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Was Dale Carnegie the Father of Modern Management?
C.R. Marshall, University of Wisconsin, Stevens Point
Robert E. Allen, Lindenwood University
Abstract: As academics, we like to believe that our research leads and informs the best practice of industry.
Much of what is taught in college classrooms in business and economics departments is the application of
the theoretical work of our colleagues past and present. Three examples of this pattern are Maslow’s
Hierarchy of Needs (Malsow, 1954) Herzberg’s Motivation-Hygiene theory (Herzberg, Mausnar &
Snyderman, 1959) and Emotional Intelligence (Salovey & Mayer, 1990, Goleman, 1995). This paper shows
that all of these theories were in the popular press years before they were discovered and studied by
academics. Each of these theories is at least partially explored in Dale Carnegie’s How to Win Friends and
Influence People, first published in 1936.

INTRODUCTION
Dale Carnegie was born and grew up in the northwest Missouri town of Maryville in 1888. In
1906, at the age of eighteen, he attended Warrensburg State Teacher College in Warrensburg,
Missouri. He left school prior to graduation to start a sales career. He studied at the American
Academy of Dramatic Arts in New York City during 1910. Leaving acting, Mr. Carnegie started
selling for Packard Car and Truck Company in 1912. Later that year, Dale Carnegie began to
teach public speaking classes at the Harlem YMCA in New York City. This course was offered to
business professionals and Carnegie was paid on commission (Thomas, 1936, Coffey, 2003).
In 1936, Simon and Schuster persuaded Carnegie to publish a book that was based upon his
lectures (Findarticles website, 2003). This book was titled; How To Win Friends and Influence
People (1936).
The book outlines a common sense approach to human relations. The philosophy of Carnegie
has skeptics and converts. The skeptics believe that Carnegie was naively enthusiastic and was
promoting subtle styles to manipulate other (Coffey, 2003). While his converts believe that his
ideas help to improve their communications and leadership skills (dcarnegie website, 2003).
To truly appreciate Carnegie’s insight, one must understand Mr. Carnegie’s place in history’s
timeline. Fredric Taylor wrote his article “Shop Management” in 1903 and Taylor’s book;
Scientific Management appeared in 1911 (Wrege & Greenwood, 1991). Up to this time, most
management philosophy was originating out of the engineering discipline (Marshall & Allen,
2000). The intent of management works was to identify ways that productivity could be
improved, primarily through engineering concepts.
The Hawthorne Studies, which initiated the human relations movement, did not begin until
1927. Mr. Carnegie was conducting courses on ‘How to Win Friends and Influence People’ from
1912 to 1927, fifteen years prior to the recognized beginning of the human relations movement.
Carnegie lacked academic credentialing and research accreditation for his philosophy, however,
he did begin to address workplace human relationship issues prior to the official recognition of
that body of knowledge.
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If one looks at the concepts of how to win friends and influence people, there are several key
principles that Carnegie espoused which later were to become pillars in the human relations
movement. These include:

THE HIERARCHY OF NEEDS THEORY
Abraham H. Maslow (1954) constructed a pyramid consisting of five need levels. The
foundation level was physiological needs, which contains the basic needs of food, shelter,
clothing, and sex. The second tier is the safety needs level, which addresses such issues as:
security, stability, dependency, anxiety, job tenure, retirement, medical insurance, old age
concerns, and the desire to organize the universe with a religion or a philosophy. The third tier is
the belongingness and love level, known, as the social needs level, which contains the desire for
relations with people or a desire to have a place in one’s group. The social need includes both the
need to receive and to give love. The fourth tier is the esteem needs level, which has two
subsidiary classifications: 1.) the desire of achievement, competence and mastery; and 2.) the
desire for reputation, prestige, status and fame (Maslow, 1954). The fifth and final tier is the selfactualization needs level, which is the need for an individual to be what they can be or what they
must be in order to be content. This level acknowledges that individuals must be true to their
own nature. Individuals display the greatest differences among themselves at this level, since
each person has different perceptions of their own potential (Maslow, 1954).
Carnegie acknowledges the fact that every normal adult wants food, sleep and sexual
gratification. These three needs relate directly to Maslow’s physiological needs. Carnegie stated
that normal people want: 1. health and preservation of life; 2. the well-being of their children; and
3. the things money will buy. These three needs relate directly to the safety level of Maslow’s
Hierarchy.
Next, Carnegie addresses the human need to feel important. This could be placed in
Maslow’s social level as reflected in the desire to have a place in one’s group. This need could
also be rooted in the esteem need and the human desire for achievement; prestige, and status.
Finally Carnegie was a religious man who felt that humans, generally, desire life in the here after.
This is most closely tied to the self- actualization level, the human desire to be all of what they
can be or what they must be.

MOTIVATIONAL-HYGIENE THEORY
The Motivational-Hygiene theory divides the individual and the environment into two very
different parts: 1.) motivational factors, that motivate an individual’s behavior; and 2.) hygiene
factors, that have the potential to create dissatisfaction for the individual (Herzberg, Mausnar, &
Snyderman, 1959). Initial research asked 200 engineers and accountants the simple question of;
“What do people want from their jobs?” The research conclusions indicate a difference regarding
what people wanted depending whether they felt good or bad about their job. Through a series of
interviews, the researchers located characteristics that were consistently related to job satisfaction
(feeling good about one’s job) or to job dissatisfaction (feeling bad about one’s job). Intrinsic
factors seemed to motivate individual behavior, while extrinsic factors seemed to cause
dissatisfaction. Motivational factors include: achievement, recognition, the work itself,
responsibilities, and advancement.
Hygiene factors include: policy and administration,
supervision, interpersonal relationships, working conditions and salary (Herzberg et al., 1959).
The theory suggests that motivators can lead to job satisfaction, but the lack of motivators does
not lead to dissatisfaction. The lack of motivators leads to “no satisfaction” or a neutral state.
The lack of acceptable hygiene factors can lead to job dissatisfaction, but the presence of
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acceptable hygiene factors does not lead to job satisfaction. The presence of acceptable hygiene
factors leads to “no dissatisfaction” or a neutral state. It must be noted that motivational factors
contribute little to dissatisfaction and that hygiene factors contribute little to motivation
(Herzberg, 1966).
In a simplistic and straightforward way Dale Carnegie had some early insight into what later
became Motivational-Hygiene Theory. In part 1 of his book, Carnegie wrote three fundamental
principles to provide guidance in addressing people, which were later supported by the research
of Herzberg, Mausnar, and Snyderman.
Principle 1: Do not critize condemn, or complain about/or to a worker. Carnegie supported
this statement by, recognizing the facts that criticism puts a man on the defensive and usually
makes him strive to justify himself. Herzberg would classify this as a hygiene factor, which could
be about poor attitudes. Generally, individuals wish to avoid unpleasant situations ( Herzberg,
Mausrar, and Snyderman, 1959). Being criticized is an unpleasant situation for most people.
Criticism often facilities poor attitudes and potential job dissatisfaction.
Principle 2: Give honest and sincere appreciation. Carnegie separated false flattery from
appreciation. He felt that true appreciation is from the heart out. Herzberg would classify this as a
motivational factor under recognition. Humans want to be recognized as having made a
contribute. Carnegie recognized that sincere appreciation and recognition of an individual or
group would serve to motivate them to greater task performance.
Principle 3: Arouse in the other person an eager want. Carnegie said that people needed
intrinsic motivation. They had to have the desire to perform a task. Herzberg felt that it is the
positive performance of tasks that provides an individual with their desired rewards, that in turn
serves to motivate the individual to do a task well ( Herzberg et al., 1959). It is from the
performance of a task that an individual can get rewards to reinforce their aspirations. When the
motivational factors are good, people will work using maximum energy and enthusiasm (Cryer,
1988).

EMOTIONAL INTELLIGENCE
In the last few years Emotional Intelligence (EI) has been a hot topic in business. Daniel
Goleman’s 1998 Harvard Business Review article on EI and leadership attracted more readers
than any other article that HBR had ever published (Goleman, 1998, Performance Unlimited,
2003). Articles on EI have appeared in Time (Gibbs, Park & Birnbaum, 1995), Fortune (Farnham,
1996), and countless other business and popular press publications.
The first usage of the term Emotional Intelligence was in an empirical study by Mayer,
DiPaolo and Salovey (1990). A formal model was laid out by Salovey and Mayer (1990) and will
be discussed below. The move to the popular press happened five years later, when New York
Times science writer Daniel Goleman published the book Emotional Intelligence (1995).
In defining EI, Salovey & Mayer (1990) laid out a set of emotional management abilities
which includes:
•

Self Awareness – recognizing an emotion as it engulfs us,

•

Emotion Management – controlling reactions to emotion laden events so that our
response fits the situation,
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•

Self motivation – directing emotions in service of a desirable goal.

•

Empathy – recognizing emotions in others, and

•

Relationship Management – managing the emotions of others.

Goleman (1995) defines EI as “a different way of being smart” that is distinct from cognitive
intelligence. In general Goleman follows the Salovey and Mayer definition above, but includes
“knowing what you are feeling, being confidence about your strengths and weaknesses, and using
those feelings to make sound decisions” in the idea of Emotion Management (Schmotter, 1996).
A notable distinction between Salovey and Mayer’s view of EI and Goleman’s view is the
relationship between Emotional Intelligence and traditional intelligence as measured by IQ.
Goleman seems to view EI as a substitute for IQ while Salovey and Mayer view it as a
complement. Both agree that low EI can allow emotions to short-circuit the intellect.
Dale Carnegie's book (Carnegie, 1936) was originally organized into 37 chapters, each of
which ended with a related rule or principle (See Appendix A for a list of section and chapter
titles, as well as the full list of Principles and Rules). The current edition omits Part 5: Letters
that produced Miraculous Results and Part 6: Seven Rules For Making Your Home Life Happy.
You have seen the three principles from part one of the book listed in the previous section. While
many of these rules are quite general, such as Rule 2 from Part 2 of the book: Smile, a number of
them can be linked fairly directly to the emotional management abilities laid out by Salovey and
Mayer (1990).
As early as Chapter 1, Carnegie argues that people are emotional and not logical, that they are
driven by "prejudice, pride and vanity". Examples of the need for Self Awareness include Two
Gun Crowley the cop killer, who described himself as "one that would do nobody any harm", and
Al Capone who thought of himself as a person who helped people have a good time. In the areas
of Emotional Management and Self Motivation he advises, for example that the only way to get
the best of an argument is to avoid it (Part 3, Rule 1).
The majority of the book deals with empathy and relationship management. Carnegie argues
that "The only way to make anybody do anything is to make him or her want to do it." and says
that you should "Arouse in the other person an eager want" (Part 1, Principle 3). You should
"Make the other person feel important - and do it sincerely" (Part 2, Rule 6). Other example of
empathy can be found in the advice to "Try honestly to see things from the other person's point of
view" (Part 3, Rule 8) and "Be sympathetic with the other person's ideas and desires" (Part 3,
Rule 9). A perusal of the list will show numerous additional examples.

CONCLUSION
Dale Carnegie, a college dropout from Missouri, foreshadowed at least three major
management theories, and beat the scholars to press with his ideas by 18 to 54 years. We do not
claim that these management principles were fully formed in 1936. We are not suggesting that
you throw out Maslow and Herzberg or that you replace the motivation chapter of your
Organizational Behavior and Management Principles texts with a popular press book from the
1930's. What we do claim is that Dale Carnegie, and perhaps numerous other popular press
writers, have had insights into management, and that the practices that they recommend are fertile
ground for theoretical study in academic settings. Our role as scholars is not only the
development of theory and best practice, but also the further development and codification of
ideas developed by practitioners. It is important that ideas flow in both directions.
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APPENDIX 1: RULES & PRINCIPLES FROM
HOW TO WIN FRIENDS AND INFLUENCE PEOPLE 1936
(SEVENTH PRINTING)
Introduction: A Short-Cut to Distinction - Lowell Thomas (p1)
Preface: How this book was written, and why - Dale Carnegie (p17)
Part One: Fundamental Techniques in Handling People
1. If you want to gather honey, don't kick over the beehive. (p29)
Principle 1. Don't criticize, condemn or complain.
2. The Big Secret of Dealing With People (p43)
Principle 2. Give honest and sincere appreciation.
3. He Who Can Do This Has The Whole World With Him. He Who Cannot Walks A
Lonely Way. (p56)
Principle 3. Arouse in the other person an eager want.
Nine Suggestions On How To Get The Most Out Of This Book (p75)
Part Two: Six Ways To Make People Like You (p81)
1. Do This And You'll Be Welcome Anywhere (p83)
Rule 1. Become genuinely interested in other people.
2. A Simple Way To Make A Good First Impression (p97)
Rule 2. Smile.
3. If You Don't Do This, You Are Headed For Trouble (p105)
Rule 3. Remember that a person's name is to that person the sweetest and most important
sound in any language.
4. An Easy Way To Become A Good Conversationalist (p114)
Rule 4. Be a good listener. Encourage others to talk about themselves.
5. How To Interest People (p126)
Rule 5. Talk in terms of the other person's interests.
6. How To Make People Like You Instantly (p130)
Rule 6. Make the other person feel important - and do it sincerely.
Part Three: Twelve Ways To Win People To Your Way Of Thinking (p147)
1. You Can't Win An Argument (p149)
Rule 1. The only way to get the best of an argument is to avoid it.
2. A Sure Way Of Making Enemies - And How To Avoid It (p157)
Rule 2. Show respect for the other person's opinions. Never say, "You're wrong."
3. If You're Wrong, Admit It (p171)
Rule 3. If you are wrong, admit it quickly and emphatically.
4. The High Road To A Man's Reason (p179)
Rule 4. Begin in a friendly way.
5. The Secret of Socrates (p192)
Rule 5. Get the other person saying "yes, yes" immediately.
6. The Safety Valve In Handling Complaints (p199)
Rule 6. Let the other person do a great deal of the talking.
7. How To Get Cooperation (p206)
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Rule 7. Let the other person feel that the idea is his or hers.
8. A Formula That Will Work Wonders For You (p214)
Rule 8. Try honestly to see things from the other person's point of view.
9. What Everybody Wants (p219)
Rule 9. Be sympathetic with the other person's ideas and desires.
10. An Appeal That Everybody Likes (p227)
Rule 10. Appeal to the nobler motives.
11. The Movies Do It. The Radio Does It. Why Don't You Do It? (p234)
Rule 11. Dramatize your ideas.
12. When Nothing Else Works, Try This (p238)
Rule 12. Throw down a challenge.
Part Four: Nine Ways To Change People Without Giving Offense Or Arousing Resentment
1. If You Must Find Fault, This Is The Way To Begin (p245)
Rule 1. Begin with praise and honest appreciation.
2. How To Criticize - And Not Be Hated (p252)
Rule 2. Call attention to people's mistakes indirectly.
3. Talk About Your Own Mistakes First (p254)
Rule 3. Talk about your own mistakes before criticizing the other person.
4. No One Likes To Take Orders (p259)
Rule 4. Ask questions instead of giving direct orders.
5. Let The Other Man Save His Face (p261)
Rule 5. Let the other person save face.
6. How To Spur Your Men On To Success (p265)
Rule 6. Praise the slightest improvement and praise every improvement. Be "hearty in
your approbation and lavish in your praise."
7. Give The Dog A Good Name (p270)
Rule 7. Give the other person a fine reputation to live up to.
8. Make The Fault Seem Easy To Correct (p275)
Rule 8. Use encouragement. Make the fault seem easy to correct.
9. Making People Glad To Do What You Want (p279)
Rule 9. Make the other person happy about doing the thing you suggest.
Part 5: Letters That Produced Miraculous Results (Not in revised edition)
Part 6: Seven Rules For Making Your Home Life Happier (Not in revised edition)
1. How To Dig Your Marital Grave In The Quickest Possible Way
Rule 1. Don't, don't nag!!!
2. Love And Let Live
Rule 2. Don't try to make your partner over.
3. Do This And You'll Be Looking Up The Time-Tables To Reno
Rule 3. Don't criticize.
4. A Quick Way To Make Everybody Happy
Rule 4. Give honest appreciation
5. They Mean So Much To A Woman
Rule 5. Pay little attentions. (The small things)
6. If You Want To Be Happy, Don’t Neglect This One
Rule 6. Be courteous.
7. Don't Be A "Marriage Illiterate"
Rule 7. Read a good book on the sexual side of marriage.
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The Association of Strategies and the Effects of Deployment on
Organizational Operations
Lee L. Hisey, University of Louisiana at Lafayette
This study surveyed the Louisiana Employer Support of the Guard and Reserve to determine the strategies
associated with the effects of deployment on organizational output, customer satisfaction, and employee behavior.
The results reveal that customer complaints and late deliveries are associated with rework, training, employee
effort, and work schedule alterations. Team efforts were associated with employee satisfaction, rate in which
customers were won or lost, number of customers won or lost, and the quality and quantity of output. The findings
indicate that training, team participation, rework, increased employee effort, and work schedule alterations are
associated with the effects of deployment. The U.S. relies heavily on military reserves to meet the demand for
military personnel (Commission on the National Guard and Reserves, 2007; Hartley & Sandler, 1995; Scott, 2001).
Moreover, military sources maintain that the cooperation of civilian employers is essential to the missions on the
war against terror (Daywalt & Herman, 2006; Scott, 2001).

The deployment of reserve employees has increased in both duration and frequency, yet
organizational capacity to respond to employee loss due to deployment of a reserve employee is restricted
by law (Forte, 2007). Moreover, reservists hold positions that are critical to a civilian employer’s
operations (French & Wolfe, 2008; Palmer, 2005); as a result, when reservists are activated, the effect on
the civilian employer is profound (Commission on the National Guard and Reserves, 2007; Gotz, 2003;
Kirby & Naftel, 2000; Scott, 2001).
Current literature does not adequately address the effects of deployment on organizational
performance and the strategies used by employers to counter these effects (Allison-Aipa et al., 2005;
Congressional Budget Office (CBO), 2005; Daywalt & Herman, 2006; D.O.D., 2004; Doyle, Gotz,
Singer, & Tyson, 2004; Forte, 2007; French & Wolfe, 2002; General Accounting Office (GAO), 2002;
Golding, 2007; Gotz, 2003; Hickman, 2006; Kondrasuk, 2004; Settle, 2006). Finally, recent research on
deployment indicates a dysfunctional effect on civilian employer operations (Allison-Aipa, De La Rosa,
Stetz, & Castro, 2005; Commission on the National Guard and Reserves, 2007; Grissmer, Kirby, & Sze,
1992; Scott, 2001; Settle, 2006).

PURPOSE OF THE STUDY
The purpose of this study is to examine the association between strategies used to counter the effects
of deployment and the effects of deployment on organizational operations. The organizational functions
explored include the organization’s output, customer satisfaction, and employee behavior. The strategies
employed by the civilian employer to cope with the effects of deployment include team building, work
schedule alterations, increased work effort, and training.

REVIEW OF LITERATURE
Deployment and the Cost of Human Capital
Civilian employers of reservists are confronted with the loss of skills and knowledge, which cannot
be replaced unless the employer incorporates strategies such as part-time workers and contract labor
which increase the employer’s costs (Commission on the National Guard and Reserves, 2007; Doyle et
al., 2004; Settle, 2006; Weitz, 2007). Moreover, Hitt et al. (2003) suggests that due to the proliferation of
the global service economy, human capital has had an increased effect on an organization’s value. This
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is supported by Carmeli (2004) who found that human capital is correlated to organization financial
performance (r = 0.40, p < 0.001, N = 98).
Strategies that include training and development of contract employees or part –time employees may
not provide the civilian employer with an adequate return on investment. This is due to the relatively
short span of time that the civilian employer has to recoup its investment in training the contract
employee. Moreover, the employer must also contend with a) lack of ample notice when reservists are
deployed, b) paying a premium above the reservist’s salary when hiring a temporary replacement through
a contract labor agency, c) paying overtime, and d) an increase in labor costs when utilizing spot-labor or
part-time labor (CBO, 2005; Doyle et al., 2004; GAO, 2002; Hearing on Employer and Family Support,
2007; Houseman, 2001; Settle, 2006). Thus, there is a need for a study on strategies to replace lost
human capital as a result of deployment while simultaneously holding down costs to the employer
(Golding, 2007).

Deployment and Human Resource Management
Many organizations use strategic human resource policies to control fluctuations in their labor
(Ferguson, Ferguson, Muedder, & Fitzgerald, 2001). However, while increasing in both significance and
number, policies specific to reserve deployment are not common (Forte, 2007). In addition to the added
costs placed on employers when employees are activated, there is the additional onus of having an
employee leave the organization who is perceived as being more productive than those employees who
remain and who lack military experience (Allison-Aipa et al., 2005; Commission on the National Guard
and Reserves, 2007; Daywalt & Herman, 2006; Weitz, 2007).
Reservists are considered important assets; civilian employers often use military reserve experience
as a screening device for hiring potential employees. According to Lakhani (1998), employers use
military reserve experience to discern between potential employees who have the potential to be stellar
performers as opposed to potential new-hires who most likely do not have the same potential (e.g., lack
military experience). The rationale behind this strategy is that employees with military experience
understand organizational dynamics, and are better team players than individuals who lack military
experience (Commission on the National Guard and Reserves, 2007; Lakhani, 1998).
Human resource strategies for replacing deployed workers are limited by the Uniformed Services
Employment and Reemployment Rights Act of 1994 (USERRA). USERRA mandates that reserve and
guard employees must be returned to the same positions they occupied prior to deployment or a similar
one (Forte, 2007). Thus, USERRA affects the strategies employed by human resources to replace the
reserve employee (Doyle, 2004).
Moreover, the strategic planning function of an organization can suffer if a deployed employee is
employed at the executive or managerial level of the company (Daywalt & Herman, 2006; French &
Wolfe, 2002; Kondrasuk, 2004). Consistent with these findings Hisey and Kotrlik (2010) found that
19.7% of reserve and guard employees are employed as professionals, managers, or related occupations.

Summary of the Review of Literature
This review highlights the effects of losing a human resource on the organization and strategies
employed to counter these effects. Burt (1992) and Hitt et al. (2003) maintain that the relationships
between all of the organization’s resources are inimitable and valuable. Further, scant research on the
effects of deployment has lead many researchers to call for more studies on the effects of deployment on
organizational performance (Golding, 2007; Gotz, 2003; Hutchinson et al., 1997; Staw, 1980).
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The effects of governmental policy on civilian employers includes increased costs to not only find
and train replacement employees, but also lost business opportunities (Commission on the National Guard
and Reserves, 2007; Settle, 2006; Weitz, 2007). Deployments occur with little or no advance notice to
the employer. Thus, the duration, timing, and frequency of the deployments are unknown to the
organization’s management, which has an adverse effect on operations (Commission on the National
Guard and Reserves, 2007; Golding, 2007). Moreover, military sources indicate that the frequency and
duration of deployments will increase (Davis & Shapiro, 2003; Hartley & Sandler, 1995).
Historically, replacing activated reservists with contract and part time labor does not restore the
civilian employer to its pre-deployment level of operational efficiency (Doyle et al., 2004). This problem
is exacerbated by the fact that many activated employees hold important positions in companies: such as
business owner, executive, or manager; or have jobs important to the well-being of society: specifically,
law enforcement, medical, and aviation personnel (Commission on the National Guard and Reserves,
2007; French & Wolfe, 2002; Hartley & Sandler, 1995; Hickman, 2006; Palmer 2005; Scott, 2001). Yet,
little is written about strategies to adapt to deployment and organizational performance (Golding 2007;
Gotz, 2003).
Moreover, the few human resource strategies a civilian employer may employ include establishment
of policies within the constraints of the Uniform Services Employment and Reemployment Rights Act of
1994 (Forte, 2007; Golding, 2007). Thus, human resource policies to manage deployment are constrained
by law and are hampered by the unpredictable nature of deployment. Therefore, based on this review of
literature, this study will explore the effects of deployment on civilian employer output, employee
behavior, and customer satisfaction; and the associated strategies used to counter the effects of
deployment on the civilian employer.

RESEARCH OBJECTIVE ONE
Research Objective One is to determine if there is an association between the perceived effects of
deployment on customer satisfaction and strategies to counter the effects of deployment on customer
satisfaction. The measures of customer satisfaction are customer complaints, changes in the size of the
customer population served by the organization, rate at which the civilian employer gained and lost
customers, and overall quality of the organization’s output; the strategy measures are customer
compensation for inferior service, number of times the same customer had to receive additional services
or product replacements due to poor quality, and training in customer satisfaction, (Anderson et al., 2004;
Lapre & Tsikriktsis, 2006; Mittal et al., 2005; Morrow & McElroy, 2007).

RESEARCH OBJECTIVE TWO
Research Objective Two is to determine if there is an association between the perceived effects of
deployment on employee behavior and strategies to counter the effects of deployment on employee
behavior. The measures of employee behavior are overall employee behavior, number of employee
resignations, number of employee absences, and employee satisfaction; the strategy measure is number of
team efforts (Allison-Aipa et al., 2005).

RESEARCH OBJECTIVE THREE
Research Objective Three is to determine if there is an association between the perceived effects of
deployment on product or service output and strategies to counter the effects of deployment on product or
service output. The measures of product or service output are output volume, and the number of late
product or service deliveries; the strategy measures are level of employee effort, number of work schedule
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changes, and amount of training on process efficiency (Allison-Aipa et al., 2005; Bhavani & Tendulkar,
2001; Doyle et al., 2004; Morrow & McElroy, 2007).

INSTRUMENT DEVELOPMENT
The questions on the instrument were derived from the researcher’s experience, the review of
literature, the research objectives, and the pilot study. A five point Likert-type scale that ranged from
“substantial decrease” to “substantial increase” was used to measure the change in operations and the
strategies employed. Finally, the researcher created the survey instrument for this study after a thorough
search of the literature revealed that existing instruments would not be valid for this study.
A panel of content experts was contacted in person, by phone, email, and/or mail to establish the
content validity of the instrument. Content validity was determined using the Rubio, Berg-Weger, Tebb,
Lee and Rauch (2003) content validity index (CVI) calculation. In addition to the CVI, the researcher
measured the factorial validity index (FVI) (Rubio et al., 2003). An FVI value of greater than 0.7 and a
CVI value of greater than 0.80 was established á priori as the criteria for determining if the instrument
was valid for this study (Robinson, Shaver, Wrightsman, 1991).
The instrument scored a CVI of .81 and an FVI of .91. The CVI indicated that there was an 81%
agreement amongst the content experts on the content validity of the instrument. The FVI indicated that
91% of the content experts agreed that the objectives of the study and the questions on the instrument
were correlated.

PILOT STUDY
The pilot study was conducted using a random sample drawn from the ESGR database chosen to
prevent contamination of the sample used for the study. The reliability of the scales in the instrument was
measured using Cronbach’s alpha. A Cronbach’s alpha of greater than 0.7 was used as the criteria for
determining if the instrument was a reliable measure for this study (Robinson et al., 1991).
Data collected from the pilot study indicated that the instrument appeared to be reliable for this study,
based on a Cronbach alpha of .733, which is in the range of acceptance, established á priori. Based on
the results of the pilot study, the instrument remained unchanged for data collection, thus the responses
for the pilot study were incorporated into the data collected for the study.

SAMPLE
This exploratory study utilized survey methodology to determine if there are associations between the
effects of deployment on organizational operations and the strategies employed by organizations to
counter those effects. The target and accessible population for this study was derived from 1109
employers in Louisiana who are members of the Employer Support of the Guard and Reserve (ESGR),
which represents 19.2 % of the estimated employers of reservists in the state of Louisiana. Sample size
calculations were derived from Cochran’s Sample size formula, Cochran (1977).

DATA COLLECTION
The survey was conducted between March and May of 2009. Prior to mailing the questionnaire; the
researcher contacted potential respondents by telephone, email, or by written correspondence to increase
the probability that the questionnaire would be answered by an individual familiar with the effects of
deployment on an organization’s operations and the strategies employed to counter these effects. These
individuals included supervisors, human resource managers, or line managers aware of the effects that
deployment has on the organization and its operations.
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The data gathered during the pilot study as well as the survey comprised a total of 534 contacts
attempted, which led to 206 agreements to participate in the survey, providing 125 responses; of which
117 of the responses were usable, yielding a response rate of 56.8 %. Of the 117 usable responses 25
(21.4%) were collected during the telephone follow-up phase of data gathering. An independent samples
t test indicated that there was not a statistically significant difference between the responses of the early
and late respondents.

FINDINGS
Principal Component Analysis
Due to its superiority in producing a simplified model and its popularity varimax was chosen as the
rotation method for all principal component analyses (PCA) (Hair, Black, Babin, Anderson, & Tatham,
2006; Norusis, 2005). Moreover, oblique rotational methods were not considered given the exploratory
nature of the research. Finally, the researcher felt that the varimax method would provide the simplest
model with the best explanatory power.
The Kaiser-Meyer-Olkin Measure of sampling adequacy (KMO) was a .681 after removal of all
measures with a sampling adequacy value below .500. Eighteen variables using a Likert-type scale were
analyzed with 117 usable responses providing over six cases per variable.
In addition, five of the 13 remaining variables had extraction values greater than 0.5, four of the
values ranged between 0.4 and 0.5, and the remaining four ranged from 0.185 to 0.281. Finally, there
were 51 (65 %) non-redundant residuals with absolute values greater than 0.05. This may be a result of
the multi-dimensionality of the instrument. PCA extracted two components from the data with loadings
greater than 0.423. Critical statistics from the PCA are included in Table 1.

TABLE 1. CRITICAL STATISTICS FROM THE PRINCIPAL COMPONENT
ANALYSIS (PCA)
Component
1. Performance / Satisfaction
2. Behavior / Satisfaction
3.
4.
5.

Number of
Variables

Cronbach
Alpha

Eigen
Values

7
6
N/A
N/A
N/A

.78
.70
N/A
N/A
N/A

3.25
2.45
1.62
1.10
0.95

%
Variance
Explained
25.00
18.86
12.49
8.50
7.31

Cumulative
Variance
Explained
25.00
43.84
56.33
64.83
72.14

	
  
Component One (Performance / Satisfaction)
Table 2 indicates that the organizational output strategies increased work effort, work schedule
alterations, and training along with the customer satisfaction strategies rework and training are associated
with the organizational output measure late deliveries and the customer satisfaction measure customer
complaints. Comparing the individual means to the grand mean level of effort and work schedule
alterations are increasing while customer complaints, rework, and late deliveries are decreasing. Level of
training remained relatively unchanged. In this component organizational performance is associated with
customer satisfaction.
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TABLE 2. MEASURES INCLUDED IN COMPONENT ONE FROM PCA
(PERFORMANCE / SATISFACTION)
Customer	
  Satisfaction	
  
Mean	
   	
   Loading	
  
	
   How	
  much	
  did	
  the	
  level	
  of	
  client/customer	
  complaints	
  change?	
  
	
   How	
  much	
  did	
  the	
  level	
  of	
  rework	
  change	
  due	
  to	
  mistakes?	
  	
  
	
  	
  	
  	
  	
  	
  	
  How	
  much	
  did	
  the	
  amount	
  of	
  time	
  spent	
  training	
  employees	
  on	
  
client/customer	
  satisfaction	
  issues	
  change?	
  
Organizational	
  Output	
  
	
  	
  	
  	
  	
  	
  	
  How	
  much	
  did	
  the	
  level	
  of	
  effort	
  to	
  produce	
  the	
  organizations	
  output	
  
change?	
  
	
   How	
  much	
  did	
  the	
  number	
  of	
  work	
  schedule	
  alterations	
  change?	
  
	
   How	
  much	
  did	
  the	
  number	
  of	
  late	
  deliveries	
  of	
  products	
  or	
  services	
  
change?	
  
	
   How	
  much	
  did	
  the	
  amount	
  of	
  time	
  spent	
  training	
  on	
  performance	
  change?	
  
	
  	
  	
  	
  Grand	
  Mean	
  Performance	
  /	
  Satisfaction	
  component	
  	
  

3.10	
  
3.14	
  
3.27	
  

	
  
	
  
	
  

.66	
  
.65	
  
.74	
  

	
  
3.38	
  

	
  
	
  

	
  
.63	
  

3.48	
  
3.11	
  

	
  
	
  

.68	
  
.42	
  

3.31	
  
3.26	
  

	
  
	
  

.73	
  
	
  

	
  
Component Two (Behavior / Satisfaction)
Table 3 indicates that the employee behavior strategy team effort is associated with the employee
behavior measure employee satisfaction; the customer satisfaction measures quality of output, change in
the number of customers served, and the rate at which customers were gained or lost; and the
organizational output measure level of output. Comparing the individual means to the grand mean team
efforts are increasing while quality and quantity of the organizations output is decreasing. All other
measures are relatively unchanged. In this component organizational behavior is associated with
customer satisfaction.

TABLE 3. MEASURES INCLUDED IN COMPONENT TWO FROM PCA (BEHAVIOR /
SATISFACTION)
Employee Behavior
How much did the number of employees satisfied with their work change?
How much did the number of team efforts change?
Customer Satisfaction
How much did the number of customers served by your organization change?
How much did the rate at which your organization gained or lost
clients/customers change?
How much did the overall quality of the organization’s output change?
Organizational Output
How much did the level of output change?
Grand Mean Behavior / Satisfaction Component

Mean
2.95
3.12

Loading
.50
.50

3.00
3.02

.75
.46

2.81

.74

2.90
2.97

.75

	
  
CONCLUSION ONE
The customer satisfaction measure level of customer complaints was associated with the customer
satisfaction strategies level of rework and time spent training on customer service. In addition, the
customer satisfaction measure level of customer complaints was associated with the organizational output
strategies level of effort to produce the organizations output, work schedule alterations, and time spent
training on employee performance.
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Moreover, the customer satisfaction measures change in number of clients served, rate at which the
organization gained or lost customers, and change in the quality of the organizations output was
associated with the employee behavior strategy number of team efforts. These findings regarding the
association of training and team work on organizational performance are consistent with the literature.
Reed et al. (2006) underscored a study by Schein (1990) asserting that social networks such as teams,
tends to create a climate for learning and adaptation (e.g. training) that enables organizations to take
advantage of opportunities and also avoid threats. Finally, training creates knowledge-based capital
(Sirmon & Hitt, 2003). Thus, the findings from this study suggest that training in addition to team
formation are strategies which are associated with the effects of deployment on customer satisfaction.

CONCLUSION TWO
The employee behavior measure number of employees satisfied with their work was associated with
the employee behavior strategy team efforts. Evans (2006) maintained that employee behavior,
specifically commitment to the organization, is in part related to the socialization of employees. Steers
and Rhodes (1978) stated that human resource strategies, which incorporate cohesive work teams and
employee identification with organizational goals and objectives, had a favorable affect on employee
satisfaction. Thus, associating team formation with the effects of reserve deployment on employee
satisfaction is consistent with previous research.

CONCLUSION THREE
The organizational output measure number of late deliveries was associated with the customer
satisfaction strategies level of rework and time spent training on customer satisfaction. In addition, the
organizational output measure number of late deliveries was associated with the organizational output
strategies increased work effort, work schedule alterations, and time spent training on employee
performance.
Finally, respondents indicated that the organizational output measure change in the level of output
was associated with the employee behavior strategy team efforts. Thus, respondents indicated that the
strategies rework, work effort, rescheduling, and training were associated with late deliveries and the
strategy team effort was associated with the level of the organizations output. Table 4 below provides a
graphical representation of the measures affected by deployment and the associated strategies.

COMPARISON OF THE THEORETICAL FOUNDATION TO THE RESULTS
The results of this study reveal that customer complaints and late deliveries are associated with the
strategies rework, training, level of effort, and work schedule alterations. Further, the strategy number of
team efforts is associated with employee satisfaction, change in the number of customers, rate at which
customers were gained or lost, and the quality and quantity of the organizations output.
The findings in this study are consistent with the resource based view of the organization in that
relationships among assets do affect organizational effectiveness. Specifically, respondents indicated that
training, which requires a relationship, is associated with customer complaints, which indicates that
deployment of reserve employees causes the civilian employer to associate the loss of the employee with
an intervention, in this case training (Allison-Aipa et al., 2005; Barney, 1991; Penrose 1959).
This paper also explores the effects of deployment on organizational performance, specifically the
effect of losing a human resource on the organization. Burt (1992) and Hitt et al. (2003) maintained that
the relationships between all of the organization’s resources are inimitable and valuable. To that end, the
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results from this study indicate that team work is associated with organizational output and the quality of
the organizations output.

TABLE 4. VARIOUS MEASURES AFFECTED BY DEPLOYMENT AND
ASSOCIATED STRATEGIES.
Customer Satisfaction
Customer Satisfaction Strategies

Customer Satisfaction Measure

Rework

Customer Complaints

Training on Customer Service
Organizational Output Strategies

Customer Satisfaction Measure

Effort to Produce Output
Work Schedule Alterations

Customer Complaints

Training on Employee Performance
Employee Behavior Strategy

Customer Satisfaction Measures
Number of Clients Served

Team Efforts

Rate at which Customers were Lost or Gained
Quality of Output
Employee Behavior

Employee Behavior Strategy

Employee Behavior Measure

Team Efforts

Employee Satisfaction
Organizational Output

Customer Satisfaction Strategies
Rework
Training on Customer Satisfaction
Organizational Output Strategies

Organizational Output Measure
Late Deliveries
Organizational Output Measure

Work Effort
Work Schedule Alterations

Late Deliveries

Training on Employee Performance
Employee Behavior Strategy

Organizational Output Measure

Team Efforts

Volume of Output

Employers associate strategies such as training and team building with the effect of losing a resource.
This supports the interaction of resources effect on organizational performance (Burt, 1992; Hitt et al.,
2003; Penrose, 1959). In other words, management associates a resource interaction strategy designed to
offset the potential negative effects that resource loss can have on organizational performance with the
loss of the deployed employee. Thus, when resources are scarce and can not be readily replaced, as in the
case of reserve deployment, the efficient use of a resource interaction strategy such as training or team
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formation is recognized by management as an effective means to offset the effect that the loss of the
resource has on organizational performance.

IMPLICATIONS AND RECOMMENDATIONS
Based on the findings of this study civilian employers should establish procedures to augment team
formation including the use of consultants to train supervisors on team dynamics. In addition, employers
should institute training programs to cross-train employees to take over the reservist’s job when they are
absent.

FUTURE RESEARCH
Future studies should determine if there is a correlation between the effects of deployment and
specific organizational strategies. Finally, if correlations do exist then practitioners should identify which
strategies can be employed to counter the effects of deployment on employer operations.
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The Impact of Organizational Capabilities, Environmental
Uncertainties, and Generic Strategies on Crisis Readiness:
An Empirical Examination of Retail Professionals
William “Rick” Crandall, University of North Carolina at Pembroke
John A. Parnell, University of North Carolina at Pembroke
Maria Nathan, Lynchburg College
Abstract: This paper examined the factors—organizational capabilities, environmental uncertainties, and generic
strategies—that potentially contribute to an organization’s crisis readiness. A survey of 277 retail professionals
indicated that those companies that display a high level of crisis readiness follow a differentiation generic strategy
and had higher levels of supply chain capabilities. Companies that pursued a cost leadership generic strategy
displayed lower levels of crisis readiness. Implications for researchers and managers are offered.

INTRODUCTION
What strategic factors influence an organization’s crisis readiness? The fact that some organizations
are more prepared for a crisis than others has been apparent in the crisis management literature for many
years. Pearson and Mitroff (1993) were among the first organizational researchers to address this
conundrum, suggesting that many crises were human-induced and as such, could be avoided in many
instances. Indeed, since 1994, the Institute for Crisis Management, a crisis research firm out of Louisville,
Kentucky has been tracking crises sources and has concluded that the majority of organizational crises are
human-induced. In a recent study, the Institute found that 51% of all reported crises originated with
management while 31% were caused by employees (Institute for Crisis Management, 2009). Examples of
human-induced crises include corporate scandals, workplace violence, sexual harassment, workplace
accidents, and white-collar crime.
What is less developed in the crisis management literature however, is an analysis of the strategic
factors that contribute to an organization’s crisis readiness. In this paper, we define crisis readiness as “the
readiness to cope with the uncertainty caused by a crisis” (Rousaki & Alcott 2007: 28). Such a construct
is relatively new in the literature and offers a way to assess an organization’s proactive posture in
preparing for future crisis events regardless of origin. The factors that influence crisis readiness can offer
insights on how organizations survey their internal and external environments in preparation for
prospective unfortunate events.
In this paper, we examine the internal and external factors that influence crisis readiness. We take
a strategic management perspective in that we seek to understand a firm’s organizational capabilities,
environmental uncertainties, and generic strategies and how they influence its crisis readiness. We begin
with an overview of the crisis readiness concept, the posture of preparation that organizations must take to
anticipate crisis events. We then consider three strategic areas in every organization’s strategic planning
process: the organization’s capabilities, the environmental uncertainty that it faces, and its choice of
business strategy. We hypothesize that these three areas have a direct influence on its crisis readiness
tendencies. Finally, we test our assertions and offer implications for researchers and managers in relation
to our findings.
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REVIEW
Crisis Readiness
Crisis readiness is a sub-area of the broader discipline of crisis management. A crisis refers to an
unpredictable event that can threaten the organization and its stakeholders. Moreover, it can seriously
threaten the organization’s performance (Coombs, 2007). As such, crisis events are low-probability, highimpact events that are often unexpected (Barton, 2008; Pearson & Clair, 1998). How an organization
responds to a crisis can dramatically affect its reputation, financial performance, and ultimately, its
survival (Coombs & Holladay, 2006).
Pearson and Mitroff (1993) were the first to offer an academic conceptualization of what this
construct involves. Their term, crisis preparedness, focused on the two phases of signal detection and
preparation/prevention. First, signal detection refers to looking for the cues that can lead to and cause a
crisis. They also note that in many cases, “organizations not only ignore such signals, but may actually
exert considerable efforts to block them” (Pearson & Mitroff, 1993: 52). Hence, crisis preparedness
involves being cognizant to those events or conditions that can cause a crisis to occur in the first place.
Second, preparation/prevention involved seeking to do everything possible to prevent a crisis, and
mitigating the ones that do occur. In practical terms, this step necessitates the formation of the crisis
management team (CMT) and the subsequent, crisis management plan. The charge of the CMT is to lead
the organization in planning and implementing its crisis management plan as well as managing a crisis
should one occur. After a crisis, the CMT should lead debriefing sessions and promote the learning
process that must take place after a crisis (Kovoo-Misra & Nathan, 2000; Lalonde, 2007). Indeed, if
learning does not take place, a similar or worse crisis could occur to the organization in the future.
In this paper, we will refer to this ability to be crisis prepared as the state of crisis readiness. We use
the instrument developed by Rousaki and Alcott (2007) to measure this variable and hence, use their term,
crisis readiness. The survey instrument is consistent with the concepts developed by Pearson and Mitroff
(1993). The instrument questions appear in Table 1 at the end of this paper.

Organizational Capabilities
Organizational capabilities refer to what an organization does well. In this study, we examine
marketing, supply chain, technology, and management capabilities. Each of these is addressed below,
followed by corresponding hypotheses.
Marketing capabilities. These capabilities reflect the ability of the firm to develop products and
services that appeal to prospective customers. The firm must also market its products and services via
effective promotion, pricing, and placement (i.e., distribution). Such an endeavor involves a thorough
knowledge of the customer, a process that requires pre-planning and resources.
From a crisis management perspective, it is important to understand what “might” go wrong with
the customer. Among retail chains, crises that could occur in this regard include the delivery of a product
that is of poor quality or even defective. Once in the hands of the customer, a crisis may commence. The
result could be negative publicity or worse, a consumer boycott. Marketing capabilities involve
anticipating such events and doing what is necessary to alleviate the concerns of the customer and the
general public so that a crisis does not commence.
Hypothesis 1a – Firms that display high levels of marketing capabilities will engage in more crisis
readiness activity.
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Supply chain capabilities. These capabilities address the ability of the firm to engage in meaningful
working relationships with members of its supply chain. Managing the supply chain is a difficult task,
even when activities are running well. Unfortunately, unforeseen crises can hinder the smooth operation
of the supply chain and consequently, supply chain risk is a growing concern (Ganguly & Guin, 2007).
For supply chain managers, a crisis is an event that can create a large-scale disruption to a company’s
supply resources. As a result, the company is then unable to meet the commitments it has made to its
customers (Zsidisin, Ragatz, & Melanyk, 2005). Examples of crises that can disrupt the supply chain
include major weather events, earthquakes, floods, transportation accidents, power outages, fires
involving production and/or warehouse facilities, labor strikes, or wars.
Hypothesis 1b – Firms that display high levels of supply chain capabilities will engage in more crisis
readiness activity.
Technological capabilities. Technological capabilities can also lead to the occurrence of crisis
related accidents in the workplace. For example, Perrow (1999) maintained that certain types of
technological configurations can lead to what he called a “normal accident.” Such accidents can occur
when there is a high level of interdependence among departments in a production facility. Perrow referred
to this situation as tight coupling. Technologies that create both complexity and tight coupling can create
a major crisis due to user errors. User errors of this sort are inevitable in certain industries such as in
chemical or nuclear power plants (Choo, 2008).
Retail chains rely on information technology to communicate and manage their processes back
and forth with their field units. A malfunction in such a system will create a crisis which can hinder
information exchange and the smooth running of the company. As firms rely more on technology, their
vulnerability to a technological crisis increases.
Hypothesis 1c – Firms that display high levels of technological capabilities will engage in more crisis
readiness activity.
Management capabilities. Management capabilities refer to the firm’s ability to address
uncertainties in the market, as well as internal problems that can appear in the organization. In short, a
firm that possesses strong management capabilities shows a proactive posture in the way it runs its
business.
Retailers must have the capability of anticipating the market in terms of customer desires for new
and innovative products and services. Likewise, the smooth operation of the organization depends on its
ability to possess a strong human resource and information system. Crisis readiness also becomes part of
this equation, as a sudden crisis event can launch a company into strong disfavor with its customers and
the local community.
Hypothesis 1d – Firms that display high levels of management capabilities will engage in more crisis
readiness activity.

Environmental Uncertainties
Environmental uncertainties are external forces the firm must confront within its industry. In this
study, we examined three areas of uncertainty: market, technological, and competitive uncertainties. Each
of these is described next along with their corresponding hypotheses.
Market uncertainty. Satisfying the needs and desires of customers in the retail industry can be a
daunting task. A mistake with a customer or market segment can cause a crisis for the firm. The crisis
management literature is growing with examples of consumer related crises (Barton, 2008; Coombs,
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2006; Crandall, Parnell, & Spillan, 2010; Hartley, 1993) ranging from simple dissatisfaction to widespread consumer boycotts.
Satisfying the customer also means conducting a smooth product recall when one is warranted. In
China, retailers that carried Proctor & Gamble’s SK-II line of cosmetics found themselves in a crisis
during the summer of 2006. P&G reluctantly recalled its products after alleged impurities were found in
this high-end cosmetic, which coincidentally was produced in Japan. To be eligible for a refund,
consumers were required to return the product to the store of purchase with no less than one-third of the
product remaining, complete and sign a form acknowledging that the product was of good quality, and
wait several weeks for a refund to be processed (Guan, 2006).
The crisis took a dramatic turn on September 21, 2006 when hundreds of Shanghai women sought
refunds at P&G’s specified locations. Tempers flared when the women, who had been waiting in long
lines, were told that their refunds would take three weeks to process. Later that same day, an angry group
of consumers kicked down the front door of P&G’s Shanghai office. In a frenzied response, some of the
local retailers began offering immediate cash refunds to customers after P&G suspended its refund
program (Crandall, Parnell, & Spillan, 2010). What should have been a smooth, systematic recall and
refund procedure had quickly escalated into a crisis.
Hypothesis 2a – Firms that operate in environments with high market uncertainty will engage in
more crisis readiness activity.
Technological uncertainty. The technological environment includes scientific improvements and
innovations that can create both opportunities and threats for businesses. The speed of technological
change varies considerably from one industry to another. As a result, technology affects a firm’s
operations as well as its manufacturing of products and services in different ways, depending on the
industry in question.
Companies use advances in technology such as in computer systems, robotics, and other forms of
manufacturing equipment to perform their operating tasks at lower costs and with less labor. However,
technological forces not only create cost savings for firms, but can also be a source of crises. Such
technological forces can shut down existing businesses and even entire industries by shifting demand
from one product to another. Examples abound of such changes and include the movement from vacuum
tubes to transistors, from steam locomotives to diesel and electric train engines, from fountain pens to
ballpoint pens, from piston operating propeller airplanes to jets, and from typewriters to computers
(Wright, Kroll, & Parnell, 1998).
Because technology can bring with it a host of uncertainties for the organization, it behooves
management to engage in a higher level of crisis preparedness to avert potential crises that could occur
due to technology.
Hypothesis 2b – Firms that operate in environments with high technical uncertainty will engage in
more crisis readiness activity.
Competitive uncertainty. Retail stores operate in an industry with high degrees of competition. A
mistake or crisis can cause a company to lose market share rapidly to a competitor. Over an extended
period of time, a company may eventually give up enough revenue that it must exit the market altogether.
The presence of Wal-Mart has caused the demise of many small companies because of the high level of
competitive rivalry in this industry (Fishman, 2006).
Hypothesis 2c – Firms that operate in environments with high competitive uncertainty will engage in
more crisis readiness activity.
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Generic Strategies
Organizations employ strategies at the firm, business, and functional levels. At the business or
competitive level, they craft strategies intended to translate their resources and capabilities into
competitive advantage, and ultimately superior performance (Parnell, 2008). Business strategy typologies
are frameworks that identify broad or generic competitive strategies utilized by businesses. Typologies
have been developed to identify strategic types across industries (Zahra & Covin, 1993). A number of
generic strategy typologies have been proposed (Parnell, O’Regan, & Ghobadian, 2006; Veett,
Ghobadian, and Gallear, 2009).1 Generic strategies developed by Porter (1980, 1985) and Miles & Snow
(1978, 1986) have received much scholarly attention.
According to Porter’s (1980, 1985) framework, a business can pursue superior performance by
establishing either a cost leadership position (i.e., competing on the basis of lowering its operating costs
across the organization) or by differentiating its products and services from those of its rivals. Further,
either of these generic strategies may be pursued by focusing efforts on a given market niche as opposed
to seeking to reach customers across an entire industry.
An interesting dilemma arises when a business attempts to combine a low cost and a differentiation
simultaneously. Porter maintains that such a strategy is not conducive to high performance over the long
term and results in an organization being “stuck in the middle” (Porter, 1980: 41). This notion has
received both qualified support (Dess & Davis, 1984; Hambrick, 1982; Hawes & Crittendon, 1984) and
challenges from a number of scholars (Buzzell & Wiersema, 1981; Hill, 1988; Murray, 1988; Parnell,
1997; Wright, 1987). Whereas Porter maintains that low cost and differentiation strategies are
incompatible, those in the “combination strategy school” have argued that businesses that combine the
two strategies may create synergies that can overcome any tradeoffs that may be associated with the
combination. In this study, we will look at Porter’s original three generic strategies and their association
with crisis readiness. We do not consider these approaches to be mutually exclusive, however (Jusoh &
Parnell, 2008).
Cost leadership generic strategy. A business pursuing a low-cost or cost leadership generic strategy
seeks to produce and distribute its products or services at the lowest cost in the industry. In general, cost
leadership is consistent with a de-emphasis on new products, unproven technologies, or other risk-laden
operations (Porter, 1980). As such, organizations emphasizing a low-cost strategy may tend to allocate
less time, energy, and resources in terms of crisis preparation.
Hypothesis 3a – Firms that engage in a cost leadership generic strategy will engage in less crisis
readiness activity.
Differentiation generic strategy. A business pursuing a differentiation generic strategy seeks to
distinguish its products or services from those of its competitors, thereby eliciting sales even if costs and
prices are not relatively low. Differentiation tends to represent an ongoing challenge, as businesses seek
to find new and creative ways to develop offerings that are perceived as different from others in the
marketplace (Porter, 1980). Hence, differentiation infers some degree of risk-taking, as new ideas and
approaches are not always successful. Differentiated businesses are willing to tolerate a number of
failures if they are countered by corresponding and profitable successes. As such, a greater emphasis on
differentiation should also be accompanied by increased crisis readiness.
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Typologies should not be confused with taxonomies. Both seek to categorize businesses in a given industry along
strategic dimensions. Taxonomies are developed from empirical data, however, whereas typologies are conceptually
based. Typologies are more concerned with delineating key strategic traits and assessing similarities and differences
across strategic groups (see Venkatraman, 1989).
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Focus generic strategy. A business pursuing a focus strategy—in conjunction with cost leadership,
differentiation, or both—concentrates its efforts on satisfying the needs of a particular niche of the market
instead of seeking to satisfy the broad requirements of a mass market. Such businesses are willing to
forego opportunities that might exist across the market so that they can tailor their efforts to meet the
more specific and exacting requirements of a particular subset (Porter, 1980). Hence, successful
businesses adopting a focus approach must maintain high credibility among customers in the chosen
niche. A crisis involving that particular niche can be devastating to the organization.
Hypothesis 3c – Firms that engage in a focus generic strategy will engage in more crisis readiness
activity.
Figure 1 summarizes the hypothesized relationships between the independent variables
aforementioned and the dependent variable, crisis readiness.
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METHODOLOGY
Sample
The survey instrument was administered to attendees at a retail trade show held in the United States in
2009. A total of 277 responses were received. All three management levels were represented in the
sample. There were 35 non-managers (12.6%), 79 lower level managers (28.5%), 109 middle managers
(39.4%), and 54 top managers (19.5%). There were more women (57.8%) than men (42.2%). The typical
respondent had four years of management experience and five with the present organization.

Measures
Crisis readiness. This scale was developed and validated by Rousaki and Alcott (2007) and used to
measure the dependent variable in the study. The eleven items in the instrument assess the internal
functionality of the organization and serve as a proxy for crisis readiness. Each item was arranged on a 5point Likert scale ranging from 1 (strongly disagree) to 5 (strongly agree).
Because this was a relatively new scale in the crisis literature, we assessed the construct validity of
the instrument by performing a confirmatory factor analysis. The eleven items loaded neatly into a single
component with an Eigenvalue of 7.74 which explained 70.4 percent of the variance. All eleven questions
were retained in the study. The variable was calculated by summing the responses to the questions (α =
.96).
Organizational capabilities. The scales utilized in this study were previously employed by DeSarbo,
Benedetto, Song, & Sinha (2005) and measured four areas of organizational capabilities: marketing,
supply chain, technology, and management capabilities. The authors utilized the work of Conant, Mokwa,
and Varadarajan (1990) for the marketing scale, and Day (1994) for the supply chain (termed market
linking in the original study) and technology scales. DeSarbo and associates (2008) developed and
validated their own scale to assess management capabilities. Sample items from the scale include
“knowledge of customers” (marketing capabilities), “relationships with channel members” (supply chain
capabilities), “ability of predicting technological changes in the industry” (technological capabilities), and
“cost control capabilities” (management capabilities). The 24 items in the instrument were arranged on a
5-point Likert scale ranging from 1 (much worse) to 5 (much better). Alpha reliabilities for the four subscales were as follows: marketing capability = .94, supply chain capabilities = .89, technological
capabilities = .93, and management capabilities = .89.
Environmental uncertainties. The scale utilized in the present study was developed and validated by
DeSarbo and associates (2005) and measured three areas of environmental uncertainty: Market
environment uncertainty, competitive environment uncertainty, and technological environment
uncertainty. Sample items from the scale include “Our customers tend to look for new products all the
time” (market uncertainty), “the technological changes in our industry are frequent”, (technological
uncertainty), and “one hears of a new competitive move almost every day” (competitive uncertainty). The
18 items in the instrument were arranged on a 5-point Likert scale ranging from 1 (strongly disagree) to 5
(strongly agree). Alpha reliabilities for the three sub-scales were as follows: market uncertainty = .77,
technological uncertainty = .94, and competitive uncertainty = .81.
Generic Strategies. The generic strategy scales were developed by Zahra and Covin (1993) to
categorize businesses along cost leadership, differentiation, and focus dimensions. Following the
suggestions and subsequent validation by Luo and Zhao (2004), several items were amended to the scale.
Sample items from the scale include “emphasis on finding ways to reduce costs” (cost leadership
strategy), “targeting a clearly identified segment” (focus strategy), and “emphasis on new product
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development” (differentiation strategy). The 16 items in the instrument were arranged on a 5-point Likert
scale ranging from 1 (very low) to 5 (very high). Alpha reliabilities for the three sub-scales were as
follows: cost leadership strategy = .73, differentiation strategy = .85, and focus strategy = .79.

RESULTS
Table 1 lists the means, standard deviations, scale reliabilities, and Pearson correlations for the study
variables. Multicollinearity diagnostics were initiated as part of the regression analysis. The resulting
variance inflation factors (VIFs) figures ranged from 1.12 to 2.58 while the tolerances levels ranged from
.39 to .89. A general rule of thumb in detecting multicollinearity is that the VIF should not exceed 10
(Belsley, Kuh, & Welsch, 1980). A more conservative standard set forth by Fox (1991) dictates that a
tolerance < .20 and a VIF > 4.0 is cause for concern. Using the more conservative standard, the study
variables were not considered problematic with respect to multicollinearity.

HYPOTHESIS TESTING
To test the hypotheses, a regression analysis was conducted with crisis readiness as the dependent
variable. The independent variables were entered all at one time, since at present, there is no known
model or theory that predicts crisis readiness using the variables in this study. This method of variable
insertion is generally recommended when no previous relationships are known to exist with the dependent
variable under study. Table 2 lists the results of the regression analysis.
The overall model resulted in an F-Statistic of 18.46 and predicted 39% (adjusted R2 = .387) of the
variability in the dependent variable, crisis readiness. Of the organizational capabilities variables, supply
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chain capabilities was the best predictor with a βeta of .24 (p = .00). The other organizational capability
variables were not significant predictors.

Among the environmental uncertainties variables, no significant predictors were found in the
analysis. However, two of the three generic strategies were found to be significant. Cost leadership, as
hypothesized, had a negative (inverse) relationship with crisis readiness with a βeta of - .15 . (p = .00).
Differentiation was also a significant predictor with a βeta of .40 (p = .00). No relationship was found
with the Focus strategy and crisis readiness.
In summary, full support was found for hypotheses 1b, 3a, and 3b. No support was found for the
other hypotheses in this study.

DISCUSSION
In this section, we discuss the theoretical and managerial implications of this study. We then a look
at the strengths, limitations, and future directions of this research.

Theoretical Implications
This study adds to the growing number of researchers in the field of crisis management who are
dedicated to theory and model building. As such, this study identified predictors of a relatively new
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construct in the field, crisis readiness. Specifically, an organization’s supply chain capabilities positively
influence its practice of being crisis prepared. That there is a linkage between supply chain competency
and crisis readiness should not be surprising. Indeed, organizations today are well aware that their supply
chains extend on an international level, and that events in areas as far away as China, can have a dramatic
effect on the availability of supplies to the home country.
Surprisingly, the evidence linking environmental uncertainties with crisis readiness was not supported
in the analysis. This finding could indicate that the strength of the other predictors found in this study
overshadow the threat of environmental uncertainty. Perhaps it is the proactive stance of the firm that is
more important to consider than the real (or perceived) threats of the environment when assessing an
organization’s crisis readiness.
As expected, generic strategy selection was linked to crisis readiness. The cost leadership strategy
displayed a negative link with crisis readiness. This finding could be explained by the management stance
that activities perceived to be non-essential, are also cost producing, and hence, should not be a viable
part of firm strategy. As such, crisis management has been perceived by many managers as an
unnecessary activity.
The differentiation strategy, as predicted, had a strong positive linkage with crisis readiness. This
finding supports the notion that firms that choose to selectively differentiate their products and services
carry that strategy over into other sub-areas of management. Firms that determine to pursue a crisis
readiness strategy demonstrate a willingness to differentiate their infrastructure practices as well.
Finally, the focus strategy showed no relationship to crisis readiness. One explanation is that the focus
strategy involves pursuing niche markets that may be perceived as being less vulnerable to crisis events,
particularly in terms of competitive uncertainty. Another explanation is that firms that pursue niche
markets are often smaller companies, and hence, not as well developed in terms of their crisis
management sophistication.

Implications for Managers
The role of supply chain capabilities can have important linkages with crisis readiness. However, to
see this linkage, one needs to understand the role of modern production practices such as JIT/Lean
manufacturing. These practices utilize less inventory, both in terms of what is in the warehouse, and
work-in-progress (WIP). As a result, more frequent deliveries are needed to the manufacturing facility. It
is these facilities that supply retailers, and hence, interruptions in production lead to delays in
merchandise reaching the store. “Specifically, today’s lean supply chains are becoming increasingly –
‘fragile’ – that is, less able to deal with shocks and disruptions that can have a significant, if not
catastrophic, impact on the firm” (Zsidisin, Ragatz, & Meinyk, 2005: 46). Because companies are
carrying less inventory with little buffers, interruptions in the supply chain due to a crisis event can lead
to production coming to a standstill.
Single sourcing is another practice in these lean practices. Unfortunately, when the main vender is hit
with a crisis, the companies it supplies will be impacted as well. The same is true with venders who
supply daily deliveries of product. An interruption in the delivery schedule can cause production to grind
to a standstill. In a dramatic example of the impact of a crisis on a single supplier, consider the fire that
took out the main production facilities of Philips Electronics in early 2000. Philips supplies radiofrequency chips (RFCs) to cellular phone makers. The crisis caused a $400 million revenue loss for the
telecommunications company, Ericsson, and eventually led to their leaving the cell phone industry
altogether (Rice & Caniato, 2003).
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Some companies that outsource a great deal of their processes are resorting back to multiple sourcing
as a response to these types of potential crises. For example, Cisco, which outsources 95% of its
production, has a comprehensive supply chain risk management plan in place. Included in the plan are
directives to ensure that whenever possible, component parts for their products have two or more
qualified sources (Harrington & O’Connor, 2009).
In terms of generic strategies, organizations that pursue a low-cost strategy must not lose sight of the
need to remain “crisis ready”. Our findings revealed that organizations following a cost leadership
strategy, are not as engaged in crisis readiness. We do not believe this finding to be a good thing.
Resources expended on crisis management, with its associated areas of crisis team formation, crisis plan
formation, crisis vulnerability assessment, and crisis learning, should be viewed as an investment in the
company’s well-being, not an expense item to be whittled down to the smallest dollar amount possible.
Finally, crisis readiness should be fostered in any organization, regardless of the type of generic
strategy being practiced. Unfortunately, a number of managers carry an “it can’t happen to us” mentality
in regards to the occurrence of a crisis (Barton, 2008; Crandall, Parnell, & Spillan, 2010; Nathan, 2000;
Pearson & Mitroff, 1993). This type of thinking may be embedded in the culture of the organization and
is often difficult to change (Roux-Dufort, 2000). Some managers may assume that crisis events are
sensational occurrences that are very rare. Furthermore, when they do occur, they are assumed to always
transpire at another organization (Lockwood, 2005). Indeed, some crises do fall in the category of being
sensational, such as Hurricane Katrina or the 911 terrorist attacks. In actuality though, most crises are far
less dramatic, but still powerful in terms of disrupting the daily operations of the firm. Examples of these
include product recalls, industrial accidents, fires, and floods.

STRENGTHS, LIMITATIONS, AND FUTURE DIRECTIONS
The main strength of this study is that we provide an empirical glimpse into factors that relate to an
organization’s crisis readiness. Empirical studies and model building are a growing area in this relatively
new discipline of crisis management. Traditionally, this field has focused more on case studies as a
research tool. Future development of this field needs to supplement case studies with more rigorous
empirical studies (Crandall, Parnell, & Spillan, 2010).
One limitation of the study was that from a company perspective, only organizational capabilities
were included in the analysis. If one likens capabilities to an organization’s strengths, then following
strategic management protocol, the limitations or weaknesses (the W of the SWOT analysis) of the
organization should also be evaluated. Hence, a determination of weaknesses could also indicate linkages
with the organization’s crisis readiness. For example, do organizations, upon knowing their weak areas,
enhance their crisis readiness in those areas?
Likewise, this study only focused on the T (threats) of
the SWOT analysis. For example, an organization with an aggressive labor union would need to make
special preparations in the face of an impending strike, should contract negotiations not go well (Crandall
& Menefee, 1996).
Looking at the opportunities (the O in the SWOT analysis) could also provide useful linkages with
crisis readiness. For example, do firms that aggressively pursue new opportunities, particularly in a global
sense, build up their crisis readiness, as crisis management theory would recommend?
Another limitation of this present study was that it focused on a single (broad) industry, retailing. As
such, the influence of cross-industry factors were minimized. Nonetheless, the generalizability of findings
to other industry remains untested. Future studies that consider other industries, most notably
manufacturing concerns, would be worthwhile.
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CONCLUSION
In this study, we have offered an empirical basis for assigning variables that indicate a firm’s crisis
readiness. That crisis readiness is even a concept was recognized almost twenty years ago when Pearson
& Mitroff (1993) coined the phrases – crisis prone and crisis prepared. We encourage those who have
dedicated themselves to crisis management research to continue empirical studies which are so needed in
this growing management field. Indeed, many case studies now exist in the literature on crisis
management, but few empirical studies and model building projects are present.
For practitioners, two points of departure are offered. First, those companies that have supply chains
that are linked worldwide need to understand the importance that crisis preparedness should take in their
organizations. Lean supply chains are vulnerable to external shocks. A crisis in China, such as an
earthquake, will affect the delivery of merchandise in retail stores in the United States, or Europe, or
elsewhere. Secondly, companies that practice a cost leadership strategy do so to pass those savings on to
their customers. This strategy in itself is not a bad thing. But neglecting crisis readiness could cause a
real crisis to be more expensive and far reaching than it need be. When that occurs, the company will
incur costs, and those costs may have to be passed on to the customer. Proactively planning before the
crisis occurs can save money in the long-run.
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Evaluating Title VII Exposure in a Manufacturing Setting:
A Case Study for Human Resource Management Students
William R. Livingston, Michael F. Peters, and Timothy D. Johnson
Baker College Center for Graduate Studies
Abstract: Since Title VII of the Civil Rights Act of 1964 became an established part of the employment legal
framework, human resource management professionals and compliance officers have played a vital role in
evaluating their companies’ vulnerability to litigation based on perceived violations of Title VII, the Age
Discrimination in Employment Act, the American with Disabilities Act, and other associated equality protection
legislation. Factors to be considered include the plaintiff’s burden of proof, legitimate business defenses, and
collection and evaluation of reliable data. This case study calls upon human resource management graduate
students to evaluate the potential exposure of a defense manufacturer to gender discrimination litigation, and has
been presented in an online learning environment.

Human resource management professionals have been challenged by the need to evaluate the
potential exposure of their companies to discrimination litigation for the better part of the last century,
and the importance of this evaluation process became even more evident with the passage of Title VII of
the Civil Rights Act of 1964 (1964). Recent approval by the US Circuit of class action status of a decadeold gender discrimination case against Walmart (Dukes v. Walmart, 2010) will undoubtedly result in
companies reexamining their policies and reevaluating their work environment to see if there are any
lingering or emergent issues that could spark individual or class action litigation.
This case study is modeled after an actual company review by human resource management
professionals, whose task was to evaluate the exposure of an American manufacturing company to
discrimination litigation. The names of the company, the human resource professionals’ company, the
products, and the facility are all masked for security reasons and because the information is proprietary to
both the human resource professionals and the company, and because of security clearances, the company
names, locations and products used throughout the article are fictitious or masked, and any similarities to
companies with similar names or who manufacture similar products is coincidental and unintended.
American Defense Corporation (hereafter known as ADC) is an American-based major producer of
vehicle-mounted missile launchers. Since 2001, the United States Army and Marine Corps, along with
NATO allies, have employed missile technology mounted on a variety of light-armored vehicles in both
offensive and defensive capacities in Afghanistan, Iraq, Kuwait, Kyrgyzstan, Qatar, and the United Arab
Emirates. ADC secures its work by procuring contracts with the Defense Department of the United States
as well as with the appropriate governmental agencies of Canada, Greece, the United Kingdom, and
others.
In September, 2009, the management team of ADC contracted with Diversity Solutions, LLC
(hereafter referred to as “HR professionals”), a professional human resource management firm with which
they had contracted for five years to deal with employee development and conflict resolution issues, to
determine potential vulnerability to a Title VII action by female employees at their Oneida manufacturing
facility. Specifically, the management team desired to know whether management actions with respect to
professional development and working relationships had the potential to create a “hostile environment”.
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THE LEGAL LANDSCAPE FOR LIABILITY IN EMPLOYMENT DISCRIMINATION
CASES
The Statutory Basis for Title VII Liability
Gender discrimination can take many forms. Examples of gender discrimination are found in
discriminatory hiring practices masked by illusory rationales (Griggs v. Duke Power, 1971), promotion
policies which create glass ceilings (US EEOC, 2009), unequal pay (Ledbetter v. Goodyear Tire and
Rubber Company, 2007), restricted opportunities for professional development, reduced opportunities for
future career advancement, and overt or subtle sexual harassment (Ellison v. Brady, 1991). Section 1 of
the 14th Amendment to the US Constitution (1868) provides for equal protection under the law, and this
became the constitutional basis for Title VII of the Civil Rights Act of 1964 (1964). Title VII became the
seminal legislative act providing the enforcement mechanism for equal opportunity. It has been amended
by the Pregnancy Disability Act of 1978 (1978) and the American with Disabilities Act of 1990 (1990),
and accompanied by Age Discrimination in Employment Act of 1967 (1967). The goal of all employment
discrimination legislation has been to provide a level playing field for all persons seeking employment
opportunities without unduly restricting the free market. All qualified persons are to be equally
considered, and employer may not discriminate in employment decisions with respect to gender, age,
disability, race, color, religion, national origin, and other factors as amended and expanded in various
states (Title VII, 1964). For example, Michigan prohibits discrimination on the basis of weight (ElliottLarsen Act, 1976).
Title VII applies to employers involved in interstate commerce with 15 or more employees (the
number 15 does not create a bright line; see Arbaugh v. Y & H Corporation, 2006), labor unions with 15
or more members, any labor union with a hiring hall, employment agencies, and state and local
governmental units and agencies. It should be noted that all affected employees have Title VII rights,
including undocumented workers (EEOC Notice, 1999).
As a specific form of employment discrimination, gender discrimination cases take many forms.
Pregnancy discrimination takes place when a female employee is restricted from employment because of
her pregnancy (UAW v. Johnson Controls, 1991). Wage disparity of employees in hiring or over time has
been given renewed attention as a result of the Ledbetter Fair Pay Act (2009). Pervasive patterns of
denial of professional development or advancement opportunities have become the basis of class action
litigation against the world’s largest employer (Dukes v. Walmart, 2010. Sexual harassment can be overt
(Meritor Savings Bank v. Vinson, 1986) or unintentional. Same sex harassment claims is an emergent
area of sexual harassment discrimination claims (Oncale v. Sundowner Offshore Services, 1998).
The Equal Employment Opportunity Commission was created to address cases resulting from
perceived violations of Title VII of the Civil Rights Act (1964), the Equal Pay Act (1963), the Age
Discrimination in Employment Act (1967), Section 501 of the Rehabilitation Act of 1973 (which
prohibits public sector discrimination against disabled persons, 1973), and Title 1 (the employment
provision of the American with Disabilities Act, 1990). Class A cases are considered worthy of
immediate handling because they have met a high standard of proof. Class B cases warrant further
investigation, and Class C cases are considered to have a low likelihood of success, usually because the
offending party is not an employer, or the case is dated (Twomey, 2007).
To initiate a claim that has any likelihood of being successful with the Equal Employment
Opportunity Commission, plaintiffs must establish a nexus between the action or inaction of their
company and a clear violation of Title VII. Unfavorable employment outcomes or even the egregious
actions of an employer are not sufficient to successfully establish or maintain a Title VII claim,
particularly in a society where nearly 90% of employment contracts are at-will. Employers are not
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required to hire the most qualified person or any person, and they may even make employment decisions
on trivial factors most would consider unrelated to employment. The discrimination has to relate directly
to the factors protected in Title VII and associated state-based legislation (Twomey, 2007).
A disparate treatment (intentional discrimination) case can be initiated when a person from a
protected class applies, was qualified, was rejected, and the employer sought another individual not in a
protected class. In the case of gender discrimination cases, the protected class is “female”. Upon the
issuance of an EEOC complaint, the employer must then articulate a legal reason for their choice. If they
can do that, the plaintiff must then demonstrate that the reason was illusory (Clarkson, 2009). A disparate
impact (unintentional) case is initiated when a plaintiff or class of plaintiffs establishes a disproportionate
impact of employment decisions on their protected class. When issued the complaint, the employer must
establish a legal reason for the disproportionate impact. Gender must be determining factor for disparate
impact cases based on gender to move forward (Clarkson, 2009); if it is clear that all employee groups are
being affected by layoffs, for example, the case will probably be unsuccessful.
As with all Title VII cases, employees have the absolute right to initiate complaints as a matter of
public policy. A significant basis for many successful gender discrimination cases occurs when
companies retaliate against employees filing complaints or assisting in investigations (Crawford v.
Metropolitan Government of Nashville and Davidson County, 2009). Harassment or retaliation by
coworkers is actionable if it can be demonstrated that the employer knew or should have known and
failed to act (Lockard v. Pizza Hut, 1998).
In cases where there is a clear and egregious “pattern and practice” of exclusion has been established,
the EEOC can initiate a case without individual claims (EEOC v. Mitsubishi Motor Manufacturing of
America, Inc., 1998). Usually there is a track of anecdotal complaints and allegations, and a perceptible
statistical trend over a minimum of three years. If the pattern and practice is established, then the EEOC
can proceed to establishing independent claims and defenses.

Plaintiff Burden of Proof
As part of the process of determining the company’s potential liability, the HR professionals had to
consider the burden of proof faced by potential Title VII litigants. It should be noted that the intent of
Title VII was to create equal access and equal opportunity, not to guarantee equal outcomes (Ricci v.
DeStefano, 2009). Perceived underrepresentation of any particular protected class is not itself a sufficient
basis for successful litigation; neither is a perceived lack of equal pay, as contracts may be bargained
freely. Statistical variation always occurs in a free employment market absent of quotas, and there will
always be disappointed employment candidates of all classes, protected or not.
The easiest case to litigate successfully in a Title VII action would be one based on disparate
treatment, which typically occurs when there is a clear and overt act of discrimination (McDonnell
Douglas Corporation v. Green, 1973). However, the plaintiffs must establish a prima facie case; in cases
with a clear “smoking gun”, which account for only a small minority of Title VII claims, the HR
professionals would follow the lead of most defendant professionals and recommend a settlement as a
means of avoiding punitive damages. The discrimination must have resulted in a tangible employment
action (Geduldig v. Aiello, 1974), however, and few Title VII actions are based on “smoking gun” claims
of overt discrimination, mostly because they lack proof of discriminatory intent.
More difficult to prove, but more common as the basis of a Title VII action, is the assertion that the
company’s action resulted in disparate impact; that is, that a company’s actions led to the exclusion or
significant inequitable treatment of a protected minority group without clear wrongful intent or
malfeasance by the employer, and employers cannot demonstrate that the claimed exclusionary practice is
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consistent with business necessity (Hazelwood School District v. United States, 1977). As in sexual
harassment claims, these claims typically cannot be based on single or isolated instances. In cases where
gender or another nominal variable is considered independent, the statistical threshold for coincidence is
two or three standard errors (Casteneda v. Partida, 1977).
Constructive discharge claims (where the employee claims that they were left with a Hobson’s
choice, and had to quit) are more difficult to establish. The evidence trail tends to become blurred once an
employee has left the company in manner perceived to be voluntary. Success in a constructive discharge
case depends on the ability of the plaintiff to establish that the environment was so hostile that quitting
was the only solution (Pennsylvania State Police v. Suders, 2004). Because of the high burden of proof in
cases such as this one, these claims tend to be more restricted to unemployment compensation claims.
A sexual harassment claim creates a legitimate gender discrimination issue. If the plaintiff is
claiming that the harassment is a quid pro quo (where the employee is presented with an “or else”
scenario), there must be a tangible employer action (Meritor Savings Bank v. Vinson, 1986). If the
plaintiff is asserting the existence of a hostile work environment, a single offending incident typically
cannot be enough to establish employer liability (Twomey, 2007). However, the employer may be liable
even if no adverse effect on the employee (Burlington Industries v. Ellerth, 1998), and the employer could
be liable even if it didn’t know about the offensive conduct or environment (Faragher v. Boca Raton,
1998).

Appropriate Employer Defenses to Title VII Claims
The HR professionals had to also consider that there are a number of defenses which are considered
sufficient to mitigate charges of Title VII discrimination. A significant defense that has been employed in
many sexual harassment claims is that reasonable care was exercised by the employer in the
establishment and enforcement of appropriate company policies, and that the employee failed to avail
themselves of the remedies offered by the company. While the existence of anti-discrimination policies is
not itself a sufficient defense, failure of employees to follow policies designed to address problems leaves
the company with no viable means of avoiding liability (Faragher v. Boca Raton, 1998, Burlington
Industries v. Ellerth, 1998). An example of this would be the failure of an employee claiming harassment
to file appropriate complaints despite clear knowledge of the complaint process.
In a very few cases, specific gender-based employment selection has been upheld as a bona fide
occupational qualification exception. An example of this would be where males are preferred for prison
guard duty in cases where there is a need for invasive custodial care (Everson v. Michigan Department of
Corrections, 2004). However, the need for gender-based employment selection has to be significant and
not merely a matter of customer preference.
When a company has a valid seniority system, either as a result of collective bargaining or
employment custom, the courts have consistently upheld employment decisions based on seniority as
long as the intent of the seniority system is not itself discriminatory (US Airways v. Barnett, 2002).
Seniority has been affirmed as a determinative factor in employment decisions such as layoffs,
department changes, professional development, and promotions, even if the result is a disparate impact
on minority groups differentiated by gender, age, or disability.
At common law, it has been determined that no individual has a right to be protected merely because
of a demographic characteristic, or has an inherent right to any particular job, absent contractual
agreement to the contrary. This is particularly the case when employees are at will; that is, they can be
fired for good cause, bad cause, or no cause, absent violations of public policy (Bowman v. State Bank of
Virginia, 1985), implied contracts (Toussaint v. Blue Cross, 1980), or good faith (Dare v. Montana
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Petroleum Marketing, 1984). At common law, the courts have consistently affirmed that “there can be a
rational basis for treating persons differently…the court has repeatedly held that the state is under no
obligation to cure all evils merely because it undertakes to cure some of them” (Goesaert v. Cleary, 1948,
as discussed in Cushman, 2000).
In the American free enterprise system, relationships and business behaviors are primarily governed
by contractual agreement (Clarkson, 2009). The fundamental essence of contract law suggests that a job is
not a right, but a privilege subject to contractual rules. Therefore, no one can claim any special
employment rights by virtue of their gender or membership in any protected class. The sanctity and
privity of contracts are necessary to a market economy, because they form legally binding agreements
without which business people could only rely on good faith (Clarkson, 2009). Contract must be legal or
serve a legal purpose, so contractual agreements which discriminate are void (law book). Nevertheless,
the existence of employment agreements does not grant any special rights or protections to any protected
classes, including female employees. If there are disputes regarding employment agreements, included
mandatory arbitration clauses have been found to be enforceable (Gilmer v. Interstate/Johnson Lane
Corporation, 1991).

Questions for Students (see teaching notes, Appendix C):
1. Who has the burden of proof in Title VII cases?
2. What specific problems might EEOC investigators have in verifying whether a particular burden
of proof has been met?
3. What might be some appropriate defense strategies for a company targeted by a Title VII claim?
4. Would the employment status of the workforce (i.e. union or non-union) or the nature of the Title
VII complaint (complaint based on gender as opposed to, say, race) have an impact on the likely
success of the Title VII complaint?
5. What type of information might bolster the plaintiff’s case?

THE STUDY
The Company and its Employees
ADC operates 23 facilities in the United States, including 16 component manufacturing facilities, 2
research and testing facilities, 2 final assembly facilities, and corporate headquarters. Employees at the
four components facilities and one assembly operation located in the north central United States, as well
as one southern facility, are organized by a major industrial union; employees at all other facilities
(including corporate headquarters), which are located in western and southern states, are at-will. Benefits
and work rules are generally similar between the union and non-union plants, although wages for nonskilled hourly workers are about 20% higher in the unionized plants, and wages for skilled trades workers
are about 10% higher in the unionized plants.
The Oneida, Florida facility is located in a medium-sized urban area in the Florida panhandle.
Purchased by ADC in 1993, the facility is responsible for manufacturing and assembling electronic
sensors for eventual inclusion in the missile launcher. There are approximately 380 persons employed at
Oneida, including 300 hourly employees, 40 management and management support employees, and 40
engineering and research personnel. About 90% of the hourly and management and management support
employees are local residents, while the other 10% have transferred from various other facilities in
neighboring southern states. Approximately half of the engineering and research personnel have been
relocated by the company from northern facilities. All employees are at-will; Florida is a right to work
state. Approximately 40% of the hourly employees are female. About 20% of the management and
support staff employees are female, and only about 5% of the engineering and research staff are female.
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This compares favorably to the gender composition of similar manufacturing operations in the Oneida
area.
The management of ADC-Oneida had received several individual comments from employees in a
recent study carried out by the HR professionals which raised concerns about Title VII vulnerability
(Appendix B). Those comments became the trigger for this evaluation.

Methodology and Response
Any human resource management-driven diversity evaluation process has to be data-driven to be
credible. However, there were immediate obstacles that had to be overcome. There were no apparent
hiring or termination trends that would suggest any clear violation of Title VII. There were no “smoking
guns” or any physical evidence that provided a clear paper trail to track or evaluate overt disparate
treatment. Because of significant levels of distrust by employees of management efforts to gather human
resources information, it became clear that any data collection activities would have to be alternately
transparent and respect the privacy of individual participants.
To that end, the HR professionals employed a self-developed survey instrument which addressed
many questions related to trust, communication, cooperation, quality of work life, professional
development, and employee recognition. There was considerable management, union, and employee
input into the questionnaire process, and the survey was distributed, with situational variations, in
multiple formats at approximately sixty manufacturing, office, and military sites over a ten year period.
Terms such as “trust”, “communication”, and “cooperation” were defined for participants, and sample
studies were conducted, with solicited feedback, to validate that questions and measurements were clearly
understood by the participants. Since the survey is proprietary, the HR professionals have included only
selected questions in Appendix A. In addition to the qualitative questions, the HR professionals solicited
individual comments from participants in addition to the coded responses.
The HR professionals targeted three significant metrics, employing data from survey responses in the
two previous years (identified in Table 1 as Year 1 and Year 2), and adding data from the current iteration
(identified as Year 3): relationships with management, quality of work life, and employee development
(Appendices A and B). It was felt that evaluation of these three core areas could provide insights into
whether a “hostile environment” was either in existence or had the potential to birth at the Oneida site.
If there were significant reported differences in the level of trust, communication, or cooperation with
upper management or team leaders based on gender, this could be an indication of the perception of
marginalization. The metric “relationships with management” was evaluated by questions related to trust,
communication, and cooperation with upper management (the Leadership Team) and immediate
supervisors (Team Advisors). If there were significant reported differences in the metric “quality of work
life” with respect to the level of receptivity to ideas, feedback, or actual recognition based on gender, this
could also be an indication of the perception of hostility. If there were significant reported differences in
the metric “employee development” with respect to the level of on the job training or cross training, this
could be an indication of a perception of restricted opportunity. The HR professionals also looked at the
individual comments to validate the descriptive data and inferential tests.
A key element of the survey was the addition of demographic questions. Here is where trust level
became very important. The HR professionals asked participants to self-report demographic information
such as gender (a nominal variable), age (grouped as an ordinal variable), seniority (grouped as an ordinal
variable), job classification (grouped as a nominal variable, typically asking for identification as
management, support, hourly, or skilled trades), and production role. The intent of these questions was to
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assist management and employee stakeholders in identifying trends related to Title VII and specific
employee groups.
The HR professionals were concerned with the possibility that other demographic factors such as age,
seniority, and job classification could be responsible for variation attributed to gender. However, a
demographic review of the employees indicated that over 95% of the hourly employees had ten years or

TABLE 1
INFERENTIAL TESTS OF SIGNIFICANCE USING “GENDER” AS AN
INDEPENDENT VARIABLE
( ) indicates the gender group with the significantly lower response.
Year 1:
Relationships with Management
Trust with Leadership Team
Trust with Team Advisor
Communication with Leadership Team
Communication with Team Advisor
Cooperation with Leadership Team
Cooperation with Team Advisor

Mean

Chi Sig Lambda Sig

3.276
3.812
3.077
3.762
3.333
3.933

.093
.076
.165
.023 (f)
.144
.024 (f)

.235
.800
.388
.076
.199
.182

Quality of Work Life
Actual Recognition (grouped)
Ideas and Innovations are encouraged
Rate feedback on ideas

2.814
3.139
n/a

.632
.044 (m)
n/a

n/s
.085
n/a

Employee Development
Rate actual on the job training
Rate cross training received

3.199
n/a

.786
n/a

n/s
n/a

Mean

Chi Sig Lambda Sig

3.419
3.635
3.317
3.575
3.502
3.782

.012 (f)
.065
.009 (f)
.035 (m)
.187
.055

.078
n/s
.778
.134
.312
.431

Quality of Work Life
Actual Recognition (grouped)
Ideas and Innovations are encouraged
Rate feedback on ideas

2.904
2.987
n/a

.506
.794
n/a

n/s
n/s
n/a

Employee Development
Rate actual on the job training
Rate cross training received

3.105
2.698

.703
.115

n/s
n/s

Year 2:
Relationships with Management
Trust with Leadership Team
Trust with Team Advisor
Communication with Leadership Team
Communication with Team Advisor
Cooperation with Leadership Team
Cooperation with Team Advisor
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Year 3:
Relationships with Management
Trust with Leadership Team
Trust with Team Advisor
Communication with Leadership Team
Communication with Team Advisor
Cooperation with Leadership Team
Cooperation with Team Advisor

Mean

Chi Sig Lambda Sig

Tau Sig.

3.414
3.666
3.247
3.561
3.422
3.692

.001 (f)
.001 (f)
.009 (f)
.001 (f)
.001 (f)
.010 (f)

.144
.896
.886
.156
.014
.483

.000
.000
.021
.000
.000
.001

Quality of Work Life
Actual Recognition (grouped)
Ideas and Innovations are encouraged
Rate feedback on ideas

2.864
3.100
2.856

.613
.808
.627

n/s
n/s
n/s

.099
.846
.510

Employee Development
Rate actual on the job training
Rate cross training received

3.018
2.724

.646
.239

n/s
n/s

.705
.430

less seniority, and were less than 40 years old. Approximately 70% of the management personnel and
about half of the engineers had ten years or less seniority and were less than 40 years old. Given the life
of the Oneida operation and the relative homogeneity of the employee group with respect to seniority and
age, it is unlikely that responses differentiated by seniority and age impacted the effect of the variable
gender. A paired T test indicated little variation in responses with respect to job classification, with the
exception that management employees reported better relationships with management than did others,
which was intuitively obvious; therefore, in sum it is unlikely that responses differentiated by seniority,
age, or job classification impacted the effect of the variable gender.
It was agreed that the survey would be distributed and evaluated only by the HR professionals or their
representatives, who would retain both the questionnaires and databases as proprietary materials. In no
case would the surveys be handled or raw data seen by management personnel. This greatly reduced the
employees’ fear about whether management was “looking over their shoulders’ or would retaliate for
negative comments (interestingly, management employees had the same initial trepidation about whether
their individual answers would be exposed). As a result, employee and management participation in all
sites uniformly exceeded 98% for all working groups, giving the researchers and stakeholders a valuable
and reliable source of information. Demographic data provided by the human resources departments of
the various sites, including Oneida, to the EEOC mirrored and validated the demographic data provided
by the survey respondents. Over time, the number and quality of individual comments actually increased
on a majority of the sites, including the Oneida facility, thus validating stakeholder confidence in the
process.
Because the HR professionals were dealing with nominal data, it was statistically impractical to look
for correlations because too many assumptions would have to be made about the data. Instead, the
consultants employed a variety of tests from the chi square “family”. Assuming that data was normally
distributed over time, chi square analysis was employed to determine whether any particular reaction to
questions about trust, cooperation, professional development, etc. were independent of gender (which
would be the null hypothesis), or related. Since a few individual distributions may not have been
normally distributed, the Wilcoxon test (which requires fewer assumptions about normal distributions)
was used as a check. As a check for error in predicting various outcomes when using gender as an
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independent variable, the lambda statistic was employed to validate independence or dependence of
gender and response outcome, as was Kendall’s tau-c (Norusis, 2010).

Questions for students (see teaching notes, Appendix C):
6. What methodologies could be used to determine whether the study questions met the test of
internal/external validity?
7. The sample used for the study was a virtual enumeration of the facility’s employees. Would a
smaller sample have been more appropriate?
8. Given that the questions were ordinal, with the independent variable being nominal, what are the
benefits and limitations of the statistical tests mentioned?

The Data
Since the HR professionals were dealing with self-reported nominal and ordinal data, as well as with
self-reported individual statements, they determined that it would be prudent to err on the side of caution
when evaluating any potential trends in the data (Table 1) or individual comments (Appendix B).
Speaking practically, there are several potential explanations for any variation, even a significant
variation, in the responses concerning relationships with management, quality of work life, or employee
development when differentiated by gender. It is always possible that any sample could be inaccurate or
disproportionately affected by outliers. A review of the responses to the various questions indicates that
the responses of both the aggregate and gender groups approximated a normal distribution over a three
year time frame, with 95% of coefficients of skewness falling within a range of +/- .12. The researchers
were also aware that individual respondents could simply be exercising personal angst over failure to
advance in a particular job. There could be perceptions of inadequate compensation or personal problems
outside of the purview of the work environment. Misguided perceptions about the legal obligations of the
company could be contributing factors to negative responses (e.g. companies are not automatically liable
if wages are “71 cents on the dollar for those earned by men” or if gender groups are not equal in
numbers). This made the employment of data from three similar sample groups taken over a three year
time very important to establish a baseline of analysis and minimize the impact of response outliers. The
HR professionals were also alert to situations of modest variation in homogenous angst…that is, if
everyone thought that their cross training was inadequate, the “significance” of responses between
persons who felt their training was poor and those who felt it was non-existent really wasn’t “significant”.
The individual comments are noted in Appendix B.
Of particular interest to the HR professionals was the growing significant variation in reported male
evaluations of relationships with management versus reported female evaluations of relationships with
management. While male and female respondents showed no significant variation in their evaluation of
quality of work life or employee development issues over the three years of data, there were unmistakable
and significant differences in how male and female respondent groups reported trust, communication, and
cooperation with management (Table 1). These significant differences were validated by the individual
comments.
In year 1 and year 2, which formed the baseline for the evaluation, chi square analysis indicated
significant difference between how male and female respondents reported relationships with team
advisors (year 1) and the leadership team (year 2) (Table 1). However, lambda analysis indicated that
gender was at best a weak predictor variable of trust, communication, and cooperation outcomes when
assumed to be an independent variable. In year 3, tau analysis was used as a check for the chi square
outcomes; the data once again indicated a clear difference between male and female responses concerning
their relationships with management. Lambda analysis clearly indicated again that gender was a weak
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predictor of trust, communication, and cooperation outcomes when assumed to be an independent
variable.

Questions for students (see teaching notes, Appendix C):
9. Assuming there were no other “smoking guns”, how would you proceed with the data that you
have?
10. What other methodologies might you employ in future studies?

CONCLUSION AND LESSONS LEARNED (AFTER STUDENTS HAVE POSTED
IDEAS AND RECOMMENDATIONS)
In their initial evaluation of internal complaints, statistical data, and anecdotal information, the HR
professionals concluded that there were no clear instances that would form the basis of a disparate
treatment claim. There were no known instances of constructive discharge, as no persons within the
protected class had been terminated or had left for reasons not known to be family-related. The one
known instance of a sexual harassment claim had been addressed through the company’s sexual
harassment procedure. The HR professionals concluded that disparate impact would be the likely basis of
any Title VII discrimination claim based on gender.
A review of company hiring and professional development practices indicated that there were no job
classifications, hourly or salary, in which a BFOQ was asserted as the basis for employment selection. In
addition, since there was no collective bargaining agreement detailing seniority rights, and since the
majority of employees had less than 10 years of service, it was determined that age and seniority were
likely negligible factors in employment decisions. It was the opinion of the HR professionals that the
defense that would bring the most scrutiny in a Title VII action would be the defense that the company
and its managers exercised reasonable care in both the projection and application of equal opportunity
policies.
Based on the evaluation of the data and inclusion of the individual comments, the HR professionals
believed that there was no imminent threat of successful Title VII litigation against ADC-Oneida from
gender-based protected classes. Although there were emerging trends of significant differences between
male and female groups in their reported relationships with management, they occurred in the context of
improved overall evaluations of those relationships. In addition, there didn’t appear to be any significant
trends with respect to differences in the evaluation of quality of work life or employee development.
However, given the persistence of significant variation with respect to relationships with
management, and given the possibility of an interacting variable with gender, the recommendation was
made to Oneida management that certain proactive measures regarding diversity within the working
environment of the plant would be wise. The first area requiring immediate attention related to company
policy. At the policy level, Oneida management needed to promulgate clearly ADC’s zero tolerance
policy regarding discrimination of any kind, and particularly gender and racial discrimination. The policy
needed to include clear directions on how employees at any level could file a complaint; most complaints
would be channeled through the HR director, but there would be specific and known ADC system
alternatives if the complainant felt uncomfortable dealing with the HR director.
At the managerial level, it was recommended that mandatory in-class diversity training for
managerial and team leadership employees be implemented within the next calendar year, to be
conducted by persons not affiliated specifically with ADC or Oneida operations. At the employee level,
employees would be made aware of company policy with respect to discrimination and in-class or Web-
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based diversity training was recommended to take place within a suitable period of time following
completion of training by management and team leadership personnel.
Interestingly, although the HR professionals did not perceive the exposure of ADC-Oneida to genderbased discrimination suits to be significant, the process did bring certain racially-based issues to the
service. Pursuant to the follow up of the researchers’ recommendations, the human resources manager at
ADC-Oneida was replaced and reassigned to a non-HR position within the company, as it was determined
by the company that the current HR manager would not be an effective voice for carrying out employee
development with respect to diversity training within the Oneida plant or any plant within the ADC
system.
The HR professionals used the process to expand on their metrics regarding professional development
and quality of work life. With respect to the survey process employed by the HR professionals, questions
were added regarding training and professional development interests and opportunities. In addition,
questions regarding the receptivity of management to ideas and innovations were expanded, and managers
became more aware of the interaction of ideas between hourly and management employees because of the
process. Because of the sensitivity of adding additional demographics, a system memo was distributed
throughout ADC to encourage managers, support personnel, and union and non-union hourly leadership
to promote awareness of the impact of additional demographic factors when considering the potential for
Title VII exposure.
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APPENDIX A
Respondents were asked to respond to approximately 50 questions on subjects ranging from relationships
with management and coworkers, quality of work life, working conditions, professional and employee
development. Response code: (1) Very Low, (2) Low, (3) Neither Low nor High, (4) High, (5) Very
High.
Relationships	
  with	
  Management	
  
Trust with Leadership Team
Trust with Team Advisor
Communication with Leadership Team
Communication with Team Advisor
Cooperation with Leadership Team
Cooperation with Team Advisor
Quality	
  of	
  Work	
  Life	
  
Actual	
  Recognition	
  grouped;	
  includes:	
  
	
  Completing	
  Assignments	
  and	
  Accuracy	
  
Extra	
  Work	
   	
  
	
  
	
  
Meeting	
  Deadlines	
  
	
  
	
  
Controlling	
  Costs	
  
	
  
	
  
	
  
Operations Improvements
Ideas and Innovations are encouraged
Rate feedback on ideas
Employee	
  Development	
  
Rate actual on the job training
Rate cross training received

APPENDIX B
Individual	
  Comments	
  (unedited	
  for	
  grammar;	
  company	
  names	
  deleted)	
  
Diversity	
  and	
  Favoritism-‐	
  Year	
  2	
  
I think that the job I have is great. I like what I do and I'm good at it. What I have found out in the XXX
plant is that there are no women in upper management and no blacks either. I just thought that was odd
considering the whole One Team as well as the big diversity launch. I think it should be more diverse.
Overall, the XXX plant is a good job to have.
I believe I am a victim of age discrimination.
I also think everyone should be treated equal, no matter the race or gender.
Something has to be done about supervisor's showing favoritism to certain employees. One team member
should not know what's happening to the team and the rest of the team in the last to know. The supervisor
shouldn't reveal things that are going to happen to the team unless he/she tells the whole team and not just
one specific member. One employee shouldn't be exempt from following the rules and stand around all
day talking to the TL while others get scolded for a five minute visit.
XXXX	
  plant	
  should	
  be	
  treated	
  the	
  same	
  as	
  other	
  land	
  systems	
  when	
  it	
  comes	
  to	
  holidays.	
  
I am glad to have a job, but when you see people who have Sr. in front of their job title who do far less
than you do, it can be very hard to stay positive.

46 Journal of the North American Management Society

Livingston, Peters, & Johnson

	
  
Consider people who have put more time into the company look at time served opposed to degrees
sometimes. Some have great work skill and dedication to the company.
Diversity and Favoritism- Year 3
I enjoy working at XX, but there's a lot that can be done to make this job more successful and one thing is
there are a very high rate of favoritism at XX and I don't think it's fair. Just like the ML position. No one
was interviewed or nothing. Supervisors pick their favorite people and it's not right because some people
that they chose have very bad attitudes and don't know how to work with others and I just think it could
have been done better. It was very unfair to a lot of XX workers and the new pay rates are unfair to
people who are already on merit. You all could have given us something, even if it wasn't but a dime.
They say that there is no discrimination, but there is. We all should be treated equal regardless of our
race. I feel like XXX shows a lot of favoritism. (3 similar comments)
Supervisor pets always get the advantages. Do way with pets at work!
There are too many bosses for the employees. The supervisors need to be on floor more and do everyone
the same. The plant has too many pets. Everyone doesn't wear safety shoes or glasses. Some can go to
lunch for however long, break, come in late, leave early. The rules are here for a day and then gone.
Everyone is not treated the same.
Too many family members working here. Favoritism is shown in all departments. We are one team, one
goal and all should be treated the same no matter who you are.

APPENDIX C
TEACHING NOTES
1. The burden of proof in any civil case lies with the plaintiff. If the plaintiff can establish the basic
elements of a Title VII case, the defendant company has the burden of establishing justification
for their employment action. The plaintiff then has the obligation to prove that the management’s
justification was merely pretext.
2. In conducting its fact-finding for a Title VII case, the EEOC investigators need thorough
information, or else it will be very difficult to establish homogenous test and control groups
(depending on the size of the company) or meet the very high statistical burden (usually
exceeding +/- three standard errors).
3. A company targeted by a Title VII suit would want to show that they had clear and consistentlyenforced employment policies. If there had been Title VII complaints, such as one for sexual
harassment, the ability to show that company policy was followed to the letter with no tolerance
for offenders would be compelling evidence.
4. If the workforce were unionized, both the company and the union would have an affirmative
defense to minority complaints that they were denied advancement because of lower seniority, as
seniority policies have been consistently upheld by the courts (US Airways v. Barnett, 2002).
Whether Title VII actions based on race might be more successful than those based on, say,
gender, probably relates more to the local cultural environment and any history the company has
of retaliation against Title VII plaintiffs.
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5. Cases of constructive discharge or retaliation against other Title VII complainants would be
powerful evidence of a pervasive pattern of discrimination. In 2011, retaliation was the basis of
the largest category of Title VII suits, and the courts have become more aggressive in levying
significant penalties against companies and their managers who retaliate against employees
{Crawford v. Metropolitan Government of Nashville and Davidson County (2009)}.
6. External validity can be established through the use of real-life situations and replication in a
different context (Leedy, 2001). Methodologies that support external and internal validity include
triangulation, extensive time in the field, and respondent validation. All were employed in this
study and approximately 220 similar studies over a ten year period.
7. Given that different demographic groups differed greatly in size, an enumeration was both
practical and appropriate. In this particular manufacturing facility, as in many, there were more
males than females, and more younger workers than older. An enumeration was just as feasible
as a sample, although that’s not always the case.
8. When dealing with nominal and ordinal variables, one always has to deal with the fact that there
is no true mean. Consequently, researchers have to be aware that they are measuring association
or likelihood of independence, not correlation. This means that researchers need to set the bar
high before drawing definitive conclusions.
9. A plausible explanation for these seemingly divergent outcomes would be that there was another
variable that, strongly interacting with gender, created the outcomes seen in the data. It would be
a good idea to pursue the possibility that there are other factors that impact the variation seen
here. Researchers should investigate to see if gender and (dependent variables) are independent if
combined with age, race, seniority, or job classification.
10. As noted in the conclusions and lessons learned, the HR professionals believed that there was a
variable interacting with gender that led to the variation. In future studies, the researchers were
careful to look specifically for an interaction effect among variables. (i.e. gender might interact
with race, or seniority might interact with age, or gender might interact with job classification.)
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Abstract: Colleges and universities today are finding themselves under increasing pressure to change the practices
of teaching. Rapid advancements in technology and demands of a knowledge-based society quickly change
expectations and standards in higher education. Technology brings alternative ways to organizing and conveying
information. The paradigm of predominantly linear process of learning is shifting to set new trends in online
education with applications of differing teaching and learning styles. One of the challenges is to create dynamic
learning communities that are learner-centered rather than teaching-centered. This paper discusses the importance
of rubrics and components of team-based learning in online education utilizing results of a survey that was
administered in an undergraduate Marketing class conducted at a Midwest University’s Business Administration
Program. The paper proposes strategies for building effective learning communities in online environments by
utilizing rubrics and other team-based learning strategies that can improve the online experience. Our contribution
is to evaluate the effectiveness of various tools and components of team-based learning to assist faculty creating
student-centered learning goals and outcomes to build dynamic online learning communities. Our findings confirm
that rubrics and survey results support current literature on the effectiveness of team-based and small-group
learning and the importance of rubrics in online education.

INTRODUCTION
Higher education has been transforming itself from the Industrial age to the Information age. Dolence
and Norris (1995) report that the traditional classroom, seat time-based education, has been changed to a
“network learning” environment where knowledge navigation, distance-free learning, fusion of learning
and work, and achievement-based outcomes are some of the key elements of an education in the
Information age (Table 1).

TABLE 1
HIGHER EDUCATION: A VISION FOR LEARNING IN THE 21ST CENTURY
Industrial	
  Age	
   	
  
	
  
	
  
	
  
	
  
	
  
Information	
  Age	
  
	
  
Classrooms,	
  libraries,	
  and	
  laboratories	
  
	
  
	
  
Network	
  
Teaching	
  
	
  
	
  
	
  
	
  
	
  
	
  
Learning	
  
Seat	
  time-‐based	
  education	
   	
  
	
  
	
  
	
  
Achievement-‐based	
  learning	
  
Information	
  acquisition	
  
	
  
	
  
	
  
	
  
Knowledge	
  navigation	
  
Distance	
  education	
   	
  
	
  
	
  
	
  
	
  
Distance-‐free	
  learning	
  
Continuing	
  education	
  	
  
	
  
	
  
	
  
	
  
Perpetual	
  learning	
  
Time	
  out	
  for	
  learning	
   	
  
	
  
	
  
	
  
	
  
Fusion	
  of	
  learning	
  and	
  work	
  
Separation	
  of	
  learners	
  and	
  learning	
  systems	
  	
  
	
  
Fusion	
  of	
  learning	
  systems	
  
	
  
Dolence,	
  M.	
  G.	
  and	
  Norris,	
  D.	
  M.	
  (1995).	
  Transforming	
  Higher	
  Education:	
  A	
  Vision	
  for	
  Learning	
  
in	
  the	
  21st	
  Century.	
  Ann	
  Arbor,	
  MI:	
  Society	
  for	
  College	
  and	
  University	
  Planning	
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Fogel (2007) summarizes the differences between the old and new paradigm of teaching and learning
(Table 2). A comparison of the old and new paradigms indicates that the shift occurs at multiple levels by
altering the concepts of knowledge, students, faculty purpose, relationships, teaching, and assumption
about who can teach and how teaching can be effective. In the old paradigm, knowledge has been
transferred from faculty to students.

TABLE 2
COMPARISON OF OLD AND NEW PARADIGMS OF TEACHING
	
  
Old	
  Paradigm	
  
New	
  Paradigm	
  
Knowledge	
  
Transferred	
  from	
  Faculty	
  to	
  
Jointly	
  constructed	
  by	
  Students	
  and	
  
Students	
  
Faculty	
  
Students	
  
Passive	
  vessel	
  to	
  be	
  filled	
  by	
  Faculty	
   Active	
  constructor,	
  discoverer,	
  
knowledge	
  
transformer	
  of	
  own	
  knowledge	
  
Faculty	
  
Classify	
  and	
  sort	
  Students	
  
Develop	
  Students’	
  competencies	
  and	
  
Purpose	
  
talents	
  
Relationships	
   Impersonal	
  relationships	
  among	
  
Personal	
  transaction	
  among	
  students	
  
Students	
  and	
  between	
  Faculty	
  and	
   and	
  between	
  faculty	
  and	
  students	
  
Students	
  
Context	
  
Competitive	
  and	
  individualistic	
  
Cooperative	
  learning	
  in	
  classroom	
  and	
  
cooperative	
  teams	
  among	
  faculty	
  
Assumption	
  
Any	
  expert	
  can	
  teach	
  
Teaching	
  is	
  complex	
  and	
  requires	
  
considerable	
  training	
  
The new paradigm of teaching requires educators to consider new meanings and methods of learning
and teaching models that are suitable for a society of the Information age (Fogel, 2007). In the new
paradigm, knowledge is constructed jointly by students and faculty. Rather than being passive vessels to
be filled by faculty knowledge, students in the new paradigm become active constructors and discoverers
of knowledge. The purpose of the faculty in the new paradigm is to develop student competencies.
Relationship building among students and faculty is a key component in fostering cooperative learning
and teamwork in the Information age.
Online team-based learning (TBL) is a relatively new teaching approach that makes extensive use of
intensive interactive team activities in the classroom to deepen learning. Online education will continue to
grow. With the advent of entire academic programs being offered online, students have an increasing
number of online courses from which to choose. Therefore, online learning communities keep on growing
in their importance. Faculty are often being pressed into teaching online, each one left to develop their
own course, sometimes in isolation from other online instructors. Yet the availability of teaching
resources has drastically increased, and the quality of those resources has improved.

TEAM-BASED LEARNING (TBL)
TBL is an instructional strategy where students work in small groups to enhance/deepen learning
(Michaelsen, Fink & Knight, 2002). In the on-line environment, learning is enhanced via the social and
academic interaction of the group absent the traditional face-to-face class. As teams become
interconnected and unified, their communication skills will improve and they can divide the workload and
support each other. “Student teams can give individuals insights and understanding that could never be
achieved alone” (Johnson & Johnson, 2004, p. 9).
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According to Michaelsen and Sweet (2009), “the four essential elements of TBL consist of: (1)
appropriately created and managed teams, (2) students held accountable for the quantity and quality of
their individual and team work, (3) regular and timely feedback, and (4) team assignments that promote
learning and team development” (p. 8). When the four essential elements of TBL are successfully
implemented, cohesive learning communities can evolve. TBL may provide an opportunity for students to
develop problem solving skills that are aided by regular feedback from the instructor and team members.
Problem solving occurs in team settings where “individuals share tasks and contribute to resolving
problems that are not well defined” (Hunt, Haidet, Coverdale, & Richards, 2003, p. 13). TBL provides
opportunities for students to recognize gaps in one’s knowledge. These gaps are exposed during team
discussions and reporting which can become a strong motivator for continued learning.
The instructor needs to monitor how the groups are being formed to make sure that the group will
succeed and be cohesive. Students should be in the same group for the entire semester. Students must be
accountable to both their faculty and their group. Individual learning, group development, and group
cohesiveness are limited when there is a lack of preparation (Michaelsen & Sweet, 2009). A grading
system that is best for a TBL course is one that provides incentives for group and individual work.
Although team-based learning can be effective, there are also challenges. Some of the challenges are
cultural differences, technical challenges, and participation challenges. According to Miller (2009)
“cultural differences can become a challenge when the differences are not realized and for which no
preparation has been taken” (p. 6). To overcome cultural differences students should talk about their
culture at the beginning of the class and discuss openly any cultural factors that may influence the way
they learn and participate in the class. The instructor should instruct students to be sensitive to the other
students so they do not offend anyone. Technical problems can be a challenge in any online class. In some
cases the technical support is not adequate. Participation problems are obvious in team-based learning. No
matter how much an instructor stresses the importance of participation there are still going to be some
who do not participate.
Working in online groups can be extremely frustrating when group members fall behind or do not
complete tasks they were assigned by the group. Students must identify and discover specific roles to
allow the group to operate effectively. Students must be able to trust the members of the group or success
might be limited to one person doing all the work, or not completing the assignment at all. Developing a
sense of trust has been found to be related to group success (Morgan, Cameron, & Williams, 2009).
Immediate feedback helps individuals retain the material. The last essential element of TBL is assignment
design. Instructors first have to make sure that the assignments are focused on learning, and second that
the assignments concentrate on further development of the teams.
Thompson and Ku (2010, p. 132) note that teams that collaborate more during their online classes
“initiated more interactions among team members, generated more new ideas through discussions, and
solved problems more independently with less guidance from the instructor, and ultimately retrieved
better learning results.” This indicates that TBL in online learning can help students generate ideas,
improve independent thinking, and solve problems. In addition, TBL could assist passive learners to
become active participants in online discussions. For example, in most online classes, students are
required to participate in weekly discussions by posting responses to topical questions and responding to
other classmates’ posts (Fogel, 2007). To complete these tasks, students need to understand and apply the
concepts learned so they can have a productive discussion in the class. This is different from a face-toface class where some students tend to hide and don’t engage in class discussions (Gomez, Wu, &
Passerini, 2009).
Teaching an online class can be very difficult for some teachers to accomplish. Faculty need to make
sure the students feel connected and part of the class. Faculty should oversee the discussions and help
students focus on the topic by encouraging student participation and an ongoing exchange of ideas.
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“Communicating with students and building relationships with them are among the hardest but most
important parts of online teaching (Ash, 2011, p. 32).” Developing an online course is a long process
which includes extensive planning and organization. Faculty should provide as much detail as possible
about discussions and assignments so expectations are clear. Teamwork assignments must be nurtured by
faculty to assure member participation and effectiveness of accomplishing tasks. The use of teamwork
deepens the learning experience and promotes active learning. Doing this in the classroom extends the
business world practice of working in teams to the students who will need to develop these skills in order
to be successful (Gomez, Wu & Passerini, 2010). As the business world continues to expand globally,
team-based virtual teams have become an increasingly important factor that schools must consider when
designing online classes.
Research shows that the success of online classes depends on two main factors: course design and
student interaction and collaboration (Grezda, Haq, & LeBrasseur, 2008). According to Kearsley (1998),
“the single most important element of successful online education is interaction among participants” (p.
3). If you are developing an online course, being able to incorporate meaningful and appropriate
interactions must be a major goal. One way to get students interact with each other is through group
projects and team based activities. To assure that students understand the importance of collaboration and
have motivation to participate in online groups, there are specific strategies that instructors may use. For
example: making sure that students know the expectations for participation; that students are clear on
what they are supposed to do; that there is relevance to the real world; that the student groups are formed
early so there is a chance to develop cohesiveness; monitoring the groups and giving feedback; and
allowing sufficient time to complete the tasks.
The social interaction between students is critical in the success of the team meeting its goal. In the
online setting, the social interaction of virtual groups highlights the importance of a sense of community
(Grzeda, Haq, & LeBrassuer, 2008). Conrad (2005) defined community as of “a sense of connection,
belonging, and comfort that develop over time among members of a group who share a common goal” (p.
2) and has been linked in to a sense of safety, trust, and sharing. Trust is especially important, as team
members must be able to rely on others to do their part. The difficulty of this is magnified in an online
environment due to the lack of interaction between members. Trust has been identified as being the most
critical factor of effective team process and performance on a project (Liu, Magjuka, & Lee, 2008). To
alleviate some of these difficulties in online courses, we recommend the use of rubrics.

RUBRICS IN ONLINE DISCUSSIONS
A rubric is a scoring tool that lists the criteria for an assignment. The rubric must present as clearly as
possible the criteria for grading each task the instructor is requiring. Well-written rubrics help students
understand what they are expected to accomplish in an assignment, improve student performance as well
as monitor it, and help define quality. Rubrics assist in making the evaluation and feedback process more
effective, more objective, and more likely to result in deeper student learning. Using rubrics help students
with peer assessment (judge the quality of their own and others’ work) and reduce the amount of time
instructors spend evaluating student work.
As faculty become involved in online instruction, the construction of online rubrics can be
overwhelming. There are many examples from which to choose such as the one generously posted by the
University of Illinois at the Illinois Online Network, and others. Palloff and Pratt (2005) provide practical
guidance for faculty, concentrating on collaboration and creating online learning communities that
enhance critical thinking. Faculty should create rubrics that measure learning objectives that are most
important while ensuring that grade integrity is maintained. Sadler (2009) points out that grade integrity is
the extent to which each grade awarded is strictly commensurate with the quality, breadth and depth of a
student’s performance. He argues that there needs to be a proper match between assessment and the
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course objectives one hopes to accomplish. By achieving this match will give a rubric ‘fidelity.’ The
author concludes by recommending that rubrics continue to be used for the assessment of online
discussions but that a more consistent approach be taken to the construction and definition, and that
current practices need to be changed to improve the validity and fidelity of rubrics.
According to Elliott’s (2010), there is an inconsistent approach to rubric creation, particularly in
terms of validity, reliability, and ‘fidelity.’ He recommends that the current practice must be changed to
include more validity and fidelity, arguing that a ‘good’ rubric measure should, among other things, be
expressed clearly and simply; should be tied to course objectives; should be free of bias and use
terminology consistently; should reward the learner’s final level of competency and not reward nonachievements such as effort or participation. Rubrics should be expressed as criteria that exemplify
different levels of performance and cognition across various levels, using holistic and analytical markings
and rewarding the learner’s final level of competency (Palloff & Pratt, 2005).
Rubrics must be used carefully. Bali and Ramadan (2007) found that the use of assessment criteria is
commendable and that using a rubric allows one to assess online discussion activities more objectively,
particularly with respect to specific learning objectives. Researchers have looked at various rubrics in
online courses. According to Elliott (2010), the purpose of some rubrics appears to be confusing, and
their validity and fidelity are sometimes low. He recommends faculty to continue using rubrics, however
advises them to use the following eight criteria for developing effective rubrics:
1. Use criteria which recognize performance or cognition.
2. Employ holistic and analytical marking that reward the learner’s final level of competency.
3. Apply valid measures of the course objectives.
4. Criteria should exhibit high levels of fidelity and not reward non-achievements such as effort
or participation.
5. Be expressed clearly and simply to maximize reliability.
6. The rubric should use terminology consistently.
7. The criteria should be free of bias.
8. Should recognize and reward the unique affordances of online writing.

SURVEY METHODS
The study utilized an online survey that respondents completed voluntarily in an online Marketing
class of an undergraduate Business Administration Program at a Midwest state university. The survey
questions asked participants to rate their opinions (using a Likert scale) on the value of rubrics in online
discussions, the extent to which they found the rubrics helpful and valuable in homework assignments,
evaluating one’s own work in online discussions and homework assignments, and the extent of the value
of team-based learning components in online discussions. The survey also asked respondents to indicate
the minimum and maximum ideal size of group discussions in online classes. In addition, three openended questions inquired about recommendations for designing homework rubrics, discussion rubrics,
and team-based learning facilitation in online classes. A total of 20 responses were collected and analyzed
for this study.
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RESULTS AND FINDINGS
The survey was given to students in an online Marketing course in the undergraduate Business
Administration Program during the Fall Semester of 2011. The results indicate that respondents have
several important concerns and opinions about the rubrics and what they consider useful to help their
learning. The instructor surveyed students to ask if the rubric was valuable, and if the students used the
rubric when evaluating their own discussion postings.
Respondents rated the level of helpfulness and value of having a rubric. Of the 20 responses, 90% of
the students agreed that it was at least somewhat helpful to have a homework rubric, and 80% of students
found that it was at least somewhat helpful to have a rubric for online discussions. See Exhibit A and B
for results. In evaluating a particular classroom rubric for homework and online discussions, 90% of the
respondents agreed that the rubric they were using for homework was clear and understandable, and 80%
of the respondents agreed about the online discussion rubric. Participants indicated that they found the
rubric useful when they were completing their work, with 50% using the rubric for evaluating their own
online discussion work, and 55% using the rubric for evaluating their own homework assignments.
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Exhibit A: Homework Rubric
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Exhibit B: Online Rubric

One of the suggestions for the rubric was to not have a word limit for posting, because such word
limitations could make the postings superficial. Other changes included wanting to do fewer postings and
to not be required to post on two different days. When asked if students learned from their fellow
classmates during online discussions, 60% agreed that they had learned a great deal from their teammates,
with only 20% disagreeing.
Over two-thirds of the students had comments that described how they learned from each other, with
the majority talking about differing perspectives and points of view. See Exhibit C for results. One
student added that online discussions are frustrating because they are only opinions; another mentioned
that they never read the postings from other students just in case the other students are incorrect.
The majority of respondents (65%) thought that doing the assigned homework out of the textbook
was the way they learned best, with exams being the least helpful part of an online course. See Exhibit D
for results. The majority of respondents (60%) desired online discussion groups of no more than ten
participants, and the ideal range of participants was considered to be between 7 and 10. See Exhibit E for
results.
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When asked for specific ideas for improvements, one suggestion was to limit the online discussion
groups to small teams but allow the class to see everyone’s discussions. The main opinion regarding this
was that if you happened to be in a group that wasn’t quite as effective as another group, you could still
observe the learning that other groups were experiencing.
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Exhibit C: Learning From Team Members
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Exhibit D: Value of Learning Components
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Exhibit E: Ideal Group Size Ranges
Responses to the open-ended questions indicated preferences for utilizing components of TBL as
follows:
•

Divide the course into small, permanent groups

•

Develop teams based on experience, student expertise, geographic location of students, and other
diversity factors

•

Incorporate assignments and tasks that encourage preparation and application of course material

•

Timely feedback from the instructor and from team members

•

Using well-constructed rubrics for guidance and evaluation.
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According to our results, students prefer no more than 10 in their discussion groups, with a preferred
range of 7 to 10. Interestingly, we found that several students complained when the group reached as few
as 4, arguing that they do not have enough different ideas to make responses meaningful. Our results
confirm previous studies on small group participation. According to the University of Missouri, St. Louis,
5 to 6 team members, and no more than 8 are recommended in online groups. The Illinois Online
Network notes 5 to 10 participants as ideal; as such a number is not overwhelming for the instructor or the
participants. In the use of discussion groups for the sciences, researchers indicate 8 to 15 members as
ideal for small groups (Cann, Calvert, Masse, & Moffat, 2006). The Virginia Commonwealth University
(2009) recommends 4 to 6 participants as ideal, and notes that effective group size can be anywhere from
3 to 10. It appears that instructors vary in their preferences to group size.

CONCLUSION
This study confirms previous research in that frequent interaction in online classes seems to be an
important factor in assuring effectiveness of learning and teaching in online education. An online learning
community exists only if its members are active. As a facilitator, faculty must guide, engage, and focus all
participants in class discussion along constructive paths to learning. Our survey results found that students
prefer a small group environment, especially in an online setting. Rubrics can be helpful tools for both
instructors and students in clarifying expectations and evaluations. By incorporating components of
rubrics and TBL in online environments, true learning communities can be created to facilitate
comprehension and application of course concepts. Assessment in online education should include
learning outcomes by using credible and valid measurements. Faculty should design and customize
questions based on course content and outcomes to be measured. If the design does not go through
reliability and validity statistical analysis, it is considered informal assessment. This form may consist of
instructions to the student and questions that are indicators of assessing learning outcomes, instructional
strategy, and open-ended student comments. By having a feedback loop to evaluate instructional
effectiveness in online teaching, higher educational institutions can assure that the practices used achieve
the desired outcomes in student learning and behavior. Institutional support for faculty development is
necessary to achieve excellence in online education. At the present, many institutions provide technical
support and software training for faculty. However, faculty development needs to include training on
teaching tools, rubrics, and TBL methods that facilitate online learning outcomes. This training is
essential in assisting faculty making the transition from a teacher-centered classroom to a learner-centered
dynamic online learning community.
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