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Corporate Governance and Transparency:
A Research Study Investigating CEO Duality in
Fortune Ranked Companies
Patricia B. Abels, The University of Findlay
Joseph T. Martelli, The University of Findlay
The fiduciary oversight expected from the board of directors has intensified because of corporate scandals of
corruption and fraudulent financial reporting within the US. The Federal Government, Securities and Exchange
Commission, American stock exchanges, and shareholders are demanding corporate transparency in these matters.
This longitudinal study examines CEO duality of the largest firms in the US as a whole and by industry sector.
Concentrating on the agency theory, this paper investigates the two-tier compliance status within the largest 500
firms in the US, as reported by Fortune Magazine in 2008 and 2010. This study seeks to reveal the degree to which
CEO duality roles exist today in large US publicly traded corporations. The investigation began by reviewing the
2008 CEO duality status. Further analysis incorporated the 2010 top 500 revenue-generating firms in the US. The
combination of titles held by CEOs remained consistent from 2008 to 2010. However, in 2008, CEO/Chairman title
ranked first and it ranked third in 2010, which is a 68.4 percent decrease from 2008 to 2010. Further review reveals
CEO/President title witnessed a 110 percent increase from 2008 to 2010 and ranks first in 2010. The 2010 increase
in CEO/President titles and a decrease in CEO/Chairman titles are consistent with the principal-agency theory.
There is a gap within the existing literature addressing the current governance trends within large US companies in
order to heighten corporate disclosure and transparency. This research study can have global implications because
of the internationalization of capital markets and the volume of cross-listings.

INTRODUCTION
The practice of splitting the role of CEO and Chairman within public corporations in the United
States (US) has gained tremendous attention by the Federal Government, Securities and Exchange
Commission (SEC), American stock exchanges, and shareholders who have requested an improvement in
corporate transparency. CEO duality refers to when a CEO also serves as the Chairman of the Board of
Directors. Some organizations in the US have policies permitting CEO duality and independent board
members. However, some of those organizations have also been associated with going concern and
bankrupt firms. Boards of directors have a fiduciary responsibility to protect the interests of shareholders,
and should legally work as a fiduciary agent to protect shareholders from conflicts of interest (Martelli &
Abels, 2011). The functions expected from the board of directors have intensified because of recent US
corporate scandals. Splitting the duality role appears to be gaining acceptance within large US companies.
The practice of splitting the role of CEO and Chairman within public corporations has become a reality
within the US, whether on a voluntary or mandatory basis, in order to heighten corporate disclosure and
transparency.
The implication of this paper contributes to the ongoing debate on the roles CEOs play within large
corporations within the US. The separation of vital corporate positions, CEO and Chairman, has surfaced
due to the turbulence in the American economy (Elsayed, 2007). Approximately 80 percent of large US
corporations have governance policies that permit CEO duality whereas large foreign corporations
operating in Europe do not (McGrath, 2009). Furthermore, companies around the world have utilized a
two-tier governance structure successfully (McCafferty, 2009). For instance, 100 percent of German and
Dutch companies already employ a two-tier split structure and about 79 percent of large companies
located in the United Kingdom have an independent Chairman (Lublin, 2009; News Editor, 2009). There
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is a gap within the existing literature addressing the current governance trends within large US companies.
This paper can have implications globally because of the globalization of capital markets and the volume
of cross-listings.
Concentrating on the agency theory, this paper investigates the two-tier compliance status within the
largest 500 firms in the US, as reported by Fortune Magazine in 2008 and 2010. The discussion begins by
examining the legislation fueling the change to implement a two-tier governance system within US public
organizations. Following is a discussion of the theory that explains the relationship between management
and shareholders. There is a discussion addressing the results of the analysis followed by concluding
remarks.

LEGISLATION
The organizational structure of a corporation defines a firm’s policies and its relationships between
the board of directors, management, stockholders and stakeholders. The foundation of corporate
governance relies on the disclosures that enhance trust in corporations by allowing public confidence to
increase within those organizations. The control mechanism, which governs the activities of management
and overseen by the board of directors, is termed corporate governance (Bozec, 2005).

Sarbanes-Oxley Act
Numerous corporate scandals of corruption and fraudulent financial reporting have surfaced within
the US (e.g. Enron, WorldCom and Arthur Anderson). Investors lost millions of dollars, which weakened
public confidence in the financial dealings and corporate governance surrounding public corporations. For
instance, a public poll by Harris Interactive in 2003 reveals the public’s confidence level in US leaders of
major companies declined 35 percent since 2001, and accounting and corporate scandals attributed to this
decline. The public’s confidence level rebounded to 15 percent in 2010, representing a 25 percent overall
decline since 2001 (Harris Interactive, 2010). In order to re-establish the public’s confidence level, former
President George W. Bush signed into law the Sarbanes-Oxley Act (SOX) on July 30, 2002. Senator Paul
Sarbanes and Representative Michael Oxley were the major supporters for the passage of SOX. The act
regulates the financial activity and corporate governance of public corporations. Sarbanes-Oxley had an
overwhelming approval with a 423-3 vote in the US House of Representatives and a 99-0 in the US
Senate (SOX, 2002).
The Securities and Exchange Commission regulates corporate compliance with SOX. As a result, all
publicly traded companies traded on the US markets that have registered debt securities or equity
ownership must comply with the requirements of SOX. The act has increased the accountability of boards
and management. The primary concern of the act is to restore public confidence in the reliability of
financial reporting. The act requires management to supply additional supplementary disclosures ensuring
the accuracy and representation of the financial reports (Abels & Martelli, 2011a).

Exchange Act
The New York Stock Exchange (NYSE) and the National Association of Security Dealers Automated
Quotations (NASDAQ) considered the adoption of an amendment (Release No. 34-48745) to the
Securities Exchange Act of 1934 that would forbid a dual CEO role. It also required board membership of
listed public companies to be predominately composed of independent directors, not management. The
SEC approved the amendment on November 4, 2003. The expectation was to make the board of directors
more independent while at the same time strengthening a corporation’s corporate governance policy. As a
condition of compliance, the independent directors must meet periodically without the presence of
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management. Additionally, the establishment of two committees, corporate governance and compensation,
is a requirement and both committees are to be composed entirely by independent directors (SEC, 2003).
After the US experienced a financial meltdown, government bailouts, high unemployment rates, and a
mortgage-based housing crisis, shareholders requested additional corporate oversight. Shareholders
began to submit proxy proposals that would ban CEO duality roles. Between 2007 and 2009, the number
of such proxy proposals increased from 25 percent to 37 percent (Millstein Center for Corporate
Goverance and Performance, 2009). Additionally, in April 2009, shareholders of Bank of America won a
majority proxy support of 50.34 percent. That resulted in Bank of America becoming the first company in
the US where shareholders forced a CEO to step down from the Chairman position (Millstein Center for
Corporate Goverance and Performance, 2009).
On December 3, 2009, SEC amended Regulation S-K (Release No. 34-60280), enhancing corporate
governance and disclosure policies surrounding the structure of corporate leadership. The logic behind
why corporations believe its board membership is best suited for their organization is a disclosure
requirement. Among other items (e.g. compensation issues), the amendment restricts CEOs from dually
serving as Chairman of the board of directors. If public corporations do select a dual CEO role, they must
justify and disclose their reasoning for doing so. Furthermore, companies are required to employ an
independent lead director to facilitate board meetings and disclose the exact responsibilities of the
independent lead director, such as the director’s function in the leadership of the company. The increase
in disclosure has given more insight to shareholders on how boards of directors function within
companies (SEC, 2009).

THEORY
The agency theory defines the relationship existing between a stockholder (principal) and
management (agent). Underlying the agency theory, the owners of the corporation elect agents to perform
the daily operating decisions on their behalf (Abdullah & Valentine, 2009). A relationship exists between
principal and agent through delegation, which conceivably could create a conflict of interest (Hendry &
Kiel, 2004). Agency theory expects an agent’s behavior to be opportunistic and self-serving with
motivation that satisfies their personal goals (Podrug, Filipovic & Milic, 2010). The stewardship theory
disputes the self-serving interest of agents as suggested under the agency theory (Hendry & Kiel, 2004).
The theory proposes that stewards (management) are inclined and motivated to conduct themselves in a
manner that priorities the interests of shareholders (Davis, Schoorman & Donaldson, 1997). The agency
theory has been the prevailing paradigm and the stewardship theory should be a complementary model
rather than superior model to the agency theory (Anderson, Melanson & Maly, 2007).

Agency Theory
The principal-agent relationship explains the governance practice between the owners of a
corporation to elect a company’s board of directors, and the board of directors’ responsibility for hiring
the professional management team to run the daily operations of the organization (Abdullah & Valentine,
2009). In essence, shareholder’s delegate their ownership power to the board of directors and trust them to
protect their interests, including shareholder wealth maximization. Responsibilities exist for the board of
directors to monitor and correct the actions of the corporate management team, strategically advise CEOs,
and acquire external resources in order to build corporate resources (Elsayed, 2007). CEOs are
responsible for running the corporation whereas Chairmen are responsible for the board of directors,
including senior management recruitment and CEO succession (Lublin, 2009). The delegation of
responsibilities has introduced the likelihood of moral hazard to exist, because conflicting interests
between principal-agent can eventually hinder the goal of profit maximization for the shareholders. When
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confronted with varying business alternatives, the agency theory assumes an agent will select the best
option that enhances their own personal benefit (Abels & Martelli, 2011a).

Agency Theory Perspectives
There are different perspectives surrounding the split role of CEO and Chairman. Advocates and
Agency theorists believe the CEO duality position hinders firm performance because of the lack of
independence (Abels & Martelli, 2011a). The presence of CEO duality deteriorates the fiduciary
oversight power of the board of directors, leaving the board of directors unable to substantiate that
management’s behaviors are appropriate and in the best interest of the shareholders (Eisenhardt, 1989;
Hendry & Kiel, 2004). Unreliable channels of communication can result, which further hinders and
weakens the protection sought by shareholders (Bricker, 1998; Nicholson & Kiel, 2007).
Proponents favoring the duality role believe having one central authority figure reduces confusion
about “who is” the firm’s leadership authority, therefore eliminating rivalry between CEO and Chairman.
The union of CEO and Chairman creates an understanding between the board of directors, management
and shareholders, which ultimately increases a firm’s performance (Abels & Martelli, 2011b). Agreeing
to high CEO authority and discretion permits the dual role of CEO and Chairman to exercise
improvements in the decision-making process because a CEO is more knowledgeable about the firm,
which permits efficiency in implementing and reaching the desired strategic goals within organizations
(Singh, Mathur & Gleason, 2004).
However, splitting the role of CEO and Chairman within organizations is valuable in monitoring the
actions of management. It can also help a firm because it brings together the skills of two individuals,
rather than one (Neff & Charan, 2010). The separation of the dual position restricts the authority of CEOs
to influence the board of directors (Finkelstein & Mooney, 2003). When difficult decisions surface, the
board of directors can help monitor the situation without conflict of interest. CEOs tend to prefer the
duality roles in order to maintain a high level of control within the firms they manage, while corporate
directors and shareholders favor splitting the roles in order to boost the independence of management
(Abels & Martelli, 2011b).

METHODOLOGY, ANALYSIS, AND RESULTS
Literature reveals that some US companies have replaced its dual CEO role to a two-tier split and in
some firms an independent Chairman role. Business Week (1991) explored 1,000 leaders of the Corporate
Elite and found that 999 leaders carried the title of CEO (one company had no CEO). About 50 percent of
the Corporate Elite held the title of Chairman within their respective organizations and 55.7 percent also
served in the capacity of President (Business Week, 1991). Overall, 28.1 percent of the Corporate Elite
held a triple title of CEO, Chairman and President (Business Week, 1991). Martelli and Abels (2009)
study of Fortune 500 CEOs revealed 499 leaders carried the title of CEO (one company had no CEO) and
60.7 percent of CEOs held the title of Chairman, with 55.7 percent of CEOs serving in the capacity of
President. Overall, 28.1 percent of Fortune 500 CEOs held triple a title of CEO, Chairman and President
(Martelli & Abels, 2010).
This study seeks to reveal the degree to which CEO duality roles exist today in large US publicly
traded corporations. The investigation began by reviewing the 2008 CEO duality status of the top 500
revenue-generating firms in the US as published by Fortune Magazine. Further analysis incorporated the
2010 top 500 revenue-generating firms in the US as published by Fortune Magazine. In particular, the
comparison discovered that 432 companies remained on the Fortune listing for both 2008 and 2010.
From the 432 firms, 86 companies appointed a new CEO. Successful implementation of a two-tier split
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role within organizations tends to increase when the retiring CEO exits completely from a company
(McKinsey and Company, 2004). The supplementary analysis focuses on the 86 newly appointed CEOs.
The North American Industry Classification System (NAICS) is the product classification used in
order to establish the principal industry sector for the Fortune 500 companies under analysis. NAICS
contains a six-digit-coding scheme established by the Federal Government, which permits industry sector
comparisons of organizations in North America. The analysis is limited to the first two-digits of the
complete six-digit code.

TABLE 1: FORTUNE 500 CEO TITLES IN 2008

Title(s) Held by CEOs

Number of CEOs

Percent of CEOs

CEO/Chairman
CEO/Chairman/President
CEO/President
CEO Only
CEO/President/Other
CEO/Chairman/President/Other
CEO/Other
CEO/Chairman/Other
No CEO

156
128
120
48
18
10
7
1

31.2%
25.6%
24.0%
09.6%
03.6%
02.4%
02.0%
01.4%
00.2%

Total

500

100.0%

12

Table 1 shows the titles held by corporate executives among the 500 companies as reported in 2008.
The table includes eight possible combinations of titles that CEOs of large US corporations have. The
most frequent title held by CEOs is the combination of CEO/Chairman with 156 executives holding that
title. The second most frequent combination is 128 executives holding the title of
CEO/Chairman/President. The third most frequent combination is 120 executives holding the
combination title of CEO/President. These three CEO combinations of titles account for 80.8 percent of
titles held by 404 CEOs out of 500 CEOs in the US.
Further review of Table 1 provides an insight of the duality status surrounding CEO executive
positions in the US. CEO/Chairman yields 156 executives holding duality responsibilities.
CEO/Chairman/President is the next frequent format for duality with 128 executives holding that title.
CEO/Chairman/President/Other accounts for 12 executives and CEO/Chairman/Other accounts for 7
executives holding the duality title. In total, the analysis reveals 60.6 percent (303 CEOs) of CEOs held
the title of Chairman within US organizations whereas 39.4 percent (197 CEOs) of CEOs did not hold the
title of Chairman.
Consultants at Mercer studies (as cited in Frazee, 1997) conclude nearly 77 percent of large 500 US
based companies had CEOs holding the title of Chairman in 1996, which is down from roughly 84
percent in 1993. When analyzing S&P 500 firms, the results are similar, with 63 percent of S&P firms
having CEOs holding the title of Chairman in 2008, which is down from roughly 79 percent in 1998
(News Editor, 2009). Table 2 provides an industry breakdown on CEO duality and CEO non-duality for
the 500 CEOs in 2008. The industry duality percentage equals or exceeds 50 percent in nearly all industry
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sectors with the exception of two industries sectors, Information and Construction. CEO/Chairman
duality has been the norm for US companies in the past. Duality in 2008 is comprised of 60.6 percent
(303 CEOs) of CEOs. The 60.6 percent duality in 2008 for this study equates a continual decrease from
the 84 percent in 1993 and 77 percent in 1996. Splitting the dual role appears to be gaining acceptance
within large US companies.

TABLE 2: FORTUNE 500 CEO TITLES AND INDUSTRY SECTOR IN 2008

Duality

Non-Duality

Total
CEOs

CEOs

Percent

CEOs

Percent

Manufacturing
Finance and Insurance
Retail Trade
Utilities
Information
Wholesale Trade
Transportation and Warehousing
Professional, Scientific, and Tech Services
Mining, Quarrying, and Oil and Gas Extract
Construction
Real Estate and Rental and Leasing
Accommodation and Food Services
Administrative and Support and Waste
Management and Remediation Services
Health Care and Social Assistance
Agriculture, Forestry, Fishing and Hunting
Management of Companies and Enterprises
Arts, Entertainment, and Recreation
Other Services (except Public Admin.)

178
80
57
35
30
27
24
13
12
12
7
7
6

115
42
37
23
12
14
17
8
8
4
6
5
3

64.6%
52.5%
64.9%
65.7%
40.0%
51.9%
70.8%
61.5%
66.7%
33.3%
85.7%
71.4%
50.0%

63
38
20
12
18
13
7
5
4
8
1
2
3

35.4%
47.5%
35.1%
34.3%
60.0%
48.1%
29.2%
38.5%
33.3%
66.7%
14.3%
28.6%
50.0%

6
2
2
1
1

4
1
2
1
1

66.7%
50.0%
100.0%
100.0%
100.0%

2
1
0
0
0

33.3%
50.0%
00.0%
00.0%
00.0%

Total

500

303

Industry Sector

197

The supplementary analysis focuses on the newly appointed CEOs by cross-referencing the 2008 and
2010 Fortune listings. Four hundred thirty two companies remained on both listings for this investigation.
From the 432 companies, 86 companies reported CEO turnover and are included. Table 3 provides an
overview surrounding the composition of titles held by 86 corporate executives where CEO turnover
occurred between 2008 and 2010.
The table includes eight possible combinations of titles that CEOs of large US corporations have. The
most frequent title for 2008 retiring CEOs is the combination of CEO/Chairman with 38 executives
holding that title. The second most frequent combination is 20 CEOs holding the title of CEO/President
and the third most frequent combination is 16 CEOs holding the combination title of

Corporate Governance and Transparency

Summer 2013, 7

	
  
CEO/Chairman/President. These three combination titles account for 86 percent of titles held by 74
retiring CEOs out of 86 retiring CEOs in the US.

TABLE 3: FORTUNE 500 NEWLY APPOINTED CEO IN 2010

2008
Title(s) Held by CEOs

CEOs

2010
Percent

CEOs

Percent

CEO/Chairman
CEO/Chairman/President
CEO/President
CEO Only
CEO/President/Other
CEO/Chairman/President/Other
CEO/Other
CEO/Chairman/Other
No CEO

38
16
20
8
0
1
3
0
0

44.2%
18.6%
23.2%
09.3%
0.00%
01.2%
03.5%
0.00%
0.00%

12
17
42
6
2
4
3
0
0

14.0%
19.8%
48.8%
07.0%
02.3%
04.7%
03.4%
0.00%
0.00%

Total

86

100.0%

86

100.0%

The most frequent title for 2010 new CEOs is the combination of CEO/President with 42 executives
holding that title. The second most frequent combination is 17 CEOs holding the title of
CEO/Chairman/President and the third most frequent combination is 12 CEOs holding the combination
title of CEO/Chairman. These three combination titles account for 82.6 percent of titles held by 71 new
CEOs out of 86 new CEOs in the US.
The three primary title combinations frequently held by CEOs remained consistent from 2008 to 2010.
However, in 2008, CEO/Chairman title ranks first and in 2010, the CEO/Chairman title ranks third. The
CEO/Chairman title witnessed a 68.42 percent decrease from 2008 to 2010 within Fortune firms. Further
review of the three primary title combinations frequently held by CEOs reveals that the CEO/President
title witnessed a 110 percent increase from 2008 to 2010 and now ranks first within Fortune firms. The
2010 increase in CEO/President titles and decrease in CEO/Chairman titles demonstrate that large US
companies are changing their corporate structures to non-duality roles.
Further review of table 3 shows the duality status surrounding the 2008 retiring CEOs in the US,
which resulted in CEO/Chairman yielding 38 executives holding duality responsibilities.
CEO/Chairman/President is the next frequent format for duality with 16 executives holding the title.
CEO/Chairman/President/Other accounts for 1 executive and CEO/Chairman/Other accounts for 0
executives holding the duality title. In total, the analysis reveals 64 percent (55 CEOs) of retiring CEOs
held the title of Chairman within organizations whereas 36 percent (31 CEOs) of retiring CEOs did not
hold the title of Chairman.
The duality status surrounding the 2010 new CEOs in the US resulted in CEO/Chairman/President
representing 17 executives holding duality responsibilities. CEO/Chairman is the next frequent format for
duality with 12 executives holding the title. CEO/Chairman/President/Other accounts for 4 executives and
CEO/Chairman/Other accounts for 0 executives holding the duality title. In total, the analysis reveals 38.4
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percent (33 CEOs) of new CEOs held the title of Chairman within organizations whereas 61.6 percent (53
CEOs) of new CEOs did not hold the title of Chairman. The 2008 duality (64%) versus non-duality (36%)
are mirror opposites of the duality (38.4%) versus non-duality (61.6%) experienced in 2010, which
further demonstrates that large US companies are changing its governance structures.

TABLE 4: FORTUNE 500 NEW APPOINTED CEO TITLES AND INDUSTRY SECTOR
IN 2008

Duality
Industry Sector

Non-Duality

Total
CEOs

CEOs

Percent

CEOs

Percent

31

20

64.5%
68.4%

11

35.5%

66.7%
80.0%
40.0%
50.0%
25.0%
66.7%
100.0%
100.0%
100.0%

4
1
3
2
3
1
0
0
0

Manufacturing
Finance and Insurance
31.6%
Retail Trade
Wholesale Trade
Information
Utilities
Professional, Scientific, and Tech Services
Transportation and Warehousing
Management of Companies and Enterprises
Health Care and Social Assistance
Accommodation and Food Services

12
5
5
4
4
3
1
1
1

8
4
2
2
1
2
1
1
1

Total

86

55

19

13

6
33.3%
20.0%
60.0%
50.0%
75.0%
33.3%
0.0%
0.0%
0.0%

31

The supplementary analysis focuses on the newly appointed CEOs by cross-referencing the 2008 and
2010 Fortune listings. Four hundred thirty two companies remained on both listings for this investigation.
From the 432 companies, 86 companies reported CEO turnover and are included. Tables 4 and 5 provide
an overview surrounding the industry sectors employing the 86 corporate executives where CEO turnover
occurred between 2008 and 2010. The results indicate that eleven US industry sectors have new CEOs
from 2008 to 2010, and Manufacturing accounts for 36 percent (31 CEOs) of the CEO replacements,
followed by Finance and Insurance (22.1%, 19 CEOs) and Retail Trade (14%, 12 CEOs). Overall, these
three sectors comprise 72.1 percent (62 CEOs) of the 86 CEO replacements between 2008 and 2010.
Isolating the three primary turnover industry sectors reporting 72.1 percent (62 CEOs) of the CEO
turnover in 2010 experienced a decline in CEO duality. The Manufacturing sector has a 40 percent
decline in duality, Finance and Insurance has a 38.5 percent decline, and Retail Trade has a 75 percent
decline. In 2008, the industry duality percentage is 66.1 percent (41 firms) for these three industry sectors
(62 firms), which is comparable with the overall 64 percent (55 firms) duality for the 86 firms and 60.6
percent (303 firms) duality for the 500 firms. In 2010, the industry duality percentage is 35.5 percent (22
firms) for these three industries (62 firms), which is comparable to the overall 38.4 percent (33 firms) for
the 86 firms. As a whole, the three primary industry sectors (62 firms) reported a 46.3 percent decline in
CEO duality in 2010 (22 firms vs. 41 firms) and the 86 firms reported a 40 percent decline in CEO duality
in 2010 (33 firms vs. 55 firms). It appears that in 2010, new CEOs relinquished their duality titles, which
demonstrates that large US companies are changing its governance structures. It appears that in 2010, new
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CEOs relinquished their duality titles in order to increase management’s perceived independence from its
shareholders, which further demonstrates the downward duality movement within US organizations.

TABLE 5: FORTUNE 500 NEW APPOINTED CEO TITLES AND INDUSTRY SECTOR
IN 2010

Duality

Non-Duality

Industry Sector

Total
CEOs

CEOs

Percent

CEOs

Manufacturing
Finance and Insurance
Retail Trade
Wholesale Trade
Information
Utilities
Professional, Scientific, and Tech Services
Transportation and Warehousing
Management of Companies and Enterprises
Health Care and Social Assistance
Accommodation and Food Services

31
19
12
5
5
4
4
3
1
1
1

12
8
2
2
1
3
1
2
0
1
1

38.7%
42.1%
16.7%
40.0%
20.0%
75.0%
25.0%
66.7%
0.0%
100.0%
100.0%

19
61.3%
11
57.9%
10
83.3%
3
60.0%
4
80.0%
1
25.0%
3
75.0%
1
33.3%
1 100.0%
0 0.0%
0 0.0%

Total

86

33

Percent

53

In the past, retiring CEOs holding duality roles within the US tended to hold onto one previous title
rather than relinquishing both titles when leaving an organization (McKinsey and Company, 2004).
Experience of companies in the United Kingdom found when CEOs held onto one title, the two-tier
structure did not work (McKinsey and Company, 2004). When the retired CEO retains one of their titles,
a power struggle between the new and retiring CEO can emerge, resulting in a barrier for successful
implementation (Abels & Martelli, 2011b). In deciding when to implement the separation of duality roles,
success is generally greater when a new CEO is hired and the retiring CEO departs the organization
completely (Neff & Charan, 2010). For this study, we further investigated the status of the 86 retiring
CEOs. We found 17.4 percent (15 CEOs) of retiring CEOs retained their Chairmen titles whereas 82.6
percent (71 CEOs) of retiring CEOs relinquished both titles.

CONCLUSION
A fiduciary duty exists with boards of directors to protect the interests of shareholders. Conflicts can
arise since a separation of owners (shareholders) and control mechanisms (board of directors) exists.
Theoretically, the principal-agency model explains the operation of boards of directors and the potential
conflicts that can arise. Dual CEOs have additional company insight at their disposal, which can enhance
the performance of companies. Insiders of organizations have greater firm knowledge that can permit
efficiency in the implementation of its strategic decisions, whereas outsiders of the organization are in a
better position to defend the interest of shareholders through its independent monitoring system.
On the other hand, weak board independence can promote moral hazard, which can lead to a negative
impact on firm performance. CEO duality can intensify management’s dominance, which ultimately
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undermines the oversight duty of boards of directors. The principal-agency theory supports splitting the
CEO and Chairman roles, which in turn strengthens an organization’s governance policy. Separating the
dual position as suggested by the principal-agency theory can restrict the authority of CEOs and their
ability to influence boards of directors. Therefore, the fiduciary goal to protect the interest of shareholders
from conflicting self-serving benefits can transpire.
The combination of titles held by CEOs remained consistent from 2008 to 2010. However, in 2008,
CEO/Chairman title ranked first and it ranked third in 2010, which is a 68.4 percent decrease from 2008
to 2010. Further review reveals CEO/President title witnessed a 110 percent increase from 2008 to 2010
and ranks first in 2010. The 2010 increase in CEO/President titles and a decrease in CEO/Chairman titles
are consistent with the principal-agency theory. The results demonstrate that large US companies are
changing governance structures.
The 2008 duality versus non-duality percentages (64% vs. 36%) are mirror opposites of the
percentages (38.4% vs. 61.6%) experienced in 2010, which is consistent with the principal-agency theory.
The 2008 industry duality percentage is 64 percent (55 firms) for the 86 firms is comparable to 60.6
percent (303 firms) for the 500 firms in 2008. The 2010 industry duality percentage is 38.4 percent (33
firms) for the 86 firms, representing a 40 percent decline since 2008. The 2010 results demonstrate that
large US companies are changing governance structures.
Duality in 2008 is comprised of 60.6 percent (303 CEOs) of CEOs, which is down from 84 percent in
1993 and 77 percent in 1996. The three primary turnover industry sectors (62 firms) experienced a decline
in CEO duality between 2008 and 2010. In 2008, the industry duality is 66.1 percent (41 firms) for these
62 firms, and in 2010, the industry duality is 35.5 percent (22 firms), representing a 46.3 percent decline
in CEO duality in 2010. It appears that in 2010, new CEOs relinquished their duality titles in the US.
Research by Sampson-Akpuru (2009) indicates that scholars (e.g. Baliga, Moyer, and Rao; Brickley,
Coles, and Jarrell; Chaganti, Mahajan, and Sharma; Dalton and Kesner; Goyal and Park; Jensen; Rechner
and Dalton; Pi and Timme) unanimously concur that when CEOs retain dual titles they exercise greater
dominance within corporations. Corporate directors and shareholders lean towards splitting duality roles
to enhance the independence of management; however, CEOs prefer duality roles to maximize their
power and dominance within organizations (McKinsey and Company, 2004). McKinsey and Company
(2004) survey indicated that 69 percent of 200 corporate directors from almost 500 companies support
splitting the CEO and Chairman roles into two positions. Splitting the duality role appears to be gaining
acceptance within large US companies. The practice of splitting the duality role of CEO and Chairman
within public corporations is becoming a reality within the US, whether on a voluntary or mandatory
basis, in order to heighten corporate disclosure and transparency.
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Global Skills and Competency Training for Developing
Global Talent:
Implications for International Human Resource Management
Gyongyi Konyu-Fogel, Walsh College
Organizational development initiatives that focus on developing long-term capabilities within the firm are crucial to
build core competencies and competitive advantage. This paper examines training and development factors of
global competencies in global business and leadership development. The study determines the demographic and
organizational factors that increase global mindset capabilities based on empirical research using quantitative
measures of global mindset in business. Participants included 158 senior business executives from five continents in
14 industries responding to an online survey. Global mindset of the leader is found to significantly improve
leadership behavior in global business. Recommendations are made for training and global skill development
through a variety of training methods to foster cross-cultural awareness, sensitivity, global mindset capabilities, and
improve leadership behavior in global business. Implications are made for international human resource practice.

INTRODUCTION
Training and development has many implications for International Human Resource Management.
Hunan resource and organizational development practitioners often encounter the task of developing
global talent and cross-cultural skills and competencies for employees who are involved in foreign travel
and international assignments. In my recent role as Director of Programs at the Center for Global
Leadership at a Midwest University, I worked with business and community organizations to identify
critical factors in developing effective international training programs. By conducting formal surveys and
inquiries, the following main factors emerged as primary training needs necessary for developing global
talent in today’s economy:
•

Encourage participation in international assignments as these allow employees gain intensive
experience in working with foreign nationals in foreign business environments.

•

Working overseas or by conducting business with foreign nationals who work and operate in
a foreign country, sometimes in virtual environments, can provide valuable experiences that
seem to increase global skills and global mindset capabilities.

•

Offering opportunities to learn a foreign language and encouraging employees to engage in
speaking foreign languages conversationally in formal and informal settings could create a
greater understanding of cultural differences and appreciation of other cultures.

•

Providing opportunities for increasing cross-cultural understanding through diversity training,
experiencing bilingual/multi-ethnic environments, participating in social, cultural, family, and
work-related events may increase an understanding of differences in cultures and their impact
on business practices and leadership behavior by improving global mindset skills and
competencies.

As organizations continue to increase their involvement in global markets, there will be an increasing
demand for leaders who are able to integrate global operations. Human resource managers should develop
training programs to help employees understand cultural differences and develop skills and competencies
to operate effectively in global environments as these factors can create competitive advantages and
improve individual performance and productivity.
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LITERATURE REVIEW
Working in global operations is noted to be more complex than leading traditional domestic or
national operations (Mendenhall, Osland, Bird, Oddou, & Maznevski, 2008). There is an on-going debate
in the literature on what differentiates global leaders from traditional leaders (Beamish & Calof, 1989).
Some scholars contend that while most competencies associated with leadership from the traditional or
domestic leadership literature are necessary to lead globally, the global context places additional demands
on certain leadership competencies and skill development that are different from those used in traditional
leadership (Beechler and Javidan, 2007).
It is argued that global leaders differ from domestic leaders because they operate in a global context
which is a transformational experience that produces new mental models in the individual including new
worldviews, different mindsets, perceptual acumen, and perspectives that do not exist within people who
have not gone through the experience of living and working globally. Morrison (2000) notes that:
For a company to become global, its leaders must develop global competencies that go beyond the
familiar in the home country. Globalization is all about overcoming national differences and embracing
the best practices from around the world. Something more than a global model that can be applied
throughout the world, a model that transcends and integrates national schemes and becomes an essential
tool for hiring, training and retaining the leaders of tomorrow. (p. 120).
This approach is consistent with Bartlett and Ghoshal’s (1989) and Adler and Bartholomew’s (1992)
notion that global leaders work in global organizations, executing global strategies across rather than
within borders. Bird and Osland (2004) note that the transition from domestic to global is a “quantum
leap” because the greater complexity of the leader’s environment necessitates a greater need for cultural
understanding, as well as an increased need for broad knowledge spanning functions, more frequent
boundary spanning across national and organizational boundaries, more stakeholders to consider in
decision-making, higher level of tensions and ambiguity on and off the job, and more challenging ethical
dilemmas (p. 4).
However, while understanding the global nature of the leader’s job is helpful, it does not provide a
clear insight in to what is unique about global leadership (Hollenbeck, McCall, & Silzer, 2006). There
seems to be a lack of clarity in using the term global leader. It seems that what many describe as
leadership is actually the organizational tasks performed by global executives. Table 1 presents a
summary of the differences in the environment, business tasks, and leadership competencies of national
and global leaders as discussed above.
As shown in Table 1, operating globally is more complex than operating domestically. This requires
that employees who work in a global environment perform tasks that integrate different cultural, political,
economic, and social environments. To be successful in global business, the employee must have an
ability to understand foreign country environments and differences in cultural values to be able to work
with global customers and complex networks. The proponents of globalization hold that effective global
leaders must operate with a global mindset that is characterized by the ability to understand the business,
industry sector, and a particular market segment, or a business function on a global basis (Jeannet, 2000).
In a recent study on the effects of global mindset on leadership behavior, a significant relationship
was found between global mindset competencies and leadership behavior in global business (KonyuFogel, 2011). This study contributes to research significantly as it empirically measures global mindset
competency and determines its effects on leadership behavior.
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TABLE 1. DIFFERENCES OF ENVIRONMENTS, TASKS, AND COMPETENCIES IN
DOMESTIC AND GLOBAL BUSINESS
Factors

Domestic Business

Global Business

Environment

Live and work in home country.
Experience home country political,
societal, cultural, and economic
environment.

Live in home or host country.
Work in various countries in
different political, social, cultural,
and economic environments.

Responsibility for domestic business.
Serve local domestic markets and home
country customers. Meet local business
objectives.

Responsibility for global business
operations. Serve global markets
and international customers. Meet
global business objectives.

Establish and maintain relationship with
home country staff.

Establish and maintain networks
between home and host-country
operations.

Context of Job

Business Tasks
Employee Roles

Responsibilities
Competencies

Lead/work with employees in home
country location.

Skills and Abilities

Understand home country organizational
processes, politics and procedures.
Understand local culture.
Motivate employees with same cultural
values.
Operate within hierarchical structure of
local organization.

Lead/ work with employees
across countries and cultures.
Understand host country
organizational processes, politics,
and procedures.
Understand foreign country
environments and culture.
Motivate employees with
different cultural values.
Operate in global structures.

RESEARCH METHODS
The research instrument of the study was designed to assess the participants’ global mindset
competency to measure the level of intellectual intelligence and cultural intelligence of leaders via 16
items organized in seven subscales (see Figure 1). The instrument tested strong on internal consistency
reliability (α = 0.819) and high on validity, showing a strong model fit for confirmatory factor analysis
(CFA): χ2 = 161.060, df = 90, p = .000; RMSEA (90% CI) = .078 (.058-.098); CFI = .887, factor loading
scores from CFA significant at p < .05.
Intellectual intelligence in the study was composed of multiple items related to the ability to classify
diverse information into categories of meanings to make decisions in global environments. The subscales
of intellectual intelligence include managing uncertainty, pattern recognition, thinking globally, and
ability to differentiate and integrate complex information.
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The main components of the intellectual intelligence dimension of global mindset in the study include
Differentiation as it relates to the narrowness or breadth of knowledge and information that the individual
selects and considers in his/her decision-making. Global mindset is assumed to be high on differentiation
(Govindarajan, & Gupta, 2002). Another component of intellectual intelligence is Integration as it refers
to the leader’s ability to understand differences and integrate these differences into meaningful categories.
Global mindset is likely to exhibit not only the willingness to learn new concepts and information but has
an interest and appreciation for diversity and exploring new and novel things and situations.
Managing Uncertainty is another component of intellectual intelligence that refers to the ability to
tolerate risk and uncertainty in unfamiliar situations. Global leaders are confronted with many unknown
situations that require them to manage uncertainty. Tolerance for ambiguity requires an ability to be open
to new ideas and experiences. Those high in tolerance of ambiguity generally enjoy complexity, are not
threatened by it, and see it as a natural part of life, and are not hindered by making decisions in conditions
of ambiguity (Kozai Group, 2008). Gregersen, Morrison, and Black (1998) note that global leaders not
only have the ability to manage uncertainty but they embrace it and find it challenging and motivating.
Another component of intellectual intelligence of the leader’s global mindset here is Pattern
Recognition which refers to the process of sense-making and interpreting the information into meaningful
constructs that allow the leader to respond to differences in business environments. The process of
meaning-making varies by culture and individuals. Affective interpretation is the emotional or feeling
response triggered by the message. Emotional responses may be positive (upbeat, exciting, warm), neutral
(disinterested) or negative (fear, anger, frustration). Similar to cognitive interpretation, emotional
responses are often culture-specific and context-based.
The construct of cultural intelligence includes four subscales comprised of openness to learning,
emotional sensitivity, behavioral flexibility, and cross-cultural understanding. Openness to Learning
refers to the leader’s interest and ability to learn new concepts, ideas, values, and encounter unfamiliar
situations. It involves a willingness to seek to understand the underlying reasons for cultural differences
and to avoid stereotyping people from other cultures. Openness to learning also refers to the leader’s
capacity to actively engage and seek opportunities for growth and learning. The ability to learn new and
unfamiliar information is important for a global mindset. Emotional Sensitivity is the ability to perceive
emotions, recognize the underlying reasons for the emotions, and manage interpersonal relationships to
adjust leadership behavior to accommodate others by listening to different points of views, demonstrating
empathy, respect, and appreciation of cultural differences. Behavioral Flexibility is the leader’s ability to
adjust leadership behavior to accommodate differences in the workplace and in business encounters
caused by the interactions of multiple stakeholders, differences in cultural value systems, cultural norms
and business practices. Cross-cultural Understanding refers to the leader’s ability to understand cultural
cues and differences and their implications to business and the ability to integrate the different cultural
norms, values, and behaviors effectively in varied leadership situations.
Leaders with a high level of cultural intelligence not only desire to understand differences in political,
social, cultural, and ethical issues, but often strive to experience diversity in human relations, work
environments, and personal adventures (Mendenhall et al., 2007).
In summary, to be effective in a
global environment, leaders must have a cross-cultural perspective that understands and extends beyond
one’s local milieu and can cross over time, space, and physical boundaries. Cultural intelligence allows
leaders to exhibit culturally appropriate behaviors and it provides a regulating mechanism and cultural
knowledge that is essential to expand the leaders’ repertoire of cultural understanding.
As shown in Figure 1, the global mindset scale factor loadings on the higher-order confirmatory
factor analysis (CFA) were all significant at the 95% probability (p < .05), which shows a high
construct/content validity of the 16-item Global Mindset scale. The two main dimensions of global
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mindset both had high factor loadings: intellectual intelligence (0.79), cultural intelligence (1.07), with
cultural intelligence appearing to contribute slightly more to the Global Mindset scale than intellectual
intelligence.

Understand economic/cultural differences impacting business

.682

Comfortable assessing risk/opportunity in global business

.837

Incorporate multiple points of view from other countries

.579

Work well with ambiguous and unstructured situations

.587

Can handle decisions under uncertainty or tight time constraints

.666

Feel confident analyzing/presenting complex business issues
Evaluate global business and foreign country environments

.582

Differentiation
and Integration

1.01

Managing
Uncertainty

.383

Pattern
Recognition

.935

Intellectual
Intelligence

.501
.905

Regularly monitor international news and world events
Attempt to learn about business practices of other countries

.694

.790

Thinking
Global

.780
Global
Mindset

Enjoy traveling/meeting people from other countries/cultures

.579

Enjoy working with people from different cultures/countries

.725

Openness to
Learning

1.07

.914
Communicate well in different countries/cultures

Understand the cultures and traditions of other countries

.378

Understand how cultural values influence business practices

.305
.687

Understand cultural differences provide business advantage

.345

Respect the history/traditions/culture of other countries

.728

Flexibility
and Sensitivity

.986

Cultural
Intelligence

.845
Cross-cultural
Understanding

FIGURE 1. SECOND-ORDER CONFIRMATORY FACTOR ANALYSIS OF GLOBAL
MINDSET SCALE
Leadership behavior was assessed via 20 items that measured six dimensions of leadership behavior
related to planning, coordinating, leading, motivating, communicating, and collaborating across cultures
and countries. The instrument tested strong on internal consistency reliability, with Cronbach’s alpha =
0.960. Additionally, all of the six Leadership Behavior subscales had high reliability: Planning (α =
0.915), Coordinating (α = 0.921), Leading (α = 0.942), Motivating (α = 0.943), Communicating (α =
0.939), and Collaborating (α = 0.911). Validity of the Leadership Behavior scale was established by
evaluating construct/content validity of the 20 survey items that were used to measure leadership
behavior. Factor loadings showed high construct/content validity: Planning (0.772), Coordinating (0.900),
Leading (0.948), Motivating (0.895), Communicating (0.927), Collaborating (0.850). The survey also
assessed 13 demographic and organizational factors and the qualitative characteristics of global mindset
and leadership behavior via 4 open-ended questions.
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The survey was administered to a sample of senior business leaders from Fortune Global 500
corporations and Forbes’ Global 2000 firms across various industries. The industries represented include
manufacturing, aerospace, defense & homeland security, business services, information technology,
banking and financial services, telecommunications, materials, composites and chemicals, food
manufacturing, insurance services, travel and transportation, office equipment, automotives, household &
personal products, consumer durables, oil & gas operations, pharmaceuticals, and electronics.
Data analysis was conducted using SPSS version 16 and Mplus version 6 statistical software
packages. All inferential statistics were conducted using parametric procedures based on the general
linear model (e.g., analysis of variance, multiple regression, and multivariate statistical analysis), and
rejection of the null hypothesis for all inferential statistics was based on type 1 error rates less than p = .05
(two-tailed tests).

FINDINGS
According to the stepwise regression analysis, three demographic factors (number of countries
worked in/conducted business with, raised by/live in a bilingual/multi-ethnic family, and number of
foreign languages spoken) and one organizational factor (percentage of employees working overseas)
were found to be significant predictors of global mindset.
Based on the results, 30.2 percent of the variation in global mindset may be accounted for by the four
predictors (three demographic factors and one organizational factor) noted above (Adjusted R square =
0.302, F(4, 109) = 13.20, p < 0.001). This suggests a positive relationship between the leaders’ global
mindset and the four predictors, implying that global mindset is expected to increase significantly when
the predictors’ values increase.
To verify that the same four predictors found in the stepwise regression remained significant with age
and gender included as covariates, a simultaneous regression was conducted with age and gender as
covariates. This analysis found that the percentage of employees working overseas was no longer a
significant predictor of global mindset (β = 1.018, p = 0.057) however the three demographic factors:
number of countries worked in/conducted business with (β = 2.182, p = 0.000), raised in bilingual/multiethnic family (β = 2.869, p = 0.040), number of foreign languages spoken (β = 1.399, p = 0.026) were
significant predictors of global mindset.
The results of hypothesis test to identify the relationship between global mindset and leadership
behavior found a significant relationship between global mindset as a predictor of leadership behavior,
indicating that up to 42.5 percent of the variability in leadership behavior may be explained by global
mindset (Table 3, β = 1.492, p = 0.000). This suggests that global mindset has a significant effect on
leadership behavior. Specifically, the relationship between global mindset and leadership behavior was
found to be a direct, positive relationship indicating that leaders with high global mindsets are expected to
have high scores of leadership behavior. This implies that an increase in global mindset is likely to
increase leadership behavior significantly.
Based on the results of the regression analysis the null hypothesis was rejected, and the alternative
research hypothesis was accepted, suggesting that that leaders with a high global mindset are likely to use
behaviors that demonstrate high levels of global planning, global coordination, and high abilities in
leading, motivating, communicating, and collaborating across cultures and countries in meeting global
tasks. The study provides statistical support for the influence of global mindset on leadership behavior.
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TABLE 2. TRAINING FOR DEVELOPING GLOBAL MINDSET CAPABILITIES
Goal

Recommendation

Desired Effect

Increase
global
mindset

Provide opportunities for gaining
experience in working overseas
and conducting business with
foreign countries as these
experiences are likely to increase
the leaders’ global mindset
significantly.

Increase
global
mindset

Learn to speak foreign languages.
Engage in speaking foreign
languages conversationally.
Practice speaking foreign
languages formally and
informally.

Engage in international
assignments.
Gain intensive experience
in working with foreign
nationals.
Increase ability to work
effectively in foreign
business environments.
Engage in speaking
foreign languages with
clients, employees, and
other stakeholders to show
respect for other cultures
and appreciate differences.

Increase
global
mindset

Provide opportunities for
increasing cross-cultural
understanding, diversity training,
and experiencing bilingual/multiethnic environments. Participate
in social, cultural, family, and
work-related events.

Increase understanding of
differences in cultures and
their impact on business
practices and leadership
behavior. Engage in
bilingual/multi-ethnic
events to show respect.

Increase
global
mindset

Provide opportunities for
international assignments to work
in other than the leaders’ home
country.
Offer short term, medium, and
long-term workshops to increase
intellectual intelligence,
differentiation and integration
skills through exercises, roleplays, and experiential learning in
global business.
Provide cultural orientations,
formal and informal events,
action learning, and leadership
development programs in global
business

Immerse leaders in
experiencing living and
working outside their
home country.
Increase abilities in
differentiating, integrating,
managing uncertainty, and
thinking globally. Engage
in action learning globally.

Increase the
intellectual
intelligence
domain of
global
mindset
Increase the
cultural
intelligence
domain of
global
mindset

Increase abilities in
openness to learning,
flexibility and sensitivity,
and cross-cultural
understanding and selfreflection.

Methods of
Development
Organizational
orientation.
Expatriate training.
Coaching.
Mentoring.
Cross-cultural
Leadership
Development.
Global talent
management.
International staff
training.
Foreign language
coaching.
Mentoring.
Human resource
programs.
Company picnics,
international holiday
celebrations, social/
cultural programs
International staff
training.
Global talent
management.
Expatriate training.
Coaching/Mentoring
Case studies/projects
360 Feedback.
Coaching/mentoring.
Global business
training/development
Professional
seminars/workshops.
Coaching/Mentoring
Cross-cultural
Leadership
Development.
Diversity training.
Networking.

IMPLICATIONS
Human resource professionals should develop training for improving global mindset capabilities as
these are likely to improve effectiveness and success in global business. Organizations with large
percentages of employees working overseas should develop training for employees to understand
differences in economic, political, legal, cultural, and ethical business environments. Developing training
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for improving abilities in differentiation and integration skills are critical as these may contribute to
increasing global mindset competencies that are crucial in assuring effectiveness and success in global
business.
In order to achieve success in international assignments and projects, it is necessary to increase the
employee’s understanding of global business processes, cultural differences, and sensitivity and ability to
respond effectively to political, social, cultural, and economic differences in business. Table 2 below
illustrates the training goals, recommendations, desired effects, and methods of development for global
skills and competencies that are crucial in international work environments.
The training and leadership development programs designed to increase global mindset capabilities
must be continuous and should offer frequent and on-going feedback with opportunities for experiencing
differences in leadership practices in a global environment.
Figure 2 presents the types and methods of global skill development and their value to increasing
global mindset capabilities according to the impact and duration of activity. According to Figure 2,
developmental training for short and medium-term may include lectures, speakers, formal classes,
business seminars, case studies, books/films, and self-study of other countries’ political, economic, social,
and cultural environments and their implications to business, cultural briefings, as well as global
networks/exchanges, global task force or project teams, and international trips. The short-term training
programs may be used to create awareness and understanding of differences in global business
environments.
Medium range leadership development may include planned field experiences, global business
simulations, global assessment exercises, short-term (1-2 weeks) and medium-term (1-6 months)
international assignments/business travel, executive coaching and mentoring, role playing, case studies,
foreign language training, and cultural assimilation training that includes contrast, confrontation, and
replacement of established values and behavior. Simulation and role-playing exercises allow participants
to compare and evaluate differences in their beliefs, attitudes, cultural norms, and leadership practices
relative to that of other countries and cultures. The global assessment exercises may be used to
incorporate self-reflection of leadership behavior and cultural understanding exercises in relation to global
business tasks and environments. Planned field experiences offer opportunities for visiting international
organizations and global company sites, where participants can gain experience by talking to global
executives and observe leadership practices in global operations first-hand.
The highest potential of leadership development to increase global mindset may include long-term
immersion experiences that offer a high degree of learning about foreign country environments and
business practices in other cultures/countries, such as: living/working in a foreign country for 2-3 years,
expatriate assignments working at regional branches of the company operating in foreign locations for 4-5
years, overseas work of 2-6 months in duration, personal travel and experience overseas, and working on
projects/assignments with foreign nationals overseas.
Human resource professionals in international organizations should develop short-term, medium- and
long-term leadership development that has a high potential for increasing global mindset capabilities.
Classroom and professional seminars/workshops may be short-term or medium-level programs designed
to facilitate learning through case studies, role plays, experiential exercises, 360 feedback, leadership
assessment exercises, and cultural assimilation training.
Experiential exercises can expose leaders to managing actual business operations in global
environments to experience cultural differences and real-life business situations and make complex
decisions that impact performance. International travel and long-term (1-3 years) international
assignments provide exposure to foreign business and culture and offer a high degree of opportunity for
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interaction with foreign nationals and the culture, requiring high integration of differences in economic,
political, social, legal, and cultural environments, and high sensitivity and flexibility to adjust to these
differences in global business.

Degree of
Learning
High

High
potential for
increasing
global
International assignments mindset
Planned field experiences
Global business simulations
Global assessment exercises
Living/working
International business travel
in a foreign
Executive coaching and mentoring
country for 2-3
Global virtual
years
Role playing
teams
Expatriate
Case studies/analyses
Global task forces
assignments
Language training
Business
Global project teams
Overseas work
Cultural assimilation
seminars
International trips
(2-6 months)
training
Books/films
Personal travel
Lectures
Contrast
Self-study
and experience
Formal classes
Confrontation
overseas
Cultural briefings
Replacement
Short-term
Exchanges with
projects/
others/Networks
assignments

Low

Low

Value of Leadership Development in Global Business

High

FIGURE 2. TRAINING AND DEVELOPMENT METHODS FOR GLOBAL
SKILLS AND COMPETENCY
In summary, in order to increase global skills and competencies of employees and improve success in
international assignments, the following HR practices are recommended:
•
•
•
•

•

	
  

Offer short-term, medium-range, and long-term workshops and seminars.
Conduct simulations, role-plays, and experiential learning in global business.
Provide cultural orientations, formal and informal cross-cultural events, global business
training, and leadership development programs in global business.
Offer planned field experiences, global assessment exercises, expatriate assignments, global
task forces, projects, cultural briefings, and cultural assimilation trainings to increase global
mindset.
Study foreign languages and live/work in a foreign country if possible.
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CONCLUSIONS
Training is crucial in global business as it provides the support needed to increase the global
understanding and competencies that can improve job performance and employee behavior in
international work environments. Training to increase global mindset capabilities should focus on
facilitating organizational practices that improve global mindset capabilities, including developing
differentiation and integration skills (ability to understand complex global issues and competencies in
decision-making/problem solving in global business), managing uncertainty, ability to think globally,
openness to learning, flexibility/sensitivity to differences in working across cultures and countries, and
cross-cultural understanding. Human resource professionals should help employees acquire these
experiences through leadership development and organizational training programs. Specifically, foreign
language training may help leaders learn about differences in cultures and foreign business practices.
Greater exposure to bilingual/multi-ethnic environments may help develop skills in flexibility and
sensitivity, managing diversity, and thinking globally. Increased opportunities for working in foreign
countries and conducting business with foreign nationals will assist leaders to gain experience in crosscultural understanding, sensitivity, managing global tasks and uncertainty. In addition, employment in
overseas locations may facilitate improving differentiation and integration skills and an ability to
accommodate to the differences in global business.
Training to increase global competencies should focus on developing and improving the leaders’
differentiation and integration skills that enable individuals to make meanings based on many categories
to recognize similarities and linkages across categories. In global business, differentiation and integration
includes the ability to understand economic, political, social, legal, and cultural differences and their
impact on conducting business globally. As global organizations increasingly depend on global networks
of value chains, it is important to train leaders who can respond to differences in country environments by
accommodating local responsiveness while developing global capabilities to strengthen the firm’s
competitive position. Training to develop differentiation and integration skills, managing uncertainty,
pattern recognition, and thinking globally may help employees working with foreign nationals to
understand complex concepts, possess skills in global business, and analyze global problems from
multiple points of views. Examples of training and development programs to improve success in global
business may include executive coaching/mentoring, global task force/project teams, planned field
experiences, global business simulations, role plays, leadership assessment exercises, case studies,
cultural training, exchange visits/global networks, cultural briefings, cultural assimilation training,
language training, and international travel trips/work experience in other countries.
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Critical Thinking Advances the Theory and Practice
of Business Management
Phyllis R. Anderson, Governors State University
Joanne R. Reid, Corporate Development Associates, Inc.
A pedagogical treatment was developed to teach critical thinking knowledge, skills, and strategies to college
students. This treatment was implemented at a Midwestern University for a three-year period. Graduates were
surveyed to determine the extent to which the treatment affected their personal, academic, and professional lives.
Graduates reported that they had transferred the critical thinking knowledge, skills, and strategies they had
acquired into their personal, academic, and professional lives. This transfer was validated using qualitative
descriptions provided by the graduates of their use of critical thinking.
Keywords: Critical Thinking, Transfer of Knowledge, Domains of Knowledge, Summative Survey

INTRODUCTION
Critical thinking is an essential component of education, and it is an important life skill that everyone
should acquire (Case, 2005; Giancarlo, Blohm, & Urdan, 2004). Critical thinking has been defined as, “…
the use of those cognitive skills or strategies that increase the probability of a desirable outcome”
(Halpern, 1998, p. 450). Reid defined it as, “The conjunction of knowledge, skills, and strategies that
promotes improved problem solving, rational decision making and enhanced creativity” (2009, October).
There is ample evidence that this essential knowledge and skill set is not being taught or being
acquired (Helsdingen, Bosch, Gog, & Merriënboer, 2010; Marin & Halpern, 2011; Orr et al., 2011a,
2011b; Stupnisky, Renaud, Daniels, Haynes, & Perry, 2008; Willingham, 2007). Devore (2008) reported
that, although employers expected that graduates of colleges of business had been taught to think
critically, 87% of business school graduates had received no training in these essential business skills. A
recent survey of business managers and corporate-suite executives were overwhelmingly unimpressed
with the skills acquired by business school graduates (Woods-Bagot, 2012). Leading their list of
unacquired skills was problem-solving and critical thinking, along with the inability to work with others.
Avrum and Roksa have shown that students in colleges of business administration achieve the lowest
scores of all students in the Collegiate Learning Assessment (Arum & Roksa, 2011, p. 104). Further, “We
find that individual post-college experiences track with performance at the end of college on an
evaluation of their higher-order generic skills measured with the Collegiate Learning Assessment” (Arum,
Cho, Kim, & Roksa, 2012, p. abstract).
At the 2010 MBAA International Conference, we reported a quasi-experimental pedagogical
investigation involving 55 graduating seniors from a Midwestern college of business administration
(Anderson & Reid, 2010, March). Our instructional model was Teaching for Critical Thinking developed
by Diane Halpern (1998). Within this context, she proposed a “… model for teaching Critical Thinking
skills so they will transfer across domains of knowledge …” consisting of four constituent elements, as
shown in Figure 1, Concept Map of Teaching for Critical Thinking (1998, p. 451). The first component of
the TCT pedagogical strategy was the dispositional or attitudinal element. The second was instruction in
and practice of critical thinking skills. The third component was structure training to facilitate transfer
across contexts or domains. Finally, a metacognitive component was used to direct and assess thinking.
The instructional design model we used was that of Foshay, Silber, and Stelnicki (2003). Borrowing
heavily from Merrill (2002, 2007), and from Clark (Clark, Yates, Early, & Moulton, 2006; Kirshner,
Sweller, & Clark, 2006), Foshay, Silber, and Stelnicki wrote Writing Training Materials That Work:
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How to Train Anyone to Do Anything. In this book, they describe a five-step model of instructional
design that provides a parallel construction to Halpern’s model. This model is shown in Table 1. The
Cognitive Training Model [CTM] (2003, p. 29).

FIGURE 1. CONCEPT MAP OF TEACHING FOR CRITICAL THINKING MODEL
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We used two different assessments to determine the acquisition of CT skills and of transfer between
domains. The primary assessment instrument was the California Critical Thinking Skills Test, which was
administered as a pre-test/post-test to the experimental groups and as a post-test to the control group. The
secondary assessment was a series of 10-question, T/F quizzes provided by Halpern and Rizzio (2003),
which were administered in a pre-test/post-test format with each chapter of the text. These quizzes were
developed for use in conjunction with Halpern’s book Critical Thinking Across the Curriculum, which
was the critical thinking textbook in this treatment (1997a).
We used chapter exams derived from Halpern and Riggio to assess learning. The researcher graded
these exams and provided them to the instructor. These exams represented five percent of the students’
overall grade. The authors developed a third set of assessments to teach the students to use critical
thinking within the domain of business, while also providing structure training within the Halpern model.
The business textbook contained many excellent case studies (Hill & Jones, 2009). We chose specific
case studies, which emphasized the particular topics within that week’s critical thinking treatment. We
developed a series of rubrics to be used to assess the student’s application of critical thinking to the case
study. Since the students taking this course were graduating seniors, they were skilled in analyzing case
studies. In these instances, not only were they to use SWOT analyses, financial analyses, and other
business tools, but also apply the critical thinking skills from the chapter in their analyses. These critical
thinking case studies represented another five percent of the students’ grade. A full semester case study
on a particular company and a computerized business simulation represented forty percent and fifty
percent of the student’s grade, respectively.
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TABLE 1. THE COGNITIVE TRAINING MODEL
Learners Must Do This to Learn
1. Select the Information to Attend to:
Heighten attention and focus it on new knowledge
being taught because that new knowledge is seen as
important and capable of being learned
2. Link the New Information to the Existing
Knowledge
Put the new knowledge into an existing framework
by recalling existing / old knowledge related to the
new knowledge and linking it to the old.
3. Organize the Information
Organize new knowledge in such a way that
matches the organization already in mind for
related existing knowledge to make it easier to
learn, cut mental processing time, minimize
confusion, and stress only relevant information.
4. Assimilate the New Knowledge into Existing
Knowledge
Integrate the new knowledge into the old
knowledge so they combine to produce a new
unified, expanded and reorganized set of
knowledge
5. Strengthen the New Knowledge in Memory.
Strengthen the new knowledge so that it will be
remembered and can be brought to bear in future
job and learning situations.

Trainers Put These Elements in Lessons
to Help Learners
Attention: Gain & focus learner’s attention on the
new knowledge.
WIIFM: What’s In It For Me?
YCDI: You can do it.
Recall existing knowledge
Relate the new knowledge and the old knowledge.
Structure of Content.
Objectives.
Chunking.
Text Layout.
Illustrations.
Present New Knowledge.
Present Examples.

Practice.
Feedback.
Summary.
Test.
On-the-job application.

The pedagogical treatment we developed consisted of 11 modules of approximately 1 hour of class
time. This corresponded to one introductory module, nine book chapters of the Halpern text, and one
wrap-up session. Each module, corresponding to a chapter in the Halpern text (1997a), contained the pretest/post-test, True/False quiz; a computer-aided, multi-media assisted lecture; a discussion of the
previous chapter assignment; a new chapter assignment; an examination on the content of the chapter; and
a business case study. The pre-test of the T/F quiz was administered within the first five minutes of the
class period. A copy of the PowerPoint lecture, the chapter assignment, chapter examination, post-test T/F
quiz, and the business case study were emailed to each of the students. Students returned their
examination, quiz, and case study by email prior to the following week’s class.
The sample was of three sections of a senior level, capstone course in business administration, two of
which were experimental and one was the control. The experimental group (n=34) contained only those
students who completed the treatment, the CCTST pre-test, and the CCTST post-test. Twenty-one (n=21)
students participated in the control class. Students in the control group and students in the experimental
group prior to receiving training in critical thinking skills achieved a percentile score of 36 in the CCTST,
as compared to all other graduating seniors across the country who had taken this test. Students in the
experimental group who completed the course in critical thinking, achieved percentile scores of 51,
compared with other graduating seniors assessed with the same test of critical thinking skills. These
results are shown in Table 2 Control vs Experimental Classes.
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TABLE 2. CONTROL V EXPERIMENTAL CLASSES
CCTST	
  
	
  
	
  
Percentile
Total Score
Analysis
Inference
Evaluation
Inductive
Deductive

Control (n=21)
Pre-test
Post-Test
*
36.2
*
14.5
*
3.8
*
6.9
*
3.8
*
8.2
*
6.3

Experimental (n=34)
Pre-Test
Post-Test
36.3
50.7
14.6
16.9
4.0
4.4
6.8
8.3
3.6
4.3
8.1
9.4
6.1
7.5

These results of the California Critical Thinking Skills Test were analyzed statistically to determine if
there were significant differences in the pre-test/post-test scores. The results were also analyzed to
determine Cohen’s d and the effect size, measured as r2. These results are shown in Table 3. Summary of
CCTST Pre-Test/Post-Test Statistics.

TABLE 3. SUMMARY OF CCTST PRE-TEST/POST-TEST STATISTICS
Parameter
Total Score
Percentile
Score
Analysis
Inference
Evaluation
Inductive
Deductive

t-Test
T(33)=3.057,
Significant,
α<.005
T(33)=4.600,
Significant,
α<.005
T(33)=1.521,
Not Significant
T(33)=3.48,
Significant,
α<.005
T(33)=2.490,
Significant,
α<.01
T(33)=3.730,
Significant,
α<.005
T(33)=2.860,
Significant,
α<.005

Cohen’s d
.534
Medium

r2
22.07%
Strong

.789
Large

39.07%
V. Strong

.260
Small
.598
Medium

6.55%
Medium
25.85%
Strong

.427
Medium

15.82%
Medium

.640
Medium

29.66%
Strong

.491
Medium

19.87%
Strong

We also statistically analyzed the results of the 10-question, pre-test/post-test chapter-by-chapter
quizzes. As part of this analysis, we calculated Cohen’s d and r2. These results are shown in Table 4.
Summary of Chapter Pre-Test/Post-Test Statistics.
We concluded that critical thinking was taught, was learned, and the skills acquired in the classroom
were transferred from the domain of the classroom into the domains of the CCTST and of the business
case studies (Anderson & Reid, 2011, December, 2011, June, 2011, October; Reid & Anderson, 2011,
March, 2012a, 2012b). This treatment was so successful that the educator continued to teach it for three
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more years. We now report the results of a summative study of the students who took this course and
have since graduated.

TABLE 4. SUMMARY OF CHAPTER PRE-TEST/POST-TEST STATISTICS
Module
1 –Introduction
2 – Memory & Knowledge
3 – Thought & Language
4 – Deductive Reasoning
5 – Analyzing Arguments
6 – Thinking as Hypothesis Testing
7 – Likelihood and Uncertainty
8 – Problem Solving
9 – Decision Making
Overall Score

t-Test
T(38)=2.72,
Significant,
α<.005
T(30)=1.807
Significant, α<.05
T(38) = 2.673
Significant,
α<.005
T(36) = 5.03
Significant,
α<.005
T(37) = 3.224
Significant,
α<.005
T(36) = 3.526
Significant,
α<.005
T(32) = 3.736
Significant,
α<.005
T(30) = 4.403
Significant,
α<.005
T(27) = 1.996
Significant, α<.05
T(312) = 9.360
Significant,
α<.005

Cohen’s d
.435
Medium

r2
16.25%
Strong

.324
Small
.428
Medium

9.81%
Medium
15.82%
Strong

.827
Large
.523
Medium

41.30%
V.
Strong
21.93%
Strong

.580
Medium

25.67%
Strong

.650
Medium

30.37%
Strong

.790
Large

39.25%
V.
Strong
12.86%
Medium
22.28%
Strong

.377
Medium
.535
Medium

SUMMATIVE STUDY
The purpose of this summative study was three-fold. First, we wanted to determine quantitatively the
extent the knowledge, skills, and strategies taught in the treatment were transferred into the personal,
academic, and professional lives of the graduates. Second, we wanted to determine the effects of the
treatment on the satisfaction of the graduates. Finally, we wanted to determine the feelings and
sensibilities of graduates reflecting on the critical thinking treatment and its effects upon them.

LITERATURE REVIEW
For a course of study to be effective, the skills, techniques, and philosophy must be transferred from
the classroom and into the lives of the graduates. The problems of transfer have vexed educators and
scholars. Gelder opines:
One of the biggest challenges in learning new skills, particularly general skills such as critical
thinking, is the problem of transfer. In a nutshell, the problem is that an insight or skill picked up in one
situation is not, or cannot be, applied in another situation. A transfer of acquired knowledge and skills
certainly does occur to some extent; otherwise, education would be an exceedingly laborious business.
The problem is that it happens much less than one might naively expect. (2005, p. 3)
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As all teachers have known since the beginning of instruction, if the lessons learned are not applied
by the student, then the instruction did not pass the test of utility in the real world (Sophocles, 450 BCE).
Halpern and Hakel assert the goal of education is transfer of knowledge from the classroom into the real
world.
The purpose of formal education is transfer. We teach students how to write, use mathematics, and
think because we believe that they will use these skills when they are not in school. We need to always
remember that we are teaching toward some time in the future when we will not be present - and
preparing students for unpredictable real world “test” that we will not be giving - instead of preparing
them for traditional midterm and final exams.(2003, p. 38)
The failure to transfer the knowledge, skills, and strategies from the classroom into the real world is
expressed most eloquently by Halpern. “If we fail to address the fact that too many students leave our
classrooms unable to transfer principles and understanding to new domains of knowledge, we will create
a work force for tomorrow that is superbly prepared only for yesterday’s problems” (1997b, p. 26). To
determine whether a course of study was effective, the graduates must be surveyed to determine the
extent, type, and conditions under which they use the instruction, and in which aspects of their lives they
employ it.
However, it is widely recognized that self-assessments are characteristically flawed. Kruger, and
Dunning, and other authors have demonstrated that those in the lowest quintile on a variety of tests
consistently estimate their abilities and their scores to be in the fourth quintile (Dunning, Heath, & Suls,
2004; Ehrlinger, Johnson, Banner, Dunning, & Kruger, 2008; Kruger & Dunning, 1999, 2002). Those
who score in the fifth quintile consistently rate their performance in the fourth quintile. However, once
they know they are overestimating the capabilities of others and underestimating their own, these top
performers can determine their absolute scores with reasonable accuracy.
Other research has shown that training in critical thinking, of which metacognition is a part, improves
the capacities of persons responding to surveys such as ours. In 1999, Kruger and Dunning trained
underachieving students to evaluate their own performance, increasing their personal metacognition.
These students improved their ability to differentiate their correct answers from their incorrect answers,
concurrently improving their performance (Kruger & Dunning, 1999). Subsequently, they demonstrated
similar performance improvements using different tests and controls (Ehrlinger, Johnson, Banner,
Dunning, & Kruger, 2008). Finally, Helsdingen, Bosch, Gog, and Merriënboer reported that soldiers
trained in critical thinking demonstrated improved command and control decision-making, employing
these skills in a variety of situations. They concluded that participants demonstrated deeper understanding
of problems enabling them to solve new problems different from those in the training courses (2010).
These studies demonstrated that miscalculations in both relative and absolute scores were related to
the individual’s metacognition of their actual abilities. By improving the participants’ skills and their
metacognitive awareness, they recognized their limitations and improved their ability to estimate their
relative and absolute scores. Since one of the outcomes of the critical thinking pedagogical treatment for
students is improved metacognition, then we would like to believe that the self-evaluations reported by
the graduates were close approximations of their actual status. However, since we cannot be sure, we
sought confirmation.
Facione (1990b) conducted a Delphi study, in which 46 experts determined the cognitive skills,
dispositional dimensions, and assessments that could be used to measure critical thinking. The results
generated by this panel led to the development of the California Critical Thinking Skills Test (Facione,
Facione, Blohm, & Gittens, 2008; Facione, 1990a), the California Critical Thinking Disposition Inventory
(Facione, 1992), the Holistic Critical Thinking Scoring Rubric (Facione, 1994), and the California
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Measure of Mental Motivation (Giancarlo & Facione, 2000) among others. In that Delphi study, the
panelists agreed on four different methods that could be used to assess a person’s critical thinking skills.
In theory there are several ways persons can be judged to be more or less proficient in a given CT
skill or at the integrated use of related CT skills.... A third way is to query persons and receive their
descriptions of the procedures and judgments they are using as they exercise that skill, would use if they
were to perform that skill, or did use when they performed that skill. (p. 31)
In our survey, we included a qualitative component to each of the specific questions. Further, our
survey contained three additional questions requesting the graduates’ opinions of the strengths,
weaknesses, and potential modifications to the course. One use of these answers is strictly qualitative, i.e.
to obtain new insights or explore alternate avenues. We used the graduates’ descriptions of the procedures
and judgments they used as assessments of their acquisition and use of the knowledge, skills, and
strategies taught in the critical thinking treatment, the third of Facione’s assessment methods. We have
included such descriptions submitted by the graduates to confirm the transfer of critical thinking from the
classroom into their personal, academic, and personal lives and to confirm their perceived levels of
satisfaction with the pedagogical treatment.

METHOD
Valid contact information was obtained for 71 graduates. These graduates became the population for
this study. Of these, twenty-nine responded, a 41% return. These respondents were our sample.
We developed a survey to provide both quantitative and qualitative information concerning the
pedagogical treatment. We used two questions used for screening purposes. Eleven of our questions were
quantitative, based on a 7-point Likert scale. On this scale, 1 was the worst/least/lowest possible score, 7
the best/most/highest possible score, and 4 was defined as neutral. We used this scale to calculate the
effects of transfer from the classroom into the lives of the graduates. This Likert scale is shown in Table
5: Seven-point Likert Scale

TABLE 5: SEVEN-POINT LIKERT SCALE
1	
  
Worst	
  

2	
  
Worse	
  

3	
  
Bad	
  

4	
  
Neutral	
  

5	
  
Good	
  

6	
  
Better	
  

7	
  
Best	
  

We also included qualitative components in these eleven questions, in which respondents were asked
to provide their opinions on the subject posed by the question. In addition, three questions were
qualitative, asking for the graduate’s opinions on the best and worst parts of the critical thinking
treatment, as well as any suggestions for changing, improving, or modifying the treatment.
We tabulated the surveys in a spreadsheet, and performed statistical analyses to obtain the median and
standard deviation. We calculated Cohen’s d to determine the effect size. Since the mean of the survey
question was defined by the Likert scale, we performed a Z-test on the responses to determine
quantitatively the transfer and use of critical thinking knowledge, skills, and strategies by graduates in
their personal, educational, and professional lives.

RESULTS AND DISCUSSION
Pre-Graduation vs. Post-Graduation Questions
We asked four questions to explore the opinions of the graduates when they were undergraduate
students as different from their opinions now that they are graduates and working professionals. In the
first pair, we explored their opinions regarding their overall opinion of the critical thinking treatment
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itself. The second pair of questions, we explored their opinions regarding their perceived need to learn to
think critically.
Questions 1 and 3: Opinion of the Critical Thinking Treatment
First, we asked the graduates, “At the time you took the unit of instruction in critical thinking, what
was your opinion of the critical thinking component in general?” Their mean scores as students were 4.93
out of 7 with a standard deviation of 1.47, a statistically significant result (Z=3.28, p=.0005). The
effectiveness of the pedagogical treatment was measured by computing Cohen’s d, which was found to be
.63, a medium effect size.
In the third question, we asked, “Since the time you took the unit of instruction in critical thinking,
what is your opinion of critical thinking module in general?” The mean scores for this question was 5.41
out of 7 with a standard deviation of 1.60, which is significant, Z=4.57, p<.00003. The effectiveness of
the pedagogical treatment was measured by computing Cohen’s d, which was found to be .88, a large
effect size.
There was a difference in the means of the responses to the pre-course Question 3 and the post-course
Question 5. When this difference was subjected to further statistical analysis, we found it was significant
(Z=1.71, p=.045). We interpreted the results as revealing that, upon retrospection, the graduates’ opinions
of the critical thinking treatment had improved significantly in comparison with their opinions of the
treatment as undergraduates.
Questions 2 and 4: Opinion of Their Need to Learn to Think Critically
In the second question, we asked the graduates, “At the time you took the unit of instruction in critical
thinking, what was your opinion of your need to learn critical thinking skills and techniques?” The mean
score for this question was 4.67 out of 7 with a standard deviation of 1.66. This result was statistically
significant, Z=2.08, p=.019. Cohen’s d was .40, a medium effect size.
In the fourth question, we asked, “Since the time you took the unit of instruction in critical thinking,
what is your opinion of the critical thinking module in general?” The mean score for this question was
5.63 out of 7 with a standard deviation of 1.52. This result was statistically significant, Z=5.56, p<.00003.
Cohen’s d was 1.07, an extremely large effect size.
Again, we subjected the means of questions 2 and 4 to further statistical analyses. We found that the
means were significantly different (Z=3.28, p= .005). Therefore, we concluded with confidence, that upon
reflection, the graduates were significantly more cognizant of their need to learn to think critically than
they were as ignorant undergraduates confident of their own capabilities while not looking forward to the
prospects of additional work in a class.
Qualitative Confirmation of Pre-Post Graduation Responses
We used the responses of the graduates to confirm their use of critical thinking processes and
procedures. One graduate used four premises to support their logical argument: “Everyone needs to learn
critical thinking skills. Our younger generations have no clue of how to think for themselves. They don’t
know how to communicate. How you respond when you are face to face with someone is critical. I’m
currently going into Nursing; this field requires a person to use critical thinking.” A second graduate used
three premises to support their argument: “I really needed to change the way I thought about life in
general. This course helped change my life. I returned to school, finished my degree, and now currently
working in the medical field that I tried to go into 20 years ago. My critical thinking skills have helped
develop me into a wiser person.” A third also used deductive reasoning to conclude, “The critical thinking
course required much effort on my part. But, as I progress through the material, I realized how useful it
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was, and would make me a smarter decision maker.” The fourth provided a logical argument to disprove
his/her previously held conviction: “Before I took (the) critical thinking course, I was a firm believer that
common sense was something that just could not be taught. After taking the course, I am a firm believer
that it can be taught by using good old fashion logic and critical thinking.” In our expert opinion, these
arguments, analogies, or statements are representative of or congruent with the knowledge, skills, or
strategies the graduates learned in the critical thinking treatment.

Academic/Education Question
Question 5: Graduates’ Use of Critical Thinking in Other Courses
In this question, we asked the graduates, “Since the time you took the unit of instruction in critical
thinking, have you used critical thinking skills and techniques in other classes or courses of study?” The
mean score for this question was 5.32 out of 7 with a standard deviation of 1.52, which is significant,
Z=3.78, p=.00007. Cohen’s d was .87, a large effect size. We deduced that the critical thinking treatment
was extremely beneficial, otherwise the students would not be using it in other classes. We concluded,
with an extremely high degree of confidence, that the students had used critical thinking in subsequent
classes and that transfer had occurred.
Qualitative Confirmation of Educational Question Responses
Again, we confirmed the graduates’ critical thinking with their own words. One used the following
logical argument: “I utilized this instruction through my two years at (university) and graduated Summa
Cum Laude, with a 4.0 GPA.” A second used deductive reasoning to support a logical argument: “I wish I
could say every class required it, but one class that helped was Economics.” A third provided similar
reasoning to support this logical argument: “One class that used some more thought to solve problems is
Statistics.” A fourth logically argued, “... any student can benefit from the critical thinking techniques
found in this course. I recommend the instruction of critical thinking to all students wishing to become
better decision makers.” In our expert opinion, these arguments, analogies, or statements are
representative of or congruent with the knowledge, skills, or strategies the graduates learned in the critical
thinking treatment.

Profession/Career Question
Question 6: Graduates’ Use of Critical Thinking in Their Career or Profession
We asked the important question, “Since the time you took the unit of instruction in critical thinking,
have you used critical thinking skills and techniques at work?” The mean score for this question was 5.26
out of 7 with a standard deviation of 1.56, which is significant, Z=4.19, p<.00003. Cohen’s d, was .81, a
large effect size. We deduced that the critical thinking treatment was extremely beneficial, otherwise the
graduates would not be using it in their work. We concluded with an extremely high degree of confidence
that the graduates transferred the critical thinking knowledge, skills, and strategies from the pedagogical
treatment into their professions or careers.
Qualitative Confirmation of Profession/Career Question Responses
We confirmed that graduates were using critical thinking from their own words. One used three
premises to support their conclusion: “To my surprise forecasting and inventory control and things of that
nature requires a lot of critical thinking skills.” A second used multiple premises to conclude, “It helps
deciding many factors such as staffing needs, budgets, purchasing, and many more aspects of my job.” A
third used problem-solving skills to conclude, “Yes (I use CT at work), I sometimes have to do
projections in our Fixed Asset System, and the software lets me do a trial and error approach to different
‘what if’ scenarios.” A fourth used disconfirming evidence to logically argue, “The best part of the critical
thinking was being able to go through a process to solve problems that required more thought than just
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assuming the right answer.” In our expert opinion, these arguments, analogies, or statements are
representative of or congruent with the knowledge, skills, or strategies the graduates learned in the critical
thinking treatment.

Personal Questions
In the next five questions, we asked how the critical thinking treatment had affected the graduates at a
personal level. Three of the questions involved the graduate’s interactions with others; two required their
introspection to determine reasons for changes they observed in their interpersonal activities.
Personal 1: Daily Life
When we asked graduates, “Since the time you took the unit of instruction in critical thinking at the
University, have you used critical thinking skills and techniques in your daily life?” their responses were
overwhelming in the affirmative. The mean score for this question was 5.78 out of 7 with a standard
deviation of 1.12, which was statistically significant, Z=8.24, p<<.00001. Cohen’s d was 1.67, an
extraordinarily large effect size. This extraordinarily positive result indicates that the graduates were
transferring the knowledge, skills, and strategies acquired in the classroom into their daily lives. Further,
the fact that they are using these skills is an extremely positive indicator of the need for such training. If
these skills were not needed, the graduates would not be using them.
Personal 2: Interactions with Others
In the next question, we asked, “Has the unit of instruction in critical thinking you took while at the
University affected the way you interact with others?” Again, the responses were enthusiastic, with the
mean score of 5.26 out of 7 with a standard deviation of 1.58. This result was statistically significant,
Z=4.13, p<.00003. Cohen’s d was .80, a large effect size. We concluded with a high degree of confidence
that the critical thinking knowledge, skills, and strategies very positively affected the graduates’ interpersonal relationships.
Personal 3: Perceptions of the World
In the next question, we asked, “Has taking a unit of instruction in critical thinking you took while at
the University affected your perceptions of the world around you?” The mean score for this question was
5.48 out of 7 with a standard deviation of 1.55, which was statistically significant, Z=4.96, p<.00003.
Cohen’s d was .95, a very large effect size. This extremely positive result indicates that the graduates not
only were transferring the knowledge, skills, and strategies acquired in the classroom into their daily
lives, but also using it in their personal perception of the world around them. This is an extremely positive
indicator of the need for such training. Graduates have modified their worldview, using critical thinking
skills at the most basic human level.
Personal 4: Perceptions of Oneself
In the penultimate question, we asked each of the graduates, “Has taking a unit of instruction in
critical thinking you took while at the University affected your perceptions of yourself?” The mean score
for this question was 4.85 out of 7 with a standard deviation of 1.85, which is significant, Z=2.39, p=.008.
Cohen’s d was .46, a medium effect size. Although positive, this result was more reserved than the
responses of the graduates in the previous three questions.
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Personal 5: Personal Changes
In the final question, we asked the graduates, “Has the unit of instruction in critical thinking you took
while at the University changed you in any way?” These results were similar to those of the previous
question. The mean score for this question was 4.93 out of 7 with a standard deviation of 1.71. This result
was statistically significant, Z=2.82, p=.002. Cohen’s d was .54, a medium effect size. Although we
concluded that the positive results indicated the graduates were aware of changes in their perspective, at
least in part attributing them to their perceptions of self, we were concerned with the differences in the
scores of the first three of the personal questions as compared with the last two questions.
We tested the means of these five questions to determine if they were statistically different. We found
that the mean of Personal 1 was significantly different from Personal 4 (Z=4.29, p<.00003) and
significantly different from Personal 5 (Z=3.95, p=.00005). Similarly, Personal 3 was significantly
different from Personal 4 (Z=2.11, p=.017), and also from Personal 5 (Z=1.86, p=.034).
These results confirmed our observations, but did not help us to determine the reasons for the
cognitive dissonance the graduates are reporting. Is it possible that the graduates are very satisfied with
their external interactions, including their daily lives, perceptions and interactions, while less satisfied
with the changes in themselves? Do they view their own changes as a necessary price to be paid for
changes in other aspects of their lives? Is this just an expression of modesty, false modesty, or reticence to
admit to being pleased with the changes they have experienced? Perhaps the changes that the graduates
have experienced have been sufficiently slow and gradual, that they did not realize that they had changed
or that their perceptions had changed. As such, intimations that they have been changed by the critical
thinking treatment may not be as satisfying as their changes in external relations. They might even be
ashamed, viewing their changes as a necessary price to be paid for changes in other aspects of their lives.
Regardless, this is an interesting phenomenon, which deserves to be studied.
Qualitative Confirmation of Personal Question Responses
Again, we confirmed the graduates’ understanding and use of critical thinking, based on their
statements. One used a creative solution: “It helps me look outside the box for other answers/solutions to
decisions I need to make.” A second used inductive and deductive reasoning, as follows: “I see the world
differently. Instead of going for the surface, I tend to go deeper and look to the core.” A third used the
combination of language skills and argument to make decisions: “It usually only takes me a moment to
recognize when someone lacks the ability to respond with a logical reply.” A fourth was most perceptive,
arguing, “I am not saying that I am not naïve anymore, but I know I am a lot less naïve now.” The fifth
reflected on the use of creative skills to develop new perspectives: “I try to analyze a situation from a
different point of view when necessary.” The sixth created a deduction comparing before and after states:
“I have always been known as a person who thinks a lot what to do before I do things, but after I took this
course it had help me a lot. I not only think before I do things, but now I think everything in a different
perspective.” The seventh graduate used deductive reasoning as well as pseudo-arguments, as follows:
“The best part of the critical thinking treatment was breaking apart ideas that were held to be ‘truth’ and
finding out there are holes in that belief and possibly no validity to them.” In our expert opinion, these
arguments, analogies, or statements are representative of or congruent with the knowledge, skills, or
strategies the graduates learned in the critical thinking treatment.

Aggregate
Finally, the values of all the responses for all the questions were aggregated, and analyzed in the same
manner was were the responses from individual questions. The mean score for the aggregate sum of all
the questions was 5.22 out of 7 with a standard deviation of 1.57. This result was statistically significant,
Z=12.05, p<<.00001. Cohen’s d was .77, a large effect size. We concluded that the aggregated total of all
the responses from all of the graduates demonstrated transfer of the critical thinking knowledge, skills,
and strategies from the pedagogical treatment into every aspect of their lives.
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The results of the statistical analyses of each of the questions and the aggregate of all responses are
shown in Table 5. Statistics for Quantitative Questions.

TABLE 5. STATISTICS FOR QUANTITATIVE QUESTIONS
Q1

Mean
4.93

S.D.
1.47

Q2

4.67

1.66

Q3

5.41

1.52

Q4

5.63

1.52

Education

5.32

1.52

Work

5.26

1.56

Personal 1

5.78

1.12

Personal 2

5.26

1.58

Personal 3

5.48

1.55

Personal 4

4.85

1.85

Personal 5

4.93

1.71

Aggregate

5.18

1.59

Z-Score
Z=3.28
Significant, p=.0005
Z=2.08
Significant, p=.019
Z= 4.57
Significant, p<.00003
Z=5.56
Significant, p<.00003
Z=3.78
Significant, p=.00007
Z=4.20
Significant, p<.00003
Z=8.24
Significant, p<<.00001
Z=4.13
Significant, p<.00003
Z=4.96
Significant, p<.00003
Z=2.38
Significant, p=.008
Z=2.82
Significant, p=.002
Z=12.81
Significant, p<<.00001

Cohen’s d
.63
Medium
.40
Medium
.88
Large
1.07
Huge
.87
Large
.81
Large
1.59
Huge
.80
Large
.95
Large
.46
Medium
.54
Medium
.74
Large

CONCLUSION
Our study has shown that the pedagogical treatment was extremely successful in transferring the
knowledge, skills, and strategies of critical thinking from the classroom into a variety of environments.
Graduates report statistically significant transfers of critical thinking from the classroom and into their
personal lives, their jobs, and their education. The graduates described their use of critical thinking in
their personal, academic, and professional lives. These descriptions and reasoning were congruent with
the critical thinking model taught in the pedagogical treatment. Their descriptions of the knowledge,
skills, and strategies they were using in their personal, academic, and professional lives confirmed that
they were using what they had learned, thereby acting as an appropriate assessment of their abilities and
capabilities.

Argument 1
It might be argued that the qualitative responses simply reflect the quantitative results, in that the
respondents could be aware of the desired responses the survey was seeking. There was no evidence of
bias inherent in the results, while there is ample evidence that the graduates were well considered in their
responses. First, the graduates clearly differentiated between their opinions of the critical thinking
treatment before they had taken it and now, several years later. The difference between the means of the
pairs of pre-graduation and the post graduation was statistically significantly for both pairs of questions.
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This is evidence that the graduates took the time and effort to consider their states of mind, and they
responded accordingly.

Argument 2
This line of reasoning is further supported by the observations of the graduates. It must be
remembered that these graduates had taken this course one to four years prior to this survey. If the
knowledge, skills, or techniques taught in a course of study are not used by the student, then they are
quickly forgotten. Yet, here we have practicing professionals, often several years removed from school,
asserting that they are using critical thinking, and supporting their responses with words, phrases and
examples that are almost out of a textbook.

Argument 3
Further, we see a statistically significant differentiation between the graduates’ responses regarding
their interactions with others and their perceptions of themselves. If they were attempting to provide
responses that were perceived to be the desired ones, would they not have provided similar, strongly
positive responses to questions regarding personal changes as they had towards interpersonal ones? Their
qualitative responses are clear and explicit explanations of their use of critical thinking, and the situations
in which they use it. The graduates even recognize their limitations or inconsistencies in their use of
critical thinking, which is a clear demonstration of their reasoning ...a proof of their critical thinking.
Earlier in this paper, we quoted that the purpose of education is transfer (Halpern & Hakel, 2003, p.
38). The graduates who responded to this survey have confirmed clearly and unambiguously that they
have transferred knowledge, skills, and strategies they learned as undergraduates into their personal,
educational, and business lives. Based on this evidence, we conclude that our critical thinking
pedagogical treatment is an outstanding success.

FUTURE STUDIES
We have concluded that graduates who had received the pedagogical treatment in critical thinking
had transferred the knowledge, skills, and strategies from the classroom environment into their personal,
academic, or professional lives. Since the goal of education is transfer of knowledge from the classroom
into the person’s real life, we also concluded that our critical thinking pedagogical treatment was
successful. However, several aspects of this study have not yet been considered.
When we considered the results of the personal questions, the graduates were very positive in
asserting that they had transferred critical thinking into their daily lives, their interactions with others, and
their perception of the world. Yet, the graduates demurred from concluding that the critical thinking
treatment had changed them as individuals. Statistical analyses confirmed that these differences, but did
not help us to determine the reasons for the apparent cognitive dissonance. What is the reason for the
cognitive dissonance the graduates are reporting? Since the graduates report significant differences in
their daily lives, their perceptions of the world, and their interactions with others, to what do they attribute
these differences? To hold that they, as individuals, have not changed is illogical. This is an interesting
phenomenon, which deserves to be studied.
This survey is congruent with student satisfaction models. Considered through that lens, this survey’s
answers might be evaluated to seek evidence of student satisfaction by graduates. Unlike post-semester
‘smile sheets,’ filled out by students at the end of each course, these results are from graduates, who are
experiencing and reflecting upon the results of their education. Since this is a quantitative survey, real
evidence might be generated concerning the effect of the critical thinking pedagogical model on
graduates’ satisfaction with their education, its applicability to their careers, and its application in their
daily lives.
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We recognize the limitations of this study. This report covers four years of students, who have
graduated, and who now use their educational, business, and life experiences to guide them. Yet, this is a
small number of people, all from one college of one Midwestern university. This treatment may not be
applicable to any other college, population, or curriculum. In this regard, we encourage our colleagues in
other institutions to continue this research. We especially encourage others to explore the cognitive
dissonance we discovered in this study.
Our long-term study is compelling evidence of a successful pedagogical treatment in critical thinking.
The results of our studies must be considered by curriculum committees at colleges and universities.
Critical thinking can be taught, can be learned, and can be transferred from the classroom into other
domains. Critical thinking changes the way graduates perceive the world, perform their jobs, and interact
with others. The reasons critical thinking is not taught in colleges and universities are unidentified.
However, the continued intransigence of institutions of higher education towards teaching critical
thinking and applying it throughout the curriculum is as incomprehensible as it is inexplicable.
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Internal Analysis in Practice: Templates for Firm and Case
Analysis
Michael E. Dobbs, Eastern Illinois University
Case analysis is the foundation of business education at many educational institutions. However, there are
significant challenges related to the use of cases with particular types of students, in courses with specific structural
elements, and with a lack of guidance provided to students. While working with practicing managers, small
business owners, and students, I developed a set of templates to aid in the assessment of a firm’s internal workings
(to be used in conjunction with other templates addressing environmental, competitor, industry, and other factors).
These internal analysis templates provide a structure that is systematic yet adaptable and has improved the quality
of analysis and strategic insight demonstrated by student users. In this paper, I provide a copy of the templates,
describe their structure and use, provide an example of a partially completed template, and discuss possible
modifications and extensions.

In 1870, the dean of Harvard Law School began to teach with cases. 50 years later, in 1920, Harvard
Business School (HBS) followed suit and spearheaded the case method of teaching adopted by so many
business schools (Garvin, 2003). Over the course of decades, students benefited from the many
advantages of the case method developed at HBS and its myriad derivatives. However, the use of cases
for the purpose of teaching business principles and decision making presents challenges that, if not
proactively addressed, substantially impede learning and perhaps even teach or reinforce undesirable
processes and practices (Yeaple, 2012). One common set of problems involves superficial analysis that is
ad hoc and lacks systematic rigor; this may lead to hasty, ill-informed decisions championed more by an
advocate's persuasiveness than his/her accuracy or correctness (Yeaple, 2012; Bennis & O’Toole, 2005;
Garvin, 2003). The use of more systematic analysis tools in case and organizational analysis can
significantly address this particular set of challenges of case-based learning. A comprehensive analysis of
a case may involve environmental, industry, and internal analyses along with the development of strategic
options, a decision making framework, and implementation plans. Each of these components of case
analysis can be enhanced through the use of systematic frameworks that guide learners in a more
structured manner. The scope of this paper is limited to descriptions, explanations, and examples of
Internal Analysis Templates I developed over the course of several years to assist students and managers
in understanding the internal workings of an organization in a more comprehensive, systematic, and
generalizable way.

CHALLENGES IN USING CASES
Cases can be used in a variety of ways to teach business principles and best practices. The case
method developed by HBS involves students analyzing a business situation from the decision maker's
point of view, developing alternative courses of action, and making recommendations for action. In the
classroom, rather than hearing a lecture from a professor, speaking is dominated by students (about 85%
of class time), while the professor's role is to serve as guide through critical issues of the particular case
(Harvard Business School, 2012). This is certainly not the one and only way cases are used in business
classes. From small group exercises (in and out of the classroom), to presentations (individual and
group), to instructor-based case analysis, there are seemingly endless ways for faculty members to utilize
cases in their teaching. But with this wide range and usage of cases in the classroom come significant
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challenges involving 1) characteristics of students, 2) course structures, and 3) guidelines provided to
students.
Students who lack experience. For students who are not managers and have not had management or
other professional experience, the use of cases frequently has less than optimal outcomes. Because these
types of students have fewer experiences from which to draw, they have fewer analysis and management
“tools” in their toolboxes, and some may be more motivated by grades than the application of principles
to their lives and/or careers. In analysis conducted by these types of students, key issues are frequently
not identified, analysis tends to be shallow if not incorrect altogether, and alternative courses of action
generated satisfice rather than optimize. These outcomes lead not only to poor recommended decisions,
but worse yet, poor analytical habits that may impact students for years. Why then are cases used so
predominately in business schools? One reason may be that the use of cases is particularly useful and
insightful for students who are practicing managers. Being familiar with real world situations and
processes, and motivated by a desire for application, students who are managers are capable of excellent
insight without extensive instruction. Case work designed with practicing managers in mind but used
with inexperienced students yields less than desirable results. One purpose of the internal analysis
templates is to provide inexperienced students with some of the systematic perspective of a practicing
manager.
Millennials and learning preferences. Another factor affecting how students learn may be the
generation to which they belong. As of 2013, traditional college-aged students are classified as
Millennials, or members of Generation-Y. While people in this generation are very media-conscious and
familiar with how technology contributes to an increasingly complex environment (Considine, Horton, &
Moorman, 2009), they also long for the stability that authority and structure brings (Jonas-Dwyer &
Pospisil, 2004; Moore, 2007). In addition, they expect high levels of service, low levels of “busy work,”
and will not hesitate to voice their frustrations or dissatisfaction when those expectations are not met
(Black, 2010; Eisner, 2011). The templates provide the structure desired by these Millennials allowing
them to spend more time on analysis and less on formatting their written work and potentially leading to
higher overall levels of satisfaction with the education process.
Course structure simplification effects. Course structure characteristics can also lead to challenges
using cases. Cases utilized for semester-long projects easily allow enough time for a more in-depth and
comprehensive treatment. However, cases are more frequently utilized for a single class period or less.
Such a short time frame necessitates narrowing the focus, simplifying the issues, and/or reducing the
information of the case. While these actions are convenient for the sake of the structure of the course, if
not counterbalanced with other types of coursework, use of cases in such environments can provide
students with a distorted view of the professional world they desire to enter. That world, in reality, is
much more expansive, complex, and dynamic; and it requires managers who can move beyond the
narrowed, simplified, and reductionist cases used to instruct them. The internal analysis templates
presented here are designed to capture more of this complex nature of firms. While certainly not
comprehensive, the systematic nature of the templates can guide students toward less superficial analysis.
Dearth of instruction, examples, and guidance. Yet another factor that leads to challenges in case
usage centers on the instructions or guidance provided to students by faculty or available through
resources (e.g., textbooks). I surveyed leading Strategic Management textbooks (Napshin, 2010) and
found a wide range of guidance for case analysis (see Table 1). Most provide an appendix with general
guidelines for effective case analysis (e.g., identifying key issues problem, information sources for
research, financial analysis ratios, etc.). However, only a few provide detailed, specific formatting
structures; and fewer still provide such for the internal analysis portion of a case analysis (see David,
2011; Wheelen & Hunger, 2013). Also, comprehensive examples of case analyses are generally not
provided, leaving students to develop their own systems for analysis or rely on instructors to provide
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TABLE 1 - CASE AND INTERNAL ANALYSIS GUIDELINES IN LEADING
STRATEGIC MANAGEMENT TEXTBOOKS
Author(s)
(© Date)
Barney
(2011)

Title

Case Analysis
Guidelines
No appendix or
specific
guidelines
5-page appendix

Internal Analysis
Guidelines
Most extensive
discussion of VRIO

Coulter
(2013)

Strategic Management In Action

David
(2011)

Strategic Management:
Concepts and Cases

11-page appendix

Internal Audit
organized by
functional area

Dess, Lumpkin, Eisner,
& McNamara (2012)

Strategic Management:
Text & Cases

22-page appendix

Concepts only

Hill & Jones
(2013)

Strategic Management:
An Integrated Approach

16-page appendix

Strength/weakness
checklist

Hitt, Ireland,
& Hoskisson (2013)

Strategic Management:
Competitiveness & Globalization

9-page appendix:

Concepts only

Marcus
(2011)

Management Strategy:
Achieving Sustained Competitive
Advantage
Strategic Management:
Planning for Domestic & Global
Competition

None

Concepts only

9-page appendix

10-page appendix
with functional area
coverage

Pearce & Robinson
(2013)

Gaining and Sustaining
Competitive Advantage

List of questions by
functional area

Rothaermel
(2013)

Strategic Management:
Concepts and Cases

10-page appendix

Concepts only

Thompson, Peteraf,
Gamble,
& Strickland (2012)

Crafting & Executing Strategy:
The Quest for Competitive Advantage

None
(resources online)

Strength/weakness
lists

Wheelen & Hunger
(2012)

Strategic Management and Business
Policy:
Toward Global Sustainability

1 chapter with 3
appendices (28
pages)

Internal Factor
Analysis Summary
(IFAS)

them. Perhaps textbook authors do not want to impede on structures preferred by instructors. However,
providing no structure whatsoever leaves students to rely on their own experiences and knowledge; and as
has already been discussed, students without significant experience are ill-prepared to systematically
assess an organization’s strengths and weaknesses with sufficient detail and nuance.
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INTERNAL ANALYSIS TEMPLATES
As opposed to students without a great deal of professional experience, students in an intensive,
professional M.B.A. program generally have a very strong desire to take the principles, practices, and
tools learned during a particular evening's class and apply them the next morning to the issues facing the
organizations for which they work. It was in such an environment that I made my initial, rudimentary
attempts at developing guides to help students (most of whom were practicing managers) apply various
analytical frameworks to cases and their companies. Over the course of years, I continued to refine the
emerging set of templates as I interacted with different types of students, consulting clients, academics,
and professional analysts. My students and I used the templates to analyze large, small, and
entrepreneurial businesses; government agencies; nonprofit and charitable organizations, and other types
of organizations.
As the templates improved, it seemed that students’ strategic insights did as well. Rather than
exhibiting a superficial familiarity with terminology like core competence and inimitability, students and
professionals using the templates seemed to have a deeper understanding of the organizations being
analyzed. This translated into more nuanced recognition of organizational strengths and weaknesses.
Granted, not all users of the templates have become proficient in the application of them – far from it in
many cases. However, in my experience, each of the challenges described earlier regarding the
challenges of using cases is lessened significantly when these templates are used, although I have been
unable to verify this empirically due to unstandardized evaluations of student learning outcomes.
As for the internal analysis templates themselves, the latest versions are presented in Appendix A.
The first four templates are divided into functional areas of an organization: management, marketing,
finance, and operations. These templates share a common format. The fifth template, however, is
different in its structure and is designed to assist students in assessing potential core and/or distinctive
competencies of an organization using the VRIO framework (Barney, 2011).

Template Formatting
All of the functional area templates share the same underlying format. The particular functional area
to be analyzed is identified at the top and for each area there are three broad categories (with three
subcategories for each) plus an "other" category. The functional areas, categories, and subcategories are
tiered as follows. For management: top management team (board, chief executive officer, and
management team); human resources (recruitment & selection, training & development, and
compensation & benefits); and organizational issues (structure, culture, and development). For
marketing: market segmentation (geographic, demographic, psychographic); product/service
(functionality, design, support); pricing & promotion (pricing, promotion, placement); and positioning in
the other category. For finance: activities (revenue, expenses, inventory); liquidity & leverage (accounts
receivable, liquidity, leverage); and profitability (profits, returns, earnings).
For operations:
production/service systems (processes, equipment, adaptability); information technology (resources,
processing, security); and logistics (channels, facilities, inventory).
Within each subcategory, a brief list of possible items to be used in the analysis is provided. For
example, for the “organizational culture” subcategory (under “organizational issues” within the
management template), the following list of items is provided: shared beliefs, behavioral norms, strength
of culture, mission match, and subcultures. This and similar lists for each subcategory are designed to be
starting points for analysis. Given that students may not have their own experience to reliably guide
them, these starting points may provide much needed guidance and are generalizable to a wide variety of
cases. However, these lists are just starting points and students are encouraged and instructed prior and
during use of the templates to include other types of information as well.
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The second column of the template provides space for students to provide their assessments of each
of the categories and subcategories. They are asked to describe each subcategory; assess any link to the
firm’s mission, strategy, or core competence; any benchmarks to industry leaders; and any other
applicable analysis. The space provided is only a general guideline. The template is provided in .docx
format so students are able to expand the size of the box as needed. The last two columns, labeled “S”
and “W,” provide a place where students can indicate whether the particular area being analyzed is a
strength or a weakness for the organization. An item can be judged a strength, a weakness, both, or
neither. This allows the internal analysis to be plugged in very quickly and easily to any type of SWOT
analysis that is used as part of an overall case analysis.
The final page of the template is designed to assist students in assessing possible core competencies
of the firm using Barney’s (1991) VRIO framework (value, rarity, inimitability, and organization). In the
first row, students are to replace the text “To Be Assessed” with the competency they wish to analyze
(sometimes this is provided for them by the instructor). For each of the VRIO components, there is an
area for students to write their analysis and a scale to indicate the level of each based on their analysis.
The higher (more to the right) each of the components are assessed, the more likely this core competence
will translate into sustained competitive advantage for the firm. Assessing this aspect of a firm is the
purpose of the last row of the template. Students indicate, based on their scale assessments of the VRIO
components whether the core competence in question provides a competitive disadvantage, competitive
parity, competitive advantage, or sustained competitive advantage for the firm.

Example Template: Management of Toyota
Seeing an example of a completed template concretely illustrates the mechanics of the templates and
provides additional clarity for users. Included as Appendix B is an example template assessing the
management and core competence of Toyota based on Case 26 in Wheelen & Hunger (2013). The case
discusses at length the surprising quality issues at the world’s quality leader for automobile
manufacturing. Only the management and VRIO templates are provided due to space limitations, but the
form and structure is the same for all five of the forces. The text in italics font is meant to represent the
hand-written analysis of a template user.

Possible Modifications and Extensions
The internal analysis templates presented here have evolved over time and significant alterations have
been made to address observed confusion on the part of users and to strengthen their practical use. In
addition to strategic management textbooks and literature, colleagues from various business disciplines
have been consulted to benefit from their perspectives regarding their specific functional area expertise
and these consultations will continue and should yield further improvements. Future modifications are
also likely as feedback is received from new and wider audiences.
A system of indicating which strengths and weaknesses are more important could be integrated into
the templates. As is, the templates do not direct the user to distinguish between the most important and
least important strengths and weaknesses because students have the opportunity to do so later with a
weighted SWOT or MOWST matrix (Dobbs & Pisarczyk, 2012). Another amendment to the templates
might include some level of instruction on how to complete them, perhaps as footnotes. And an
improved, yet concise description of what is expected in the assessment section may be beneficial.
Case analysis is a powerful tool for use in business education. However, significant challenges exist
in its use with the types of business students today, course structures, and resources and guidelines
offered to students. The templates presented here have been developed with these challenges in mind.
Thus far, usage in classroom and consulting settings has yielded positive feedback and reports of higher
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levels of comprehension and better strategic insight. Hopefully this will continue and be enhanced with
further feedback and modifications from a wider audience.
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Using Personality to Identify High Technology Career Preference in
Military Recruits
Heather H. Jia, Eastern Illinois University
David E. Fleming, Eastern Illinois University
Given increasing budget constraints, it is vital that employers get the most bang for their buck in recruiting efforts
and that they result in hiring employees that possess the necessary skills. Nowhere is this more apparent than in the
United States military which faces cutbacks while still needing to recruit soldiers who possess the skills needed to
operate the modern military. This paper develops a set of propositions aimed at guiding empirical research into how
military recruiters can use currently administered personality tests to ensure that they are enlisting the recruits
needed to perform high technology occupations now needed.

INTRODUCTION
The U.S. Military has long been held as an innovative marketer in terms of recruitment strategy.
Presently, the Military has taken to using familiar entertainment (i.e video games) to attract today’s
recruits. On any given day, youths in the United States spend an average of 73 minutes playing video
games, and with 97% of teenagers playing videogames, the U.S. Military saw an apparent opportunity to
recruit the next generation of soldiers (Media Literacy, 2010).
Previous research has examined military recruiting from a variety of different angles. Studies have
explored recruitment designed to reach women (e.g. Brown, 2012) and recruitment efforts targeted at
specific individuals of a certain socio-economic status (e.g. Elder, et al., 2010). Other studies have
examined the ethics of military recruitment (e.g. Hagopian & Barker, 2011). However little exploration
has been done, looking at the one round-the-clock recruitment tool the military heavily relies on, the
Internet. This study will address this gap and provide guidance for how to maximize the usefulness of this
recruitment tool.
Given the recent and upcoming budget cuts to the military (Alexander, 2012), it is vital that the armed
forces get the biggest return it can for its investment in recruits. Because military jobs are becoming more
technical and complex according to the Bureau of Labor Statistics (Occupational Outlook Handbook), it
is also important that the military select those recruits that are best able to perform the necessary tasks. To
accomplish both of these ends, this paper attempts to create links between currently administered
personality inventories, the affinity for technology recruits have and the desire for high technology
military careers. The goal is to allow recruiters to evaluate the potential fit of recruits and select those that
best fit the needs of the new, high tech military without incurring significant cost increases arising from
the administration of additional tests.

MODEL DEVELOPMENT
Linking Personality to Affinity for Technology
Understanding relationships between personality and affinity for technology will enable organizations
to both select individuals for work assignments best suited to the applicant’s personality and to design
jobs that capitalize on an individual’s capabilities. Amongst the existing personality frameworks, the “Big
Five” personality factors model (i.e. conscientiousness, agreeableness, neuroticism, extraversion, and
openness to experience) has emerged as the most agreed upon framework in the literature (e.g., Costa &
McCrae, 1992a, 1992b; Goldberg, 1993; Judge, Heller & Mount, 2002; Viswesvaran & Ones, 2004;
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Zweig & Webster, 2004). The five factors theoretically capture the essence of one’s personality (Digman,
1990) and play a powerful role in explaining a multitude of individual attitudes and behaviors.
The concept of Affinity for Technology was introduced by Edison and Geissler (2003) as a way to
assess individual’s positive feelings toward technology as a general concept. This is different from other
technology measures which tend to concentrate on adoption potential (e.g., Parasuraman 2000, Davis
1989) or on computers as technology (i.e., Heinssen, Glass, & Knight, 1987). This concept directly
influences outcomes such as marketing mavenism (Geissler & Edison 2005) and employee self-directed
learning project use (Fleming, Artis & Hawes, forthcoming) based on empirical studies. This it is a
reasonable starting point in the investigation of the link between technology perceptions and career choice
Openness to Experience - Openness to experience describes the breadth, depth, originality and
complexity of an individual’s mental and experiential life (John & Srivastava, 1999). Those individuals
high in openness are curious, willing to explore new ideas, and seek out opportunities to learn new things.
Given these traits, we hypothesize:
P1a. Openness to experience is positively related to AFT.
Conscientiousness - Conscientiousness, as a personality trait, describes an individual’s socially
prescribed impulse control that facilitates task and goal oriented behavior, such as organizing, and
planning (John & Srivastava, 1999). High conscientious individuals are serious, persistent, disciplined
and methodical (Gellatly, 1996). In view of these collective research findings, those high in
conscientiousness are more likely to deliberately seek outcomes consistent with these desires. Therefore,
the following is proposed:
P1b. Conscientiousness is positively related to AFT.
Agreeableness - The personality trait of agreeableness contrasts a prosocial and communal orientation
toward others with relationships of a more antagonistic nature (John & Srivastava, 1999). Individuals who
are high in agreeableness are characterized as courteous, generous, warm, trusting, good-natured and
flexible (Colbert, et al., 2004; Goldberg, 1990). In the context of AFT, these tendencies should lead
agreeable employees to be willingly to do what is expected of them and to seek to engage in activities that
are accepted and desired by others. Thus, agreeable individuals should be more likely than disagreeable
individuals to exhibit AFT.
P1c. Agreeableness is positively related to AFT.
Extraversion - The personality trait of extraversion conveys an energetic approach to the social and
material world, including such traits as sociability, assertiveness, and enthusiasm (John & Srivastava,
1999). An extravert conveys an energetic approach to the social world, which is often accessed via the
Internet. Also, extraverts are goal-oriented and draw on resource power to attain those goals. Therefore,
we postulate:
P1d. Extraversion is positively related to AFT.
Neuroticism - Also known by its positive pole of emotional stability, neuroticism embodies feelings
such as sadness, anxiousness, insecurity, anger and nervousness (Barrick & Mount, 1991; John &
Srivastava, 1999) and those high in neuroticism are found to be indecisive, impulsive, and often engage in
avoidance strategies to cope (Antonioni, 1998). It is reasoned that, relative to emotionally stable
individuals, neurotics would be less likely to have high levels affinity for technology.
P1e. Neuroticism is negatively related to AFT.
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Linking Affinity for Technology to Career Selection
Career Choice - Congruity theory is used to link the recruit’s affinity for technology to his/her
preference of high or low technology careers in the military. The notion of self-congruity was introduced
to the marketing literature by Sirgy (1980, 1981, 1982a, 1982b) and is based on the psychological view
that people possess multiple self-concepts. The key self-concepts he focuses on are the ideal self, the
actual self and the social self. In his work (Sirgy, 1982c) the ideal self is defined as how an individual
would like to see himself or herself. The actual self is defined as how an individual views himself or
herself. The social self is defined as how an individual would like to be seen by others. Sirgy’s work
revealed that consumers were more likely to select products that possessed traits which were consistent
with positive aspects their self-image. An example of the extension of the self-congruity research is the
work of Lau and Phau (2007), which examined the importance of brand personality for symbolic brands
versus functional brands, and found that brand personality congruity is an important influence on
consumer choice in both cases. Studies by Harris and Fleming (2005) and Ekinci and Riley (2003) have
found that that personality congruency is important in service settings. The Ekinci and Riley (2003) study
found that personality congruence is correlated with service outcomes like customer satisfaction.
According to the self-congruity literature, consumers are more likely to be loyal to a firm that
consumers perceive as having an image (Sirgy & Samli, 1985) consistent their own and are more likely to
report a positive service experience if the firm is perceived as having personality traits congruent with
their own (Harris & Fleming, 2005). It is also logical to assume that people are likely to select a job
which is compatible with their own self-image; in this case allowing the recruit to match personal affinity
for technology with the type of career preferred in the military. This is also supported by the research of
Donohue (2006) who found that people who had high congruence between personality and work
environment were more likely to be persistent in their current career while those with low personalitywork environment congruity were more likely to change careers to one with higher levels of congruity.
Additionally, the “self-serving bias principle” put forth by Sirgy, Johar, Samli, and Claiborne (1991)
states that customer evaluations of products are influenced by the extent to which customers perceive
similarities between the attributes possessed by the product and themselves and these similarities
influences how incoming information is processed by the customer. Thus, recruits who have a selfconcept of a high affinity for technology are more likely to process information on career opportunities
that coincide. Thus the following hypothesis is proposed:
P2: AFT is positively related to the preference of a high technology military career by the recruit.
Career Research - Similarly, congruity theory can be used to explain recruit utilization of the website
for the branch of the armed forces the recruit is joining. In this case, the recruit who has a higher affinity
for technology is likely to spend more time of the branch’s website because doing so is congruent with
his/her self-concept. In addition, part of this behavior can also be attributed to social exchange theory
(Thibaut & Kelley 1959) which states that all exchange relationships involve a mutual give-and-take
between the parties involved. In this case the military provides news, entertainment, and information
pertinent to those in the military; and the potential recruit reciprocates by using this information to
become a better soldier or determine if this is his/her proper career path. However, this relationship only
occurs if internet and website usage is congruent with the recruit’s self-concept. Thus the following
hypothesis is proposed:
P3: AFT is positively related to the amount of time spent on military websites before joining the
armed forces.
These propositions can be seen in Figure 1 below.
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FIGURE 1: CONCEPTUAL MODEL
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IMPLICATIONS
If the preceding propositions are supported, it gives those making recruitment and placement
decisions additional metrics to use in identifying those potential soldiers best suited to working in the
high technology careers now demanded in the modern military. Additionally, empirical testing of these
propositions will show whether the military websites as currently designed and implemented and other
modern technology based recruiting tools, such as video games, actually work to recruit those potential
soldiers who possess the skill sets desired in the modern military.

FUTURE RESEARCH
This conceptual study is designed to serve as the foundation for a stream of future research. The first
study should attempt to support of disprove the propositions of this manuscript through an empirical test.
That study would provide evidence of whether personality alone has the power to differentiate between
candidates who will fit well in high technology positions and if there is a way to look at past behavior to
further the precision of the recruitment and selection processes for this type of project. A second study
from this stream should examine whether the theoretical framework developed in this manuscript based
on the characteristics of military recruitment and careers also apply to more traditional work settings.
Finally, another study needs to be undertaken to determine if there is an overarching model that would
incorporate the theoretical perspectives in this manuscript in a more cohesive fashion. One such model
already in the literature is the 3M model of personality by Mowen (2000) which notes that there are
several levels of personality from the elemental traits (e.g., an expanded five-factor model) through
surface traits that directly influence behaviors. An investigation of the fit of this or some other integrating
model would further help to determine the process through which personality may influence job choice
and fit in addition to helping HR professionals to further validate the use of personality as a screening
mechanism for recruiting and selecting for technology focused positions. Overall, this manuscript should
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serve as a starting point for further investigation of the links between personality, recruitment, job fit and
job performance in high tech situations.
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Assessing TRIO/Student Support Services Leadership, Institutional
Structure, and Student Six-Year Graduation Relationships
Valerie Wallingford, Bemidji State University
The U.S. Department of Education allocates over $300,000,000 annually to TRIO Student Support Services projects.
However, little research has been conducted regarding specific factors that lead to project success. This study
investigated whether there was higher six-year student graduation rates when TRIO/SSS directors possessed
transformational leadership characteristics and when the TRIO/SSS projects were more integrated into the hosts’
institutional structures. To examine these correlations, 209 TRIO/SSS directors in the upper mid-west were asked to
complete the Multifactor Leadership Questionnaire and a researcher-developed survey regarding each project’s
six-year graduation rates and the degree of project integration within their institutional structure. The results
showed significant correlations between transformational leadership, project integration within the institutional
structure, and six-year student graduation rates.

INTRODUCTION
Funded by U. S. Department of Education grants and originating from the Economic Opportunity Act
of 1964 in response to the administration's War on Poverty, educational opportunity outreach programs
were created to assist school administrators and teachers in motivating and supporting students from
disadvantaged backgrounds to progress from middle school through post-baccalaureate programs.
President Lyndon B. Johnson articulated the need for these programs in his Great Society Speech at the
University of Michigan, citing increased urbanization, a high percentage of adults (greater than 25%) with
less than a high school diploma, and an economy that soon would demand workers with advanced
technical education (Johnson, 1964).
The first program authorized was Upward Bound, which has been used to provide support to ninth
through twelfth grade students as they prepare for college entrance. As part of the 1965 Higher Education
Act, the second outreach program, Talent Search, was created for administrators to encourage individuals
ages 11 to 27 to complete high school or earn a Certificate of General Educational Development (GED)
and enroll in postsecondary education. In 1968, Student Supports Services (SSS), a third educational
opportunity outreach program initiated by the Higher Education Amendments, was implemented to help
administrators and faculty at community colleges and universities to increase retention and graduation
rates of disadvantaged students in postsecondary educational programs. These three federal programs
became known as TRIO. Today, TRIO consists of seven outreach support programs designed to help
administrators, teachers, and faculty serve and assist students at high risk (low income, first generation,
and students with disabilities) in the progression from middle school through post-baccalaureate
programs. The additional programs are Veterans Upward Bound, Upward Bound Math-Science,
Educational Opportunity Centers, and Ronald E. McNair Achievement (U.S. Department of Education,
Office of Post-secondary Education, Federal TRIO Programs, n.d.).
Today there are 1,034 individual TRIO/SSS projects in the United States that are awarded over
$300,000,000 annually (U.S. Department of Education, Office of Post-secondary Education, 2010). Given
the substantial amount of funds awarded to TRIO/SSS projects at a time when institutional accountability
and performance are being closely monitored by local, state, and federal officials, two conditions seem to
be imperative in order for projects to maintain both credibility and viability. First, TRIO/SSS project
directors must be effective leaders; second, projects be fully integrated institutionally. These conditions
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would ensure that individual projects and the TRIO/SSS program as a whole are able to maximize
retention outcomes leading to increased graduation rates. This study set out to determine if these two
conditions were true in the Mid-America Association of Educational Opportunity Program (MAEOPP)
region.

RESEARCH PROBLEM
Administrators at the U.S. Department of Education have spent billions of dollars and significant time
in the development, implementation and evaluation of TRIO projects (U.S. Department of Education,
Archived Information, n.d.; Brazzeller, 2001; U.S. Department of Education, Office of Post-Secondary
Education, 2005). However, little research has been conducted regarding specific business factors that
lead to the success of these projects. It is clear, however, that student attrition leads to increased costs
associated with institutional operations and finance, and students who drop out are also adversely
affected, both economically and personally (Swail, 2006). Conversely, student retention helps ensure
stable and continuing revenue sources and increased graduation rates for institutions (Kuh, & et al, 2005).
To increase effectiveness, administrators need data to determine what leadership characteristics and
organizational structures may result in greater success.
The purpose of this study was to examine three variables: transformational leadership characteristics
of TRIO/SSS directors, institutional integration of TRIO/SSS projects, and six-year graduation rates of
TRIO/SSS participants at those institutions, and to determine whether there were correlations among the
variables. A review of literature revealed no other research quantifying the impact of transformational
leadership characteristics of TRIO/SSS directors on six-year graduation rates, nor research studying
TRIO/SSS project integration within host institutions and its impact on six-year graduation rates.

REVIEW OF LITERATURE
Three factors influence the economic success of colleges and universities: graduation of students, the
organizational structure of the institutions, and institutional leadership. Graduation is dependent upon
student retention. Early college retention models were grounded in the belief successful adaptation to the
university environment could be attributed to appropriate student personality traits. Current retention
models are concerned more with the way that colleges and universities can help students transition to and
complete higher education, making retention/graduation a university-wide concern. Among certain at-risk
populations—those students who are first generation college students, minorities, or persons of lower
socio-economic status—attrition is a significant problem. The following literature review is organized
into three areas: retention/graduation, organizational structure and leadership.

Retention/Graduation
In the United States, there are only 20 four-year schools that have graduation rates over 50 percent
and 50 percent or more of their students are underrepresented. The graduation rates are not the only
difference; they have programs in place for successful graduation and retention (Corpus, 2009). There are
about 50 colleges in the United States with 6-year graduation rates under 20 percent. By the numbers,
these colleges are failing. They have failed to create a system that successfully retains students (Finder,
2006).
A large body of research has examined the issues of retention/graduation and attrition. Braxton (20012002) found that historically student departure has been a significant problem for colleges and
universities. “High institutional rates of student departure negatively impact the enrollments, budgets, and
public perception of many colleges and universities” (p. 1). Student retention and degree attainment are
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critical components in college and university success and accountability. Levitz, Noel & Richter (1999)
wrote:
As budgets tighten, competition for students increases, resources shrink and regents,
legislators, taxpayers, and prospective students and their families take up the cry for
institutional accountability, institutions that put students first will succeed, even excel,
just as their students will. (p. 31)
The American College Testing Program found that between 1998 and 2004 approximately 25% of
first year students at four-year public colleges did not return for their second year of school, and that this
high rate of attrition can negatively affect not only institutional budgets but also public perceptions of the
institutions themselves (2004). Tinto (1993) found that the highest attrition rates were among
disadvantaged students.
At higher education institutions nationwide, the interest in student retention practices and the related
research which serves to guide them has been renewed by a recent emphasis on linking accountability
with funding (AASCU, 2006; Finder, 2006; Corpus, 2009, Blankenship, 2010, Pelletier, 2011).
Carey (2004) stated,
America’s colleges and universities have a serious and deep-rooted problem: far too
many students who enter our higher education system fail to get a degree. Even among
the students most likely to succeed—those who begin their college career as full-time
freshmen in four-year colleges and universities—only six out of every ten of them, on
average, get a B.A. within six years. This translates into over a half a million collegians
every year, a group disproportionately made up of low-income and minority students,
who fall short of acquiring the credentials, skills and knowledge they seek. (p. 1).

Overview of Retention Theories
Summerskill’s (1962) research suggested that elements of a student’s personality are the major
reasons for persistence and leaving. His work marked the beginning of a new era in retention research.
Since then, many other researchers and theories have appeared in the literature.
Spady’s (1970) retention theory marked the turning point from viewing retention in terms of what the
student brings to college to viewing retention as a function of the interaction between the student and the
campus. His theory suggests that the interaction between student attributes and the institutional
environment determines departure decisions. Spady (1970) believed that when a student’s social system
breaks up it is linked to an earlier failure to integrate into the life of that environment. This model of
student attrition links the student departure to a prior failure of the student to become socially and
academically integrated within the institutional environment. He found social integration to be the most
important factor in student attrition. This increase in social integration increased satisfaction with the
college environment which, in turn, increased the student’s commitment to the institution.
Building on Spady’s (1970) earlier work, Tinto (1975) introduced what has become the foundation
for most of the collective current theory on retention. Tinto’s (1975) student retention model consists of a
series of complex academic and social interactions between a student and the college environment,
referred to as the ‘degree of fit’ between the student and the campus environment. The model takes into
consideration individual student traits, including pre-entry college attributes, academic goals and
commitment, and also considers the relationship between persistence and the student’s level of academic
and social integration. Spady (1970) was the first to examine the value of the student being involved with
life at and within the institution, and Tinto (1975) concluded that a student’s contact with faculty outside

62 Journal of the North American Management Society

Wallingford

	
  
the classroom directly impacted retention. Tinto recommended that colleges implement effective retention
plans to ensure students are integrated into their new environment. In his student retention model, he
explained retention as a longitudinal process of interactions between the student and the institutional
environment. Terenzini and Pascarella (1980) reviewed the validity of Tinto’s retention model and,
consistent with Tinto’s research, found that the degree and type of academic integration is a strong factor
in the decision to leave college.
Tinto’s (1987) model of student attrition looked at the changing nature of integration. Tinto (1987)
proposed that institutions have their own cultures made up of the traits and behaviors of those that reside
in them, similar to other human communities. Tinto (1993) stated that departure from college serves as a
“barometer of the social and intellectual health of institutional life as much as of the experiences of
students in the institution” (p. 5). He also stated that attrition results from interactions between a student
and his or her institutional environment. He argued that retention is a function of motivation and
academic strength on the part of the student, integrated with the academic and social characteristics of the
institution. Academic traits include one’s abilities to perform in a college setting and social traits include
one’s abilities to integrate into a social system. According to this theory, the match between an individual
and the institution shapes what are called the goal and institutional commitments. According to Tinto, the
stronger the commitment to completing college along with the level of institutional commitment to
student success, the greater the college student persistence will be. The integration of the student, both
academically and socially, leads to greater levels of student commitment to the institution and to
achieving his/her goals and higher education persistence.
Tinto (1993) revised his theory by adding environmental variables and intentions.
Kennedy and Scheckley (1999) examined attrition and persistence in the higher education literature
and found that the interaction/relationship between the institution and student or institutional fit explained
attrition most consistently. This research served to re-affirm Tinto’s (1975, 1987, 1993) conclusions. It
also lends support to current trends in retention practices and recommendations.

Current Trends in Retention/Graduation Research and Practices
In order for students to be successful, institutions must provide a solid foundation as freshmen
transition into the college environment. However, the first academic years tend to be the least satisfactory
for students (Noel, 1985; Astin, 1993; Tinto, 1993; Boyer Commission, 1998). Students struggle with the
academic, emotional, and social transition from high school to college, while institutions struggle to meet
students where they are academically and then bring them along to where they need to be in order to be
successful in their freshman year.
Because of the negative economic impact associated with attrition (Braxton 2001-2002), colleges and
universities must make a concerted effort to retain students. Integrated retention programs include
academic factors. As student academic and social integration into the campus community increases so
does the likelihood of student retention and graduation (Asera, 1998; Tucker; 1999; O’Brien & Shedd,
2001). The institutional community must be engaged in a coordinated and comprehensive effort across
divisions to provide retention programs that address both academic and non-academic factors in an
integrated approach (Holmes, Ebbers, Robinson, & Mugenda, 2000-2001; Pathways to College Network,
2004; Carey, 2005; AASCU, 2006; Finder, 2006; Corpus, 2009; Woosley & Miller, 2009; Blankenship,
2010; Pelletier, 2011). Legislators and government are holding higher education institutions more
accountable and requiring that they align their systems to support student success and clearly document
student learning outcomes (Pelletier, 2011).
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Retention and TRIO/SSS Projects
While it is commonly recognized that the first year of college is a crucial point for all students, for
disadvantaged populations the transition to college can be especially difficult. Successful transition to
postsecondary education is key—60% of first-generation, low-income students who leave higher
education without attaining a degree do so after the first year (Tinto, 1993). Tinto (1993) investigated the
reasons that students drop out of college and found that the highest attrition rates were among
disadvantaged students (minorities and persons of lower socio-economic status).

Organizational Structure
A review of the literature in the area of organizational structure in higher education reveals that this
area is undergoing major reform on many college campuses. The traditional hierarchy and departmental
divisions within organizational structures are increasingly being viewed as outdated and ineffective, and
are being replaced by more integrative, collaborative efforts with a view toward creating a much more
student-centered climate that will better support student success, retention, and graduation rates. The
problematic nature of the traditional structure of higher education organizations is discussed in this
section. Additionally, the more effective, current practices and characteristics of institutions that have
moved away from the traditional organizational structure toward a more modern approach are reviewed.

Traditional Organizational Structure
The administrative structure of most colleges and university systems is bureaucratic (Baldridge, et al.,
2000; Gumport & Snydman, 2002). While many corporations changed their organizational structures
some twenty years ago, colleges and university administrators have been slow to respond to changing
needs within the industry of educational delivery (Karabell, 1998). These administrators have continued
to maintain a top down approach, interacting with employees in the traditional autocratic way rather than
embracing the practices of transformational leadership (Bass & Avolio, 1995, 1998; Bensimon, Neuman,
& Birnbaum, 2000; Birnbaum, 2000; Wergin, 2001).
In their critique of traditional organizational structure, Baldridge, et al. (2000) suggested that
universities are systems of organized anarchy (also, Bennis, 1989 & 2003; Fincher, 1987) with little
centralized coordination; with vague, ambiguous, competing, and contested goals; and with significant
vulnerability to the external environment. Within a university, programs and activities generally are
departmentalized. Structurally, this creates within the institution individual silos with individual goals,
although departments and divisions may be loosely coupled (Kuh, 1996).
The premise that colleges and universities operate in silos springs from the essentially vertical
structures of these institutions. Their various divisions, such as colleges, business offices, student affairs
departments, etc., seem to exist and work in parallel with each other, being more concerned with their
own objectives than those of the school as a whole (Kuh, 1996; Keeling, Underhile, & Wall, 2007).
Additionally, colleges within institutions and other departments compete with one another for scarce
resources which further leads to promoting the concerns of their own divisions over working toward
broader institutional goals.
Other studies have also shown that various divisions within institutions operate with ambiguous
purposes in vertical structures that are only loosely linked (Mintzberg, 1979; Cohen & March 1986;
Fincher, 1987; Weick, 2000; Baldridge et al., 2000; Bennis, 1989 & 2003; Keeling, et al., 2007). The
basis for this indistinctness is that it allows for artistic thinking and respects and encourages the autonomy
of different disciplines. However, the vertical structure of these institutions and their ensuing divisional
ambiguity don’t seem to fit in with the current emphasis on accountability and horizontal assessment.
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Institutions are increasingly being called on to measure and report on their performance horizontally
(Callan, Finney, Kirst, Usdan, & Venezia, 2006).
Many of the seemingly unsystematic organizational structures within universities are characterized by
a lack of integration resulting from decentralized management, bureaucracy, and non-standardized
practices (Karabell, 1998). Although these structures may allow many individuals the opportunity to
provide input into decisions, campus consensus is rarely achieved which tends to limit the scope of
leadership initiatives to one building or one academic department (Karabell, 1998).
Collaboration among departments or divisions tends to be for a single event in response to a
temporary need, and throughout the collaboration process, each division or department maintains its
distinct and separate identity (Weick, 2000). Kezar (2005b) found that groups who attempt to work
together in a cross-functional manner to support student success often find that institutional structures
stand in the way, and that their work sometimes goes unrewarded. Further complicating the issue,
universities are staffed by educators who demand a say in decision-making processes, but who have little
or no understanding of the issues involved in organizational management (Baldridge, et al., 2000).
Helgesen (1990) summed up much of the current movement away from the traditional organizational
structure when he stated:
The traditional organizational architecture, with its presumptions of underlying
hierarchical order, its emphasis on rank, boundary and division has outlived its usefulness
as a metaphor by which we relate individuals to the institutions that employ their labor
and shape their lives. (p. 271)
Baldridge, et al. (2000) suggest that many colleges and universities are attempting to move away from
the traditional vertically-oriented structure toward a more horizontal integration across academic and
administrative departments. This provides a foundation for improved student services, and increases
student success, persistence, and graduation rates. Economically and politically this paradigm shift is also
beneficial for the institutions (Karabell, 1998).

A Modern Perspective
How different aspects of organizational structure at institutions of higher education affect student
outcomes, such as retention and graduation rates, has been examined by several studies Baird (1988)
suggested that student perceptions of the institutional environment impact retention decisions. Baird
(1988) and Berger and Milem (2000) suggested that studying institutional structure helps us understand
how institutional environments affect students. Fiske (2004) and Carey (2005) reported that the most
success in increasing institutional retention rates has been in making student success part of the
institutional culture. In addition, Tinto’s (1993) examination of student behavior via an organizational
point of view also suggests that colleges and universities are organizations and organizational structure
does affect students.
Kezar (2005a) studied how higher education institutions can move from bureaucratic structures and
siloed interdisciplinary units to an organizational structure that supports collaboration. He found eight
organizational characteristics that assist institutions in organizing for collaboration. Of these eight
characteristics, three were found to be vital in organizing for collaboration—a mission that promotes
collaboration, a network of relationships among faculty and staff that enables collaboration, and
integrated structures that support collaboration, which is key to connecting work that is usually done in
isolation. This study is also supported by the research of Hesselbein, Goldsmith & Somerville (2002),
who found that flexible organizations with administrators who encourage calculated risk-taking and
develop successful internal and external partnerships are more likely to be adaptive organizations.
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Similarily, Bolkan and Goodboy (2009) also believe it is time to break out of the higher education
traditionalism and create an integrated and inclusive structure where everyone believes in everyone’s
ability to be successful.
Colleges need to ensure that programs are well integrated into the campus institutional structure.
Multiple avenues of getting students attention should be used to get students involved. The more a
student feels involved within the institution the more likely they are to stay and complete their degree.
Students like to know that they have a program that they fits them, especially incoming freshman, or
transfer students, because they are leaving old friends and comfort zones behind in search for a new place
to belong. Students that are involved in activities also tend to have higher grade point averages. This is
because they feel that they have someone, or a group of people to hold them accountable. (Woosley &
Miller, 2009)
In a study of twelve public colleges and universities with strong graduation rates, the American
Association of State Colleges and Universities (AASCU, 2006) concluded that having the attitude that all
students can succeed and providing a supportive structure, demonstrates faith in students which in turn
creates a culture of high expectations, an inclusive culture, and a well-known mission dedicated to student
learning which increases student success. This study documented that leadership and an inclusive
structure increases student graduation rates.
Hearn (2006), when researching correlates of student success in higher education also revealed that
coupling of services, activities, and programs are linked to achievement. Institutions are being challenged
to provide students with experiences that enhance learning, challenge students to achieve higher levels of
success, and provide support for them to do so. Similar to AASCU (2006) and Bolkand and Goodboy
(2009), Boyer (1987, 1990, 1997) claimed that the best way to achieve these goals was to collaborate and
partner with faculty, students, and administrators in a common mission to create a college environment
with seamless learning in and outside of the classroom.
One example of horizontal functioning at work on many campuses can be found in the area of student
affairs. These divisions often function horizontally to create learning communities, create a solid
transition into and out of the institution, promote academic alliances, and support efforts to reduce vertical
functioning (Kuh, 1996; Smith, et al., 2004; Ewell & Wellman, 2007). Smith et al. (2004) examined
student affairs efforts and found a strong commitment on the part of individuals to operate horizontally
even when institutional constraints made it difficult to do so.
In a report that examined exemplary practices in TRIO/Student Support Services projects, one
commonality among successful projects was dedicated staff and directors with strong institutional
connections (Muraskin, 1997). All five successful projects had directors who have worked in TRIO or
similar programs at the same institution for many years. TRIO/SSS project director’s tenure plays a
substantial role in linking the TRIO/SSS project to their institution because these directors are well known
and respected at their institutions, and contribute to institutional policies that impact disadvantaged
students. (Muraskin, 1997). Similarly, Brazzeller (2001) identified the characteristics that made
TRIO/Talent Search projects effective. These included strong effective leadership, qualified staff, risktaking, institutional identity, overall institutional emphasis, and a non-bureaucratic structure with the
ability to adjust quickly to changes and issues.
Retention/graduation theory and organizational structure theory are now intertwined, and they have
moved in similar directions. As previously discussed, improving graduation has evolved from identifying
and implementing isolated programs and services to a more holistic view of the organization as a whole
and how it impacts graduation rates (AASCU, 2006; Bolkan & Goodboy, 2009; Woosley & Miller, 2009;
Blankenship, 2010). This has much in common with the movement away from traditional organizational
structure toward a more integrated, collaborative effort. Berger (2001-2002) proposed “… that colleges
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and universities are organizations and subsequently that organizational perspective is an appropriate
framework for gaining useful insights into how undergraduate retention can be improved” (p. 3). From a
student retention perspective, organization theory posits that interactive processes affect student
persistence/graduation.
Since institutional structure does appear to influence student learning and outcomes (Braxton & Brier,
1989; Berger & Braxton, 1998; Berger 2000; Berger & Milem, 2000; Berger, 2002; AACSU, 2006;
Bolkan & Goodboy, 2009; Woosley & Miller, 2009), higher education leaders should pay close attention
to and monitor the nature of the organizational structure and environment on their campuses.
Organizational theory proposes that the mission of the institution is associated with student success
because institutions that coordinate their overall mission with their particular academic programs and
policies are usually more efficient and effective (Ewell, 1989; Birnbaum, 1991; Bolman and Deal, 1991;
AASCU, 2006).
Change within universities has occurred very slowly and over extended periods of time, primarily
because university administrators and faculty tend to be deeply entrenched in those traditional systems
that offer few incentives for change. However, given current economic and political factors affecting
university environments, new paradigms are needed (Karabell, 1998; AASCU, 2006; Bolkan & Goodboy,
2009). Additionally, while any particular university may have multiple missions, for example both
research and teaching, maintaining a balance between and among missions may cause uncertainty and
confusion within the institution and among faculty and staff (Baldridge, et al., 2000; AASCU, 2006).

Leadership
Many definitions of leadership can be found in the literature on the subject, depending on the interests
and focus of the researcher. One current, widely-cited definition of leadership comes from Yukl (2005),
who defined the term as “a process whereby intentional influence is exerted by one person over other
people to guide, structure and facilitate activities and relationships in a group or organization” (p. 2).
Yukl’s definition encompasses the scope of much of the recent research on the topic.
Research on leadership models has also changed over time. Initially, there was a focus on natural
traits among leaders and followers. Later research examined patterns among transactions or exchanges
between leaders and followers. The model of transformational leadership dominates current theory
because it takes into account the broad range of leadership characteristics, outlines definitive leadership
behaviors, and supports more effective, flexible methods of leadership, resulting in increased employee
awareness of organizational goals, as well as the motivation to work toward achieving those goals. (Bass
and Avolio, 1990; Avolio and Bass, 2004).
Much of the current research in this area began with two important, classic studies; the Ohio
Leadership Study and the Michigan University Study, which were the first to categorize leadership
behaviors as either initiating structure (control of processes) or consideration (emotional concern for
subordinates) (Yukl, 2005). These two works laid much of the groundwork for today’s research on
leadership theories, and both remain relevant in today’s leadership research in that they developed a
framework of categorized behaviors, process, and inter-personal relations found in most leadership
models which followed (Yukl, 2005).
The transactional model is based on studying and categorizing the series of exchanges, or
transactions, between leaders and followers. This model gained recognition with Burns’(1978) influential
study of political leaders, which was soon followed by Bass’s (1985) research that broadened the use of
the transactional model to include other leaders from the military, industrial, public, and educational
sectors.
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Because most traditional models failed to fully explain a broader range of leadership behaviors,
researchers were prompted to develop a more comprehensive model that would challenge traditional
models and broaden their scope. Bass (1985) introduced the full-range leadership style model (consisting
of both transactional and transformational leadership behaviors), which was subsequently updated by
Avolio and Bass (2004). Since it was first introduced, this model had drawn significant attention, not only
because of its ability to assess a wider, more comprehensive, range of leadership behaviors but also
because it created and somewhat defined definitive leadership behaviors.
This transformational model is considered to be the modern paradigm in leadership theory. It has
undergone years of scrutiny, including intensive academic and statistical research (Avolio, 1999; Avolio
& Bass, 2002; Dum dum, Lowe & Avolio, 2002; Dvir, Eden, Avolio & Shamir, 2002; Avolio & Bass,
2004).
By virtue of their support and encouragement, transformational leaders can appeal to the moral
values, emotions, and ideals of their employees, facilitating an understanding on the part of the employees
of their individual importance to the organization as a whole. This can lead to increased levels of
employee trust, respect, and loyalty, often empowering them with the confidence and willingness to
assume additional responsibilities (Bass, 1985; Bass & Avolio, 1990). Bass and Avolio also argued that
transformational leaders motivate by creating an understanding of the importance of organizational
outcomes, by inspiring employees to put the needs of the organization first, and by appealing to the
higher-order needs – the need for love, affection, belonging, esteem, and self-actualization (Maslow in
Koltko-Rivera, 2006).
A study of the effectiveness of transformational leadership involving 194 participants showed that
trust and value congruence with the leader directly and indirectly impacted participant performance in a
positive way (Jung & Avolio, 2000). In their study of 89 school principals in Singapore, Koh, Steers, and
Terborg (1995) concluded that transformational leadership had a direct, substantial, and positive impact
on organizational behavior, organizational commitment, and instructor satisfaction, as well as an indirect
positive effect on the academic performance of students. This further suggested that transformational
leadership brings out the best in employees and enables the leader and the employees to perform above
expectation (Bass, 1985; Gasper, 1992; Jung & Avolio, 2000; Dum dum, Lowe, & Avolio, 2002;
Walumbwa, Wang, Lawler, & Shi, 2004). There have been a number of studies of transformational
leadership at institutions of higher education with results showing a positive relationship between
transformational leadership and elements of student and faculty success Bolkan & Goodboy, 2009).
Nischan (1997) studied 139 undergraduate business students enrolled at a community college to
determine the influence of faculty transformational leadership versus faculty transactional leadership on
student outcomes. Based upon the author’s findings, he concluded that transformational leadership
contributes more to student effectiveness, extra effort, and satisfaction than does transactional leadership.
According to Kouzes and Posner (2002), leaders who exhibited transformational behaviors reported
increases in performance, retention rates, intrinsic motivation, and job satisfaction amongst their
employees.
Institutions of higher education need effective and competent leaders in order to be successful in
today’s rapidly changing environment. The perceived lack of accountability to state governments and
taxpayers, the escalating costs of postsecondary education, and an increase sensitivity of taxpayers toward
inefficient and ineffective leadership in higher education have added to the heightened scrutiny and
analysis of higher education leadership (Bisbee, 2007).
Competent, effective leaders are needed at all levels of postsecondary education institutions in order
for these institutions to be successful (Gaither, 2007). Higher education leadership has become more
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complex with the advent of the Internet, increased accountability, escalating costs of education, and
student consumerism (Wisniewski, 2002). Gaither proposed that the change in the way that academic
leadership is viewed has been influenced by factors including flatter organizational structures,
diminishing institutional loyalties, and the belief that excellence in leadership is necessary at all levels of
an organization. He further suggested that increased responsibility and accountability have led to greater
expectations for performance while multidimensional/multifaceted and decentralized internal
environments have challenged institutions of higher education to be responsive to an ever expanding
number of external constituents. Gaither (2007) stated,
In today’s climate of balancing competing constituency interests, financial contraction,
growing student populations, and abundant public criticism, it seems clear that the higher
education community needs to hone and apply its skills to better meet the strident
leadership demands of our time. (p. 4)
Additionally, Astin and Scherrei (1980) and Berger and Milem (2000) found that more
entrepreneurial styles of administrative leadership exhibited within higher education institutions had
positive effects on student gains.
Institutions can foster higher success and graduation rates by not only implementing programs to help
meet the needs of students but by also creating overall awareness among administrators, faculty, staff, and
students. The more programs that are readily available and the easier it is to identify them the more likely
students will stay involved with that particular college to earn their degree (Blankenship, 2010). Vincent
Tinto, a professor in Syracuse said, ''There are certain things that stand out about institutions that do better
than you would expect, one is that they are willing to commit resources and to align their resources in a
systematic way. Two, they understand the importance of support for student academic success.'' (Finder,
2006).
With the administration of positive structure and programs, institutions can increase the completion
rates of higher education. The way the institution chooses to lead these programs can be the difference
between success and failure.

METHODOLOGY
Overview
This research was a correlational quantitative study of three variables: transformational leadership,
project integration within the institutional structure, and six-year graduations rates at TRIO/SSS projects
hosted by Midwest colleges and universities. The Multifactor Leadership Questionnaire Leader Form 5XShort (MLQ-5) was administered as well as a researcher-developed survey, the TRIO Questionnaire,
which measured the extent of the respective Midwest TRIO/SSS projects’ integration within their
institutions’ organizational structure and documented each project’s six-year graduation rates. The
Statistical Package for the Social Sciences (SPSS®) software was used for all statistical analyses.
The MLQ-5 was selected because it is among the most validated instruments for measuring
transformational leadership characteristics, and because it is perceived to be highly predictive of leaders’
performance across a wide range of settings. (Lowe, et al., 1996; Bass, 1998; Carless, 1998; DeGroot, et.
all, 2000; Antonakis, et al, 2003).
The use of the TRIO Questionnaire was necessary because no other tool existed to collect and
measure the specific information necessary for this study. Thoughtful construction of questions and the
use of a pilot study ensured validity and reliability. Each of the 209 TRIO/SSS project directors in the
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Mid-America Association of Educational Opportunity Programs was asked to complete the both the
MLQ-5 and the TRIO Questionnaire.
Responses to the MLQ-5 were entered into SPSS© as numeric values to determine transformational
leadership scores. Six-year graduation rates of TRIO/SSS participants for 2004-05, 2005-06, and 2006-07
were taken from the TRIO Questionnaires and entered as percentages. The transformational leadership
score of each participant was correlated with the six-year graduation rates for that director’s project.
Responses to each of the 16 questions included in the TRIO Questionnaire were also entered into SPSS©
as numeric values and used to determine institutional integration. Each institutional integration score was
also correlated with its respective project graduation rate.
Data obtained from the TRIO Questionnaire were compared to the results of the MLQ to determine
what relationships exist among transformational leadership characteristics of Midwest TRIO/SSS
directors, institutional integration of Midwest TRIO/SSS projects, and the six-year graduation rates of
Midwest TRIO/SSS project participants.

Statement of Research Questions/Hypotheses
Two research questions were addressed: 1. To what extent, if any, are levels of transformational
leadership characteristics of Midwest TRIO/SSS project directors associated with levels of six-year
graduation rates of Midwest TRIO/SSS participants? 2. To what extent, if any, is Midwest TRIO/SSS
project integration within the institutional structure related to six-year graduation rates of Midwest
TRIO/SSS participants?

Description of Research Design
This researcher sought to examine two correlations: (a) the correlation between transformational
leadership and the Midwest TRIO/SSS projects’ six-year graduation rates, and (b) the correlation between
Midwest TRIO/SSS project’s integration within the institutional structure and the Midwest TRIO/SSS
projects’ six-year graduation rates.
Validity and reliability of the TRIO Questionnaire were addressed in two ways: first, the thoughtful
construction of questions ensured that the variables being studied were specifically and properly
addressed and that only factual, objective answers were called for; second, a pilot study was conducted
with 10 subjects to further assure that the questions were written in a way that would elicit clear and
consistent responses. Each Midwest TRIO/SSS project director in MAEOPP was asked to complete the
MLQ as well as the TRIO Questionnaire.

Operational Definitions of Variables
Integration within the institutional structure (XIS). The extent to which the TRIO/SSS project is
integrated within the institution’s structure. In this study, integration was measured by participant
responses to six closed-ended descriptive integration questions on the TRIO Questionnaire (questions 4,
5, 6, 7, 8, and 10, as shown in Table 1 and detailed in the following paragraph). Responses to each of
these six questions were assigned points, representing ordinal data values, ranging from 0 to 7 depending
on the question, to characterize integration within the institutional structure. For each question, higher
values represent greater project integration within the institutional structure. For items where “other” was
a response option, participants were asked to provide additional information that allowed the researcher to
determine an appropriate score for that item.
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TABLE 1
TRIO QUESTIONNAIRE INTEGRATION QUESTIONS AND SCORING
Question	
  #	
  
Factor	
  
Scoring	
  
4	
  
5	
  
6	
  

7	
  
8	
  

10	
  

TRIO/SSS	
  Project	
  is	
  a	
  
Department	
  	
  

2	
  =	
  TRIO/SSS	
  is	
  a	
  department,	
  1	
  =	
  
TRIO/SSS	
  is	
  a	
  program	
  within	
  a	
  
department	
  
Number	
  of	
  Departments	
  that	
   0	
  =	
  0	
  departments	
  collaborate	
  with	
  the	
  
Collaborate	
  with	
  the	
  Project	
  
project,	
  1	
  =	
  1,	
  2	
  =	
  2,	
  3	
  =	
  3,	
  4	
  =	
  4,	
  5	
  =	
  5,	
  6	
  
=	
  6,	
  7	
  =	
  7	
  
Distance	
  TRIO/SSS	
  Project	
  is	
  
0	
  =Project	
  Director	
  reports	
  to	
  a	
  
From	
  the	
  President’s	
  Office	
  
manager,	
  1	
  =	
  reports	
  to	
  a	
  director,	
  2	
  =	
  
reports	
  to	
  a	
  department	
  chair,	
  3	
  =	
  
reports	
  to	
  a	
  dean,	
  4	
  =	
  reports	
  to	
  a	
  vice	
  
president/provost,	
  5	
  =	
  reports	
  to	
  the	
  
president	
  
Number	
  of	
  University	
  
0	
  =	
  0	
  committees	
  are	
  served	
  on,	
  1	
  =	
  1,	
  2	
  
Committees	
  Staff	
  Serve	
  On	
  
=	
  2,	
  3	
  =	
  3,	
  4	
  =	
  4,	
  5	
  =	
  5	
  
TRIO/SSS	
  Director’s	
  
0	
  =	
  major	
  decisions	
  are	
  made	
  by	
  an	
  
Autonomy	
  in	
  Decision	
  Making	
   upper	
  level	
  administrator,	
  1	
  =	
  decisions	
  
are	
  shared	
  with	
  supervisor,	
  2	
  =	
  director	
  
has	
  final	
  say	
  in	
  project	
  decisions	
  
Number	
  of	
  Administrative	
  
0=6	
  or	
  more	
  administrative	
  levels,	
  1	
  =	
  5	
  
Levels	
  at	
  the	
  Project’s	
  
levels,	
  2	
  =	
  4	
  levels,	
  3=3	
  levels,	
  4	
  =	
  2	
  
Institution	
  
levels,	
  5=1	
  level	
  

Each of these questions yielded a positive directional scale score. For example, question 4 ranged
from 1 to 2 points, and question 5 ranged from 0 to 7 points. The score range was not the same for all
questions; therefore, scores for each question were standardized to give each question equal influence by
dividing the response value by the total value possible to obtain a percentage value for each question.
Then a total integration score for each project was obtained by calculating the average percentage. The
percentage was then multiplied by the total maximum points for all six questions (26) to obtain a
composite integration index score for each project. This composite score was needed in order to have a
single point of reference in the form of a mathematical expression to determine the extent to which the
Midwest TRIO/SSS project was integrated within the institutional structure.
The integration questions and scoring were developed by the researcher in consultation with
university faculty and administrators with expertise in organizational structure. Each integration question
measured a specific aspect of the project’s integration within the host institution’s organizational
structure. Question 4 measured the extent to which each project was considered a department within the
university (was the project considered a department within the institution or was it a program within a
department). Question 5 measured the extent to which other institutional departments collaborated with
the project (how many external departments supported, interacted, and collaborated with the project
during the course of a year). Question 6 measured the distance of the project from the president’s office
(did the project director report to the president, vice-president, dean, director, or manager). Question 7
measured the number of university committees that staff served on that created policies that may impact
the project, the participants, and/or performance outcomes of the project. Question 8 measured how much
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autonomy the project director had in decision-making. Question 10 measured the number of levels of
administration at the institution (Brazzeller, 2001).
Graduation rate (Y). The total number of TRIO/SSS students who graduated within six years (U.S.
Department of Education, Office of Postsecondary Education, 2005).
Transformational leadership (XTL). Leadership characteristics that influence employee awareness
about the importance and value of goals and ways of achieving them, as measured with the MLQ-5; 20 of
45 items assess the five attributes that represent transformational leadership. These include: 1) idealized
influence attributed; 2) idealized influence behavior; 3) inspirational motivation; 4) intellectual
stimulation; 5) individualized consideration. (Avolio & Bass, 2004).

Description of Materials and Instruments
In this study, the author analyzed responses to 20 items in the MLQ Leader Form (5X-Short) in order
to determine the extent to which Midwest TRIO/SSS directors possessed transformational leadership
attributes.
Each director was asked to complete the TRIO Questionnaire, designed to identify the extent to which
each project was integrated within its respective institution’s organizational structure. Questions
addressing the project’s integration included items regarding the project’s distance from the president’s
office, the extent to which the project is considered a department within the university, the extent to
which the project director has autonomy over project operations and budget, the extent to which other
institutional departments collaborate with the project, and the number of university committees staff serve
on that create policies which may impact the project, its participants or its outcomes. Respondents were
also asked to report their Midwest TRIO/SSS participants’ six-year graduation rates for the preceding
three years, using the data from federally mandated annual performance reports. Additionally,
demographic information was collected regarding the gender, ethnicity, age, and level of education of the
respondents.
The correspondence between the two sets of instrument item numbers used to answer the two
research questions of this study are included in Table 2.

TABLE 2
CORRESPONDENCE OF SURVEY ITEM NUMBERS AND RESEARCH QUESTIONS
Research	
  Question	
  
Q1	
  
Q2	
  

MLQ	
  Leader	
  Survey	
  
2,	
  6,	
  8,	
  9,	
  10,	
  13,	
  14,	
  15,	
  18,	
  19,	
  21,	
  
23,	
  25,	
  26,	
  29,	
  30,	
  31,	
  32,	
  34,	
  36	
  
	
  

TRIO	
  Questionnaire	
  
3	
  
3,	
  4,	
  5,	
  6,	
  7,	
  8,	
  10	
  

The actual response rate for the pilot study was 90%. Of the 102 participants who responded, roughly
90% responded to the six-year graduation rate questionnaire.

Selection of Participants
The Mid-America Association of Educational Opportunity Personnel (MAEOPP) region included 209
TRIO/SSS projects at the time of the study, and all of these project directors were invited to participate.
MAEOPP spans ten states in the Midwest, each state having between 14 and 41 projects.
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Using Soper’s (2007) a-priori sample size calculator, it was determined that a statistically significant
sample size for this study would be 67. That required a 33.5% response rate. The final survey response
rate was 90% of the 102 respondents provided six-year graduation rates and 102 of the 209 (49%) surveys
mailed completed the MLQ-5. Using Soper’s (2007) post-hoc statistical power calculator, a power of 81%
was achieved for the MLQ-5. For the six-year graduation rate questionnaire, a power of 77% was
achieved.

Discussion of Data Processing
The data analysis took place in four steps using the Statistical Package for the Social Sciences
(SPSS®) software. First, frequencies were run to ascertain whether data were properly coded and
respondents were responsive to the questions. Second, data was investigated to ensure there were
adequate response distributions across variables and to determine whether categories within variables
needed to be collapsed. No categories within variables needed to be collapsed. Third, frequency
distributions were run on each of the independent variables (transformational leadership and project
integration within the institutional structure), and both independent variables showed a mean, median, and
mode that were all very similar. In addition, the Kolmogorov-Smirnov test was run to test for normality
and the test distribution for both independent variables was normal. Fourth, correlation analysis was used
to test for statistically significant correlations. Multiple regression analysis (Y = β0 + β1XTL + β2XIS +
β3XTLXIS + ε, as in the following discussion) was used to determine the predictive levels of the
independent variables.
The MLQ Leader Form (5X-Short) uses a Likert scale with response values in the range of 0 to 4.
The TRIO Questionnaire developed by the researcher uses a scale with response values in the range of 0
to 10, depending upon the question. Responses to the six integration questions were weighted to ensure
equal influence. The six-year graduation rate and the independent variables of transformational leadership
and integration within the institutional structure were measured directly based upon the perspective of
respondents.
The values assigned to Graduation Rate (Y), Transformational Leadership (XTL), and Integration
within the Institutional Structure (XIS) are shown in Table 3. The mean and standard deviation for
Transformational Leadership (XTL) and Integration within the Institutional Structure (XIS) were
calculated.
To test the significance of the correlations between transformational leadership (XTL), integration
within the institutional structure (XIS), and six-year graduation rates (Y), data were collected using the
MLQ Leader Form (5X-Short) and the TRIO Questionnaire. The relationships between six-year
graduation rates and the independent variables were analyzed using multiple regression analysis.
Statistical Package for the Social Sciences (SPSS©) software was used to estimate the parameters in the
regression model with main effects and interaction. The linear model (Aczel & Sounderpandian, 2006)
was used to solve the equation: Y = β0 + β1XTL + β2XIS + β3XTLXIS + ε
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Variable	
  

TABLE 3
DEPENDENT AND INDEPENDENT VARIABLES
Levels	
  
Values	
  

Graduation	
  Rate	
  (Y)	
  

%	
  

#	
  of	
  graduates	
  within	
  six	
  years.	
  	
  

Transformational	
  Leadership	
  (XTL)	
  

5	
  	
  

Possible	
  scores	
  	
  of	
  0	
  	
  to	
  4	
  	
  

Integration	
  within	
  the	
  Institutional	
  

7	
  	
  

Possible	
  range	
  of	
  scores	
  0-‐26.	
  

Structure	
  (XIS)	
  
	
  
Dependent and Independent Variables
To address the first research question/hypothesis for transformational leadership, participant score
averages of 3.0 or higher were considered as predominantly exhibiting transformational leadership
characteristics. Those not reaching the 3.0 threshold were considered not to exhibit transformational
leadership characteristics. This threshold was determined by Avolio and Bass’s (2004) rating scale which
indicates that a score of three means fairly often. A correlational analysis was used to determine whether a
relationship existed between the transformational leadership scores and six-year graduation rates.
To address the second research question/hypothesis, data about each Midwest TRIO/SSS project’s
six-year graduation rates for the preceding three years and the project’s integration within its respective
institutional structure were collected using the TRIO Questionnaire. An integration score for each project
was calculated by equally weighting the responses to questions 4, 5, 6, 7, 8, and 10, and obtaining the
average percentage of points for each subject. The percentage was then multiplied by the total maximum
points for all six questions (26). A correlational analysis was performed for each program’s integration
score and graduation rates to test for statistically significant relationships between these variables.
Statistics including the minimum, maximum, mean, and standard deviation were reported for each
dependent and independent variable. Descriptive analyses were used to report the Midwest TRIO/SSS
project’s distributional properties.
Additionally, the TRIO Questionnaire collected data regarding the demographic information of
respondents, as well as characteristics of their projects and host institutions. This information is presented
in Table 4. A correlational analysis was performed for each factor in Table 4 and each project’s six-year
graduation rate to test for statistically significant relationships. This analysis of the demographics/project
characteristics was conducted to determine if any of these factors may have had an impact on the
hypotheses. Statistically significant correlations were found between transformational leadership and sixyear graduation rates as well as project integration and six-year graduation rates.
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TABLE 4
TRIO QUESTIONNAIRE DEMOGRAPHICS AND PROJECT/INSTITUTION
CHARACTERISTICS QUESTIONS
Question	
  #	
  
Factor	
  
Coding	
  
1	
  
2	
  
9	
  

11	
  

12	
  

13	
  
14	
  
15	
  
16	
  

Funding	
  Awarded	
  

Actual	
  dollar	
  amount	
  awarded	
  by	
  the	
  
U.S.	
  Department	
  of	
  Education	
  in	
  the	
  
Grant	
  Award	
  Notification	
  
Number	
  of	
  Participants	
  
Actual	
  number	
  of	
  participants	
  the	
  
Approved	
  to	
  Serve	
  
project	
  was	
  approved	
  to	
  serve	
  
Type	
  of	
  institution	
  
1	
  =	
  public,	
  4-‐year;	
  2	
  =	
  public,	
  2-‐year;	
  3	
  =	
  
private,	
  4-‐year,	
  nonprofit;	
  4	
  =	
  private,	
  4	
  
year,	
  for	
  profit;	
  5	
  =	
  private,	
  2-‐year,	
  
nonprofit;	
  6	
  =	
  private,	
  2-‐year,	
  for	
  profit	
  
Education	
  Level	
  
1	
  =	
  less	
  than	
  an	
  associates	
  degree,	
  2	
  =	
  
Associates	
  degree,	
  3	
  =	
  Bachelor’s	
  
degree,	
  4	
  =	
  Master’s	
  degree,	
  5	
  =	
  
Professional/Doctorate	
  degree	
  
Race/Ethnicity	
  
1	
  =	
  American	
  Indian/Alaskan	
  Native,2	
  =	
  
Asian,	
  Black	
  or	
  African	
  American,	
  3	
  =	
  
Hispanic	
  or	
  Latino,	
  4	
  =	
  Multi-‐racial,	
  5	
  =	
  
Native	
  Hawaiian/Pacific	
  Islander,	
  6	
  =	
  
White,	
  7	
  =	
  Other	
  
Age	
  
1	
  =	
  20-‐24	
  years,	
  2	
  =	
  25-‐29,	
  3	
  =	
  30-‐34,	
  4	
  =	
  
35-‐39,	
  5	
  =	
  40-‐44,	
  6	
  =	
  45-‐49,	
  7	
  =	
  50-‐54,	
  8	
  
=	
  55-‐59,	
  9	
  =	
  60-‐64,	
  10	
  =	
  65+	
  
Years	
  of	
  TRIO/SSS	
  
1	
  =	
  0-‐4	
  years,	
  2	
  =	
  5-‐9,	
  3	
  =	
  10-‐14,	
  4	
  =	
  15-‐
Administrative	
  Experience	
  
19,	
  5	
  =	
  20-‐24,	
  6	
  =	
  25-‐29,	
  7	
  =	
  30+	
  
Other	
  years	
  of	
  Administrative	
   1	
  =	
  0-‐4	
  years,	
  2	
  =	
  5-‐9,	
  3	
  =	
  10-‐14,	
  4	
  =	
  15-‐
Experience	
  
19,	
  5	
  =	
  20-‐24,	
  6	
  =	
  25-‐29,	
  7	
  =	
  30+	
  
Gender	
  
	
  1	
  =	
  female,	
  2	
  =	
  male	
  

	
  
Methodological Assumptions, Limitations, and Delimitations
The study is limited to the Midwest region and only to TRIO/SSS projects within that region.
Generalization beyond TRIO/SSS projects within the Midwest region may be limited beyond the scope of
the sample. However, the findings may have wider implications for other TRIO projects (Upward Bound,
Talent Search, McNair, and Educational Opportunities Centers). Further, it may not be appropriate to
generalize findings to other institutional student services and professionals at postsecondary institutions.
Another limitation to this study is the possibility that institutions with TRIO/SSS projects may tend to
select leaders who already possess transformational leadership characteristics.
One other possible limitation of this study was the use of six-year graduation rate data of TRIO/SSS
participants. Although commonly used as a measure of the performance of college or university retention
programs, there is a possibility of human error in gathering and reporting of these figures which could
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lead to flawed data. To reduce the risk of such error, graduation performance data for this study were
gathered from TRIO/SSS project databases from which data were submitted to the U.S. Department of
Education.

FINDINGS
Overview
The relationships studied were among the transformational leadership characteristics of Midwest
TRIO/SSS project directors, the integration of Midwest TRIO/SSS projects within the structure of their
respective institutions, and the six-year graduation rates of Midwest TRIO/SSS projects.
Two research questions and associated hypotheses were developed in order to assess the relationships
among transformational leadership, Midwest TRIO/SSS project integration within the institutional
structure, and six-year graduation rates. The first hypothesis was that transformational leadership
characteristics would be positively correlated with six-year retention rates of Midwest TRIO/SSS
participants. The second hypothesis was that the more integrated the Midwest TRIO/SSS project was
within the institutional structure, the greater the positive correlation would be to higher six-year
graduation rates of Midwest TRIO/SSS participants.

Findings
Hypothesis One. Midwest TRIO/SSS directors whose average score was 3.0 or higher were
considered primarily transformational in leadership style. Actual six-year graduation rates of Midwest
TRIO/SSS participants for 2004-05, 2005-06, and 2006-07 were entered as percentages. The
transformational leadership scores of each Midwest TRIO/SSS director were correlated with the six-year
graduation rates for that director’s project in order to test the first hypothesis. The results are shown in
Table 4.

TABLE 4
TRIO/SSS DIRECTOR TRANSFORMATIONAL LEADERSHIP RATINGS TO SIXYEAR GRADUATION RATES
Leadership	
  Rating	
  
Six-‐Year	
  Graduation	
  Rate	
  
N	
  

Range	
  

Ave.	
   SD	
   Year	
  

N	
  

Range	
  

Ave.	
   SD	
  

%	
  

%	
  

	
  	
  	
  R	
  

p<.05
p<.01	
  

102	
   2.55-‐3.95	
  

3.24	
  

.35	
   06-‐07	
  

97	
  

3-‐85	
  

41.5	
  

19.57	
  

.230	
  

.024	
  

102	
   2.55-‐3.95	
  

3.24	
  

.35	
   05-‐06	
  

94	
  

5-‐93	
  

40.4	
  

18.73	
  

.283	
  

.006	
  

102	
   2.55-‐3.95	
  

3.24	
  

.35	
   04-‐05	
  

85	
  

5-‐94	
  

40.8	
  

19.02	
  

.235	
  

.030	
  

	
  
Transformational leadership scores ranged from a high of 3.95 to a low of 2.55 on a 4. 0 scale with a
mean of 3.24 and a standard deviation of .350. The six-year graduation rate of Midwest TRIO/SSS
participants ranged from a high of 94% to a low of 3% over the three-year period studied, with a mean
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rate between 40.4 and 41.5% and a standard deviation between 18.73 and 19.57. The data show that
correlations between the Midwest TRIO/SSS director’s transformational leadership scores and six-year
graduation rates of Midwest TRIO/SSS participants for 2006-07 was .230, for 2005-06 was .283, and for
2004-05 was .235, suggesting statistically significant correlations at the .05 level for 2006-07 and 200405, and at the .01 level for 2005-06.
Hypothesis Two. An integration score was determined for each project based on responses from the
TRIO directors, and actual six-year graduation rates of Midwest TRIO/SSS participants for 2004-05,
2005-06, and 2006-07 were entered as percentages. The integration rate for each project was then paired
with the six-year graduation rates for that project. These data allowed the second hypothesis to be tested
by checking for a correlation between these variables. The results are shown in Table 5.

TABLE 5
TRIO/SSS INTEGRATION WITHIN THE INSTITUTIONAL STRUCTURE TO SIX-YEAR
GRADUATION RATES
Integration	
  Rating	
  
Six-‐Year	
  Graduation	
  Rate	
  
N	
  

Range	
  

Ave.	
  

SD	
  

Year	
  

N	
  

Range	
  

Ave.	
  

%	
  

%	
  

SD	
  

	
  	
  r	
  

p<	
  .05	
  

102	
   9-‐23	
  

15.76	
  

2.61	
  

06-‐07	
   97	
  

3-‐85	
  

41.5	
  

19.57	
  

.214	
  

.035	
  

102	
   9-‐23	
  

15.76	
  

2.61	
  

05-‐06	
   94	
  

5-‐93	
  

40.4	
  

18.73	
  

.262	
  

.011	
  

102	
   9-‐23	
  

15.76	
  

2.61	
  

04-‐05	
   85	
  

5-‐95	
  

40.8	
  

19.02	
  

.234	
  

.031	
  

	
  
Project integration within institutional structure scores ranged from a high of 23 to a low of 9 with a
mean score of 15.76 and a standard deviation of 2.61. The correlations between the Midwest TRIO/SSS
project integration within the institutional structure and the six-year graduation rates of Midwest
TRIO/SSS participants for 2006-07 was .214, for 2005-06 was .262, and for 2004-05 was .234,
suggesting that the correlation is statistically significant at the .05 level for all three years.
The integration frequency distribution showed a mean, median, and mode that were all very similar.
In addition, the distribution is not too skewed. Therefore, the author believes this distribution
approximates the normal distribution and lives up to the assumptions inherent in parametric tests. In
addition, the Kolmogorov-Smirnov test was run to test for normality and the test distribution was normal.

Analysis and Evaluation of Findings
The correlation analysis used to test the first hypothesis showed that a statistically significant
correlation at the .05 level for years 2006-07 and 2004-05 and .01 level for year 2005-06 existed between
Midwest TRIO/SSS leadership and six-year graduation rates. The Pearson Correlation was .230 for year
2006-07, .283 for year 2005-06, and .235 for year 2004-05. Therefore the null hypothesis can be rejected.
It is interesting to note that most leaders were found to be primarily transformational in their leadership
style (75 out of 102, or 74%).
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The correlation analysis used to test the second hypothesis showed that a statistically significant
correlation at the .05 level existed between Midwest TRIO/SSS project integration and six-year
graduation rates for all three years. The Pearson Correlation was .214 for year 2006-07, .262 for year
2005-06, and .234 for year 2004-05. Therefore the null hypothesis can be rejected. Institutional structures
across the different types of institutions responding were very similar.

Summary
The results of the statistical analysis showed statistically significant correlations between
transformational leadership, project integration within the institutional structure, and six-year student
graduation rates. Therefore, the two hypotheses in this study were supported by the data.

CONCLUSIONS AND RECOMMENDATIONS
Summary
The purpose of this study was to investigate the relationships among three factors which influence the
success of federally funded Midwest TRIO/SSS projects: graduation of students, project integration
within the organizational structure of the host institution, and transformational leadership characteristics
of Midwest TRIO/SSS project directors.
A literature review revealed several important points. Braxton found that historically and currently,
student departure rates have been a significant problem for colleges and universities (2001-2002).
Research conducted between 1998 and 2004 by the American College Testing Program (ACT) indicated
that approximately 25% of first year students at four-year public colleges do not return for their second
year of school (American College Testing Program, 2004). Tinto’s research indicated that the highest
attrition rates were among disadvantaged students: minorities and persons of lower socio-economic status
(1993).
Baldridge, et al. (2000) suggested that within many universities, vague, ambiguous, and competing
goals coupled with a lack of centralized coordination have resulted in ineffective, stagnated educational
delivery systems. Karabell (1998) proposed that given current economic and political factors affecting
university environments, it is essential to develop new paradigms. Finally, Viebahn (2002) argued that the
traditional top-down approach within administration should be replaced with a more functionally
integrated structure to expedite decision-making and departmental management.
Literature on the subject of leadership supports the idea that the most effective leaders use
transformational leadership in the majority of situations (Bass and Avolio, 1990), and that leaders who
possess certain characteristics of transformational leadership directly and indirectly impact their staff
performance in positive ways (Jung & Avolio, 2000). Additionally, flexible organizations with
administrators who demonstrate certain transformational leadership characteristics are more likely to be
adaptive organizations, and more able to respond successfully to immediate organizational needs
(Hesselbein, Goldsmith & Somerville, 2002). Further, Brazeller (2001) found that some of the
characteristics that made a TRIO/Talent Search project effective were strong and effective leadership,
qualified staff and organizational flexibility. Finally, Koh, Steers, and Terborg (1995) concluded that
transformational leadership had a positive effect on the academic performance of students.
Osborne and Gaebler (1992) suggested that without measurable outcomes it is impossible to
distinguish project success from failure, and without regular assessment, necessary programmatic changes
will not be implemented. It is well worth further examining the relationships among the transformational
leadership characteristics of TRIO/SSS directors, the institutional integration of TRIO/SSS projects, and
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six-year graduation rates because, ultimately, it is the TRIO/SSS directors who are responsible for
achieving their respective project outcomes. Furthermore, Bass (1990) suggested that because
transformational leadership can be learned and has been shown to increase organizational success,
institutional administrators could provide training opportunities for current TRIO/SSS directors as a
means of increasing their transformational leadership skills.
Further, institutional administrators could take this information into consideration when interviewing
and selecting SSS directors who exhibit the particular leadership traits that correlate with higher
graduation performance. Additionally, because transformational leadership can be learned and has been
shown to be effective in stimulating followers to create organizational success in various applications,
Bass (1990) encouraged training of transformational leadership concepts at all levels of organizational
leadership.

Conclusions
The results of the correlation analysis showed that both the integration of the Midwest TRIO/SSS
project within the institutional structure and the transformational leadership characteristics of Midwest
TRIO/SSS project directors were found to have a statistically significant correlation with six-year
graduation rates of Midwest TRIO/SSS participants. Therefore, the null hypotheses can be rejected for
these variables. Further, the research supports the currently accepted theories and studies in this area.
It was also found that most directors who responded to the surveys were shown to be primarily
transformational in their leadership style, and that most projects reported success in reaching their
graduation goals.

Recommendations
Based upon the results of this study, there are four general directions for future research. One is to
explore whether individuals who pursue leadership positions within higher education naturally possess
transformational leadership characteristics, and what implications that may have on hiring processes. A
second direction is to look at other variables that may correlate with institutional integration, retention and
graduation. A third recommendation would be to administer the MLQ to other rates. Finally, an
examination of service delivery models and characteristics of service providers within TRIO/SSS could
be undertaken. Results of such investigation could assist project directors, institutions, and federal
TRIO/SSS administrators in further strengthening projects and increasing overall program success.
The following questions for future research are indicated.
1. Because it was found that most directors who responded to the surveys were shown to be
primarily transformational in their leadership style, and most projects were reported as
successful in reaching their graduation goals, it may be beneficial to further investigate any
relationship that may exist between these variables, and to consider these related points: (a)
Do administrators within institutions of higher education tend to hire those leaders who
possess transformational leadership characteristics simply because of the nature of
institutional hiring processes? (b) Do individuals who pursue leadership roles in higher
education naturally tend to be transformational in their leadership style?
2. The findings of this study showed positive correlations between leadership styles and
integration with student graduation. What other factors may exist that could account for the
reported successful graduation rates? Are there other services being provided by TRIO/SSS
projects that make them successful at retaining and graduating students? For example,
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advising, tutoring, mentoring or other variables such as family support & encouragement
might affect the retention of SSS participants.
3. Because the directors were asked to self-report their leadership style, would it be beneficial
for future studies to administer the MLQ to other rates such as direct reports, peers, and/or
supervisors?
4. The findings of this study call for continued research in the area of leadership styles, project
integration and student graduation in TRIO/SSS projects. By developing a better
understanding of how these variables work together, project directors, institutions, and
federal TRIO/SSS administrators can strengthen these projects and increase overall program
success.
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'Not For Ten Million Dollars!’ A Content Analysis of
Medical Tourism Decisions
Elaine Davis, St. Cloud State University
Alvin Yu, St. Cloud State University
Janell Kurtz, St. Cloud State University
Multiple drivers are assumed to motivate and factor into decisions to have medical procedures done in another
country, regardless of incentive to save money. Content analysis of 114 respondents revealed 13 themes: those
actively considering medical tourism, the perceived benefits, nature of procedures, follow-up care, quality of care,
cost, safety, insurance, facilities, family support, language barriers, U.S. government policy crisis, and a final
category of those who would never consider medical tourism under any circumstances. Implications for HR
management of employee health plans and marketing in the hospitality industry are discussed.

INTRODUCTION
Why do some people fearlessly get on an airplane and fly to another country for surgery or serious
medical procedures, whereas others refuse to even consider the possibility, even when an employer’s
medical plan is offering them incentives to do so? An assumption of much of the current literature on
medical tourism, is that people will not seek medical care outside their western developed country unless
there is significant financial incentive to do so (Demby, 2010; Konrad, 2009; Lerner, 2010; Rice,
2010). Monetary inducements are the primary influence on decisions people make (Woodman, 2010).
However, multiple variables are likely to factor into decisions of this importance; outside of saving
money, people are likely to ponder numerous other factors.
Quality of on-site care and surgeon
competence were ranked the highest importance in a study of over 1000 people (Davis, Yu, & Kurtz,
2009).
As Americans continue to experience recessionary layoffs from reductions in workforce (RIFs) and
thus lose health insurance coverage, such decisions have become more common (Sobo, 2009). Families
may have no other financial alternative than to cross borders to get procedures done affordably. In
addition, more employer-sponsored plans now include incentives to have surgeries/procedures done at
greatly reduced prices outside the U.S. and the employee receives a generous part of the financial savings.
Blue Cross/Blue Shield has pioneered such insurance plans in recent years. (Einhorn, 2008; Wahlgren,
2009).
A 2011 review of 216 medical tourism articles found only five publications where actual data had
been collected and analyzed, and those five examined Tunisia, Yemen, Thailand and the United Kingdom.
All other publications were conceptual pieces, discussion papers, commentaries, law reviews, briefs, and
newspaper articles, and mostly anecdotal and speculative. Thus there is a dearth of empirical work in this
field and almost none has been done in the U.S. (Crooks, Kingsbury, Snyder and Johnston, 2010). In
their review, Crooks, et al found the existing literature (n=216) on medical tourism to be focused on the
themes of: decision making (push-pull factors such as cost and wait times), motivations, risks, and firsthand accounts.
Our research intends to add to the nascent empirical study of medical tourism. It was designed to
empirically investigate factors that influence decisions to participate in medical outsourcing. Verbatim
statements from study participants provide meaningful insight to managers working in all aspects of
employee benefits, and those working in hospitality and tourism. As the numbers of medical tourists

A Content Analysis of Medical Tourism Decisions

Summer 2013, 87

	
  
grow, human resource managers and the hospitality industry will need to proactively address the needs of
this anxious and often fearful niche of health seekers and travelers.

THE STUDY
To collect participants’ responses about medical tourism, this study employed qualitative inquiry to
document the complexity of responses for medical outsourcing. As Denzin and Lincoln (2000) have
suggested, the qualitative method takes the contextual conditions and subjects’ diversity into account and
discovers principles grounded in empirical evidence. The qualitative approach is able to capture
participants’ subjective understanding and interpret their personal claimed thought-processes for seeking
medical care abroad. Thus based on the study characteristics, a qualitative approach was the best inquiry
for this medical tourism study.

Procedures
To address these questions, the survey research method was utilized to collect information. Responses
were collected from participants in Midwest states in the United States. 1017 participated in a broader
study on health care and insurance, and of those, 114 voluntarily responded further in commentary format
for our data gathering purposes, an 11% response rate from this subset. To maintain confidentiality, all
participants’ identities were replaced by virtual numbers, five digits randomly assigned by the computer
system. The virtual numbers ensured there was no connection between respondents’ true identity and their
survey answers; the virtual numbers protected their privacy and met the IRB human subject requirements
for confidentiality.
Demographics of the sample are in Table 1. Not all respondents gave complete demographic
information. The age distribution was bimodal, with more participants in their 20s and 40s. Ages ranged
from 19-75. Gender was not equal, as more females responded and their comments were consistently far
more lengthy than males. 91.6% were Caucasian; the other 9% of varied ethnicity. Income level was
fairly high, with 38% earning more than $50,000 per year US. 87% had some college, a college degree or
higher, thus the sample was fairly well educated. 93% had health insurance. Occupations were greatly
varied and mostly professional: IT manager, optometrist, students, ed coordinator, self employed,
administrative assistants, retired, construction, laser operator, RN, pharmacist, sales, small business
owners, professor, laborer, business analyst, trucker, teacher, nanny, PCA, telecom tech, car sales, real
estate, cable TV, software engineer, finance manager, engineer, tax preparer, hair stylists, bank teller,
auditor, mechanical engineer, tech director and client liaison, thus a diverse pool.

DATA ANALYSIS
Content Analysis
As Flick (2006) and Silverman (2001) suggested, coding and categorizing are the main forms of data
analyses for verbal passages. In this study, the content analysis was utilized to identify participants’
opinions on medical tourism. For the data analysis of this study, we employed quantitative content
analysis as a subjective interpretation of the text data derived from the open-ended questionnaire through
the coding process of identifying themes. Content analysis has been conceptualized as an effective
instrument to sort huge amounts of text from human communication into fewer categories through
unobtrusive coding procedures (Berelson, 1952; Krippendorff, 1980; Stemler, 2001; Weber, 1990).
Content analysis has served as an effective qualitative research tool to analyze textual data obtained from
opened-ended survey questions, interviews, observation manuscripts, and printed media including
newspapers, books, and manuals (Berelson, 1952; Kondracki & Wellman, 2002). Counting the words or
calculating phrase frequency is not the only function of content analysis; it also has the capacity to
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examine the meaning of the content and classify them into explicit categories with similar meanings
(Hsieh & Shannon, 2005; Weber, 1990). Therefore, content analysis serves as the basis of the multimethod research and the first step for empirical examinations of data characteristics (Kolbe & Burnett,
1991) and it is an appropriate research method to objectively and systematically evaluate the content of
qualitative data (Berelson, 1952; Kolbe & Burnett, 1991).

Table 1

Demographics of the Sample

Age
< 20
20-29
30-39
40-49
50-59
>60
Gender
Male
Female
Ethnicity
Asian
Caucasian
East Indian
African
Income
<$25,000
$25,000-$50,000
$51,000-$75,000
$76,000-$100,000
>$100,000
Education
High school
Some college
College degree
Graduate degree

1.0%
36.%
7.%
26.%
18.%
12.%
42.5%
57.5%
2.8%
91.6%
2.8%
2.8%

31.%
31.%
16.%
6.0%
16.0%
13%
39%
40%
8%

As for the coding scheme in this study, we utilized a “top down” approach (King, 2004) by
constructing a hierarchical system to analyze all text passages and categorize them into three levels:
category, theme, and coded text. The hierarchy coding scheme would have acceptable reliability and
validity and developing a new coding scheme might not be a necessary step as King (2004) suggested.
Also, to have an inclusive scheme, the “bottom-up” approach was employed to explore possibility of any
new category generated from the dataset. That is, review of the literature and empirical examinations on
the verbal passages derived from this survey, were the main resources to construct the code scheme in this
study. Some categories (such as concerns for and barriers to medical tourism) had emerged before the
coding process, but the empirically coded texts or themes led to categories in this study which were not
developed in previous studies.
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In the hierarchy coding system, the highest level in the coding system is category, followed by theme
and coded text. A category served as a description of a major response to medical tourism and consists of
at least one theme with several coded texts in this study.

INTERCODER RELIABILITY
Since content analysis is an objective-oriented qualitative data analysis method, intercoder agreement
or reliability evaluation is a key issue and is also the main research focus in many disciplines across
natural and social sciences including education, medicine, and psychology (Abedi, 1996). Establishing
sufficient intercoder reliability has been recognized as one of the important issues in text-based analysis
(Gorden, 1992; Hruschka, Schwartz, St. John, Picone-Decaro, Jenkins, & Carey. 2004; MacQueen,
McLelland, & Milstein, 1998; Perreault & Leigh, 1989; Tinsley &Weiss, 1975, Tinsley &Weiss, 2000).
Neuendorf (2002) even suggested, “Without the establishment of reliability, content analysis measures are
useless” (p.141). A single coder might intuitively categorize a text message into themes and utilize his or
her own idiosyncratic methods to interpret the data set. It is hard to substantiate the consistency of coding
judgments for a single coding process. To increase the quality of the final coded data, more than one
coder who independently works on the same data set would reduce measurement errors made by one
coder and raise the levels of measurement consistency in identification of themes in codes derived from
text passages.
In this study, the inter-rater agreement or consistency was evaluated by “the extent to which the
different judges tend to assign exactly the same rating to the object” (Tinsley & Weiss, 2000, p.98). To
substantiate the degree of inter-rater consistency, the Cohen Kappa (Cohen, 1960) coefficient is
recommended as the most effective evaluation tool (Dewey, 1983; Perreault & Leigh, 1989). The two
coders made judgments across 114 text passages to see whether they were coded into predetermined
categories or not. The SPSS software was used to calculate the Cohen coefficient and the result was .77.
This is an acceptably high inter-coder consistency, as Krippendorff (1980) and Neuendorf (2002)
suggested that it represents good reliability.

RESULTS
Five main topical categories were identified, further broken into 13 themes. Categories were: ‘no’ to
medical tourism, support for medical tourism (considering it, the benefits of), risks (types/procedures,
follow-up, quality, costs/expense, risk/safety, insurance, facilities, and family support), barriers
(language), and U.S. health crisis (U.S. government, policy crisis). Figure 1 illustrates the categories and
themes and demonstrates the diversity in participants’ open response.
Over 17 % (19/114) of participants were opposed to the medical tourism as they believed such
outsourcing strategy would not improve the medical quality even if it could significantly reduce medical
costs. Opposition was more outspoken from female respondents and elderly, while younger males
reported interest in or lack of fear regarding medical tourism. About 12% of respondents indicated their
major concern was costs/expenses of U.S. health care and that medical tourism might be an alternative
way to reduce the medical costs, as more people do not have good health insurance coverage.
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FIGURE 1 CATEGORIES AND THEMES FROM CONTENT ANALYSIS
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MEDICAL TOURISM COMMENTS
Support Medical Outsourcing
Considering it. “I would consider care outside U.S. if treatment was not available in the U.S”;
“Doctors in foreign countries are usually schooled in the U.S. so their training is excellent.”; “I am
currently considering elective surgery in a foreign country”
Benefits of. “I personally can see the benefit to outsource the expense of healthcare. I believe the
talent and education in foreign countries to be equal if not better than what the medical industry in the
U.S.”; “If I were going to go into debt for the rest of my life and could avoid that--if I did not have health
insurance”; “As the cost of health care and high insurance premiums continue to rise out of control,
foreign medical treatments may need to be standard practice.”

Concerns
Types/procedures. “The greatest benefit to overseas medical would be to allow for people to get
medical treatments that are not allowed in the U.S. due to political reasons (i.e. pharmaceutical companies
lining pockets of congressmen) and specialized treatment not being regulated by federal agencies. This
also allows for overseas market competition to help curb/reduce medical & pharmaceutical costs. If I
have to compete with overseas for U.S. jobs, why shouldn’t the medical industry?”; “[It]Depends on the
procedure and the country. Serious procedure –go to a developed country”; “This would depend on what
type of surgery or procedure it would be. I know there are a lot of good doctors that are very
knowledgeable and good in their field --also a lot of good hospitals worldwide”; “[Medical
outsourcing]is only [for] a simple surgery”; “If and where I would go for medical procedures would
depend on the procedure. I would go to Mexico for minor procedures such as dental but not major like
coronary bypass surgery”; “My first choice will always be to have medical procedures done close to
home”; “Any major complications (example heart) I would prefer to be treated in the U.S., although it
may cost more. There are reasons why kings and ambassadors from foreign countries are electing to be
treated in the U.S. at places like the Mayo Clinic.”
Follow-up care. “What do you do for follow-up and what if there are problems after you are back at
home and there has to be more surgery? Will your hometown doctors even be willing to assist in that kind
of situation?” “I would be concerned with follow-ups if there are complications. Who would pay for
travel expenses if you needed to return for care? I would also be concerned about foreign regulations. We
have much more stringent rules and regulation.”; “Flying home when not fully recovered would be an
added burden.”
Quality of care. “Health facilities would have to be extremely clean”; “Would consider it on any
surgery over $5000. We aren’t the only country in the world with good doctors. I’d prefer Europe. I’d
look into the options in detail. I wouldn’t be as worried about India, Thailand, etc”; “I would feel most
comfortable w/ doctors who received their M.D. in the U.S”; “Would need to have very good incentives
and a very simple and safe procedure to get me to go overseas”; “My main concern is the quality of the
care. I have never had a major procedure done. So my answers might be different if I had actually
experienced this. The cost of healthcare is definitely a concern to me, but quality of care is more
important”; “Before deciding on overseas medical care, I would want feedback from others with my
specific procedures with hospital, doctor’s name, etc. so I could research them specifically”; “It really
depends on what I know about the country, If I can take off work and use the idea of the procedures as a
vacation as well. I want the security of my own knowledge that the services offered are the same as the
U.S. and also use it as a vacation and I can afford it.”
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Costs/Expenses. “I would have no problems going outside of U.S. for a surgery if it saves money and
travelling is always fun”; “I am also able to afford health insurance at this point. However, if I didn’t
have money, I would need to consider all the alternatives”; “I would only go if it would save a ton of
money, and even then I’d rather have it done here than outside the country”; “Would need to have very
good incentives and a very simple and safe procedure to get me to go overseas”; “Healthcare needs to be
cheap here so this isn’t an issue”; “The whole idea of medical outsourcing is a little scary, but it is not
that horrible of an idea to think about especially if the medical treatment is practiced under the same
standards & costs less”; “Considering health care & medical procedures are so expensive in the U.S. It
would be possible that I would look outside the country for certain medical procedures”; “Being fairly
low income as a student I don’t know how apt I would be to go overseas compared to it if I was out of
school making $40,000 – $50,000 + income”; “Have always had medical insurance so have never
considered the questions seriously but if I had to pay for a major procedure, I seriously would look at
overseas/ foreign doctors”; “When a society or nation seeks to secure medical services outside of its
borders, simply because of its cost effectiveness, then it reveals a deeper internal demise of its structure.
And scores another notch in the belt of health care greed. When health care pays a VP of Marketing over
$100,000 annually, our focus in health has become one of self centeredness”; “At his point I think I
would stay in the U.S. for medical care. But that could change if the costs change and I would need more
surgeries.”
Risk/Safety. “Why, when you are already facing the fact of having major surgery, would anyone
want to go to another country to deal with it?!”; “Is the hospital in a safe area of the city?”; “[It is] not a
good idea. Too many unknowns and possible risks”; “I am somewhat biased. I work in health care and I
am very aware of risks here in the U.S.!” “At this point, this feels a little too “crazy: or “risky” for me.
Maybe it is because I have been very fortunate not to be burdened with large medical bills. I did choose to
have elective Lasik eye surgery and I didn’t not even consider doing it outside the country even if it
would have saved me tons of money”; “Having foreign medical attention could most likely deadly”; “I
would want to talk with others who have tried medical tourism, speak with doctors before traveling to the
location. My company could have to have proof that the place was safe and reputable.”
Insurance. “I feel that insurance policy choices should remain in the hands of individual companies,
and their respective unions. If a company wishes to “outsource” medicine, it is up to their discretion”;
“Will insurance cover a percentage of the flights, hotel stays, taxi cabs and if not, where is the savings for
the patient?” “I would only recommend overseas medical treatment for people who don’t have insurance.
I have been in hospitals overseas and don’t like their practices”; “If an employer provides medical
coverage that is equal or greater than the care received in the U.S. and the travel expenses paid, I would
not mind foreign country treatment. If I am solely insuring myself with my own funds, I would probably
consider any foreign country for treatment”; “Companion coverage would need to include recovery time:
approval of companion’s employer for time away from work and missed income”; “If there are
complications from surgery (longer recovery time) will companion be give extended time away from
work/missed income? Would insurance pay the full bill?” “Universal coverage of U.S. citizens will solve
no problems;we are faced with and is fiscally irresponsible”; “Companion coverage would need to
include time/income away from work. This would be during the procedure recovery + travel to and from
the place for the surgery/procedure.”
Facilities. “You have no idea of the cleanliness of the facility”; “What are the safety precautions in
the facility?” “I think that I would need to see the hospital that I would be having the surgery at before I
would actually do anything”; “I would want the facility to have some affiliation with U.S. hospitals.”
Family Support. “I would consider surgery overseas if there would be guarantee of someone
accompanying me.”
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NO CONSIDERATION
“Being a RN, I know how the health care system is in this country and heard positive things in
other countries, especially in India and Philippines. My personal experience and thought on the topic: I
would never recommend outside the country treatment for myself or my love ones. It is just not worth the
risks”; “This was difficult to comment on due to the fact I am in the medical field”; “I would never
volunteer to have surgery overseas, not for 10 million dollars!”; “I don’t feel comfortable going overseas
for surgery”; “I am generally not a big supporter of outsourcing anything, unless all employees are on the
same pay scale. Equal pay for equal work”; “I feel that U.S. is still the best if we have a President and
Congress that care about U.S. citizens”; “I would never go outside of the U.S. for treatment of any kind”;
“I think we should keep medical care in our country for many reasons”; “Keep our health care and
healthcare jobs in our country”; “I would never seek treatment for anything outside the U.S.”; “I would
not feel confident in going to another country to have any medical treatment”; “Travel time is not a huge
issue, but I prefer to have American doctors treat me and stay here at home”; “I would never go out of
the U.S. for any medical procedure”; “I would rather be in the United States for medical care, not another
country”; “I would never have surgery in a foreign country”; “Having surgery in an unindustrialized
nation is a bad idea”; “My thoughts toward America pursuing foreign health care--it would be very
unfortunate. A very large percentage of our physicians here in the U.S. are from India, China. Why leave
the country? We are already receiving international care”; “I would consider out of US care only if I was
vacationing and it was an emergency, otherwise I would come back to the States for medical care”;
“Outsourcing is not the answer, simply because it is the obvious. Our two-tiered system of economies of
‘haves’ and ‘have-nots’ is fast approaching. To remove “medicine” outside of the U.S. is to trump the U.S.
“again” of its ability to take care of its own.”

Barriers
Language. “[I consider] a language barrier”; “I had a few procedures done while I lived overseas.
There is nothing worse than walking into an unfamiliar medical system and not being able to
communicate fluently.”

U.S. Health Crisis
Government. “I don’t feel the government should be in the medical business other than to help
ensure financial accountability”; “[It is ] better to work toward health care-medical treatment/cost
control, etc here in the U.S.”; “My grandparents who don’t receive good health care in the U.S. get all
their dental work done across the border in Mexico. They also do their doctor check-up there as well”;
“Bad enough our jobs are going overseas. Now the next game is to send the sick people over there
because our government has let this health care crisis to get out of control. Perhaps we should fix this and
keep our health care in this country. If not, let’s start this with the politicians that refuse to fix it. Send
them first!”; “We need medical insurance that all middle class can afford”; “I sincerely hope that
companies and individuals in this country do not begin resorting to outsourcing medical procedures based
on cost. I would much rather see us deal with fixing our broken system of extravagant lawsuits and
settlements and bring costs back into line within our own country”; “Tort reform is needed to lower
settlement amounts in malpractice suits and deregulation of health insurance, along with pricing like car
insurance (if you go to the doctor, a lot you pay more, etc.) would greatly reduce costs. Let’s not forget
that of those 47 million Americans w/o medical insurance, 50% + make over $55,000/year and can
budget for it. Priorities. I make less than $20,000/year and have it. So they definitely can. We have the
best health care system in the world!”
Policy Crisis. “If we can’t handle this in our country, why are we going out? Obviously, costs are
rising in the United States. Maybe we should correct this problem with the insurance companies and our
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ethnical policies”; “What would happen to U.S. health care and those working in healthcare if we sent
everyone overseas?”; “The cost saving compared to the quality provided for the working people should
never happen. For those that choose not to work and get coverage, is another picture. National medical
insurance is another option that should not be considered. I understand this is not a simple problem but
you can count greed is the big player.”

DISCUSSION AND IMPLICATIONS
This content analysis on medical tourism, indicated that people must be able to perceive the
rewards/benefits, financial or otherwise, to decide to participate. Such rewards might be new or
experimental procedures available oversees that are not available in the U.S. and still pending FDA
approval (common with some surgeries in India and Europe). Another benefit is the ability to get off long
waiting lists for procedures and get them done quickly. Clearly these are benefits beyond the control of
most HR Departments or tourism providers unless they are agents actively engaged in arranging medical
travel for employees and general consumers. In that case, agents/brokers can contract only with the best
medical providers in internationally accredited clinics and hospitals, with clear perceived rewards for
participants.
The list of risks and motivators respondents had was lengthy. Depending on the type of medical
procedures, some would choose to go overseas and for other procedures they would not. People might be
comfortable having a knee joint replacement done in Thailand, but never consider life threatening heart or
brain surgery. Respondents indicated ‘it depends.” Other concerns were assurances that they would have
adequate medical facilities and adequate hotels prior to and after procedures, assurances of high sanitation
standards in clinics and hotels, ability to have loved ones with for support and as patient advocates, the
quality of care provided in clinic/hospital, and type of follow-up. Language was also seen as a major
barrier by some.
Many commented on the status of 50 million uninsured U.S. citizens, criticized federal policy and
wrote of the national health care crisis. And finally, several respondents, particularly those working in the
medical profession, said they would not become a medical tourist under any circumstances. “Not for ten
million dollars!” was the most emphatic response in our study, along with the inflammatory statement
that, “having foreign medical attention would most likely be deadly.”
The implications for employers moving toward offshoring more medical procedures to reduce health
expenditures and the hospitality and tourism industry are numerous. HR’s employee communication
message, hotels, facilitators and agents play a huge role in whether or not people will ultimately choose to
participate in medical tourism. First, agencies/brokers that coordinate medical tourism trips must
acknowledge that they are working with a unique niche of people with needs much different than typical
site-seeing traveler and accordingly, need to assist patients at multiple points. This is the case even if
these tourists do site-seeing and beach time during recovery. Levels of fear, anxiety and insecurity are
high amongst this niche market. Much can be done in advance to allay the concerns voiced, from overseas
agents speaking perfect English on telephones, websites and literature with full disclosure and a plethora
of information to aid in making informed decisions, guarantees of spotless hotel facilities, facilitators to
make travel bookings and assist with selection of hospitals and surgeons, aiding completion of paperwork,
and good translation services if needed. High standards of sanitation in hotels will also calm fears of
infection during recovery.
Furthermore, assurances of excellent communication with family members in residence and back
home, with appointed hotel, hospital or tour agency liaisons, are also essential for facilities/brokers
working with employee health programs or non-insured consumers. Not only does the in-house
communication need to be good, but also that with the medical facility, both prior to arrival, pre-

A Content Analysis of Medical Tourism Decisions

Summer 2013, 95

	
  
procedure and during recovery in the hotel—all providing informational continuity. Some medical
tourists spend months in hotels waiting for an organ donor, thus far more time than the typical short-stay
hotel resident (Lerner, 2010). Hotels and provider agencies need to provide top quality services to these
long-stay guests.
This compendium of comments is important, as it can be used to inform and provide insight to
employers and providers, as to what problems to avert before they arise, or to minimize them. The list
can be useful in planning the marketing of medical tourism services to employees, to the general public
and to attract international patients via brochures and websites, assuring high levels of trustworthiness and
reliability (Riczo & Riczo, 2009). Good marketing informs potential patients about options and also
provides shared experiences from former medical tourists.
Given the lack of empirical work on medical tourism from the U.S., the field is ripe for rigorous
research from practitioners and academics from multiple disciplines, who can all aid in better
understanding the patient experience. There is a need for data that confirms the speculative numbers of
medical tourists, the size of the group and direction of travel flow, what and how information sources are
consulted and evaluated, how decisions are made depending on the procedure type--home country of the
patient--destination of medical travel, and the role of demographic variables such as gender or income.
Important research contributions can be made to this nascent area that is complex, controversial and
exciting.

CONCLUSION
The motivation to seriously consider medical tourism is greater than ever, as US businesses
increasingly encourage offshoring of employee health procedures, Americans experience layoffs in
unprecedented numbers-losing their health insurance that made procedures affordable, and health
standards in some developing countries reach world-class levels at far lower cost (e.g India among others).
More employees may now find incentives built into their employer-sponsored insurance plans, to have
surgery abroad and in return, receive part of the savings. In 2009 Deloitte Center for Health Solutions
predicted an increase in medical tourism of 35% annually. Unless insurance carriers, employers, and
medical tourism coordinators address these areas of concern consumers and employees openly express,
the numbers of participants will not increase substantially. As the U.S. healthcare crisis continues to
mount and healthcare policy and financing continues to be debated, we can be assured that medical
tourism will get increasing attention by Americans. The financial rewards for employee benefit programs
and the hospitality and tourism industry could be substantial if the concerns of this niche market are met
well in advance.
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Perceived Decision-Making Pressures
on Community Bank Chief Executives
William J. Wilhelm, Indiana State University
William C. Minnis, Eastern Illinois University
The community-banking environment has experienced high levels of stress from increasing regulation, poor loan
performance, investment devaluation, lower bank revenues, and public scrutiny during the period since 2008. The
CEO decision-making process as a result, receives influence from several stakeholder groups with interests in
differing outcomes. The objectives of this research were to identify and rank by importance the most pressing issues
that develop decision-making stress among community banking executives. The examination of priorities and
concerns facing a selected group of community bank CEOs utilizing an online Delphi method to determine the types
of contextual cues (situational variables) that created the greatest levels of perceived pressure among the executives
polled. .

INTRODUCTION
Compared to larger banks, community banks face disproportionately large cost increases as a result of
increasing regulatory demands created by recently passed Dodd-Frank legislation and ongoing
requirements from the Office of the Comptroller of Currency (OCC) and the Federal Deposit Insurance
Corporation (FDIC) that resulted from increased oversight as a result of the Global Financial Crisis
Additional demands from shareholders, board members and local communities add to the pressures with
which community banking chief executives must deal. With a slowed economy causing greater stresses
on bank finances, community bankers say it has gotten harder for them to survive. Growing numbers of
community banks are looking more closely at mergers in order to survive or are considering selling out to
larger banks – or worse, succumbing to pressure to employ “creative” banking practices in order to
survive. These methods may have induced some questionable practices to increase income, to alter
appearances of bank financial strength, to divulge information in a less than forthright manner, etc.
These behaviors, when discovered and made public through media reporting, add to the public
impression that banks are by and large only interested in their profits and are often willing to employ
morally questionable tactics to accomplish their goals. According to the World Economic Forum 20112012 annual report on banking and capital markets (World Economic Forum, 2012), the public perception
of the banking industry has dramatically worsened.
This deterioration is mostly fuelled by increasing scepticism (sic) on the quantity and
quality of actions taken as a reaction to the financial crisis. The uncertain economic
recovery, ongoing fiscal crises and continuous credit challenges have greatly influenced
the public to believe that some of the most critical issues highlighted by the crisis have
not been addressed, specifically the level of systemic risk, banks’ governance, bankers’
compensation and how to deal with problem assets. All of this has contributed to a
significant erosion of public trust in the overall financial services industry, including
industry players and regulators, and has ultimately created a broad lack of confidence and
uncertainty. ¶ 1
Results from a Gallup poll released in August 2012 (Sauter & Froelich, 2012), show that of the 25
largest industries in America, banking has seen the biggest increase in negative image since the survey
was first conducted, with 53% of respondents reporting negative feelings, up from 23% in 2001. Frank
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Newport, editor-in-chief of Gallup noted that the reason for the banking industry’s poor image is fairly
straightforward, as the sector has “been involved in major issues since (the demise of) Lehman Brothers
in 2008, and it still looks like a problem.” High fees for banking services likely have contributed to the
negative image according to Newport.
While large banks’ reputations have been sullied by numerous unethical business practices that led to
and followed the global financial crisis, some community bankers contend that their reputations have not
been so adversely affected (Pratt, 2011). Nonetheless, the public perception of the banking industry puts
additional pressure on banking executives to generate return for their shareholders and other stakeholders
while at the same time avoiding the potential costs that negative public reactions can present.

Current Banking Industry Issues
The community banking industry has been subject to many of the same pressures of the “too-big-tofail” financial institutions. The regulatory changes of the Dodd-Frank Act require increased capital in
banks along with lower fees, higher FDIC assessments, asset valuations and increasing levels of costly
regulatory reform. The smaller banks have experienced lower margins, challenges in raising capital and
general societal scrutiny concerning their operations (McTaggert & Callahan, 2011). The large financial
institutions were well publicized for their receipt of TARP (Troubled Asset Relief Program) funds from
the federal government. Many small banks also took part in the expensive program to prevent failure
(Morris, 2011). Over 700 banks received the funding that was necessary to assist those institutions that
discovered an extreme and unexpected devaluing of their assets (Black & Hazelwood, 2012). The sudden
decline in the value of commercial properties, home mortgages, and investments in mortgage-related
funds forced community banks to close, borrow from the TARP program or downsize (Morris, 2011).
The financial crisis was accompanied with increasing regulatory requirements and a less profitable
economy that created a situation where CEOs and Boards of Directors had to make decisions never before
experienced. Ongoing scrutiny of banking operations along with increasing competitive pressures from
non-banking organizations (credit unions, investment firms, and other financing and investment
alternatives) have further reduced profitability. While there is a 14% decrease in commercial lending in
banks since 2008, credit unions continue to increase their lending activity. Credit unions also have lower
capital requirements which results in higher institutional leverage (Hussein, 2012). All stakeholder
groups (shareholders, employees, management, board members, community, borrowers, and depositors)
were impacted by the changes occurring in the dynamic financial services environment. Several
academics met in 2008 to discuss the financial industry and the results produced the “Squam Lake Report:
Fixing the Financial System” (French et. al). These academics wrote a long and comprehensive list of
recommendations including; regulatory improvements, higher capital requirements, changes in the central
banking system and actions pertaining to lowering large bank failures.
The closing of 406 banks since 2008 (“FDIC Failed Bank List,” 2013) has made community banks
keenly aware of the risks associated with the current banking competitive market. According to a major
accounting firm, Crowe Horwath (2012), mergers and acquisitions which would be common when banks
and markets become available have not occurred. There are also signs that large banks are selling their
branch operations and consolidating efforts in larger markets, paying down Federal Reserve borrowings
and growing through online banking (“Bank of America Sells,” 2013).
In spite of these challenges, community banks are attempting to take advantage of the relationship
with their customers. The local nature of the smaller banks serves markets often ignored by larger banks
(Yurcan, 2012). Often the loans made in smaller communities are not as acceptable to the regulatory
process due to the unique requests and strong personal relationships (Cocheo, 2010). Increasing
reliability on technology is expensive and ever-changing (DeYoung & Duffy, 2004). Opportunities exist
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with lower cost of funds and the stabilization of the economy. The preparation of employees for the
“new” era of banking has also challenged bankers with many more changes than is customary in the
traditional bureaucratic structure (Cocheo, 2008). Hiring people and attracting board members who can
engage with technology, and understanding the new regulatory reforms is resulting in a better educated
and younger workforce to the industry.
The literature is full of primarily practitioners and government publications providing case evidence
of significant environmental change and stress. The actions recommended tend to respond with
procedural change to identified issues. Little has been written about management stress and resulting
behavioral challenges of determining how actions and decisions are evaluated from a moral or ethical
perspective. The present study addresses the issues that cause the greatest stress that challenges
management behavior.

Management Moral Behavior
Behavioral economics research has shown that decision making based on traditional utility theory
does not always occur, particularly in pressure situations (Ariely, 2008; Bazerman & Tenbrunsel, 2011;
Gazzaniga, 2011, Kahneman, 2011; Kahneman & Tversky, 1984). Instead, contextual cues become
prominent in decision making, and these contextual cues are manifest through heuristics and biases that
can adversely affect rational decision making. A recently identified heuristic, moral decoupling was
found to be possibly at play in the decision processes of the respondents involved in the present study.
While more research is needed to confirm the researchers’ suppositions, the finding at this point in the
research is potentially profound and a brief discussion of moral decoupling is therefore reasonable at this
point before the study’s methodology and findings are presented.
Behavioral psychologists have long known about the cognitive construct of moral rationalization,
whereby people reinterpret improper behavior in order to lessen the obvious severity of the transgression
in order to maintain affective support for a transgressor. In contrast, recent research (Bhattacharjee,
Berman, & Reed, 2012) has identified another similar but distinct decision-making heuristic, moral
decoupling, wherein judgments of performance are separated from judgments of morality. According to
Bhattacharjee et al., by separating these judgments, moral decoupling allows customers to support a
transgressor’s performance while simultaneously condemning his or her transgressions. Additionally,
moral decoupling may also allow business decision makers to separate moral judgments from
performance judgments such that they can decouple ethical contexts from situations that contain ethical
issues and focus their decisions only on performance metrics. As will become evident throughout the
discussion of the findings in the present study, moral decoupling may have been manifest in the sample
groups’ responses.

RESEARCH OBJECTIVES
The objectives of this research were to identify and rank by importance the most pressing issues that
develop decision-making stress among community banking executives. The research also identified the
types of contextual cues (situational variables) that created the greatest levels of perceived pressure
among the executives polled. Members of the several CEO Forums of the Community Bankers
Association of Illinois (CBAI) comprise the sample groups from which panelists were selected for two
online surveys.

METHODOLOGY AND DATA SOURCES
General questions underpinning the theoretical concepts for the research were developed by the
researchers and then discussed in a face-to-face meeting with four community banking CEOs from the
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eastern Illinois area. Based on feedback from the face-to-face discussion, survey questions were
developed for a pilot study. Qualtrics online survey software was used to deliver the survey. Before the
first round was sent to the respondents, the survey was pilot tested with eight area community banking
CEOs from Indiana and Illinois to ensure clarity of the questions. Feedback was obtained from the pilot
test subjects and adjustments were made to the first-round survey before it was sent out to the panel of
respondents.
While the initial research methodology specified use of a three-round online Delphi survey to capture
expert opinions about the research objectives, the drop off in responses after the first round of the Delphi
survey reduced the sample size to a number that lacked sufficient statistical strength. Repeated attempts
to increase response rates were ineffective and therefore only the first two rounds of the Delphi were
completed. In an attempt to develop more robust opinion data, a second Delphi survey was launched with
a different sample group of CEOs from the CBAI, and response data were collected as well; however, as
in the first Delphi, the response rate was less than robust after the first round and only one round was
completed. In total, two separate panels of community bank executives were used to generate the finding
for this research. The research had received approval from the lead researcher’s institutional review
board (IRB) prior to being launched.
The online survey platform used to gather response data was the Qualtrics Survey Software. Both
Delphi panels were provided a brief introductory comment at the start of the online survey instrument
followed by a copy of the informed consent form approved by the IRB. The survey then provided a
statement to frame the context of the subsequent questions in the survey:
What keeps you awake at night?
Today the public is challenging the ethical behavior of all businesses, but particularly banks,
claiming that bankers do not care about the customer or the communities, only about their profits.
This creates a dilemma for bank executive officers. The challenge of a banker is to make their
enterprise profitable and at the same time maintain the perception that the bank is not functioning
in unfair, illegal or immoral ways.
Where in that balancing process of decision making do you feel the greatest pressure
psychologically?
The two sample groups that served as the panels for this research received the same basic first
question but worded differently in such a way that the first panel (Delphi I) was primed to address the
pressures that they perceived causing them the greatest stress. The second panel (Delphi II) received the
same basic first question but with wording that primed them to address specifically is perceptions of
ethicality in the pressures they identified. Delphi I received the following first question: “What types of
decision dilemmas cause you the greatest stress?” Delphi II received the following first question: “What
specific issues pressure you the most as far as working toward profitability and also ensuring a
perspective among stakeholders that your organization is performing ethically?” Both panels were also
asked follow-up questions as will be discussed below.

FINDINGS
The findings below are organized according to each panel that was polled and the number of
iterations (polling rounds) conducted in the survey process.
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Delphi I, Round One
Members of Group 1 of the CBAI CEO Forum and three Indiana bank CEOs who expressed an
interest in the research comprised the sample (n = 22). All were contacted on two occasions prior to the
launch of the survey to solicit their participation; once by the chairman of the group, and once by the
researchers.
Question one asked: “What types of decision dilemmas cause you the greatest stress?” Several
possible topics were provided as examples. Respondents could enter as many topics as they wished.
Responses were received from 12 CEOs, a 54.5% response rate. Table 1 shows the topics identified in
order of importance based on frequency of mention.

TABLE 1
RESPONSES TO QUESTION ONE

Decision	
  Topic	
  Causing	
  Stress
Regulations	
  and	
  reporting
Personnel	
  management	
  
Profit/earnings
Capital	
  requirements/liquidity
Community	
  demands
Non-‐engaged	
  board	
  of	
  directors

Responders
(n	
  =	
  12)
10
3
3
3
1
1
	
  

Question two asked: “Please describe how various stakeholder groups (name the group) cause you
the greatest stress in your decision making.” Table 2 shows the responses and frequencies.

TABLE 2
RESPONSES TO QUESTION TWO
Stakeholder	
  Groups	
  Causing	
  Stress	
  (and	
  examples)

Responders
(n	
  =	
  11)

Bank	
  regulators/examiners	
  –	
  s tate	
  and	
  federal	
  
motivated	
  to	
  find	
  fault
4
have	
  double	
  s tandard
mandate	
  “complicated	
  models”
Shareholder	
  difficulties
unengaged,	
  only	
  concerned	
  about	
  their	
  dividends
4
difficult	
  to	
  communicate	
  management	
  problems	
  to	
  them
difficult	
  to	
  get	
  s trong	
  ones	
  (capital)
Board	
  members
4
lack	
  of	
  understanding	
  and	
  empathy	
  about	
  management	
  issues
1
Accountants	
  /FASBI

	
  

In addition to the topics of concern expressed by the panelists, the phrase analysis conducted by the
researchers yielded three primary interpretations:
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There is a predominant perception of diminishing managerial control due to several factors
including regulation and regulators, higher costs, and a poor loan environment.
There is a perceived challenge concerning the management of change. This was primarily
associated with examples of personnel, board of director makeup and regulatory preparation.
There was a palpable lack of optimism that improvement would occur in the “near future.” The
lack of optimism was closely associated with continuing regulatory development.
An interesting observation about the responses is the fact that, while the survey questions were
framed in the context of public perceptions about bankers as being non-caring and only interested in their
own profits, none of the responses addressed this public perception, which was what the researchers were
hoping to stimulate. Responses only focused on managerial problems caused by banking regulations,
personnel and shareholders, i.e. performance metrics.

Delphi I, Round Two
In the second round of the Delphi the researchers provided the feedback above to the panelists about
their responses from the first round and sought additional responses to questions that more explicitly
addressed ethical perceptions of community bankers by stakeholder groups. Respondents were fist asked
to rate their level of agreement or disagreement with the researchers’ interpretations on a five-point
Likert-type scale ranging from strongly agree to strongly disagree: a) sense of diminishing management
control, b) perceived challenge concerning the management of change, and c) lack of optimism that
improvement will occur in the “near future.” The ratings displayed in Table 3 show that the majority of
the six CEOs that responded to the second round survey agreed with the interpretations.

TABLE 3
RATINGS OF ROUND-ONE INTERPRETATIONS
Round	
  One	
  Interpretations

Strongly
Agree

Agree

Neith	
  Agree	
  
nor	
  Disagree

Disagree

Strongly
Disagree

sense	
  of	
  diminsihing	
  managerial	
  control

1

4

1

0

0

1

3

1

1

0

1

5

0

0

0

perceived	
  challenge	
  concerning	
  the	
  
managmeent	
  of	
  change
lack	
  of	
  optimism	
  that	
  improvement	
  will	
  
occur	
  in	
  the	
  "near	
  future"

	
  
Three questions followed the rating task. Question one asked: “If you do not agree with the above
interpretations, what would you offer in their place?” The one respondent that disagreed with the
interpretation that there is a perceived challenge concerning the management of change stated that
“Change is every day and in our organization maybe it is not always embraced but it is understood. …
Without change an organization eventually dies.”
Question two asked: “Concerning the areas of diminishing control, management of change and a low
level of optimism, how will you alter your management and decision style to deal with the stresses?”
Five responses were generated to this question. One CEO stated that he or she would always be a
proponent of change, another claimed they would retain more capital, a third stated that they would “stand
their ground” in balancing regulatory compliance tasks and serving customers, the fourth stated that they
lead by setting a positive example, and the fifth stated that they would delegate more responsibility to
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their management team and “tread water” for five more years and get out of banking. The researchers
found no common theme in this range of responses except that they all focused on performance criteria.
Again, there were no responses that addressed the public’s perception about the banking industry.
Question three asked respondents more explicitly about the ethical character of dealing with stressful
issues: “Do you feel Community Bank presidents/CEOs are struggling with ethical conflicts due to the
stresses created by regulation, change, and the uncertain future? If you do, what actions will most likely
be involved?”
Of the five responses submitted, one CEO stated that they were not struggling with any ethical
conflicts, one acknowledged that a few ethical cases had been encountered but did not clarify them, one
could not characterize their conflicts as ethical conflicts (“sounds too dramatic”), one stated that
sometimes cutting corners to save costs or make loans should not be done, and the last respondent stated
that it was the regulators’ efforts were not “directed correctly,” but stated no specifics to support the
contention. The researchers did not identify any common theme in the responses. Further, there were no
responses that clearly addressed the ethical perception issue.
In summary, the CEOs’ responses to the two rounds of the Delphi I focused on managerial issues that
caused stress in decision making. The primary managerial issues of concern were by far the banking
regulations that resulted from the financial legislation following the Global Financial Crisis, and
personnel and shareholder issues. Responses only focused on managerial problems. For this reason, the
researchers decided to launch a separate online survey that asked the same questions but worded more
explicitly with regard to public perceptions of banking ethics.

Delphi II
Using the identical format as was employed in the first online Delphi, the researchers launched a
second online survey directed to a different group of 26 CEOs of the CBAI. The survey provided the
same introductory comment (see above) to frame the respondents’ answers in terms of public perceptions
of banks as unfairly profit motivated. Question one was worded more explicit to focus attention on
perceptions of ethical performance: “What specific issues pressure you the most as far as working toward
profitability and also ensuring a perspective among stakeholders that your organization is performing
ethically?” Table 4 shows the results of the eight responses to this question.

	
  

TABLE 4
RESPONSES TO QUESTION ONE
Responders
Decision	
  Topic	
  Causing	
  Stress
(n	
  =	
  8)
regulators	
  and	
  examiners
5
costs	
  of	
  compliance
4
income	
  fees
4
personnel	
  issues
1
loan	
  demand
1
community	
  demands	
  for	
  s upport
1
collections	
  on	
  delinquent	
  loans
1
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As in the responses by the Delphi I panel, the Delphi II panelists’ responses focused on regulation as
the most frequently cited cause for pressure, followed by the costs to comply with the regulations.
Matters to do with income fees ranked high in levels of perceived stress followed by singular mentions of
personnel issues, low loan demand, high community demands, and collection efforts on delinquent loans.
Surprising to the researchers, the narratives that were provided by Delphi II panelists in response to
question one did not mention the issue of public perceptions of potential unethical tactics by banking
institutions even though those perceptions were clearly stated in the question. The response narratives
focused exclusively on managerial interpretations with no mention of ethics or morals.
Question two asked the respondents to: “Please describe how various stakeholder groups (name the
group) cause you the greatest stress in your decision making.” Four responses identified regulators as the
stakeholder group causing the greatest stress, two responses cited board members, and two cited none.
Question three explicitly addressed how CEOs dealt with potentially being perceived as unethical in
the instances cited in the preceding questions: “How do you deal with potentially being perceived as
unethical in the preceding issues that you identified?” Table 5 displays the responses to question three.

TABLE 5
TACTICS FOR DEALING WITH PERCEPTIONS OF UNETHICAL BEHAVIOR
Responders
Tactics	
  for	
  Dealing	
  with	
  Being	
  Perceived	
  as	
  Unethical
(n	
  =	
  8)
not	
  a	
  problem	
  /	
  ethical	
  interpretations	
  do	
  not	
  apply
3
charge	
  fairly	
  for	
  s ervices	
  /	
  listen	
  to	
  cutomers
3
comply	
  with	
  regulations
1
personal	
  character	
  of	
  the	
  CEO	
  
1
	
  

	
  
ANALYSIS AND RECOMMENDATION

It was no surprise to the researchers that regulation and compliance issues were the most stressful to
the bankers in both surveys, followed in importance by issues dealing with employees and shareholder
interests. However, the most striking observation about the responses in the second Delphi is that, despite
explicit wording about potential public perceptions of bankers as unfair and unethical, the concept of
perceived unethical issues in decision making were not just not acknowledged, but the concept of
ethicality itself was discounted as irrelevant to decision making. In effect, the respondents perceived the
context of their banking decisions as purely managerial and not ethical – even when primed with
questions grounded in ethical context.
The researchers feel that this last observation, i.e. that the CEOs in both of the online surveys did not
recognize any ethical contexts inherent in the stressful situations that they identified may be a
manifestation of moral decoupling. This decision-making heuristic warrants further investigation. To
this end, the researchers believe that the best way to investigate the nuance of the CEOs’ interpretations
about managerial versus ethical matters is to meet with them in person to discuss these results openly.
The researchers hope that a face-to-face conversation with a group of CEOs from the CBAI will better
help them finalize their interpretations.
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The main purpose of this study was to examine the relationship of organizational justice and interpersonal
attraction in survivors’ acceptance of co-worker terminations. Four scenarios were tested manipulating high and
low levels of the two independent variables (organizational justice and interpersonal attraction) and their effects on
the dependent variable (level of acceptance of coworker terminations). Findings indicate justice during the
termination process is more important than how much the coworker was liked on the survivors’ acceptance of
coworker terminations. The practical implication is that organizations must be careful to insure that terminations
are done in a just manner in order to engender the acceptance of the surviving workforce.
Key words: Organizational justice, interpersonal attraction, terminations, coworkers, acceptance.

CNN Money reported that a staggering 7.9 million jobs are estimated to have been lost as a result of
the Great Recession (Isidore, 2010). While it is certainly vital to consider the profound impact on the lives
of those who were terminated, it is also important to consider the impact that terminations have on the
organizational survivors (Brockner, 1988 and 1992; Jiang & Klein, 2000; Malik, Bibi, & Rahim, 2010).
Survivors must first mentally accept these terminations before they can be motivated enough to move
forward and help the organization to be successful in the future (Brockner, Grover, & Blonder, 1988;
Brockner, et al., 1993; Sadri, 1996). Prior research (Skarlicki & Kulik, 2005) has found that how an
organization does layoffs has an important impact on the survivors’ perceptions of fairness, organizational
commitment and intentions to leave. What if terminated co-workers were viewed as having been unjustly
fired? What if personal friends have been let go? What is the impact of these sorts of issues on the
survivors’ willingness to accept the terminations of their co-workers?
Interpersonal attraction (Byrne, 1971) and organizational justice (Greenburg, 1987) are two constructs
which have received strong support in past research, but prior research has yet to examine their
concurrent impact in termination situations. For example, assuming a disliked co-worker is unjustly
terminated, are the survivors more accepting of this outcome than if a co-worker they liked is terminated
under the same unfair circumstances? Conversely, what about situations in which terminations were
actually viewed as having been done fairly? Are the survivors more accepting of these termination
decisions if someone they dislike has been let go? In other words, what are the effects of both
organizational justice and interpersonal attraction on the organizational survivors’ willingness to accept
the termination of co-workers? These important issues have yet to be examined in prior research and are
the contribution of the present study.

ORGANIZATIONAL JUSTICE
Organizational justice (Greenburg, 1987), is the perception of fairness in organizations and it is
considered to be comprised of four components including distributive, procedural, interpersonal and
informational justice. The following is a brief summary of the four components of organizational justice.
For further details on organizational justice research the reader is encouraged to see literature reviews
(Nowakowski & Conlon, 2005; Konovsky, 2000; Greenberg, 1990b) and meta-analyses (Colquitt et al.,
2001; Cohen-Charash & Spector, 2001).
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Distributive justice, based on equity theory (Adams, 1963 & 1965), was the first type of
organizational justice identified in the literature. This form of justice is focused on the perceived fairness
of outcomes received in a social exchange. Adams suggested that individuals compare the ratio of the
outcomes they receive and the inputs required to receive them with the outcomes to inputs ratio of a
referent doing similar work. The basic tenet of equity theory is that individuals are motivated to move
towards a state of equity in which their ratio is equal to that of their comparison other. If their equity ratio
is out of balance, the subject will be motivated to do things to get their ratio into a state of balance. For
example, they may attempt to alter the inputs or outcomes of themselves or their referents, mentally
justify their situation or eventually decide to leave the organization in order to get a fairer deal.
Procedural justice (Thibaut & Walker, 1975) was the second component of organizational justice to
appear in the literature. This component is focused on the perceived fairness of the process used to decide
the outcomes rather than the outcomes themselves. Early research was primarily concerned with labor
dispute resolution and the amount of control the participants had in both the process and the decision
stages. A major finding was that parties are willing to give up control of the decision as long as they have
a voice in the process used to reach the decision (Folger, 1977; Lind & Tyler, 1988). The concept of
procedural justice was subsequently extended into non-legal contexts such as organizational settings by
Leventhal (1980) and Leventhal et al. (1980).
Interactional justice (Bies & Moag, 1986) appeared next in the organizational justice research stream.
This type of justice is focused on the interpersonal treatment that organizational members are given by the
implementers of decisions. Greenberg (1990a, 1990b, 1993) subsequently made the distinction that two
separate forms of interactional justice actually exist – interpersonal and informational. Interpersonal
justice is the degree to which people are treated with politeness, dignity, and respect by authorities or
third parties involved with executing procedures or determining outcomes. Informational justice is
concerned with the explanations provided to people about why procedures were used in a certain way or
why outcomes were distributed in a certain fashion.

INTERPERSONAL ATTRACTION
Byrne (1971) originally developed the construct of interpersonal attraction with his reinforcementaffect model of attraction. Interpersonal attraction is essentially how much someone likes or dislikes
another individual. It viewed as the binding force between two people. Interpersonal attraction helps to
draw people together and resists their separation. It contributes to interpersonal relationships and
friendships.
Interpersonal attraction is based, in part, on similarity with the other person. Byrne & Clore (1967)
proposed that a target person who possesses similar attitudes is reinforcing because it helps to confirm the
legitimacy and accuracy of one’s own attitudes. This validation helps to fulfill the need of the perceiver to
make a consistent, logical and accurate interpretation of their world (Clore, 1975). Conversely those with
dissimilar attitudes cause the perceiver to experience uncertainty regarding one’s self and experience
unsettling thoughts and emotions.
Subsequent research has shown the similarity-attraction effect (Byrne, 1997) to hold true for a variety
of variables including attitudes (Bond, Byrne & Diamond, 1968; Byrne & Blaylock, 1963; Byrne &
Clore, 1970), personality traits (Carli, Ganely & Pierce-Otay, 1991; Singh, 1973; Steele & McGlynn,
1979), and physical attractiveness (Hill, Rubin, & Peplau, 1976; Peterson & Miller, 1980; Stevens,
Owens & Schaefer, 1990).
Prior research has focused on the role of interpersonal attraction in the selection process rather than in
the termination process. Interpersonal attraction has been shown to have a positive effect on interview
outcomes and the likelihood of a candidate being selected for hire (Law & Yuen, 2011; Anderson-Gough,

110 Journal of the North American Management Society

White, Allen, & Evans

	
  
Grey & Robson, 2005; Goldberg, 2005; Phillips & Phillips, 1996; Orpen, 1984; Graves & Powell, 1988;
Keenan, 1977; Lamberth & Byne, 1971). Thus the role of interpersonal attraction in the termination
process is an area in need of further research.

ORGANIZATIONAL JUSTICE AND INTERPERSONAL ATTRACTION WITH
REGARDS TO TERMINATIONS
There is a large body of research regarding the importance of organizational justice in the
termination/layoff process. Brockner & Greenberg (1990) first introduced an organizational justice based
model in which survivors evaluate the fairness of layoffs. Subsequent research has shown that the way a
company handles terminations has an impact on the survivors’ fairness perceptions, organizational
commitment and intent to leave (Skarlicki & Kulik, 2005). A recent review of the literature by Datta et al.
(2010) and meta-analysis of the past three decades of organizational justice research by Van Dierendonck
& Jacobs (2012) found general agreement for the proposition that layoffs result in reduced organizational
commitment among survivors.
Based on this prior research it would be assumed that subjects’ perceptions of organizational justice
in terminations will have a significantly positive effect on their acceptance of co-worker terminations.
But we propose that the level of interpersonal attraction the subject has with the terminated co-worker
may also serve to influence this relationship. Although no prior research has specifically examined
interpersonal attraction and its impact on the termination/layoff process, Griffeth, Vecchio & Logan
(1989) examined the impact of interpersonal attraction on distributive justice and the reactions of subjects
to situations in which they were being overcompensated and undercompensated with respect to their coworkers. They found that the level of interpersonal attraction with the referent interacts with equity
perceptions to intensify the subjects’ responses to restore equity. More specifically, subjects in overreward situations were more inclined to take actions to restore equity when they had co-worker referents
with which they had higher levels of interpersonal attraction. Conversely they were less inclined to take
actions to restore equity when they had lower levels of interpersonal attraction with their comparison
other. Apparently people don’t mind being over-paid in comparison with someone they don’t like, but it
does bother them if the co-worker is someone whom they do like. Likewise when subjects were being
undercompensated they were less likely to take actions to reduce this inequity if they liked their coworker as compared to co-workers that they disliked. Workers who were being under-paid with respect to
their co-worker are more concerned if they don’t like their co-worker, but were more tolerant of an underreward situation if they liked their co-worker.
Since interpersonal attraction with co-workers appears to affect the acceptance of over-payment and
under-payment situations it logically should have an impact on termination situations as well. The
termination of a disliked co-worker should be more easily accepted by the subject than the termination of
a well-liked co-worker. More specifically, if a disliked co-worker is terminated in a just manner the
subject should be inclined to view this termination more favorably and more easily accept the decision.
H1: Subjects will experience the highest levels of acceptance when a co-worker with which the
subject has low interpersonal attraction is terminated with a high perceived level of organizational
justice.
Conversely, the lowest level of acceptance on the part of the subject would logically be experienced
when a liked co-worker is terminated in an unjust manner.
H2: Subjects will experience the lowest levels of acceptance when a co-worker with which the
subject has high interpersonal attraction is terminated with a low perceived level of organizational
justice.
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Since we know from prior research that justice perceptions are influenced by the level of attraction
they have with their co-worker it also seems logical to expect that when a well-liked co-worker is
terminated in a just manner that the subjects will have the second highest level of acceptance.
H3: Subjects will experience the second highest level of acceptance when a co-worker with which
the subject has high interpersonal attraction is terminated with a high perceived level of
organizational justice.
Conversely, when a co-worker who is not well-liked is terminated in an unjust manner the acceptance
levels of the subject should be relatively low because justice is not present, but not as low as when a
friend has been terminated in an unjust manner.
H4: Subjects will experience the second lowest levels of acceptance when a co-worker with
which the subject has low interpersonal attraction is terminated with a low perceived level of
organizational justice.

DESIGN AND METHOD
A research study was designed to test these hypotheses. Participants for this study consisted of 278
juniors and seniors in a southeastern United States AACSB accredited business school. Of the 278
students surveyed, 276 reported demographic information. The respondents’ average age was 23.5 years
with a standard deviation of 4.67 years. The sample was comprised of 39.6% women. Respondents
reported 5.76 years working experience on average.

MEASURES
The two independent variables in the study were (1) interpersonal attraction and (2) organizational
justice, which yielded a 2 x 2 factorial design. To manipulate these two variables, we created four
different termination scenarios. See Appendix 1 for an example of the scenario used to manipulate the
independent variables in which the example scenario casts a situation in which a subject is asked to
imagine himself or herself working with a person named Bob for whom they like (high interpersonal
attraction) and who was fired with high organizational justice. We adapted items from Colquitt (2001) to
insure that all four components of organizational justice were included. For example, “fired with just
cause” refers to distributive justice; “considered his viewpoint” and “suppressed his personal biases”
accounted for procedural justice; “treated with kindness and consideration” and “showed concern for
Bob’s rights” addressed interpersonal justice; and “dealt with in a truthful manner” concerns
informational justice. Other scenarios were designed with the subject having low interpersonal attraction
for Bob and for Bob being fired without just cause (low organizational justice). We manipulated
interpersonal attraction by stating that you either liked or disliked the terminated co-worker.
The dependent variable in the study was respondent’s level of acceptance with the termination.
Therefore an acceptance survey including eight questions was developed by the authors. Level of
acceptance was measured using a five-item Likert scale (see Appendix 1). Cronbach’s alpha for the
instrument was 0.84.

RESULTS
The study had one variable that was intervally scaled. This variable was the dependent variable, level
of survivor acceptance with the termination. Factorial conditions were dummy coded (0, 1) for regression
analysis purposes. Table 1 shows the levels of acceptance for each of the factorial cells as well as the,
range, standard deviations, and number of respondents for each of the four factorial cells.
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TABLE 1
RANGES, MEANS, AND STANDARD DEVIATIONS OF ACCEPTANCE LEVEL

Interpersonal Attractiveness
Low

High

Range of response = 5 – 25
Mean = 11.30
Standard deviation = 4.01
N = 64

Range of response = 5 – 17
Mean = 7.76
Standard deviation = 2.55
N = 85

Range of response = 9 – 24
Mean = 16.21
High
Standard deviation = 3.29
N = 61

Range of response = 7 – 21
Mean = 12.76
Standard deviation = 3.41
N = 67

Low
Organizational
Justice

	
  
Table 2 shows the Regression coefficients for all the variables. Interpersonal attraction and
organizational justice are both related to the dependent variable (acceptance) at significant levels (P <
0.001). Hypothesis 1 was supported by the data; that is, the highest level of termination acceptance
(acceptance = 16.21) occurs in the joint condition of low interpersonal attraction and high procedural
justice. Hypothesis 2 was also supported; that is, the lowest level of acceptance occurred under conditions
of high interpersonal attraction and low organizational justice (acceptance = 7.76). Hypothesis 3 states
that survivors will experience the second highest level of acceptance when a co-worker with a high level
of interpersonal attraction is terminated with a high perceived level of organizational justice. This
hypothesis was also supported (acceptance = 12.76). Hypothesis 4 was supported by the data; that is the
second lowest level of acceptance was held in conditions of low organizational justice and low
interpersonal attraction (acceptance = 11.30).
Of particular interest is a comparison of the conditions of high interpersonal attraction and high
organizational justice with low interpersonal attraction and low organizational justice. In simple language
– which is preferred: your friend is fired fairly or your enemy is fired without justice? As shown in the
previous paragraph, subjects had a mean acceptance level of 12.76 for the high attraction/high justice
condition and a mean acceptance level of 11.30 for the low attraction/low justice condition. An
independent samples t-test analysis for difference of means was conducted to see if the mean acceptance
values were significantly different from each other. A Levene’s test for equality variances was
insignificant and therefore a t-test assuming equal variances was calculated. The means were significantly
different from each other (t = 2.254, df = 129, p < 0.05). Therefore, our data suggested that subjects were
less satisfied with having an enemy fired with injustice than with a friend fired with justice.
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TABLE 2 REGRESSION COEFFICIENTS AND SIGNIFICANCE LEVELS
OF EFFECTS COEFFICIENTSA
Unstandardized
Coefficients
Beta
Std. Error
l
(Constant)
14.93
.463
Justice
7.54
.522
Attractiveness
-4.03
.523
a. Dependent Variable = Acceptance; N = 278

Standardized
Coefficients
Beta
.615
-.328

t
32.25
14.45
-7.71

Sig.
P < .001
P < .001
P < .001

DISCUSSION
“Every man is to be respected as an absolute end in himself; and it is a crime against the dignity that
belongs to him as a human being, to use him as a mere means for some external purpose.” This quote
attributed to 18th century philosopher Immanuel Kant (Billington, 2003, p. 101) upholds that all
individuals are deserving of just treatment. Indeed the value of fairness (e.g., impartiality, a just process)
is a common universal value evident in corporate codes of conduct, codes of ethics, and business ethics
literature worldwide (Schwartz, 2005). Our findings reveal that subjects were least accepting of situations
in which persons were treated unjustly when being terminated. Yet despite the ubiquity of justice as an
espoused value in business, little is known about how individuals view justice in situations involving
enmity toward a coworker. A principle finding was that subjects were less accepting of a disliked
coworker being fired without justice than when a likable coworker was terminated with justice.
Interpersonal attraction is characterized by positive affect and behaviors towards others that draw people
together (Byrne, 1971). Yet interestingly, subjects in the current study, despite conditions of negative
affect, were seemingly not pleased when coworkers were perceived as being treating unfairly.
These results have implications for organizations and more specifically, managers involved in
terminations or layoffs. Employees can experience negative psychological effects based on their
perception and evaluation of how employees are let go. The perception that processes are unfair or that
employees are being exploited frequently leads to cynicism among employees, a negative attitude
characterized by the distrust of management (Andersson, 1996), that can then spread throughout the
workforce (Wilkerson, Author, & Davis, 2008). In regards to layoffs, perceptions of justice are vital to
maintain the commitment levels of the surviving employees (Van Dierendonck & Jacobs, 2012). The
current findings indicate that employees desire fairness for not only those persons that are “liked” but also
those coworkers that are “disliked”. Hence, managers would be wise to attend to Kant’s admonition and
to ensure that all employees, even so called “bad-apples”, are treated with justice during the termination
process. Termination policies and procedures can be instituted to create a fair process. For example,
documented evidence that focuses on the behaviors or performance evaluations that warrant termination
can reduce subjectivity and bias. Managers should focus on performance related facts and not
personalities. Providing the subject employee with a voice or appeal mechanism is effective in reducing
perceptions of injustice. For offensives not meriting immediate dismal, organizations may wish to
consider use of progressive discipline procedures that becomes more stringent over the course of time.
While organizational justice was a salient concern for subjects in this current study, one forward
looking research question is whether individual differences affect the degree of acceptance regarding how
others are treated. Future studies, especially comparing college students with older adults, are worthwhile
due to possible population differences. First, college students are believed to be more compliant with
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perceived expectations (Seers, 1986), which may have been evident in the scenarios. There is however,
also growing evidence indicating that the personalities of younger generations (i.e., Generation Y or
Millennials) are shifting toward higher levels of individualism and narcissism (Twenge & Campbell,
2008). Thus, it seems plausible that age or personality variables may be factors affecting the degree to
which a person desires justice for others.
An additional avenue for future studies is what role, if any, do the various individual types of justice
play in affecting the acceptance of coworker terminations. The current study used a broad
operationalization of organizational justice that incorporated elements of each of the four types of justice.
Though the dimensions are typically correlated, there is evidence that procedural, interpersonal,
informational and distributive justice are distinct forms and though often correlated, each may contribute
unique predictive variance (Colquitt et al., 2001). Additional studies may wish to consider the similarities
and differences in the dimensions of justice as it pertains to acceptance of coworker terminations.
Since one of the primary findings of this research was that organizational justice was more salient
than interpersonal attraction to the survivors of terminations an interesting follow-up study might consider
why survivors view justice as paramount to attraction. Could it be that they view unjust terminations of
coworkers as a personal threat? Could the possibility that they someday might personally be subjected to
this sort of injustice trump their feelings of attraction for coworkers? Rather than viewing the terminated
coworkers who are not liked as “good riddance” perhaps it is viewed as “but for the grace of God it could
happen to me”?
The current study should be considered in light of possible limitations. Our experiment was
conducted using a student sample, which poses generalizability limitations. The benefit of our design is
that is allows for conditions to be finely manipulated; however, generalizability would be enhanced with
non-student samples. Data were collected at a single point in time via self-report questionnaires and thus
common method variance is also a possible concern. Though this method is generally considered
appropriate for measuring the internal states of individuals (Spector, 1994), internal validity could be
enhanced by conducting assessments at different points in time.
In conclusion, the current study considers the role of interpersonal attraction in the context of
coworker terminations. Fairness is often espoused as a desired means of decision making in the
workplace; however, little is known about how employees view fairness when dealing with liked versus
disliked peers. Though subjects were least satisfied when liked peers were mistreated in the termination
process, the current findings indicate that a desire for fair procedures and processes extends even to others
not well liked. Future researchers are encouraged to conduct additional studies that consider the
generalizability and scope of these findings.
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APPENDIX 1: SAMPLE SCENARIO WITH HIGH INTERPERSONAL ATTRACTION
AND HIGH JUSTICE
Please think about an actual person that you really like.
Imagine this person is your co-worker named, Bob. You have very positive feelings about Bob;
that is, you really like him. Bob definitely has the skills to be a good worker.
You found out today that Bob was terminated yesterday afternoon. Upon investigation you found
out that Bob was fired with just cause. Bob’s boss did consider his viewpoint during the
termination process. Moreover, the boss suppressed his personal biases about Bob. Bob was
treated with kindness and consideration during the process. The boss showed concern for Bob’s
rights as an employee. Bob’s boss dealt with him in a truthful manner.
Remember, Bob is a person you really like.

1
Strongly Disagree

2
3
Moderately Disagree Neither Agree Nor
Disagree

4
Moderately Agree

5
Strongly Agree

For each of the following items please indicate the extent to which you agree or disagree.
1. _____ I would be happy about what happened.
2. _____ I would want to look for another job.
3. _____ I would feel more committed to the company.
4. _____ I would like my boss better.
5. _____ I would feel like I work for an unfair company.
6. _____ I would respect Bob’s boss more.
7. _____ I feel like Bob got what he deserved.
8. _____ I have mixed emotions about this.
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