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NEUROTICISM AND EFFECTIVE TEAMWORK:
THE MODERATING ROLE OF GOAL AMBIGUITY
ON PERFORMANCE IN TEAM SITUATIONS

Stephen C. Betts, William Pater son Univer sity
BettsS@wpunj.edu

ABSTRACT

The role of dispositional differences in explaining organizationally relevant phenomenon
has recently seen renewed interest among organi zational researchers (Judge & Ilies, 2002; Judge,
Heller, & Mount, 2002; House, Shane, & Herold, 1996). Ingroup situations, dispositionshave used
to explain such outcomes as cooperation (Wagner, 1995), teamwork ( Clinebell & Stecher, 2003),
group effectiveness (Kiffin-Petersen, 2004; Prussia & Kinicki, 1996), leader effectiveness
(Antonakis, 2003; Prati, Douglas, Ferns, Ammeter, & Buckley, 2003) and performance (Barry &
Sewart, 1997). Inthispaper, the notion that many work group characteristics have been linked to
group effectiveness (Cohen, Ledford, & Sprietzer, 1996) is further developed using a disposition
approach. First, ageneral model of disposition effects on team performance related outcomeswith
situational factors as moderators is presented. Using this model, the effects of the individual
dispositional tendency ‘neuroticism’ and the situational factor ‘goal ambiguity’ are explored.
Several hypotheses are developed regarding the effects of neuroticism on performance in team
situations with goal ambiguity as a moderator.

INTRODUCTION

There has recently been renewed interest among organizational researchers in the role of
dispositional differencesin explaining organizationally relevant phenomenon (Judge & llies, 2002;
Judge, Heller, & Mount, 2002; House, Shane, & Herold, 1996). Dispositions have used in group
research to explain such outcomes as cooperation (Wagner, 1995), group effectiveness (Prussia &
Kinicki, 1996) and performance (Barry & Stewart, 1997). In this paper, a disposition approach is
combined with the notion that many work group characteristics have been linked to group
effectiveness (Cohen, Ledford, & Sprietzer, 1996). A general model of disposition effects onteam
performancerel ated outcomeswith situational factorsasmoderatorsispresented. Thisisdeveloped
into amodel of the relationship between neuroticism and performance in team situations with goal
ambiguity asamoderator. Several hypotheses are developed from this model.

TEAM RESEARCH AND DISPOSITIONS

There has recently been renewed interest among organizational researchersin the role of
dispositional differences (Judge & lIlies, 2002; Judge, Heller, & Mount, 2002; House, Shane, &
Herold, 1996). There are several justifications for this renewed interest, specifically with regards
toteamresearch. First, themain criticism of dispositional work in organization studies hasbeen that
organizations are ‘strong’ Situations. ‘Strong’ situations suppress the effects of dispositional
differences (Davis-Blake & Pfeffer, 1989). House, et a. (1996) cite “organizational
transformations, structural changes, cultural changes, violations in traditional concepts of
psychological contracts, and other organizational situations that are unstable, ambiguous and
confusing for individuals’ as challenges to the notion that organizations are ‘strong’ situations.
Today’ s context of teamwork can more appropriately described as ‘weak’ situations, because the
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environment failsto provide unambiguous cue asto appropriate behaviors (House, Shane, & Herold,
1996). The second main justification isthat progressis being madein the area. Many researchers
are addressing group issues with a dispositional or individual difference approach (Neuman,
Wagner, & Christiansen, 1999; Campion, Papper, & Medsker, 1996; Prussia & Kinicki, 1996;
Shepperd, 1993; Barry & Stewart, 1993; Campion, Medsker, & Higgs, 1993; George & James,
1993). A third justification is the practitioner trend to consider personality characteristics in
selection and staffing decisions. Recent research has looked at the construct validity of using
personality measures in personnel selection (Schmit & Ryan, 1996), matching management style
and personality (Stevens & Ash, 2001) and when to value personality characteristics over specific
skills (Behling, 1998). The last justification is the trend towards increased use of teams in
organi zations, especially self-directed teams. Self-directed teamsare particularly ‘weak’ situations
which alow dispositional effects to surface. The increased use of teams increases the need for
research that can be translated into useful advice for practitioners.

TODAY’SCONTEXT OF TEAMWORK

Teamsin General. There are many definitions of teams and groups. The one adopted here
is offered by Newcomb (1961:3) where agroup is defined as "shared norms and interlocking roles
which presuppose a transitory relationship of interaction and communication”. This definition
focuses attention to the importance of interaction and on member roles along with the patterns of
member interaction and the roles assumed by members of the group develop over time. (note -
because there is no clear, widely accepted differentiation of the terms ‘team’ and ‘group’ in the
literature, they will be used interchangeably) Much is known regarding the advantages of teams.
For example, groupstend to perform better than individual swhen the complexity of thetask ishigh
since individuals are bounded by intellectual and information-processing capabilities (March &
Simon, 1958). Groups have the advantage since they offer adiverse pool of skillsand information
(Ray & Bronstein, 1995). We know, however, that groups take more time to make decisions than
do individuals. Thisis especialy true when groups rely on normative, rational decision making
processes compared to individuals who often rely on more timely, heuristically based processes
(Allison, 1971; March & Simon, 1958). There is also the danger of such phenomenon as social
loafing and groupthink. Social loafing iswhen individuals in work teams do not expend as much
effort in the group setting asthey would haveif they wereworking alone (Latane, 1981). However,
this dysfunctional situation can be remedied if individual effort can be identified (Latane, 1981).
Groupthink is a "mode of thinking that people engage in when they are deeply involved in a
cohesive group, when the members striving for unanimity overridestheir motivationto realistically
appraise aternative courses of action” (Janis, 1972:8). To avoid group think, team leaders must
serve as critical evaluators and apply techniques such as devil's advocacy and dialectical inquiry
(Janis, 1972).

Finally, theinternal dynamicsof work teamsmay al so be affected by their assumptionsabout
the views and functions of top management. For example, the members of awork team may think
that top management is generally unsupportive of team approaches and is not living up to its
obligation to provide resources and guidance in determining goals and procedures. The members
of another team may view management as being supportive, seeit isaresponsibility of the team to
find their own resources, and appreciate the flexibility that they have in determining their direction
and methods. The performance of these two teams will be different.

DISPOSITION RESEARCH

Dispositions are a general category of individual differences, psychological in nature, that
may be viewed as stable, consistent tendencies to respond to situationsin a predetermined manner.

Las Vegas, 2005 Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2)
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Common dispositional characteristics are personality, needs states, attitudes, preferences and
motives (House, Shane, & Herold, 1996). Research has suggested that five central traits, the “Big
Five’, explain most of the variance in individual personality (Barrick & Mount, 1991; Goldberg,
1993). Although the “Big Five’ are not without their critics (Block, 1995), they are generaly
accepted by researchers (Goldberg, 1993; McCrea& Costa, 1987). The*BigFive’ areneuroticism,
extroversion, openness to experience, agreeableness, and conscientiousness (Digman, 1990).

Many disposition constructs have been studied in organizations. Recent studies (Lievens,
De Fruyt, & Van Dam, 2001; Smith, Hanges, & Dickson, 2001; Stevens & Ash, 2001; Caliguri,
2000; Neuman, Wagner, & Christiansen, 1999; House, Spangler, & Woyke, 1991; Burkhardt, 1992;
Earley, 1986) and meta-analyses (Judge, Heller, & Mount, 2002; Judge & llies, 2002; Barrick &
Mount, 1991; Hough, Eaton, Dunnette, Kamp, & McCloy, 1990; Tett, Jackson, & Rothstein, 1991)
provide support that individual dispositions and traits can predict organizationally relevant
outcomes. Among the organizationally relevant phenomenon being current investigated using a
disposition approach are empl oyee assessment and selection (Lievens, De Fruyt, & Van Dam, 2001;
Smith, Hanges, & Dickson, 2001; Stevens& Ash, 2001), work team composition (Neuman, Wagner,
& Christiansen, 1999), intent to terminate assignments (Caliguri, 2000), job satisfaction (Judge,
Heller, & Mount, 2002), and performance motivation (Judge & llies, 2002).

DISPOSITION EFFECTSON TEAM PERFORMANCE RELATED OUTCOMES

Antecedents. Some researchers have used dispositions to explain behavior in groups
(Neuman, Wagner, & Christiansen, 1999; George, 1990; George & James, 1993). For example,
Prussiaand Kinicki (1996) found group efficacy positively related to group effectiveness. Several
of the*Big Five” personality dimensionshave been aso been used. Collectivismandindividualism
havebeenusedin groupresearch (Earley, 1993), specifically to explain cooperation (Wagner, 1995)
and social loafing (Earley, 1989; Erez & Somech, 1996). Extraversion and Conscientiousnesswere
used to explain performance (Barry & Stewart, 1997). Somerecent work has examined the big-five
at the group level, addressing both the level and variation in various factors (Neuman, Wagner, &
Christiansen, 1999).

Moderators. Many work group characteristics have been linked to group effectiveness.
Cohen, Ledford, & Sprietzer (1996) identify 24 characteristicsin 4 general categories. Campion,
Medsker, & Higgs (1993) and Campion, Papper, & Medsker (1996) identified 19 characteristicsin
5 general categories. Goal specificity has been linked to work group outcomes (Koch, 1979; Erez
& Somech, 1996). Thelevel of the performance measure, group or individual hasbeeninvestigated
in several studies (Prussia & Kinicki, 1996; Erez & Somech, 1996).

Outcomes. Just as with dispositions and work group characteristics, many team related
outcomes havebeenidentified. Cohen, Ledford, & Sprietzer (1996) identify 13 group effectiveness
outcomes in 4 general categories. Disposition approaches have successfully linked
individualism/collectivismand social |oafing (Erez & Somech, 1996; Earley, 1989) and cooperation
(Wagner, 1995).

NEUROTICISM, GOAL AMBIGUITY AND PERFORMANCE IN TEAM SITUATIONS

A model of the relationship between neuroticism and performance in team situations with
goal ambiguity as a moderator is presented in Figure 1. This model follows the notions of the
previous section with a disposition (neuroticism) as an antecedent and awork group characteristic
(goal ambiguity) asamoderator.

Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2) Las Vegas, 2005



page 4 Allied Academies International Conference

Figure 1
The Relationship Between Neuroticism and Performance With Goal Ambiguity as a Moderator

Goal Condition
(known or unknown
evauation criterea)

H2a
\I/ H3a \

Neuroticism Individua
(individual score) Performance
Hla H2b
H3b

Neuroticism Team
(team average) i, Performance

Neuroticism. Theantecedentsinthe modelsare neuroticism, at theindividual and thegroup
level (averageof individuals). Recent meta-anal yses show mixed resultson therel ationship between
neuroticism and performance. Tett, Jackson & Rothstein (1991) found a significant negative
relationship between neuroticismand performance. Neuroticismisnot linked towillingnessto adapt
to new environment as are the other personality dimensions of openness to experience,
agreeablenessand conscientiousness (McCrea& Costa, 1987). Thetrait of neuroticism accentuates
stress or inhibits coping with it effectively (Nasurdin, Ramayah & Kumaresan, 2005; McMartin,
1995) and new situations can be stressful.

Hypothesis 1a: Individual neuroticismwill be negatively related to individual performance
Hypothesis 1hb: Team average neuroticismwill be negatively related to team performance

Goal Specificity/Ambiguity. Role expectationsare amajor concern in work teams (House,
Shane, & Herold, 1996). Goal specificity, that isknowledge of performance evaluation criteriaand
goalsareamajor part of establishing role expectations. Goal specificity hasbeen showntoimprove
performance in work groups (Koch, 1979)

Hypothesis 2a: Goal ambiguity will be negatively related to individual performance
Hypothesis 2b: Goal ambiguity will be negatively related to team performance

Interactions. Research has found situational conditions to have a moderating effect on the
relationship between personality dimensions and performance. Barrick & Mount (1993) found
autonomy does moderate the relationships between conscientiousness and performance, and
extraversion and performance. Tett, Jackson & Rothstein (1991) showed moderators affecting the
rel ationship between neuroticism and performance, but did not look at goal ambiguity. Barrick &
Mount (1991) found no significant main effect for emotiona stability (neuroticism) and
performance, but found considerable variation indicating an interaction with the setting. Endler
(1973) also found the interactions between neuroticism and the situation.

Las Vegas, 2005 Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2)
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Hypothesis3a: Theinteraction of individual neuroticismand goal ambiguity will benegatively related
to individual performance

Hypothesis 3b: The interaction of team average neuroticism and goal ambiguity will be negatively
related to team performance

CONCLUSION

A model of the relationship between neuroticism and performance in team situations with
goal ambiguity as a moderator was presented and several hypotheses were developed from this
model. Thesehypothesescan betested with an experimental design, with subjectscompl eting atask
(or set of tasks) under 2 conditions — a clear goal condition and an ambiguous goa condition.
Variousinstruments are available to measure neuroticism. The dependent variable is performance
on the task. The hypotheses can be tested using linear regression. A regression equation can be
computed for each of the two levels, individual and team. An interaction term will be included to
test moderator effects.

Neuroticism has been shown to show stability in longitudinal studies (Costa & McCrae,
1994; McCrae, 1993; Conley, 1984) and has a high degree of heritability (Floderus-Myrhed,
Pedersen, & Rathmuson, 1980). Thisindicatesthat the actions available to managers are selection,
job design and assignment, but not training. Implicationsfor practice must betempered with several
considerations. The first consideration is that increased attention to individual dispositional
characteristics may cause effects to be exaggerated or suppressed. The second considerationisthe
managers ability to assess neuroticism. The last consideration is the ethical implications of
incorporating personality characteristicsin hiring, job assignments and job design decisions.

Further research can explore role dynamics within the team (Stewart, Fulmer & Barrick,
2005). Roleambiguity rather than goal ambiguity may havean effect on neuroticindividuals. Roles
areat theindividual level and may have amore direct effect on theindividual than goals at the team
level. Also therole of leader within the team as a moderator should be explored because leaders
may lessen the ambiguity by providing interpretations and clarification of the situation.

Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2) Las Vegas, 2005
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MULTIPLE JOBHOLDING ASAN ALTERNATIVE
TO TURNOVER: EXAMINING THE DECISION
TO MOONLIGHT OR QUIT

Stephen C. Betts, William Pater son University
BettsS@wpun;j.edu

ABSTRACT

Organization researchers often assume that ‘the job’ is the employee’ s only employment
when exploring jobs and job related topics. This assumption simplifies the analysis but is
misleading because it does not reflect reality. Multiple jobholding (moonlighting) warrants
attention by organization scholars because additional employment provides workers with an
alternative sour ce of valuablework related outcomes such asincome, training, and benefits. It also
potentially changestheir perceptions, decisions, and behaviors, and may impact their performance,
absenteeism and turnover at their primary jobs. With such potential effects, organization
researchers can develop more useful models if they consider the impact of moonlighting on the
constructs and relationships they are studying.

In this paper, the one-worker/ one-job notion is set aside. First some background on
multiple jobholding is presented. Thisis followed by a comprehensive turnover model adapted to
include multiple jobholding. The model provides potential starting points for studying multiple
jobholding and serves as an example of how multiple jobholding can be integrated into existing
models in organization studies.

INTRODUCTION

When addressing jobs and job related topics in organization studies, the underlying
assumption is that ‘the job’ is the employee's only employment. We rarely find an explicit
statement acknowledging the possibility of multiple-jobholding. However, the Bureau of Labor
Statistics estimated that 5.0% of workers in the US were multiple jobholders in August of 2005
(BLS, 2005). Inthe 1980’s, studies showed amuch higher rate than the BL S reported among mixed
occupations/ blue-collar/ rank-and-file workers of between 15.3% (Jamal & Crawford, 1981) and
20.9% (Dempster-McClain & Moen, 1989). Indeed, multiple-jobholding, or ‘moonlighting’, isa
widespread phenomenon that haslargely been overlookedin organization studies (Betts, 2002; Baba
& Jamal, 1992; Jamal, 1986).

M oonlighting providesworkerswith an alternative source of valuablework rel ated outcomes
such as income, training, and benefits (Factor, 1991; Henry & Rogers, 1986). It also potentially
changestheir perceptions, decisions, and behaviors, and may impact their performance, absenteeism
and turnover at their primary jobs (Aebi, 1998; Davey & Brown, 1970; Habbe, 1957). With such
potential effects on the constructs and relationships they are studying, moonlighting warrants
attention by organization scholars. Background information on multiple jobholding will be
presented first. Thiswill befollowed by an example of how multiple jobholding can be integrated
into an existing model in thefield, by adapting acomprehensive turnover model to include multiple
jobholding.

Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2) Las Vegas, 2005



page 8 Allied Academies International Conference

MULTIPLE JOBHOLDING RESEARCH AND ORGANIZATION STUDIES

Moonlightingiscommonly understood ashaving asecond job, usually part-time, in addition
to a primary job full-time job. Organization studies can greatly benefit by incorporating
moonlighting into the current and classical modelsof thefield. Organizational researchersconcern
themselves with the factors that influence the perceptions and behavior of the individual and the
outcomes, both individual and organizational, of these perceptions and behaviors. Moonlighting or
the possibility of moonlighting might change the perceptions, decisions, behaviors and ultimately
outcomes of the primary job.

Moonlighting provides an alternative source of valuable work related outcomes. When
moonlighting is considered, the primary workplace is no longer the sole supplier of work related
outcomes. The outcomes of the primary job are replaced by a package of outcomes, the combined
outcomes of the primary and moonlighting jobs. The relationship between the jobs may be
supplemental, complementary or acombination. For example, if theindividual looksto the second
job for additional income, it serves a supplemental role. In contrast if the second job alows
someoneto express creativity that issuppressed on his/her primary job, the second job complements
thefirst. Theutility of the combined outcomes might become the relevant utility, which guidesthe
decisions and actions of the individual.

In addition to providing outcomes of value to the individual, moonlighting might affect the
behavior and work attitudes of an employee. It can affect the behavior of anindividual by changing
their ability or motivation at the primary workplace (Aebi, 1998; Davey & Brown, 1970; Habbe,
1957). Secondary jobs that utilize similar knowledge, skills and abilities to the primary job may
result in atraining effect with an increase primary job performance (Factor, 1991; Henry & Rogers,
1986). In contrast, asecondary job may be physically demanding and |eave an employee physically
unable to perform at a high level (Davey & Brown, 1970; Keill, 1991; Miller, Balkin & Allen,
1993).

Along with changesin the physical ability to perform on thejob, asecondary job may affect
the employee’ s motivation to perform. In fact, many job related attitudes and perceptions may be
changed dueto achangeintheframe of reference afforded by the second job. Attitudes, perceptions
and behaviors may additionally be affected by other factors related to the secondary jobs, such as
changesin stress levels, competing demands, or realization of outside opportunities (Jamal, Baba
& Riviere, 1998; Pearson, Carroll & Hall, 1994). Changes in attitudes and perceptions lead to
changes in decision making and job related behavior, ultimately affecting individual and
organizational performance (Jamal, Baba & Riviere, 1998).

Although moonlighting is a widespread phenomenon, there has been surprisingly little
empirical research into moonlighting. A recent review cited only 34 published empirical studies
between 1963 to 1998 (Betts, 2002). Much of the research was descriptive in nature and it was
primarily presented in economics or occupation specificjournals. Theavailable literature suggests
several reasons has why moonlighting has not been extensively addressed. Onereasonisthatitis
not seen as a pervasive enough phenomenon to warrant such attention (Baba & Jamal, 1992). This
argument also fails to acknowledge that official government statistics grossly underestimate
moonlighting rates (Baba & Jamal, 1992), and moonlighting among their peers might influence the
decisions and behavior of many non-moonlighters. Another reason isthat moonlighting activity
could be viewed as an occupation specific phenomenon, however the literature shows that
occupations with high moonlighting rates do not have unique characteristics, but rather have high
degrees of characteristics that generally affect moonlighting.

Difficulty in obtaining data is the most valid reason for the lack of a systematic study of
moonlighting (Baba & Jamal, 1992). Some researchers have partially addressed this problem by
using a population with a comparatively high incidence rate of moonlighting; guaranteeing
anonymity; distributing the questionnaires in the workplace; and aggressively following up and
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encouragingindividualstorespond (Bell & Roach, 1990; Jamal, 1986; Jamal, Baba& Riviere, 1998;
Pearson, Carroll & Hall, 1994; Raffel & Groff, 1990).

A MODEL OF TURNOVER INCORPORATING MULTIPLE JOBHOLDING

A comprehensive turnover model including moonlighting is presented as figure 1. The
modificationsto the original model are sown asdotted lines. Two critical assumptionsof theinitial
turnover model were that the search for aternatives is associated with a desire to leave an
organization, and that the ‘alternatives’ are other full time primary jobs. In the traditional turnover
models if the worker strongly desires to stay at the original job there would be no search for an
aternative, or vice versa. In the model the search follows the desire to leave the job (Lee &
Mowday, 1987; Steers& Mowday, 1981). In other models(Mobley, 1977; Mobley, Griffeth, Hand
& Meglino, 1979) the search or desire to search precedes or is concurrent with the desire to leave.
It is not necessary to take sidesin this debate becauseit is ‘what’ isbeing searched for, not ‘when’
the search takes place that is important here. The worker might be looking for a supplemental
secondary job instead of, or in addition to, searching for an aternative primary job.

FIGURE 1
Turnover Model Including Moonlighting
(adaptation of Lee and Mowday’s (1987) representation of the Steers and Mowday Turnover Model (1981))
Organizational
Available Informati¢n Characteristics ang Non-work Influencds
about Job and Organizational
Organization Experience
Job Expectations ang Affective Responses to Job: \‘/ -
Values - > Job Satisfaction N s | DesreintenttoSay, , | S, Leavegr
Organizational Commitment Leave, Moonlight Moonlight
AR /1 Job Involvement \l/
i Individual Job Performance Effortsto Change| Search for Preferable
Characteristics Level Situation Alternatives
! ; i BxtraWork | : o
! > E Opportunities 1 ¢__! P
v e e e e H 1
: Alternative Primaly VN P
1 . 1 : 1
: Job Opportunitie; : : <
i 4 Vo A
.................................................................... 1 1
________________________ ! Non-Work Modes df 1 H H
Economic and Markkt T 1 Accommodationt T H
Conditions | ~77TTTTTTTITTITIToTommmmmosmmmommomod dommmm oo oo i :
! (A dashed box or line indicates the concept or relationship was added to adap{ ,
\2 \l/ the Lee & Mowday/ Steers & Mowday model to include multiple jobholding) | !
—————————————— 1 :
1

Themodel indicatesthat variousaffectiveresponsesaswell as‘ non-work influences’ predict
thedesiretoleaveor tostay. If the effects of thesetwo sets of influenceslead in oppositedirections,
specifically if the affective responses are positive but the non-work elements indicate that the job
isinadequate, thereis adesire to stay with a causeto leave. In the traditional models thistension
has no clear resolution, but a desire for moonlighting might be consistent with both influences.

Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2) Las Vegas, 2005



page 10 Allied Academies I nternational Conference

In the case of moonlighting it might be that the individual wishes to stay with the
organization, yet still initiates a search for alternatives. In this case the ‘desireto leave’ isreplaced
by ‘desire to moonlight’. The alternatives generated would be potential moonlighting jobs. One
reason for such a search might be that the original job does not completely meet the needs of the
individual. The moonlighting jobs found in the search would fill the unfilled needs of the worker
and enable the worker to keep the original job.

A comprehensive inclusion of moonlighting into the turnover model allows for the search
for alternative primary jobs, moonlighting jobs or both concurrently. A concurrent search for
alternative primary jobs and moonlighting jobs might be the caseif the affective responses and the
non-work influences are in conflict as described above. In this case, the worker wantsto keep the
current job to some degree, but is open to the possibility of other jobs. In other words, when the
worker is unsure whether moonlighting will be adequate and preferable to a new job, a search for
both alternatives might be initiated.

Theturnover model adapted to include moonlighting includesthe consideration of secondary
job opportunities, but also adds ‘ extrawork opportunities’ and changes the position of ‘ non-work
modes of accommodation’. These other changes reflect a theme common in the moonlighting
literature, the idea that there might be several ways to meet the needs and wants of the worker.
Several moonlighting researchers have formulated the moonlighting decision as a choice between
such alternativesasextrawork (i.e. overtime), switching jobs (or careers), having aworking spouse,
moonlighting and adjusting goals (Allen, 1998; Alper & Morlock, 1992; Krisnan, 1990; L akhani,
1995). Expanding the search to include extrawork and changing the position of non-work modes
of accommodeation reflects this theme from the moonlighting literature.

The changes in the search decision to include moonlighting can be traced through the rest
of themodel. Although the empirical moonlighting literature is not extensive, it shows support for
influences at several points. Consider the economic and market conditions, for example. The
economic and market nolonger only influencestheavailability and characteristicsof alternativejobs
but also of moonlighting opportunities, and other modes of accommodation. In thisway the issue
is not the availability and attractiveness of the alternative job, but the relative availability and
attractiveness of switching jobs, moonlighting, overtime, having a working spouse, and other
aternatives. The moonlighting literature supportsthisidea because moonlighting activity has been
found to be related to moonlighting wage rate (Lakhani & Fugita, 1993; Bazzoli & Culler, 1986;
Culler & Bazzoli, 1985; Shisko & Rostker, 1976; L akhani, 1995), labor market constraints (Allen,
1998), supplemental salary (Smith & Cooper, 1967), spouse work status (Buch & Swanson, 1986;
Miller & Sniderman, 1974; Jamal & Crawford, 1981; Smith & Cooper, 1967; Lakhani, 1995),
spouse’s job hours (Krisnan, 1990), and other sources of income (Miller, Presley & Sniderman,
1973).

Theindividual characteristics of workers, much like economic and market conditions, can
influence the choice of mode of accommodation. It has long been established that individual
characteristics influence the decision to voluntarily leave organizations (Lee & Mowday, 1987;
Mobley, Griffeth, Hand & Mehlino, 1979; Porter & Steers, 1973). There is also ample evidence
linking moonlighting to a variety of individual level factors (Betts, 2002; Baba & Jamal, 1992).
Since these factors have been found to affect both moonlighting and turnover decisions when
examined separately, it seems reasonable that they would affect the choice between moonlighting
and turnover.

The impact of considering moonlighting in the rest of the model is largely a matter of
sensemaking and perspective. Perceptions of primary employer/job characteristics and job
expectations might be atered by comparison with other organizations/jobs. The search for
alternatives and consideration of moonlighting changes the frame of reference of the worker and
salience of someideas. For example, if moonlighting could result in significant additional income,
the expectations of financial rewards from the primary job become less important.
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CONCLUSION

In the past the prevalence and potential impact of moonlighting have been grossly
understated by organization researchers, and the possibility of multiplejobholding has been omitted
from the models in the field. However, the influence moonlighting can have on an individual’s
relationship with his/her primary job justifiesit asan object of investigation in organization studies.
Multiple jobholding could be addressed as a primary object of study or as an influence in the
existing and emerging models of the field. The model of the decision to moonlight provides a
potential starting point for studying multiple jobholding itself. The purpose of the examination and
modification of aturnover model to include moonlighting wasto illustrate how moonlighting can
beintegrated into an existing model. Hopefully organization researchers will take the opportunity
to relax the *one person- one job’ assumption and begin to consider the potential contribution of
multiple jobholding to organization studies.

REFERENCES

(references available on request)

Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2) Las Vegas, 2005



page 12 Allied Academies I nternational Conference

Las Vegas, 2005 Proceedings of the Academy of Organizational Culture, Communications and Conflict, 10(2)



Allied Academies International Conference page 13

CULTURAL DIFFERENCESIN MANAGING
HISPANIC AND ASIAN WORKERS

Don B. Bradley |11, University of Central Arkansas
donb@uca.edu
Robert McKay, University of Central Arkansas

ABSTRACT

Diversity in the work force is growing rapidly and causing managers to have to deal with
situations that they never had to deal with before. For many years diversity in the workplace has
been a very popular issue to talk about. However, most of the conversations revolved around
females and African Americansin the work force. Now a new type of diversity is being seenin the
Americanworkforce. Hispanicsand Asiansare migrating to the United Satesin largenumbersand
they are beginning to make up a large percentage of the American workforce. Asa matter of fact,
these two minority groups already make up over sixteen percent of the American workforce. So
today managers have to be prepared to handle a much more diverse workforce. This paper takes
a look at what managers must do to hire, manage, motivate, fire, and finally prepare for Hispanic
and Asian minorities in the workplace.
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PSYCHOLOGICAL HARASSMENT IN THE
SPANISH PUBLIC UNIVERSITY SYSTEM

M. Angeles L 6pez Cabar cos, Santiago de Compostela Univer sity
kbarcos@lugo.usc.es
Paula Vazquez Rodriguez, Santiago de Compostela University
oepaula@lugo.usc.es

ABSTRACT
PURPOSE

Measur e the impact of psychological harassment in the public sector and more specifically
within the Galician University System in order to find methods of solving and preventing the
problem.

DESIGN/METHODOL OGY/APPROACH

The study sample consists of all the Administration and Services Personnel aswell as the
Educative and Investigative Personnel of the three Galician Universities. In this paper the results
relating to the Educative and Investigative Personnel are presented. The data Q (question) was
obtained through a postal survey that was carried out in 2003. This data has subsequently been
supplemented with data L (Life) and data T (Test).

RESULTS

The results of the study allow us to deter mine which univer sity and which collective is most
affected by psychological harassment. A conclusion is also drawn regarding the kind of hostile
behaviour employed, the reaction of the victim and the medical-psychological consequences
together with the general attitude and the measures taken to deal with the situation.

RESEARCH LIMITATIONSIMPLICATIONS

The consideration of awiderange of study and of arelatively diver se group of people. Alow
index of answer was obtained to extrapolate the data from the total range analysed. The subject is
a sensitive one and can produce feelings of apprehension or reticence on behalf of the person
answering the questionnaire.

POTENTIAL IMPACT. PRACTICAL IMPLICATIONS

The need to raise awarenessamong the organisations, in this case the Public University and
the need to detect, identify, solve and above all to prevent thesetypes of behaviour which arealways
going to result in the physical and psychological deterioration of a person. Make sure that people,
whether victimsor not (perhapswitnesses) are awar e of the need to react, pursue, punish and above
all to prevent these kind of situations.
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ORIGINALITY/VALUE

Thisarticle providesan exhaustive analysis of the most seriouswork-related problem of our
day - psychological harassment, taking into consideration some of the environments most proneto
these kinds of behaviour - the public sector and, more specifically, the university system.
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AVOIDING THE TURNOVER COST FORMULA

Robert V. Fiermonte, Saint L eo University
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Kelly Bruning, Northwestern Michigan College
kbruning@nmc.edu

ABSTRACT

With United States corporations averaging 6% employee turnover annually and turnover
costs ranging between 25% of the employee’ sannual salary to as high as 100% employee' ssalary,
manager s should re-evaluate their corporate culture to determine if it is conducive to enhancing
employeeretention. Sudies shave found that turnover cannot be attributed to a singlevariable, but
isinstead a factor of groups of variables, each of which changes depending upon the individual.
The work environment, management style, job design, co-workers, employee orientation and
training are all controllable entities that the organization can harness to maximize employee
retention in their respective organizations. This, in turn, may lead to increased employee morale
and job satisfaction. Leaders must recognize the importance that their actions and activities have
toward attracting and keeping employees. The keys to harnessing these variables to maximize
employeeretention areoutlined inthisarticle. Managerswill gain newinsight of variablesthat will
aid them in developing a corporate culture conducive to employee retention. Holding
organizational |eader ship accountablefor implementing conceptsattributabl eto employeeretention
isthe first step in retaining the organization’s most val uable asset—employees, thus avoiding the
calculation of the turnover cost formula.
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AN OUNCE OF PREVENTION:
THE ORGANIZATIONAL BENEFITSOF HELPING
OVERWEIGHT/OBESE EMPLOYEES
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pjohnson@csuchico.edu
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ABSTRACT

Americaisthe * fattest” nation in the world, and obesity has become an epidemic. Being
overweight increases therisk of heart disease, diabetes and stroke. In addition, obesity is costing
U.S businesses as much as $117 billion a year in health care costs, reduced productivity, and
absenteeism. This paper defines obesity, discusses the causes, enumerates the costs to
organizations, describeswhat companies can do to help their overweight employees, and describes
the benefits organizations will receive.

INTRODUCTION

The United States has the distinction of being the “fattest” nation intheworld. At onetime
obesity was strictly a personal problem; now, those who weigh enough to be referred to as obese
must battle privately with acondition that threatenstheir health, and asocial stigmaso insidiousthat
it hasbeen called thelast acceptable prejudicein modern society (Kogon, Gaisford & Hutzul, 1999).
Obesity isan epidemic in America. Being overweight increasestherisk of cardiovascular disease,
the number one killer of women, and opens the door to other risk factors like diabetes and
hypertension. Add aninactivelifestyletothe mix and therisk of devel oping heart disease or having
a stroke increases (Schmidt, 2003). Not surprisingly, Americans keep getting fatter. In fact, in
2001, more than 44 million people were obese, a figure that was up 74% from ten years earlier
(Pofeldt, 2003).

If doctors announced that nearly afifth of our nation’s children were exhibiting signs of
typhoid, there would be a panic. But for the past ten years, public officials have been warning of
another problem every hit as life-threatening and even more difficult to treat: childhood obesity.
Fifteen percent of children, nine million children, are seriously overweight, arate that has tripled
since 1970. Once kids get fat, the odds of losing weight and keeping it off are depressingly small
(Tyre & Scelfo, 2003). The 2001 report “The Surgeon General’s Call To Action To Prevent and
Decrease Overweight and Obesity” identified overweight and obesity as mgor public health
problems costing U. S. businesses as much as $117 billion a year and posing as large a threat of
morbidity as poverty, smoking, or problem drinking. In addition, as smoking and cigarette use
declines, obesity rates keep growing. Infact, rates haveincreased across all ages, races and ethnic
groups, both genders, and every State (Kuchler & Ballenger, 2002).

This paper will define obesity, discuss the causes, delineate the costs to organizations,
describe what companies can do to help their overweight employees, and discuss the benefits
organizations will receive.
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DEFINITION

According totheNational Institute of Health, nearly two-thirds of adultsin the United States
are overweight and nearly one-third are obese (Roberts, 2003). Men with more than 25% body fat
and women with more than 30% body fat are generally defined as obese (Merx, 2004). Physicians
consider aperson to be obese, if he weighs more than 20% above expected weight for age, height,
and body build. Morbid or malignant obesity is when a person is over 100 pounds above that
expected for age, height, and build (Obesity, 2004).

Appearance mattersintheworld of business. For example, moreattractive people earnmore
and less attractive people earn less. Researchers have found that good-looking men and women
make close to 5% more than average-looking individuals. Unattractive people, especially men, get
less (as much as 9% less) and homely women got about 5% less than those with average looks. In
addition, height was acritical factor in male earning potential. For each 4-inch increase in height,
amale' s earnings rose 2%. Height, however, did not statistically affect females” wages, nor did
weight affect males' earning. Weight, however, did affect income potential for women. The
heaviest 3% of women are 20% less like to be married, have household incomes averaging $6,710
lower than those who weighed less and were 10% morelikely to suffer from poverty (L aabs, 1995).

Sixty-one percent of adults in the United States are overweight or obese. These numbers
have steadily risen, with obesity figuresalonetripling since 1980. Overweight individualsareat an
increased risk for a wide range of conditions, including heart disease, diabetes, stroke, cancer,
breathing problems, arthritis and psychological disorders such as depression. Even more
importantly, obese adults have a 50 percent to 100 percent greater chance of premature death, with
an estimated 300,000 deaths a year attributed to obesity (O'Rourke & Sullivan, 2003).

CAUSES

At the beginning of the 20" century, life expectancy was about half of what it is now, and
most deaths resulted from infecti ous diseases such as cholera, malaria, influenzaand thelike. With
the conguest of most of these diseasesin theindustrialized world, along with public health measures,
the major health threats today are degenerative diseases such as coronary heart disease, cancer,
stroke and Alzheimer’s disease. We are fat and getting fatter. There are amyriad of reasons why
Americans are overweight and/or obese:

1. Ambivalence- Supermarketsare simultaneoudly filled with“low cal” and “low fat” foods,
adjacent to tempting high-caloric, high-fat foots.
2. Excess of food - We are built to eat food when it becomes available. We are now faced

with a surfeit, in both amount and variety. A study has found that people consume extra
caloriesfrom daily snacking. Infact, the average number of daily snacks has risen by 60%
since the late 1970s (K oretz, 2003).

3. Advertising—People are being encouraged to eat constantly. Art galleries, bookstores, shoe
stores, and have food. (Frumkin, 2003).

4, Reduction in activity — Technology has reduced the amount of physical effort that most
peopleneedto earnaliving. Inaddition, the Surgeon General reportsthat |essthan one-third
of adults get the recommended amount of physical exercise while 40% are not active at all
(O’ Rourke & Sullivan, 2003).

5. Television and the computer — Theleading causes of obesity include genetics, inactivity, and
the increased time spent with television, video games, and the computer (Spector, 2003).
6. Emotional eating — Emotional eaters eat no more than nonemotional eaters. They do,

however, indulge in foods high in fat and calories.
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7. Urban sprawl — Residents of countries characterized by urban sprawl are more likely to
weigh more, be obese, and have high blood pressure. The daily commute, which can last
hours, encourages eating and drinking and adds calories to our diet. We drive more and
walk less (Petersen, 2003).

8. Stress — More than 100 million Americans spend the majority of their day at a worksite.
The expanded workweek, an increased reliance on technology, and the escalating stressin
today’ sfast-paced, highly competitive work environment, all present significant barriersto
weight loss (Miller, 2002).

0. Overwork —M eetingsare schedul ed before 7 a.m. and sometimes peoplework into the night.
If an employeeflies, hig’her biological clock isoften awreck. If people drive, they may be
stuck in acar for long periods of time. By the end of the day, they are stressed out, talked
out, meetinged out. Thus, the “couch potato work-out” —lying on the bed watching TV -is
understandable (Fitness on the Road, 1992).

10. Unpl easant work environment — Empl oyee discontent, high absenteei sm, missed production
deadlines, accidents, colleagues who are backbiters, complainers, and slouchers all
contribute to added stress in the workplace.

The relentless exposure to daily, chronic anxiety is the most toxic form of stress. It can
actually be poisonous, wearing down theimmune system and increasing therisk of everything from
coldsto cancer. Stresscan damagethebrain, causing memory problems, it canlead to heart attacks,
and premature death. Also, it can make apersonfat. Onadaily basis Americans are spending their
days awash in atoxic bath of stress hormones (Spencer, 2003). The end result isthat every year,
the typical American now consumes 149 pounds of caloric sweeteners, 54 gallons of sodaand 200
pounds of mostly refined grains (Obesity, 2004).

COSTS

The potential costs associated with obesity should be of significant concern to employers.
According to the U. S. Surgeon General, in the year 2000, costs related to obesity totaled $117
billion - $61 billion in direct costs and $56 hillion in indirect costs (Obesity, 2004). Obese
individuals often take longer to recover from ailments and injuries, experience more absences from
work, can suffer injuries more easily and are likely to die sooner than their healthy-weight
counterparts. All of those consequences mean it costs more to insure them, and that is raising the
cost of insurance and of doing business (Merx, 2004). In addition, obesity is associated with 39
million lost work days, 239 million restricted-activity days, 90 million bed days, and 63 million
physician visits
(Obesity, 2004).

Today, morethan ever, companies understand the need to take proactive measuresto ensure
the health and well-being of their employeesasit hasadirect impact on productivity and the bottom
line. However, workplaceswith prevention programs often neglect to treat obesity asaproblem on
par with smoking and excessive a cohol consumption when, in fact, obesity has outstripped both in
terms of health care costs and itsimpact on workforce productivity. About oneinthree Americans
isoverweight, and onein five is obese (Miller, 2002).

While some employers view overweight and obesity as a personal lifestyle choice, some
employershavetriedto sweet talk their employeesinto changing their lifestyles, dangling incentives
such as gym memberships and smoking-cessation programs, some employers are now taking a
tougher approach. For example, the Union Pacific Corp recently stopped hiring smokersin seven
states. In Alabama, public employees who are obese are being charged higher health premiums.
Employers say they are targeting smokers, the obese, and those with chronic diseases because they
make up a disproportionate, and rising, portion of their health bill (Wysocki, 2004).
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WHAT EMPLOYERS CAN DO TO HELP

Happy employees are productive employees, so the saying goes. Today’ sversion might be
healthy employees are happy employees who are then productive employees. Although many
compani esremain skeptical about the cost savingsand increased productivity benefitsresulting from
health promotion, promoters believe that healthy employeeswill be absent less frequently, will be
lesslikely to injure themselves on thejob, will file fewer and less costly insurance claims, and will
bemoreeffective and productive onthejob (Mason, 1992). Thereareanumber of thingsemployers
can do to help their overweight and obese employees:

Make on-site programs, like Weight Watchers, available at work.

Sponsor or subsidize health club memberships

Give areduction in health care costs to people who do not smoke and people who work to
reduce their weight.

Encourage employees to walk during their lunch hours.

Ban cars, forcing employees to park away from the workplace so they would have to walk
to the building.

Make elevators slow and make wide-windowed staircases to encourage people to walk
rather than ride the elevators.

Implement awellness program in the company that targets smoking, alcohol abuse, stress,
and obesity.

Bump up health care deductibles to $2,500 from $500 and then give employees achanceto
win back theincrease: $500 each for low blood pressure, low cholesterol, non-obese
body-mass index, and nonsmoking status (Wysocki, 2004).

Begin a disease management program which might include flu vaccinations, cancer
screenings, smoking cessation programs, 24 hour nurse telephone line, back care,
stress management and offer nutritional programs (O’ Rourke & Sullivan, 2003).

Capture senior management support.

Include family membersin awellness program because 60-70% of healthcare claims come
from employees’ dependents (Mason, 1992).

Provide people with arefrigerator in which to keep healthy snack.

ORGANIZATIONAL BENEFITS

If American businesses want to relieve the stress of obesity on corporate bottom lines, they
need to help their overweight workers slim their own bottom lines (Merx, 2004). Some rewardsfor
taking action include:

1. Improvement of the health and productivity of employees— Employeeswho are overweight
and lose weight usually feel better and work better.
2. Increasein morale of employees—Inapoll by the Nationa Business Group on Health, more

than half (56%) of the companies reported increased morale among their work force as a
result of their fitness and other programs.

3. Savings in health care costs — Successful programs will reduce health risks and result in
lower claims on health care costs.

4. A better workplace and work-life balance for employees — The job site is a major part of
most people's day. Companies that facilitate and promote fitness can benefit from the
knowledge that they are providing better lives for their employees (Obesity, 2004).
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CONCLUSION

As health-care costs increase, arising number of companies are using workplace-wellness
programs to improve employees health and reduce medical claims. With overweight and obese
employees costing American business up to 117 billion dollars a year, it may prove beneficia to
help employees with the “ battle of the bulge.” What companies will receivein return is a happier,
healthier, more productive workforce.
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ABSTRACT

This study exploresthe use of teamsin businesses operating in Ouachita Parish, Louisiana.
Data froma structured interview survey include the types of teams used in work environments, team
|eader ship, devel opment activities, performance measures, reward structures, perceptions of team
effectiveness and impact on several performance outcomes. Thirty percent of the thirty-one
participating organizations utilize a variety of teaming structures and indicate a high level of
satisfaction with teaming. The most common challenges for effective teaming reported by
participantswer e scheduling team meetings and motivation. Near |y fifty per cent of the organi zations
in the study continue to use traditional work group structures and report lower levels of
effectiveness. Of the firms using teams, forty percent have plans to increase the use of teaming in
the future.
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ABSTRACT

Modern American universities often evoke images of laurelled sanctuaries where higher
learningisfacilitated in auniqueand particularly safe environment. Yet, collegeeducationisfilled
with potential safety risks for students’ (Bickel & Lake, 1999). Over the past decade, the idea of
college campuses being car efr ee environmentswher eindividual s safely transition into independent
adultshasslowly eroded. Media reports of violent actstoward studentsillustrate that they are not
protected from theft, murder, assault, rape, stalking, harassment, hate crimes, terrorism, natural
disasters and other school conditionsthat may bring harm. Many of these violent acts and harmful
conditions put students at risk within the confines of collegiate life, where they presumably feel
Secure.

Through a 3-part longitudinal study of student opinions about safety concerns, this paper
exploresto what extent college students' opinions about their own safety on college campuses are
impacted by external conditions. College of Business students attending a four-year, regional
university wer e surveyed shortly after 9/11, inthe Spring of 2005, and againin the Fall of 2005 after
theaffectsof HurricaneKatrina. Resultsfromthisstudy may provideuniversitieswith anindication
of which safety issues students are most concerned with, and whether time and/or external
conditions affect specific concerns.
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ABSTRACT

Sexual harassment is a persuasive problemin today’ s organizations. Studies estimate that
50% of women and 17% of men (Fitzgerald, 1990; Gruber, 1990) have been sexually harassed at
work. However, while the number of women and men who claimto have been sexually harassed is
quite high, few victims of harassment file aformal claimwith their organization or with the EEOC.
According to Fitzgerald (1995), less that 25% of women who have been sexually harassed inform
a supervisor and less than 10% file a formal grievance.

Expertsonthistopic agreethat therearestill questions concer ning what makesan employee
morelikely to filea sexual harassment charge. To explain why an employee would file a compliant,
previous studies have examined issues such as power, aggression, personality and organizational
justice (MacKinnon, 1979; Uggen & Blackstone, 2004). Unfortunately, current statistical models
show that these variables explain only a small portion of the variance in an individual’ s tendency
tofileaclaim.

Inthisstudy, we proposethe use of economic variablesto explainanindividual’ sdisposition
to make a sexual harassment charge. This approach is significantly different from previous
research. Firmby firmdata is most commonly used to study sexual harassment, not national |evel
data. However, it is generally accepted that economic conditions would have an effect on an
individual’ sresponse to sexual harassment (Knapp, 1997). Knapp assumed that during periods of
weak economic conditions, a harassed employee would be less likely to make a formal charge of
harassment for fear of retaliation or job loss. To help ruleout history or other effectsat the national
level, we al so examined other formsof discrimination filed with the EEOC (religious, race, national
origin, and sex discrimination) to see if they too were affected by economic data.

Monthly data for harassment claimsfor the previoustwel ve year swas provided by the Equal
Employment Opportunity Commission and was correlated with economic data, specifically the
unemployment rate. We included a measure of the general unemployment rate and the
unemployment rate for women. Findings from this study show that there is a strong negative
correlation between reported sexual harassment cases and the US unemployment rate (-.890, p >
.001) and between reported sexual harassment cases and the participation rate of women (.850, p
> .001). However, there were no significant correlations between reported religion/race/national
origin/sex discrimination cases and the unemployment rate.

These results strongly suggest that a harassed employee may feel insecure in their ability
tofilesexual harassment chargesand still retain their position withinthe company. Considering the
difficulty in filing a sexual harassment charge, some employees may choose to quit their job before
filing a compliant with the organization opting instead to sue the company afterward. However,
during times of high unemployment when jobs are less easy to find, employees who are harassed
may choose to protect their job and not file charges.
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ABSTRACT

Over thelast decade, students, par entsand faculty have been reminded that higher education
suffers from the same problems as other ingtitutions. Beginning in the 1980’s, several high profile
cases alleging sexual harassment by university faculty brought to light significant problems that
existed in academia (Fitzgerald et. al., 1988). Astime has progressed, it also becameincreasingly
evident that sexual harassment is present not only in colleges and universities, but also in high
schools, junior highs and even elementary schools (AAUW, 1993; Bates, et. al., 1996; Lee, et. al.,
1996; Shalit, 1993; Sein, et. al., 1993). The purpose of this research is to ascertain the types of
sexual harassment that are of most concern to college students and to determine if gender plays a
role in how sexually harassing behaviors are reported. In this study, we surveyed 208
under graduate business students attending a university in the southern U.S. The sample included
88 males and120 females. Resultsindicate that there appear to be substantial differencesin male
and female perceptions about what behaviors are considered sexually harassing. Also, some
students in the study had both observed and been victims of sexual harassment on campus by both
professorsand other students. However, most studentsreported being a victimof student-to-student
sexual harassment rather than professor-to-student.

The results of this study may provide information about how college men and women
perceive and experience sexually harassing behaviors. Recognizing and addressing student to
student harassment is particularly important for schools and educators. The costs of sexual
harassment to higher education are high, including possible monetary damage awards to victims
and negative impacts on enrollment when the university’s level of safety is questionable. More
important than the costs of legal action and loss of reputation, universities should be concerned
about the potential harm that sexual harassment can have on its victims.
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THE IMPLICATIONSOF AT-WILL VERSUS
JUST-CAUSE EMPLOYMENT

Dawn M. Kaiser, Kirtland Community College

ABSTRACT

There are several different employment relationships that may exist between employer and
employee. Two of these relationships include employment at-will and just-cause employment. The
type of employment relationship that exists in an organization is very important when it comes to
the termination of an employee and the possibility of being sued for wrongful discharge.

Thisinformation isimportant because risk management iscritical to thewell being of every
successful institution. Just-cause employment can create many legal problems if an employee is
terminated and the documentation was not in place, was not thorough enough, or the termination
was simply not justified. An employment at-will relationship will remove many, if not most, of these
risks.

INTRODUCTION

Employeesin the United States are divided into two classes — those employees who are at-
will and those employees who are just-cause (Standler, 2000). Likewise, there are two types of
employment contracts, definite term and indefinite term contracts, both which may be either oral
or written. A thorough research of the nuances of employment relationships has been undertaken
and presented here.

EMPLOYMENT AT-WILL

There are many variations of the definition of employment at-will, athough they all have
the same basic premise: an at-will employee can be terminated at any time and for any reason, or
for no reason at al, with or without notice (Standler, 2000).

Often quoted, the following statement regarding employment at-will appears in the 1884
Tennessee case, Payne v. Western & Atlanta Railroad Co., 81 Tenn. 507, 519-520, 1884 WL 4609:
“All may dismisstheir employeesat will, bethey many or few, for good cause, for no cause, or even
for causemorally wrong, without being thereby guilty of legal wrong” (Standler, 2000). Thisat-will
doctrine from the 1800's provided employers with the flexibility to control their workplace by
discharging employees when there was a loss of economic demand. This doctrine aso provided
employees with an easy way of leaving ajob if better employment became available or if working
conditions were tolerable (West Group, 1998).

Over the years, courts and the legislature have modified the employment at-will doctrine.
One exception is the whistleblowers' legislation, which recognizes that an employee “should not
be terminated because the employee refused to act in an unlawful manner, attempted to perform a
duty prescribed by statute, exercised a legal right, or reported unlawful or improper employer
conduct” (West Group, 1998).

In the absence of a union contract or a written employment contract, “the at-will rule acts
asagap filler: absent a separate employment contract guaranteeing job security, the employment
is presumed to be at-will — permitting the employer to discharge the employee for any reason, so
long as no statute is violated” (USA Today, 1998).
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The employment at-will rule has changed over the years with exceptions being created for
certain classes of employees. Those represented by trade unions and civil servantswere thefirst to
be excluded from the at-will doctrine. There are now numerous statutory exceptions to the
employment at-will rule, including the following: National Labor Relations Act, Fair Labor
Standards Act, Title VII Civil Rights Act of 1964, Age Discrimination Act, Americans with
Disabilities Act, Employee Retirement Income Security Act of 1974, and the Consumer Credit
Protection Act. Michigan also has several state exemptions based on the Elliott Larsen Civil Rights
Act, Michigan Handicappers Civil Rights Act, and the Michigan Whistleblowers Protection Act
(Glazier, 2001).

Employment contracts can be categorized asdefiniteterm or indefiniteterm. A definiteterm
contract is for a fixed period of time whereas an indefinite term contract has no stated duration.
“Indefinite term contracts are frequently called at-will contracts” (Brodie, 1991). The individual
employee’ s contract may be written or oral, however, most are oral contracts. In many cases there
was little or no negotiation about the terms of the contract, and the employer’ s offer may have been
accepted merely by the employee showing up for work (Brodie, 1991).

Employee handbooks are often mentioned along with the impacts they may have on
employment at-will status. Employment at-will can be altered by policies, such asdiscipline policy,
which may include a list of misconducts that could result in discharge. This could imply that an
employee could only beterminated for just-cause. Legal experts suggest adisclaimer in handbooks
declaring that employees are considered at-will and may be terminated at any time (Alexander
Hamilton Institute, Inc., 2000).

Although employment at-will was the legal governing concept of most employment
relationships, prior to 1970 the term “employment at-will” was never talked about in personnel
offices. It was so obvious that the employment rel ationship could be terminated “ at-will” that there
was no need to discussit. Today, however, the situation has changed. More and more employers
have found themselvesin “expensive hot water after exercising their historic right to terminate any
employee for ‘any reason, no reason — even a bad reason’” (HRnext, 2000). While al of the
employees do not win, the threat of litigation and damages means increased responsibility for the
personnel department and the added cost of |egal representation. Lawyerscharge by the hour —often
from $125 to $500 — and when a case goesto trial it can last months or even years, costing tens of
thousands of dollars (Sorkin, 2001).

JUST-CAUSE EMPLOYMENT

Many companies have personnel policies that provide that employees will only be
disciplined or discharged for just-cause. Just-cause meanshaving legitimatereasontoinvokeformal
discipline. It means areal cause for dismissal as distinguished from an arbitrary whim . . . what a
reasonable employer, acting in good faith in similar circumstances, would consider a good and
sufficient reason for termination (‘ Lectric Law Library, 2001). Over the years, Indiana University
Human Resources devel oped seven elementsthat set the standard of just-cause. All seven of these
elementsmust exist: adequatewarning, reasonablerelated rules, fair investigation, substantial proof,
equitable treatment and past practice, appropriateness of discipline and pre-determination meeting
(University Human Resources, 1998).

Just-cause employment is further defined as “misconduct on behalf of the employee that
prejudicestheemployer’ sbusiness’ (Atkinson, 2001). Misconduct may be habitual neglect of duty,
incompetence, willful disobedience, insubordination, dishonesty or intoxication. It should be noted
that an allegation of just-causeis serious and could affect an employee’ sability to find future work.
Just-cause should not be treated lightly, as the courts for false or unsubstantial allegations of just-
cause have awarded damages. In cases of poor performance, employers have ageneral duty towarn
the employee about his performance or lack of and the need to improve. The employee must be
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given sufficient time to improve before being dismissed on the grounds of just-cause (Atkinson,
2001).

The ssimplest and most beneficial way to establish a just-cause contract is to enter into a
written employment contract for a specific period of time (Mycounsel, 2000). In Toussiant v. Blue
Cross and Blue Shield of Michigan (1980), the court recognized that just-cause was implied in a
contract for a particular period of time (Employment Law Central, 1998). “Unless a contract for a
specificterm expressly containslanguage supporting the employersright to terminate at-will, it will
be construed to require a good reason for termination” (Glazier, 2001).

One of the most important aspects of just-cause employment is the employee evaluation
process, by which just-cause can be determined. Just-cause employment requirements, or definite
term contracts, potentially give greater job security to employees than at-will contracts. The
employee can reasonably expect that favorable evaluationswill contributeto job security. When the
employee avoids actions that may be considered just-cause, again, they can reasonably expect a
more secure future. On the other hand, when the employer can show the existence of cause for the
employee’ s discharge, the employer has the strongest defense in the event of wrongful discharge
(Brodie, 1991). It is important to be honest and consistent with employee evaluations. If a
discharged employee files a lawsuit, ajudge or jury will analyze the employer’s evaluations and
other actions regarding that employee aswell. “It’ s just as damaging to give an employee glowing
praisein report after report — perhaps to make the employee feel good — and then to fire him or her
for asingleinfraction . . . unfair employers often lose court fights, especialy in situationswhere a
sympathetic employee appearsto have been treated harshly” (Nolo Law For All, 2001). Employees
who receive excellent evaluations shouldn’t need to be fired for poor performance.

The just-cause concept consists of a procedural component and a substantive component.
Theprocedural component isconcerned with the eval uation processthat will determineif just-cause
exists. The substantive component deals with the identification of specific actions or omissions on
the part of the employee that may |lead to discharge. Many employersissue an employee handbook,
whichlistsspecific examplesof just-causeviolations. Courtshavegenerally agreed that such listings
areillustrative and not complete or exclusive.

The courts have further identified economic conditions as being adequate basisfor afinding
of just-causedismissal. Thisallowsemployersto respond to changing economic conditionsand take
action related to relocation, reorganization or reduction in workforce (Brodie, 1991).

SUMMARY

Many organizations currently use both at-will and just-cause employment in the course of
hiring. This scenario can be confusing to the employees and to supervisors. It may not be clear to
employees or supervisors just what employment at-will or just-cause employment means or how
termination of an employee differs depending on their current employment relationship.

During the course of this research, it was determined that raising the level of knowledge
regarding employment relationships is very important, as supervisors are unclear as to grounds of
dismissal and documentation required.

After exploring the different aternatives, between at-will and just-cause employment it
appears that the best proposal would be to change to one type of employment, and add in the
component of employee and supervisor training at specifiedintervalsduring their employment. This
would reduce confusion, increase knowledge and lessen the risk of lawsuits caused by
unknowledgeabl e supervisors.
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MAKE A GOOD FIRST IMPRESSION YOUR FIRST
PRIORITY: AN EMPIRICAL LOOK AT DETERMINING
THE RELIABILITY OF FIRST IMPRESSIONS

Rick Koza, Chadron State College
rkoza@csc.edu

ABSTRACT

Many decisions we make in our everyday lives are based on judgments made from minimal
or limited interaction. When you enter aretail storefor thefirst time, why do you select a particular
salesclerk to assist you? When hiring a person, what traits do you look for? Inteaching, what tone
do you set on the first day? These and many other concerns are all affected by first impressions.

First impressions are important. Most people evaluate you within the first three or four
seconds you meet. Often a decision is made based on your appearance, how you walk (your body
language) and how you speak. Thesejudgmentsarenormallyirreversible. We sometimeswish that
people did not make these judgments, but they do.

Firstimpressionscan beidentified in many forms. Some of these might include: the business
card, theweb page, the voice on the phone, the appearance of the office or store, your logo or brand
image, how the employeeisdressed, their speech patterns, their body language and other methods.

Most of these first impressions are made based on "snap judgments’ or stereotypes drawn
from prior experiences. Asan example, if you see a male sales representative with long hair and
anearring, a prior bad experience with a person with long hair and an earring might cause you to
project your impressions of that bad experience on a new person you meet for thefirst time, without
giving them the chance to prove otherwise. As educators, we are preparing students for the real
world of work. An all-important aspect of the real world experience is getting a job. It may seem
simple but is some cases it is not.

A good resume may get you in the door but you still must sell yourself and a key factor of
selling yourself is making a good first impression. There are no second chances at making a
spectacular first impression. Those first few seconds of contact set the tone of the interview and
become a benchmark for every subsequent impression you make.
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ABSTRACT

Employer of Choice (EOC) status has been touted as yielding competitive advantage in
securing human resources. The attainment of Employer of Choice is believed to provide an edge
to the organization in the competition for the recruitment and retention of top talent. The
assumption is that such a strategy will yield a competitive advantage for the employer yet this
assertion has not been subjected to the rigors of academic study. This paper discusses the issues

surrounding EOC as a strategy and presents, based on existing theory, empirically testable
propositions.
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EDITORIAL TIPSTO IMPROVE THE PUBLISHING
PROBABILITY OF YOUR MANUSCRIPT

Stephen D. Lewis, Middle Tennessee State University
slewis@mtsu.edu

ABSTRACT

Seven years as the editor of a state educational association’srefereed journal and current
experience as editor of a large national association’s yearbook have provided insight into thedo’s
and don'ts of getting a manuscript published. Major blunders are a sure-fire way to have your
manuscript rejected outright. Other not-so-major mistakes may delay your publication date; or,
wher e extremely competitive journals are concer ned, even minor problems may result in rejection.
Even authors whose manuscripts report extensive and innovative primary research may find their
publication delayed or rejected when editorial guidelines are not followed meticulously.

There are several steps authors may take to improve their chances of having their
manuscripts accepted for publication. Likewise, there are pitfalls to avoid. Factors to consider
includewriting style, consi stency, coherence, organization, structure, formatting, software selection,
and graphical representations.

Actual samples (authorsnot identified) from manuscript submissionswill illustrate positive
examples to emulate as well as mistakes that might result in rejection.
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EMPLOYEE ENGAGEMENT:
IMPORTANT CONSTRUCT OR QUICK FIX FAD?

Beverly Little, Western Carolina University
little@wcu.edu

Philip Little, Western Carolina University
plittle@wcu.edu

ABSTRACT

Employee engagement is a hot new termin management circles. Many organizations now
measuretheir employees’ level of engagement and to attempt to increasethoselevel s of engagement
because they believe it will improve productivity, profitability, turnover and safety. The current
research explores questions concerning how the construct employee engagement is defined and
compares and contrastsit with other existing, well-validated constructs. It discusses positivesand
negatives of employee engagement research and the application of the construct.
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AN ANALYSISOF INTERNATIONAL STUDENTS
CULTURAL ADAPTABILITY

Bill McPherson, Indiana University of Pennsylvania
billmcph@aol.com

ABSTRACT

The purpose of the study was to determine if there are relationships among international
business students and their cultural adaptability. Inthe quest for preparing American students for
work in the global marketplace, information concerning their international counterpartswould be
beneficial to understand of the importance various international cultural adaptability. Business

studentswho have an under standing of cultural adaptability will maketheworkplace mor e effective,
mor e productive, more open, less hostile and more dynamic.
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LET'SPARTY: THE REMARKABLE GROWTH
IN DIRECT SALES

Claudia Rawlins, California State University, Chico
crawlins@csuchico.edu
Pamela R. Johnson, Califor nia State University, Chico
pjohnson@csuchico.edu

ABSTRACT

While salesfor thetotal United States' retail industry grew lessthan 3 percent per year over
the decade between 1994-2003, the United States' direct sales industry grew at the rate of 7.1
percent year. Direct sales totaled nearly $30 billion in 2003, and topped $85 billion worldwide.
This article investigates the cultural factors that are contributing to this trend.

Factors which appear to explain this growth in direct sales include: “ Cocooning” — the
desire to perform the majority of social and cultural interactions from home rather than by going
outside, new approachesto marketing, differencesin maleand femal e sati sfaction to factor sof retail
selling, and gender biases in corporate earning potential.

INTRODUCTION

Direct selling is a distribution method where products are sold by an independent product
consultant or representative directly to the end user. Direct selling is also called interpersonal
selling or face-to-face selling. While salesfor the total United States' retail industry grew lessthan
3 percent per year over the decade between 1994-2003, the United States' direct salesindustry grew
at therate of 7.1 percent year.

Mary Kay and Avon cosmetics, Fuller brushes, Stanley home cleaning products, Pampered
Chef cooking products, and Kirby vacuum cleaners have always been sold direct to the customer
through door-to-door or in-home party sales. Avon was founded in 1886, and through direct sales
has grown to 4.9 million sales representatives selling $7.7 billion dollars worth of products. Mary
Kay started her company in 1963 using direct selling methods she learned from selling Stanley
Home Products door-to-door. The company now has 1.3 million salesrepresentativeswho sell $1.8
billion dollars worth of products. The Pampered Chef was started in 1980 and now has 70,000
direct sales representatives. Warren Buffet was so impressed with the company, that in 2002 he
bought it as part of the Berkshire Hathaway family of companies.

New start-up companies have also incorporated the direct sales model in their business
structure. For example, Tomboy Tools, located in Colorado and Claytime, headquartered in Kansas
depend on independent direct sales consultants for their product sales.

What isperhaps moreintriguing, however, isthe number of compani eswith well-established
retail outlets that have added a direct sales subsidiary.

Lillian Vernon, established in 1951, with 4,500 employees began “ Celebrations by Lillian Vernon” in 2004.
Department 56, established in 1976, with 3000 products began “Time to Celebrate” in 2002.

The Body Shop, established in 1976, with 1,900 company stores began “The Body Shop at Home” in 2002.
Binney & Smith—the Crayola company, established in 1903, began “Big Y ellow Box by Crayola’ in 2002.
Jockey, established in 1876, with 5000 employees, has just begun its “ Jocky Person-to-Person” program.

All these direct sales programs use independent consultants who sell established products
at home parties. GNO isanew acronym widely understood in the direct salesindustry to stand for
“Girls Night Out,” “GuysNight Out,” or “Group Night Out,” depending on the product being sold.
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What explains the rapid increase in direct sales? That is the question addressed by this
paper.

COCOONING

In 1992, futurist Faith Popcorn identified a cultural trend she thought could be expected to
influence business over the next ten years. She named the trend Cocooning —*the desireto perform
themajority of social and cultural interactionsfrom homerather by going outside.” (Popcorn, 1992)
In her 1998 book, Clicking, she expanded the idea, citing examples of how the Internet and e-
commerce were enabling the trend (Popcorn & Marigold, 1998).

The bombing of the World Trade Center in September, 2001, warsin Irag and Afghanistan,
and the el ection campaigns of 2003 served to add to consumers' fearsabout leaving their homesand
families, thus adding to the cultural impact of the Cocooning trend. Evidence of the continuing
influence of thistrend iseasy to find. For example, productsfor home use accounted for 80 percent
of the $4 billion worth of fitness equipment sold in 2004 (Troy, 2005). The Home Theater
Installation business increased 10 percent in 2003, and that businessis likely to grow even more
rapidly with homeremodel s till on theriseand priceson big-screentelevisionsfalling (Degjardins,
2004). A very strong housing market nationwide has resulted in large gains in all do-it-yourself
home improvement categories. Somewhere between one and two million children are now home
schooled, and the number is growing 5 — 15 percent per year (Oppenheimer, 2005).

Because direct selling allows consumersto buy from the safety of their homes, any growth
in the Cocooning trend benefits direct sales companies. The Direct Selling Association reportsthat
55 percent of Americans has purchased goods or services through the direct sales channel (DSA,
2004).

TRYVERTISING

According to Trendwatching.com, an international trend agency headquartered in
Amsterdam, a new cultural trend is developing called “ Tryvertising” (www.Trendwatching.com,
2005). Rather than mass advertising, Tryvertising companies allow consumers to make up their
minds based on their experience with a product, rather than as a result of a marketing message.
Consumers become familiar with new products by actually trying them out. Some examplesof this
trend include samples of White Diamond perfume enclosed in Vogue magazine, tastes of Dreyer’s
ice cream offered at the end of the frozen food islein Safeway, Select Comfort Sleep Number beds
available in Radisson resorts, and Colgate-Palmolive soaps supplied to all Carnival Cruise
staterooms.

Thisgrowing Tryvertising cultural trend blendswell with the Party approach to direct sales.
Pampered Chef consultants show customers how to use the products to cook a meal that the
attendees then eat. Tomboy Tools consultants show customers how to use the tools by
demonstrating common household repairs like changing a faucet or patching awall. Mary Kay
consultants show customers how to give themselves afacial and how to apply makeup. By theend
of the party, customers have had hands-on experience with the products, and know whether or not
the product will work for them.

GLASSCEILING

According to the U.S. Direct Selling Association, 79.9 percent of direct sellersare female.
When asked why they went into direct sales, 31 percent replied “It isthe business| amin.” Other
reasonswere“ To earn additional income— 36 percent,” “To receive discount/wholesale prices— 29
percent,” and “ Other — 4 percent” (DSA, 2002). Of al direct sales consultants, 99.9 percent are
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independent contractors, small business ownerswho set their own income goalsand their ownwork
schedules(DSA, 2004). Over 35 percent have college degrees, and an additional 8 percent have post
graduate degrees (DSA, 2002).

According to the U.S. Census Bureau (2005), full-time, year-round female workers earned
77 centsfor every dollar earned by male workersin 2004. 1n each of the 20 industry sectors, men
earned more than women, and in the sector “Management of Companies,” the wage gap was the
worst. Inthat sector, women earned only 54 cents for every dollar their male cohorts earned.

The direct selling industry offers women an opportunity to create and manage their own
businesses, thusavoiding theglassceiling. Theirincomeisdirectly relatedtotheir own efforts. The
larger the sales organization they build and manage, the larger their income.

One example of a woman who has grown her direct sales business into a successful
multimillion dollar company isL eslie Caperton, who sellsPampered Chef productsinVirginia. She
began in 1994, and ten years later manages a group of consultants with sales of $3.7 million.

WOMEN AS CONSUMERS

Studies have shown that women consumers have different expectations of the shopping
experience than men. For example, wait time and product knowledge were shown to be relevant to
women’ s perception of apositiveretail experience, whereasthose factorswhere not relevant to men
(Mclntyre, Lynch, & Hite, 2003). The direct sales Party presents products in away which meets
these expectations of women. The consultant isselling only one product line, and thus hasexcellent
product knowledge. The product is demonstrated, so the customer also gains excellent product
knowledge.

Because the products are sold in a casual in-home atmosphere, the customer does not have
to wait to gain the attention of theretail clerk, and thus wait time is not an issue.

Marigold and Popcorn (2000) observe that a powerful way to market to women isto go to
them. By taking the product to the customer (work, home, soccer games, etc.), a company builds
loyalty. Women appreciate the ability to multitask — to make every minute in a busy day count.

Marigold and Popcorn also found that connecting a company’s female customers to each
other connects them to the company. Direct selling usually occurs in a customer’s home. Her
friends areinvited to share company, food, and the opportunity to try out a product. Thusthe Party
approach provides a perfect method for connecting customers to each other.

CONCLUSION
Multiple cultural trends have combined, with the result that direct sales are growing at over
twicetherate of standard retail sales. Cocooning, tryvertising, the glass ceiling, and differencesin

gender expectations of the shopping experience will most likely result in the continuation of this
growth.
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SPIRITUALITY AND SPIRIT AT WORK:
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Satyanar ayana Parayitam, M cNeese State Univer sity
Sparayitam@mcneese.edu

ABSTRACT

Thisarticle is an examination of the concept of spirituality with a focus on the workplace.
It examines how the concept has been often confused and intertwined with specific religious ideas
over the years. It also looks at the current, newfound emphasis on spirit in the work setting. This
article offersaframework for spiritual typologies. Finally, the paper provides a two-fold definition
of spirituality, which will assist researchersin avariety of disciplinesto further theinquiry into the

spiritual dimension of work.
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