source of controversy occurred almost a year ago, when Walmart announced the replacement
of its profit-sharing contributions with matched contributions up to six percent of eligible employees’ pay.
David Tovar, a spokesperson for Walmart, did not disclose the percentage of Walmart’s 1.1 million
eligible employees who contribute to the 401(k) plan (Boyle and Stanford, 2010). Regardless of this
nondisclosure, it must be noted that many benefits – notably, retirement benefits – have eroded over time.
For over three decades, the number of traditional pension plans has declined as defined contribution plans
such as 401(k)s increased to 67 million from 11 million (U.S. Department of Labor). Across all
industries, employers are shifting the responsibility of retirement benefits to individual employees. In
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Walmart’s case, however, it is questionable whether its employees – commonly known to be paid among
the lowest in and beyond the retail industry – will be able to “afford” this benefit.
Following the same lines of affordable employee benefits, a year ago, Walmart started offering its
U.S. employees discounted online college degrees through a partnership with American Public
University, a for-profit school in Charles Town, West Virginia. Employees who have been on the job for
at least one year full-time or three years part-time are eligible to receive a 15 percent price reduction on
tuition (Quinn, 2010). Neither the cost of tuition nor the financial relationship between Walmart and this
university were divulged, leading one to question whether a low-paid workforce will be able to afford 85
percent of a higher education, excluding associated expenses. In addition, the value of a degree from this
university also may be debatable in the broader and increasingly competitive employment market.

“EVERY DAY LOW PRICES” FOR WHOM?
As recently as late April of 2011 and in spite of its commanding retail presence, Walmart posted
seven straight quarters of sales declines in its stores (Kavilanz, 2011). Post-recessionary factors such as
the continued high rate of unemployment, underemployment, and fluctuating fuel prices have had an
impact on consumer spending. Regardless of these forces, many of Walmart’s business practices will
determine whether it continues to retain its dominance in future years.
During the late 1980s and early 1990s, Walmart urged its customers to “buy American.” However,
the company pressed its suppliers to continually drop their prices to such an extent that the only recourse
was to close U.S. plants in favor of outsourcing overseas. In addition and from that point forward,
Walmart insists that prices for basic products that do not change must drop, year after year. These pricing
demands have placed incredible pressure on both U.S. and Chinese suppliers to concede or risk the
chance of extinction. Even for the largest consumer goods companies, not doing business with Walmart
can be equally disastrous. For example, in 2007, Dial Corporation obtained 28% of its business with
Walmart. If Dial had lost its one account with Walmart, it was estimated that it would have to have
doubled its sales to its next nine customers just to stay even (Fishman, 2007).
Walmart pressures its suppliers but it also forces them to be more efficient and focused. To its credit,
Walmart is known for keeping its word and paying its bills quickly. According to Peter Campanella, who
ran the business that sold Corning kitchenware products, both at Corning and then at World Kitchen,
“they [Walmart] are tough people but very honest; they treat you honestly. It was a joke to do business
with most of their competitors. A fiasco” (Fishman, p. 6, 2007).
In 2005, two executives from IBM’s Business Consulting Services division examined how the global
consumer marketplace would evolve by the year 2010. The following is a summary of their five
prophetic factors that continue to affect the nature of retail competition:
•

Customer value drivers will fragment. Diversity in the composition of households and shifts
in values are complicating the ability to define, categorize and reach customers.

•

Customers will become more guarded. Increasingly, the public abhors unsolicited contact
and as a result, companies will need to find ways and situations where their messages are
most relevant.

•

Information exposes all. Retailers must unobtrusively utilize electronic media to engage
customers in productive ways.
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•

Mega-retailers will break the boundaries. These outlets will raise the bar for the rest of the
industry, but they must find ways to differentiate themselves in order to survive.

•

Partnering will be pervasive. Market leadership will be defined by how quickly and
efficiently a retailer responds to shifting customer demands (Gagnon and Chu, 2005).

Interestingly, one value driver that has garnered attention from customers is the importance of personal
opinions about corporate and social ethics. These opinions may include but not be limited to the ways in
which an organization deals with employment practices, environmental issues, and world trade.
Therefore, it may not be enough for a retail giant such as Walmart to offer unbeatable prices and
convenience features. At any point in time, stakeholders – including investors – may demand greater
social accountability that transcends traditional, profit-centered expectations.

MANAGERIAL IMPLICATIONS
As mentioned previously, the business model developed by Walmart is unique and, thanks to the
expansion of its resources, has enabled the company to benefit various stakeholder groups – notably,
many local and global communities in which it conducts business. For example, in the fiscal year ending
2009, the company and the Walmart Foundation gave more than $378 million in cash and gifts in the
United States; globally and in the same year, both entities distributed $423 million (Anonymous, 2010).
However, do customer-centeredness and community-based philanthropy offset questionable – and, some
would say, hostile – employment practices and a lack of consideration of employees from its top leaders?
In spite of its achievements, Walmart increasingly has been questioned about its labor practices which
include but are not limited to non-liveable wages, making employees work “off the clock” without
overtime pay, and repeated violations of federal labor laws associated with unionization. In 2008,
Walmart agreed to pay $640 million to settle 63 lawsuits alleging it underpaid employees around the
country; in addition, the National Labor Relations Board ruled that the company has engaged in illegal
activities such as confiscating union literature, interrogating employees, and firing union sympathizers
(Bustillo, 2008). To these authors’ knowledge and at this writing, there are no unionized Walmart sites.
According to its most recent annual report, Walmart continues to focus on customer satisfaction but
fails to mention how its own employees are important members of that stakeholder group. In his opening
letter to shareholders, Michael T. Duke, President and Chief Executive Officer, speaks about
sustainability and “…how associates all over the world are involved,” and how “the retailer that respects
individuals puts customers first, strives for excellence, and is trusted, will win the future” (Walmart 2011
Annual Report, p. 3). Although the end of this letter communicates Mr. Duke’s appreciation for “the hard
work of our 2.1 million associates” (Ibid., p. 3), the company’s responsiveness to and respect for
employees – or “associates,” as they are known within WalMart – has been negligent.
Finally, while Walmart is not alone in its underrepresentation of women and minorities on its board
of directors, as the largest American company, it should consider setting an example for others to follow.
The current board consists of 15 members, three of whom are women and two of whom are African
American males.

DISCUSSION
For seven years within the last decade, Walmart has retained the number one spot on the annual list of
Fortune’s 500 largest American companies, and it employs 2.1 million people (Berlin, 2011).
Unquestionably, the company dominates the retail landscape. However, the question remains: does its
domination of the market justify its questionable managerial and ethical behaviors?
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Anti-trust legislation notwithstanding, cheaper prices – Walmart’s hallmark promise – have
consequences. Steve Dobbins, the former president of Carolina Mills, said, “We want clean air, clear
water, good living conditions, the best health care in the world – yet we aren’t willing to pay for anything
manufactured under those restrictions” (Fishman, 2007, p. 12). The contradictions that lie between these
ideals and Walmart’s pricing strategy may become more pronounced over time. For example, many of
Walmart’s competitors state that they will match prices found elsewhere. Over time, this type of action
may further erode and possibly bankrupt many of these businesses and, perhaps, many of their suppliers.
The consumer packaged goods (CPG) industry is undergoing rapid change. Several years ago, one
author noted that Walmart is the best known example of an oligonomy – a combination of an oligopoly (a
market that has few sellers) and an oligopsony (a market with few buyers) (Hannaford, 2005). By setting
low prices, Walmart wields its power over both retail and business markets. Recently, two business
strategy ideas – “bigger is better” and “consolidation is inevitable” – dominated the industry. Neither of
these ideas is as critical as they once were, especially in mature markets and mature companies such as
Walmart.
Admittedly, a small and agile company can benefit from a strategic alliance with Walmart because
“…simply be getting accepted at Wal-Mart, a CPG company with one or two popular products can gain
access to 30 percent of the U.S. market overnight. With another one or two big retail distribution wins,
the company can reach 50 percent or more of its target market” (Lausler, Hartley and Sharma, 2011, p. 4).
However, both the small company and Walmart must be vigilant of consumers who are intrigued by
smaller brands in niche markets and swayed by perceived quality versus price and availability.
Walmart is a dominant and immensely profitable business force within the retail sector. It is a model
of lean supply chain management and it forces its business partners to follow suit. As management
experts have seen throughout history, businesses are inventions and, as such, their inventors will
determine whether they are living up to their increasingly demanding economic, legal and ethical
potentials.
There is constructive and destructive competition. An example of destructive competition was the
Standard Oil Trust because it had acquired a set of competitive advantages against which no refiner could
compete. Standard Oil as a monopoly was becoming lethargic and bureaucratic at the time of its breakup.
The proof of this was seen in the invigorating spirit that accrued within the oil industry when Standard Oil
Trust shares became thirty-odd oil companies. The growth of these companies in market value made
Rockefeller the richest man on earth – far richer than if Standard Oil remained the monopoly that it
was.Constructive competition is epitomized by Toyota. Before Toyota, American made cars were
mediocre in quality. Today, American made cars are far superior in quality than they once were. This is
the benefit of constructive competition: improve the product or service or go out of business. The
consumer gains by constructive competition. Walmart is like Standard Oil – all competition is simply
wiped out. What this means in the future is difficult to forecast, but managerial lassitude is a consequence
of monopolistic control.
At this point in time, Walmart is extremely vulnerable to changing worker conditions in China and
the value of the dollar as an international currency. The company is also vulnerable to the growing
populist movement to “Buy American” that would be fatal to the Walmart paradigm of having goods
manufactured by workers who can’t buy what they make and sold to workers who have lost their jobs to
outsourcing. Lastly, if left unchecked, the company’s persistent managerial problems associated with
employee relations issues could affect future expansion efforts. Therefore, Walmart will not be broken up
into competing companies as was Standard Oil, but its potential demise may well be the events that will
destroy the economic basis of its paradigm for making money.
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