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1. Cover letter

| selected Business Horizons as the journal for the publication of my article. Business
Horizons is a Scopus indexed journal and according to the Academic Journal Guide
has a 2-star rating, in the subject area of ‘General & Strategy’. As a practice-
orientated journal that is grounded in academics, | saw Business Horizons as an
appropriate choice. The style of writing sought by Business Horizons, which should
be readable and non-technical, is well suited to the qualitative phenomenological
research | conducted. The manuscript prepared for submission is consistent with the

guidelines as stipulated in the ‘Guide for Authors’ (Elsevier, 2020)

The focus of articles published in Business Horizons should be an “emphasis on
identifying important business issues, problems, or opportunities and recommending
means to address these.” (Fisher, 2020, p. 01) My research is focused on an explicit
business phenomenon and through interpretation of the findings, | have been able to
offer a framework with practical solutions for improvement in practice. Both these
attributes are important according to the editor-in-chief for Business Horizons
(Fisher, 2020). Should Business Horizons publish my article, it would allow my
research findings in an emergent market context to be accessible to a broad

audience of global executives.
2. Chapter 2: Literature review

2.1. Introduction
“Global organizations are inherently complex” (Schotter, Mudambi, Doz, & Gaur,
2017, p. 01). Managers in these dynamic environments often grapple with the issues
of balancing opposing perspectives, whilst coping with frequent flux and dealing with
unfamiliar situations, all with a high level of ambiguity (Bird & Mendenhall, 2016;
Reiche, Bird, Mendenhall, & Osland, 2017; Tippmann, Sharkey Scott, & Parker,
2017). Michailova, Mustaffa, & Barner-Rasmussen (2016) observed that recently,
multinational corporations (MNCs) have been perceived as less desirable employers,
largely because employees in these organisations experience challenges in
managing the mutually conflicting responsibilities of corporate headquarters and
local stakeholders. Coupled with this, Schotter and Beamish (2011) have previously
noted that the scale and complication that exists in the role fulfilled by the individual
manager in this MNC context, specifically at the level of intra-organisational conflict

management and adaptation which is required, is not sufficiently appreciated.



As identified by Bird and Mendenhall (2016) and Nelson (2018), the just 25-year-old,
presently unfolding field of global leadership, where expatriate or domestic managers
may be called on to lead anyone, anywhere, at any time as part of global projects or
operations, with a heavy emphasis on boundary spanning behaviours, is a
phenomenon rich with context that has not been fully explored. To add to this
perspective, it has also been noted that the varying contexts of global leadership and
comparative studies of traditional leadership theories across opposing cultures are
not entirely representative of the differences in leadership effectiveness observed
and require further consideration (Bird & Mendenhall, 2016; Oc, 2018; Reiche et al.,
2017). This may in part be since the role of culture as a contingency factor on
leadership effectiveness and theorising about working and social relationships has
been inadvertently over-explored, whilst other contextual factors that influence the
ability to lead have not been fully elucidated in the literature (Bird & Mendenhall,
2016; Oc, 2018). Schotter et al. (2017) specifically highlighted that the dynamic and
fast-paced emerging markets are particularly underrepresented in the available
literature on boundary spanning and global leadership, and there is a gap to

contribute to the body of knowledge in these fields.

There exists a need to develop further insights into the boundary spanning role and
behaviours of the individual manager as leader in a global context, to better match
the characteristics and skill requirements of potential incumbents with the reality of
the complexity experienced within and outside the organisation along socio-cultural
and geographic lines, amongst others (Reiche et al., 2017; Schotter et al., 2017).
According to Michailova et al. (2016), there have been repeated calls for microlevel
analysis of subsidiary phenomena in an MNC context. Whilst, Reiche et al. (2017)
recommended that the extent to which managers can influence different followers
given the unigue contextual demands of task and relationship they face in their roles

as boundary spanners in MNCs is an area ripe for further exploration.

These current and relevant considerations, together with a rapidly changing and
attractive emerging markets landscape, converge to present a gap in the literature
that needs to be addressed (Bird & Mendenhall, 2016; Michailova et al., 2016;
Nelson, 2018; Oc, 2018; Reiche et al., 2017; Schotter et al., 2017). This research will
contribute theoretically to the body of knowledge about boundary spanning and
global leadership, in the specific context of MNC subsidiaries operating in emerging

markets. The aim of this research is to explore the extent to which the contextual



demands of task and relationship experienced by domestic managers fulfilling

boundary spanning roles, influence their leadership effectiveness.

2.2. Multinational corporations landscape

Multinational corporations particularly encounter challenges in identifying, appointing
and maintaining the organisational commitment and retention of their subsidiary
managers (Michailova et al., 2016). Individuals in these roles often find that they are
overwhelmed with concurrent conflicting responsibilities towards corporate
headquarters, peers, suppliers, customers and even with the country they are
operating in and this may lead to immense personal distress, and even poor
organisational outcomes (Michailova et al., 2016). The global dimension plays an
important role in the MNC and executives in these positions find that they need to
pay careful attention to their own finite capacity to give equal attentiveness to all
required business interventions (Birkinshaw, Ambos, & Bouquet, 2017).

Schotter and Beamish (2011) highlighted that the increasing complexity of intra-
organisational demands is a generally accepted point of conflict between MNC
headquarters and their foreign subsidiaries. Added to this perspective, Worley and
Mohrman (2014) observed that managers are bombarded with global changes which
are complex, move fast, occur simultaneously and intercept with technology, and
their ability to stay abreast has not kept pace with the environment they find
themselves situated in. Thus, there coexists with intra-organisational complexity, a
global business landscape which itself offers a rising rate of complexity, associated
with increased volatility, uncertainty and interconnectedness that remains one of the
biggest challenges facing all organisational leaders in the world today (Uhl-Bien &
Arena, 2017).

The speed at which complexity is increasing may overwhelm many traditional
managers attempting to use foundational management practices that prove not to be
sufficiently adaptable for the fast-changing and chaotic, market-driven environments
they wish to control (Uhl-Bien & Arena, 2017). The healthcare arena is no exception,
with complexity in this sector ramping up and increasing levels of uncertainty as to
where things will end (Uhl-Bien & Arena, 2017). Technology, volatile regulatory
environments and dynamic patient relationships, including pay structures, are just
some of the more specific challenges executives in this landscape are grappling to
come to terms with, in addition to the more general business phenomena (Uhl-Bien
& Arena, 2017).



Importantly, Bird and Mendenhall (2016) pointed out that Hofstede’s’ (1984) Culture’s
Consequences publication may have inadvertently resulted in an overemphasis on
culture as the most relevant contextual variable in effective global leadership, and
that other contingencies in multinational management practices have not been
sufficiently explored in this field. A similar observation about the ongoing emphasis
on the context of culture, in the field of leadership studies, was made by Oc (2018).
According to Oc (2018), omnibus (i.e. national cultures, institutions or markets,
organisations) and discrete (i.e. task, social, physical, temporal) contextual factors
all influence the practice of leadership and its resultant outcomes and should be more
deeply considered in future leadership studies. A view, which was further explored
in the global leadership typology work of Reiche et al. (2017), that forms a
foundational pillar of this research proposal.

When considering the contextual factors which influence the practice of leadership
in MNCs, it is of interest to note that Dickson, Castafio, Magomaeva, and Den Hartog
(2012) observed that much of the theoretical work to date, looking primarily through
the lens of new-age leadership theories (i.e. charismatic and transformational
leadership), has not considered the effect of other contingent factors. The authors
went on to reflect that many of the advantageous traits observed in these leadership
styles are simply inherent and similar across many cultures, and not necessarily

indicative of actual leadership effectiveness (Dickson et al., 2012).

Reiche et al. (2017) and Schotter et al. (2017) expounded on this position and
identified a theoretical gap in the literature on the specifics of the boundary spanning
behaviours of the individual as a manager or leader, in a global context. Whilst
simultaneously, Schotter et al. (2017) emphasised the lack of information pertaining
to emerging markets in these contexts. These views were all supported by Reiche et
al. (2017) and Nelson (2018) that respectively highlighted that insufficient attention
had been given to the contextual demands of global roles in MNCs, as related to task
and relationship complexities faced by the individual as a manager in a boundary
spanning role. Finally, adding to all these perspectives, Uhl-Bien and Arena (2017)
also brought to the foreground the relevance of complexity in the healthcare sector
and how the chosen management approach may, in fact, lead to the success or

failure of an organisation.

The combination of these recent findings highlight not only a theoretical need for

further research but also an urgency for business to understand the implications on
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individuals appointed to these challenging roles in emerging market subsidiaries of
MNCs. By illuminating the reality of the complexity experienced by employees in
boundary spanning leadership roles and grasping the unique contextual environment
they face within and outside the organisation, MNC employers may be able to better
match the characteristics and skill requirements of potential incumbents to these
roles. In so doing, there exists the potential to reduce the risk of failure and attrition
which are inherent in these challenging placements (Reiche et al., 2017). As aptly
pointed out by Nelson (2018), ultimately it will be the lack of necessary global
leadership skills that are likely to continue to threaten corporate performance and
business growth into the future, and these need to be better understood to change
outcomes favourably for subsidiaries of MNCs in high growth potential emergent

markets.

Thus, there exists a dual requirement. To explore the contextual environment of task
and relationship as related to fulfilling the simultaneous roles of global boundary
spanner and domestic manager, to gain deeper insights into the complexity
experienced by the individual in this position (Reiche et al., 2017). Also, to determine
whether the impact of these demands on a personal level can influence an

individual’s ability to lead an organisation effectively (Reiche et al., 2017).

The purpose of this research is to better understand the influences of task and
relationship complexity on the effective leadership of boundary spanning managers,
in a global business context. To delve deeper into the theoretical context of these
constructs current literature will be reflected on. Firstly, at a macrolevel, the influence
of organisational structure on leadership effectiveness will be considered. Secondly,
at a mesolevel of analysis consideration will be given to developments in the fields
of global leadership and boundary spanning to date. Thirdly, the relevant contingent
considerations of task and relationship complexity will be elucidated at the microlevel
of the lived experiences and perceptions of the individual domestic manager,

operating as a boundary spanner leader in a global context.

2.3. Organisational structure
Decisions relating to the organisational structure within MNCs create the overarching
omnibus contextual environment in which individuals are expected to operate as
managers or leaders of local subsidiaries (Oc, 2018). According to Cummings and
Worley (2015a), “Organization structure describes how the overall work of the

organization is divided into subunits and how these subunits are coordinated for task
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completion” (p. 339). A more recent and academic contingency perspective
framework (Figure 1) will be used as a basis for considering the impact of
organisational structure on individual leadership effectiveness (Cummings & Worley,
2015a). According to this theory, organisational structures should be designed to fit
at least four relevant factors (i.e. environment, organisation size, organisation
strategy and technology) and organisational effectiveness is dependent on the
structure being responsive to all these considerations (Cummings & Worley, 2015a).

Environment

4

Organisation Structural Organisation
Size Design Strategy
Technology

Figure 1: Contingencies influencing structural choices. Source: Cummings, T., &
Worley, C. G. (2015a). Chapter 12, Restructuring Organizations. In Organizational
Development and Change (pp. 339-374). San Francisco: Cengage Learning.
Organisational design.

Johns (2006) found that organisational characteristics provide the context for its
individual members and may serve more than just to simply interact with personal
variables but could in fact cause a primary effect. Yet, only more recently has the
effect of context and situational factors, in general, on leadership behaviour and
outcomes been attended to in the literature (Porter & McLaughlin, 2006). Most
critically for this research, Porter and McLaughlin (2006) point out that leadership

action can be influenced by or exert influence on organisational context.

However, the contingency perspective on structural choice and the ambivalence of
current best practice in organisational design towards the group or individual level of
operations is apparent in its absence (Cummings & Worley, 2015a). This is a
sentiment which was also raised by Porter and McLaughlin’s (2006) observation that

at the individual level of analysis, organisations and their inherent structures have
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not historically been given sufficient attention as relevant contexts affecting the

behaviour that occurs in them.

Furthermore, according to Lord, Day, Zaccaro, Avolio, and Eagly (2017) the
individual as leader may no longer be at the center of considerations around
leadership in organisations, where the focus is shifting more towards relationships in
increasingly decentralised social systems from which independent social

conventions, group structures and objectives are emerging spontaneously.

In practice, the leadership effectiveness of a domestic manager that is expected to
fulfil the dual roles of a boundary spanning global team member, as well as a leader
in a local context may inadvertently be influenced by the chosen, more static non-
responsive, structural design imposed by the organisation, whilst actually operating
in a more spontaneously emerging work landscape. All of which has the potential to
affect the incumbent personally and impact leadership effectiveness, and ultimately

organisational performance.

2.3.1. Components of organisational context
Porter and McLaughlin (2006) go on to provide a comprehensive list of examples of
elements of components of organisational context (Table 1). These components and
elements can be related back to the organisation structural design, which may
independently inform and impact each of these in a unique way. Of relevance to this
research will be examples of elements that tie in with the constructs of task and
relationship complexity, which are being explored as facets that have an influence
on the individual leadership effectiveness of managers that fulfil boundary spanning

roles within a global context.

A premise is that the components of organisational context, ‘Processes’ and
‘Structure’ are considered most likely to have an influence on the task complexity of
the roles fulfilled by the local manager, as they relate directly to how an incumbent
would be enabled to fulfil a specific function. It is speculated that all the major
components of organisational context cited have the potential to directly impact on
the relationships the local manager can maintain, as they dictate the normative
environment under which the individual engages with corporate headquarters, peers,
suppliers, customers and even within the broader industry and markets they operate

in.
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Table 1: Major components of organisational context: examples of element
components (Porter & McLaughlin, 2006).

Component Examples of elements

Culture/climate e Types of culture (e.g. bureaucratic, adaptive)
Norms that reflect the culture
Cultural emphasis on ethics

Goals/purposes e Goals, strategies, and missions of individuals, groups
and organisational units

People/composition e Demographic variability within the organisation
Capabilities of individuals and groups

Processes Type(s) of technologies in use

Task factors (e.g. differentiation, complexity, ambiguity)
Mode of governance

Degree of standardisation of processes within the
organisation

e Policies (e.g. HRM policies)

State/condition e Stability or crisis
Availability of resources
Organisational health (e.g. financial, reputational)

Structure e Size, shape, and type of organisation
Degree of formalisation and centralisation
Hierarchical levels of individuals and groups under
consideration

e Spatial distances between individuals/groups

Time e Duration of leadership effects
Organisational life cycle stage effects
CEO/TMT succession history

Source: Porter, L. W., & McLaughlin, G. B. (2006). Leadership and the organizational
context: like the weather? The Leadership Quarterly, 17(6), 559-576.

2.3.1.1. Culture/climate
Organisational culture not only describes the environment in which people work, but
also how they think, act and experience that work (Warrick, 2017). According to
Warrick (2017), effective leadership can be influenced by decisions which do not

carefully consider the cultural impact they have.
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2.3.1.2. Goals/purpose
Porter and McLaughlin (2006) noted that goals and purposes as an organisational
context component and at the individual level of analysis, in relation to effective
leadership has not been given much attention in empirical research. This is
interesting to note as leadership is considered a cornerstone to the purpose of

achieving a common goal (Oc, 2018).

2.3.1.3. People/composition

Whilst heterogenicity in organisations has been found to lead to increased creativity
and innovation (Mumford, Marks, Connelly, Zaccaro, & Reiter-Palmon, 2000), MNCs
face unigue challenges in staffing subsidiaries with a mix of parent country nationals,
host country nationals and third-country nationals that may experience conflicting
allegiances (Michailova et al., 2016). Such allegiance patterns may in turn underpin
MNC staffing strategies and at an individual level, employee capabilities to interact
effectively (Michailova et al., 2016).

2.3.1.4. Processes

According to Andersson, Dasi, Mudambi, and Pedersen (2016), it is the intangible
ideas owned by international businesses which are often most central to their value
propositions and ownership of these often explain the existence of MNCs. This
concept is supported by Tippman et al. (2017) who highlight the critical nature of
knowledge transformation across country units in MNCs. Thus, MNCs rely heavily
on connectivity between individual actors to ensure that individual-based personal
relationships, as well as organisation-based pipelines, can be maintained within and
across different locations to maintain such important intellectual property (Andersson
et al., 2016).

2.3.1.5. State/condition
Several empirical and conceptual articles have highlighted the importance of the
state of the organisation on the manifestation of leadership effectiveness (Porter &
McLaughlin, 2006). Under different conditions of operation, namely being in a state
of crisis versus stability or being under- or over-resourced, different types of
leadership styles emerge and may be more or less effective in response to the

peculiar circumstances encountered (Porter & McLaughlin, 2006).
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2.3.1.6. Structure
Recently, Lord et al. (2017) noted that transformative changes that were taking place
in organisations would necessitate not only reimagining of how to structure the way
people work and act, but also adaptation of leadership models in response to these
dynamic organisational shifts. This is reflected in practice, where it is not clear at all
whether the impact of organisational structure on an individual's ability to optimally

function and effectively lead is considered in any depth.

2.3.1.7. Time
Time may have an impact on leadership effectiveness as new managers must first
acquire base ideas, learn what is expected of them and then apply these concepts
in specific settings (Mumford et al., 2000). To develop further expertise increasingly
complex scenarios for independent problem-solving and application of concepts are
needed, together with learning to rapidly integrate information from multiple sources
(Mumford et al., 2000). Thus, it appears that effective leaders require time to develop
the necessary capabilities and high turnover at a management level may decrease

the effectiveness of leadership in organisations.

This research aims to elucidate the organisational design structures of the foreign
subsidiaries of MNCs in the pharmaceutical and medical device healthcare sector
and ascertain whether any of the major components of organisational context exert
any broader influence on the leadership effectiveness of the domestic manager.
Porter and McLaughlin’s (2006) major components of organisational context will be
utilised to categorise and analyse participant feedback on organisational structure

and design.
2.4. Global leadership

2.4.1. Leadership and the relevance of context
Leadership can be defined as “an influencing process — along with its resultant
outcomes — that takes place between leaders and followers to achieve a common or
shared goal’ (Oc, 2018, p. 220). Importantly Oc (2018) draws attention to the fact
that the context in which the influencing process of leadership occurs appears to be
one of the major defining factors of leadership and that considerations relating to
leaders cannot take place in a vacuum. However, researchers have pointed out that
with an increased focus on the development of new-age leadership theories (i.e.

transformational and charismatic leadership), consideration of the contextual factors
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in conceptual and empirical articles on leadership has waned (Oc, 2018; Porter, &
McLaughlin, 2006).

In harmony with Oc’s (2018) definition of leadership, through the lens of Reiche et
al. (2017), global leadership is described as a process and the actions an individual
employ to influence a broad group of internal and external parties across many
national cultures and jurisdictions. Reiche et al. (2017) go on to astutely point out
that there is currently no agreed-upon conceptualisation of the multiple facets of
global leadership and meaningful conclusions cannot yet be drawn, asserting that
the field will remain fragmented and immature until these are further explored. This
perspective warrants the current proposed phenomenological research into the lived
experiences of the individual manager, which will build on the context of task and
relationship complexity of the boundary spanning leader operating in a global

context.

2.4.2. The changing nature of teams

Flatter work structures and complex cross-functional tasks have become the norm in
the modern organisation (Liu, Jiang, Chen, Pan, & Lin, 2018), whilst teams are
establishing themselves as a common form of work organisation that are typically
expected to manage challenging projects in constrained timeframes (Maruping,
Venkatesh, Thatcher, & Patel, 2015). The very nature of the value-creating attributes
of teamwork dictates the expectation that multiple tasks can be executed
simultaneously, sequentially or reciprocally and within extraordinarily tight deadlines
(Maruping et al., 2015). In line with this thinking, it is apparent that global teams,
located across time and space, are becoming normative practices in modern
organisations and individuals are expected to work or manage over many unknown
and often changing boundaries without sufficient guidance on how to do so (Butler,
Minbaeva, Makela, Maloney, Nardon, Paunova, and Zimmermann, 2018; Liu et al.,
2018).

These types of modern working arrangements bring with them not only the
expectations associated with regular teams of high-demand, high-functioning
environments but also the complexity of a global landscape and division across
socio-cultural, geographic and spatial-temporal lines which are inextricably linked
despite all the unknowns that exist between them. It is not yet clear what effective
leadership practices might look like in these new complex global team working

arrangements and whether the trade-offs that need to be managed in these situations
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result in improved business outcomes and organisational performance (Butler et al.,
2018).

2.4.3. Mutually conflicting responsibilities
As most domestic MNC subsidiary managers not only have critical local managerial
and leadership functions to fulfil but in addition, global requirements and expectations
related to boundary spanning activities that need to be met, which often entail
mutually conflicting responsibilities toward a myriad of stakeholders or paradox, there
may be an associated personal impact experienced by the individual that inhibits the
ability to effectively lead (Michailova et al., 2016; Nelson, 2018). The personal
distress that may arise due to multiple allegiances and attempting to be loyal to all
parties could negatively impact organisational outcomes (Michailova et al., 2016). It
is the effect on the leadership effectiveness of a manager in a boundary spanning
role which needs to be further explored in this research, to determine whether such
individuals are equipped to effectively influence followers at a domestic level to

achieve organisational success.

Chiu, Balkundi, and Weinberg (2017) elude to the fact that prototypical essential
leadership qualities (i.e. charisma, dynamism, dedication, intelligence, extroversion,
position in a social network, etc.) are more subjective in nature and that to develop a
positive leader-follower dynamic, increased face-to-face time between individual is
of the essence. Through frequent engagements with their staff, managers can
demonstrate the traits considered to be associated with leadership (Chiu et al.,
2017). The first-hand experience of a manager’s expertise and overall competence
lead to favourable views of a manager and social inclusion by the group. This is
typically an iterative process, whereby as followers feel increasingly comfortable and
confident to approach a manager for task-related support and the manager can
demonstrate ongoing value to the group, the manager is increasingly regarded as a
leader. In instances where a manager is unable to develop the necessary leadership
traits, from the perspective of the demarcated followers, the likelihood of goal
attainment is substantially diminished, and personal performance measures will
become affected negatively. Ultimately causing poor performance outcomes for the
group and the manager, thus undermining the overall organisational objectives (Chiu
et al., 2017).

Specifically, for managers operating as team members in a complex global

environment whilst simultaneously fulfilling a local managerial role, decreased staff
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interactions and face-to-face time may inadvertently lead to unintended negative
associations and social exclusions, including avoidance of the manager and a
notable reluctance to request support on critical tasks. Detrimental outcomes are
then increasingly likely to occur and in the eyes of the followers, these are then
attributed to a failure of leadership, which may result in disrespect toward and

devaluing of the manager by the subsidiary organisation (Chiu et al., 2017).

The task and relationship complexity of the dual roles fulfilled by the manager may
contribute not only to manager availability to demonstrate the necessary leadership
traits but also influence perceived inability to effectively lead the local organisation.
Paradoxically, this may in turn be exacerbated by the fact that group cannot observe
the effective boundary spanning activities the manager is in fact engaged in (Yukl,
2012).

2.4.4. Complexity in global working arrangements
Uhl-Bien and Arena (2017) differentiate complexity from complication, asserting that
when there is a deep level of interaction between things they change one another in
an unanticipated and lasting manner, and that they cannot be broken down to their
original parts, remaining irrevocably linked as a ‘system’. Complex global team
working arrangements are representative of such systems within subsidiaries. With
ever-evolving business practices developing in this direction it should be further
explored. The impact of multiple global team-memberships on the ability to manage

or lead at an individual level, in a domestic context, can be ascertained.

Many domestic managers have dual responsibilities, including leadership of local
operations and global team participation or leadership. Although typical to this role,
the vital leadership behaviours of boundary spanning and ability to influence bosses,
peers, and outsiders as well as subordinates, are skills that very few employees have
the opportunity to observe their manager’s exhibiting when interacting with people
outside their work unit (Yukl, 2012). Furthermore, unfortunately, according to Liu et
al. (2018) boundary spanning roles have been noted to have undesirable effects on
individual manager performance related to increased role overload, stress, conflict

and ambiguity, all of which may potentially impact task performance.

Thus, employees which may even realise favourable benefits from the successful
management of these often-conflicting responsibilities, ironically never become

aware of the manager’s expertise in this environment and could in fact perceive their
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performance in a local context as poor. This factor becomes relevant when you
consider that Chiu et al. (2017) made the point that individual or group level
perception of a leader matters because it influences performance measures such as
organisational commitment, compliance to requests and overall job satisfaction of
staff. In addition, of potential benefit to the manager, is that individuals who are
identified as leaders tend to form better relationships with employees, receive
superior performance reviews and have increased access to critical resources, all of
which improve their personal performance as a manager and contribute to overall

organisational success (Chiu et al., 2017).

At this junction, with many domestic managers fulfilling evolving roles in a global
context, and the phenomenon of informal leader emergence occurring more
frequently in modern working arrangements, it remains to be seen whether boundary
spanning behaviours can in fact contribute to performance in organisations (Liu et
al., 2018). These conflicting perspectives all tie in with the observations made by
Reiche et al. (2017), that task and relationship complexity experienced by a manager
fulfilling a boundary spanning role in a global team may impact the individual on a

personal level and determine ability to lead an organisation in a domestic context.

The lack of insights into whether boundary spanning behaviours can positively affect
leadership and reputation as perceived within the team is not clear, it is apparent that
deeper insights are required to investigate the complexity that exists in these

boundary spanning leadership roles.
2.5. Behaviours exhibited by boundary spanning managers

2.5.1. Organisational boundaries
Boundaries exist within and between organisational structures to delineate the
bounded limits of the system and to fortify it from external, environmental disruptions,
whilst ensuring inputs and outputs of the internal processes can enter and exit as
required (Cummings & Worley, 2015a). Such boundaries may vary in permeability
and are defined by facets such as physical location, but also purposes related to
managerial, technical or social parameters (Cummings & Worley, 2015b). Despite
their inherent purposes, it remains relevant to assess the relevance of these
boundaries on an ongoing basis and whether they remain appropriate for achieving

the desired organisational outcomes (Cummings & Worley, 2015b).
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2.5.2. Therole of a boundary spanner
In the seminal work of Leifer and Delbecq (1978), the role of a boundary spanner
was described as an individual operating on the periphery of an organisation,
business or unit to bring relevant information required for conducting ‘work’ into the
internal environment. More recently Birkinshaw et al. (2017) validated the relevance
of this information sharing perspective, asserting that seeking opportunities to
mediate the flow of information remains a key part of the definition of the
entrepreneurial or value-adding role played by individuals in a boundary spanning
capacity. According to Zhang, Wu, and Henke (2015), the role of a boundary spanner
in an organisation is two-fold, internal processing and external representation. Whilst
a more encompassing definition by Nelson (2018) describes boundary spanning as
consisting of the creation and navigation of linkages and networks across economic,
functional, geographic, cultural, linguistic, religious, educational, political, and legal

systems.

Schotter and Beamish (2011) noted that the observed boundary spanning abilities to
broker and influence higher levels of organisational effectiveness arise from the
personal capabilities and traits of an individual. Furthermore, Schotter and Beamish
(2011) also observed that the challenges in MNCs offered a level of complexity not
necessarily experienced in other organisations and the perspective that boundary
spanners in this context simply existed to effectively manage inevitable headquarter-
subsidiary conflict through increased linkage economies was an oversimplification
and outdated view of the role fulfilled by the prototypical manager operating in a
global environment. These individuals needed to demonstrate the ability to overcome
different world views and institutional contexts of two parties on either side of a
boundary (Birkinshaw et al., 2017).

It is believed that to understand perception gaps and reduce tension, boundary
spanners also require critical organisational knowledge and personal power in the
areas of information power, referent power, and informal legitimate power (Schotter
& Beamish, 2011). This power seems to be the necessary ingredient to mobilise
support across internal and external boundaries (Birkinshaw et al., 2017). Yukl
(2012) and Liu et al. (2018) have respectively highlighted that insufficient research
attention had been given to boundary spanning behaviour at an individual level and
that few leadership studies have examined external, boundary spanning behaviours.

Whilst, an opposing perspective offered by Reiche et al. (2017) is that ‘boundary
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spanning activities’ is now considered to contribute critically to the field of global
leadership and have been extensively researched to gain a deeper understanding of

the nature of everyday tasks in which global leaders engage.

Thus, it is clear that the behaviours embodied by boundary spanners can no longer
be considered simply as tasks or activities that take place on the periphery of
organisations but should rather be explored in terms of the bearing they have on the
competence of a manager, as an individual with the ability to influence others and
ultimately business outcomes. To understand the role of boundary spanning
behaviours in a leadership role, the context within which they take place need to be

further explored and documented.

2.5.3. Boundary spanning in a leadership role
Boundary spanning leadership has been defined as “the capacity to create direction
alignment, and commitments across group boundaries in service of a higher vision
or goal” (Ernst & Chrobot-Mason, 2010, p. xxii). Thus, the field of boundary spanning,
nested in the context of global leadership, offers a suitable lens to consider the
unigue complications experienced by boundary spanning leaders (Andersson et al.,
2016).

According to Schotter and Beamish (2011), boundary spanners are naturally driven
by high levels of intrinsic motivation and are generally of the view that the boundary
spanning task is the most important part of their responsibility. This brings into focus
the dichotomy of the expectations on a domestic manager who is expected to lead
locally but also to effectively maintain multiple global tasks and relationships.
Begging the question, which objective an individual would choose to prioritise in this
role? It is in this consideration that one fully grasps the need for further investigation
of the specific context experienced by managers fulfilling these straddled subsidiary
manager positions and the challenges they experience in aligning objectives and

decision making.

Reiche et al. (2017) expand on the construct of boundary spanning leadership,
asserting that “context determines the boundary conditions and hence the suitability
of specific behaviors and activities through which a leader can achieve external
influence” (p. 07). Reiche et al. (2017) go on to note that, without contextualisation,
to date qualitatively different leadership roles have very often been compared under

one umbrella, while the requirements are worlds apart. Importantly, both Reiche et
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al. (2017) and Oc (2018) draw attention to the fact that leader-follow relationships
and leaders themselves do not exist in a vacuum. The point made is that context
matters and is a key contingency factor that differentiates roles qualitatively. Context
can determine a manager’s chances of success or failure in a particular position (Oc,
2018; Reiche et al., 2017).

Further to this, Litano, Major, Landers, Streets and Bass (2016) stress the personal
impact that a demanding job, where high performance is critical, can have on an
individual’s mental and/or physical well-being. A slow progression to exhaustion is
common when employees are confronted with inadequate resources and high job
demands (Litano et al., 2016). In this context psychological well-being is reduced and
‘weaker task and contextual performance’ become apparent (Litano et al., 2016).
This research aims to provide deeper insights into whether the discrete contextual
factors of task and relationship complexity influence an individual manager on a
personal level to the extent that it makes it challenging for them to demonstrate what

is perceived as effective leadership in a domestic context.
2.6. Discrete contextual factors under consideration

2.6.1. Contextual embeddedness

Reiche et al. (2017) guide thinking on the field global leadership as a discipline by
giving the fresh perspective that now more than ever, technically-skilled or effective
managers are being placed in leadership positions that engage across diverse
boundaries without being equipped to do so. The authors suggest that given the
‘contextual embeddedness’ in which leadership increasingly occurs, the contingency
factors of task and relationship complexity at an individual unit of analysis, typically
associated with leadership effectiveness in traditional and business literature,
warrant further examination in a global context where they are often high (Reiche et
al., 2017; Yukl, 2012). In exploring this area, the opportunity exists to contribute
meaningfully to the concept of ‘boundary spanning global leader and highlight
challenges that arise from this new world of work in which individuals find themselves
embedded.

2.6.2. Typology of global leadership roles
Reiche et al. (2017) proposed a typology for four ideal-typical global leadership roles
(Figure 2), each delineating a perspective on the related demands with regards to

‘task complexity — characterising the variety and flux within the task context and
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relationship complexity — reflecting the boundaries and interdependencies within the
relationship context’. This typology will form the basis of the exploration around the
boundary spanning roles fulfilled by the manager as a global team member and the
impact of these on the individual at a personal level, and the ability to lead an
organisation towards the desired business outcomes in a domestic context (Reiche
et al., 2017).

High CONNECTIVE Global Leadership INTEGRATIVE Global Leadership
= Task: Low levels of variety and flux = Task: High levels of variety and flux
= Relationship: High number & variation of boundaries = Relationship: High number & variation of boundaries
and high levels of interdependence and high levels of interdependence
Example role: Example role:
* Leader of globally distributed team that handles firm's = Senior executive of global multi-unit firm
back office Example role behaviours:
Example role behaviours: * Recognise and handle trade-offs and paradoxes
= Learn nuances of distinct interaction contexts across both task and relationship domains
_é‘ + Continuously adapt and respond to different exchange = Develop synergistic solutions
g partners’ behaviours (code-switching) = Engage in regular coordination and integration
(=8 = Build interaction frequency and intensity through virtual activities across tasks and constituent groups
g communications and frequent travel = Contextualise change implementation processes
[ & ] * Leverage socialfrictions for problem solving = Engage in distributive leadership processes
=3 INCREMENTAL Global Leadership OPERATIONAL Global Leadership
ﬁ = Task: Low levels of variety and flux = Task: High levels of variety and flux
g * Relationship: Low number & variation of boundaries * Relationship: Low number & variation of boundaries
f.‘,‘ and low levels of interdependence and low levels of interdependence
@ Example role: Example role:
o +« Export director in firm that operates internationally = Leader of product development in firm that provided
through licensing financial services to global customers
Ex f role behaviours: E. ple role beh c B
= Lead incremental change efforts = Locally adapt task prioritisation, allocation of
= Focus on technical innovation resources, problem solving processes
= Create visions that are narrow in scope = Scan, process, attend to and continuously analyse
* Use routinised and standardised forms of disparate operational information
communication * Lead varying operational changes at local levels
Low High

Task Complexity

Figure 2: A typology of global leadership roles. Source: Reiche, B. S., Bird, A.,
Mendenhall, M. E., & Osland, J. S. (2017). Contextualizing leadership: A typology of
global leadership roles. Journal of International Business Studies, 48(5), 552-572.

2.6.2.1.

With low levels of task and relationship complexity, this uncomplicated global role is

Incremental global leadership role

typified as being more predictable and transparent, while reaching across a few
national cultures and jurisdictions (Reiche et al., 2017). Of a more technical nature,
with a high degree of specialisation, there exists a limited scope of necessary
engagements to fulfil the relatively straightforward task requirements (Reiche et al.,
2017).
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2.6.2.2. Operational global leadership role
Reiche et al. (2017) describe this as one that typically entails a high level of task
complexity but low levels of relationship complexity. Although it may be characterised
by a cognitively demanding environment to ensure effective task execution, it is
supported with well-established systems and processes that experience low levels

of flux and require minimal relational effort (Reiche et al., 2017).

2.6.2.3. Connective global leadership role

As a connective global leader, an individual in this role will typically experience the
highest complexity and flux in the social domain (Reiche et al., 2017). Outside of
multiple physical boundaries, this role will also expose incumbents to identity-based
boundaries where they encounter others who are culturally, linguistically, functionally
and institutionally diverse (Reiche et al., 2017). However, as relates to task
complexity there is a low level of environmental variety and tasks are focused and
stable (Reiche et al., 2017).

2.6.2.4. Integrative global leadership role
This role is assumed to be demanding on both a task complexity and relationship
complexity front (Reiche et al., 2017). With intense requirements on the individual to
respond to many variables and changing task environments, relationships that are
maintained across a broad and scattered group of individuals add to the complication

managed at this level (Reiche et al., 2017).

2.6.3. Taxonomy of leadership behaviours
To improve interpretation of Reiche et al.’s (2017) typology of global leadership,
Yukl’s (2012) proposed taxonomy to describe leadership behaviours will be used to
categorise feedback on task-orientated and relationship-orientated behaviours.
According to Yukl (2012), unique specific leadership behaviours exhibited in the
context of tasks are orientated toward accomplishing work in efficient and reliable
ways. Whilst the primary goals of relations-orientated leadership behaviours have as
their core objective the need to increase the quality of human resources and
relations, or human capital in an organisation (Yukl, 2012). The leadership
behaviours in Yukl’'s (2012) task-orientated objectives include (1) Clarifying, (2)
Planning, (3) Monitoring operations and (4) Problem solving, whilst those typically
utilized by leaders in relations-orientated goals are (1) Supporting, (2) Developing,

(3) Recognising and (4) Empowering.
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These broad constructs, as proposed by Yukl (2012), will be used to facilitate the
integration of the research findings relating to the effects of the self-described task-
orientated and relationship-orientated leader behaviour of the manager on their team
and organisational performance. An attempt will be made to categorise the role of a
domestic subsidiary manager according to Reiche’s (2017) typology. The impact of
organisational structural design, and associated task and relationship complexity, will
be documented in order to better understand the context of the role fulfilled by this

type of boundary spanning global leader.

2.7. Research questions
The purpose of this qualitative study was to explore the extent to which the
international MNC organisational structure, and the associated demands of task and
relationship complexity which accompany the specific organisational design
components, impact the individual as a manager in a boundary spanning role on a
personal level and consequently influence the ability to effectively lead a local

organisation.
Research question 1

How does organisational structural design influence the demands of task and
relationship complexity experienced by managers in boundary spanning leadership

roles?
Research question 2

How do the demands of task and relationship complexity impact managers in
boundary spanning leadership roles and influence their ability to lead effectively in a

domestic context?
Research question 3

What are the lived experiences of managers in boundary spanning roles and how do

they impact effective leadership practices in their organisations?

3. Chapter 4: Research design and methodology

As pointed out by Reiche et al. (2017), it is the unique contextual demands of task
and relationship complexity that managers fulfilling boundary spanning roles in global
teams’ face, which require further exploration. Whilst, Schotter et al. (2017)

specifically highlighted that the dynamic and fast-paced emerging markets are

24



particularly underrepresented in the available literature on boundary spanning and
global leadership, and there is a gap to contribute to the body of knowledge in these
fields.

Due to the heavy emphasis on the implications of context in global leadership, the
researcher believed that this under-researched area of boundary spanning
leadership in an emergent market firstly required an intensive perspective on the way

individuals operating in these spaces construed their world (McCracken, 1988).

According to Hammarberg, Kirkman, and de Lacey (2016), qualitative methods are
best suited to answering questions which do not lend themselves to data which count
or measure phenomena. The purpose of this research was to gain new insights into
the complications, logic and character that make up this unfamiliar business
landscape (McCracken, 1988). Thus, the questions which needed to be answered in
this research required data which spoke to the experience, meaning and
perspectives of the individual participants and were well suited to a qualitative
approach (Hammarberg et al., 2016).

Finally, as it was the unique contextual environment of boundary spanning roles in
global teams which have been highlighted as under-researched in recent theoretical
and empirical studies, it was determined that an in-depth qualitative design and
interpretive analysis would be most suited to explore the minds and lives of

participants to best capture the essence of their lived experiences.

3.1. Population
The population included all senior managers at an executive level in the
pharmaceutical and medical device healthcare sector that regularly engage in
boundary spanning activities in a global context and manage a team in a domestic

or global context.

3.2. Unit of analysis
According to Kumar (2018), the unit of analysis forms an important part of the chosen
research methodology, determining the ‘what’ and ‘who’ is being studied (Kumar,
2018). Kumar (2018) identified four different units of analysis in social science
research: individuals, groups, organisations and social artefacts. Schotter et al.
(2017) noted that “individuals are the nested antecedent to organizational level
actions and therefore deserve careful theoretical and empirical deliberation” (p. 01).

Hammarberg et al. (2016) observed that to be able to gather data to answer
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questions that have social meaning researchers need to capture people’s real-life
experiences, which may differ substantially from one person to the next. Thus, to
bring new perspectives to the existing body of work, the unit of analysis chosen for
this research was the lived experiences of the individual senior managers at an

executive level.

3.3. Sampling method and size
A non-probability, purposive or judgmental sampling method was employed, making
use of quota and snowball sampling to select appropriate participants that fulfilled

similar roles (Palinkas, Horwitz, Green, Wisdom, Duan, & Hoagwood, 2015).

Tracy (2010) stated that validity is concerned with whether a study appears to be
reasonable and appropriate. In qualitative research, this can be achieved through
rich rigour (Tracy, 2010). This requisite rigour can be achieved not only through
sufficient application of theoretical constructs, data sources and contexts but also by
the sampling choices made (Tracy, 2010). To support the necessary rigour required
in qualitative research, Tracy (2010) highlighted the importance of the selection of

the correct sample and context to achieve the given goals.

In service of this objective, participants were selected in two steps. First, multinational
pharmaceutical or medical device healthcare companies operating in South Africa
were identified through IQVIA’s ‘IMS Total Private Market’ data set and the online
professional network service, LinkedIn. The non-probability sampling technique of
purposive sampling was used to actively choose companies and participants from
the lists that met the criteria of being multinational pharmaceutical or medical device
healthcare companies (Palinkas et al., 2015; Saunders & Lewis, 2018). Second,
within these identified organisations a ‘quota and snowball sampling’ technique was
used to identify a heterogeneous group of individuals which met the criteria and
formed part of a multinational team within their organisation and acted as an
executive-level manager or leader within the domestic or global business (Palinkas
et al., 2015; Saunders & Lewis, 2018).

Initial contact was made with such individuals in the identified organisations, and then
these individuals assisted in identifying and volunteering two to three other executive
leaders within or outside their organisations (in the same identified sector) that they
believed fulfilled a similar, complex role (Palinkas et al., 2015; Saunders & Lewis,

2018). Each of these, in turn, were contacted and interviewed for data collection, as
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well as asked to identify two to three other executives meeting the same profile and

S0 on until saturation was reached (Saunders & Lewis, 2018).

The following minimum criteria were used to select individual participants for the

sample population:

. Pharmaceutical or medical device healthcare sector employee in a
multinational company

. Multinational team member in a role characterised by ongoing boundary
spanning activities

. Manager or leadership position within the organisation domestically or
globally as indicated by the title of their role (i.e. director, business unit

manager, divisional head, executive, country manager, etc.)

. A host country national and not a parent or third-country national
(Michailova et al., 2016)
. A minimum of at least five to ten years of full-time work experience

3.4. Measurement instrument
According to Creswell, Hanson, Clark Plano, and Morales (2007), in a
phenomenological study, the researcher is exploring the essence of an individual's
experience to describe a phenomenon and understand the individual's lived
experience. Creswell et al. (2007) guide the researcher to utilise interviews,
observations, documents, or art as valid forms of data collection for

phenomenological research.

Semi-structured, in-depth interviews were selected as the primary data collection
method as they allowed the researcher to capture the detail of how the participants
perceived and experienced the world (McCracken, 1988). The appropriateness of
this approach was confirmed by Rowley (2012) that noted how interviews are a
common form of data collection in qualitative research where the researcher wants
to gain insights from a few people who are in key positions. Another consideration in
the choice of instrument was Rowley’s (2012) reflection that such participants are
less likely to use their valuable time to fill in questionnaires which are trying to
elucidate a deep understanding of their opinions, attitudes, experiences, processes,
behaviours or predictions. Hammarberg et al. (2016) also highlighted the relevance

of semi-structured interviews as an appropriate qualitative research technique for
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investigating the personal perspectives - beliefs, attitudes and concepts of normative

behaviours - held in a focused topic area or by key informants.

For this qualitative research, data was collected using a two-step process to ensure
the validity and reliability of the collected information, which is detailed in Table 2.
Firstly, a pre-interview structured questionnaire was used to qualify participants using
a Google Forms survey which was sent electronically to potential participants.
Thereafter, interviews were scheduled with individuals that met the qualifying criteria
and video conferencing semi-structured interviews were conducted using Microsoft

Teams.

To follow up and verify information garnered from the first two processes, interviews
were recorded after permission was sought from the participants. Recorded
interviews were then transcribed using the online speech to text transcription
platform, Otter.ti. No information provided in the interviews was identified as requiring
further verification for validity and could be included in the analysis as recorded and

transcribed.

Table 2: Data collection

Process Data Collected

Pre-interview - Introductory letter and participant consent form
participant qualification - Name and demographic information

survey - Confirmation of domestic managerial responsibilities

and global team member role or leader
- Confirmation of host country nationality
- Total years of full-time working experience
- Total years in current role

- Current job description or title in the organisation

- Introductory comments
Semi-structured - Q21: How would you describe your global
guestionnaire organisational structure?
- Q2: Do you believe that this chosen organisational
structural design is suitable and why?
- Q3: What is your current role in the organisation in a

domestic and global context?
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- Q4: Can you expand on the tasks associated with
your role?

- Q5: Can you expand on the relationships that are
critical to your role?

- Q6: How would you describe your leadership style?

- Q7: Have you experienced anything or any situation
that you perceive as having influenced your ability to
lead in a local context?

- Q8: If you were given the opportunity to give
yourself one useful insight about this role before

accepting it, what would it be?

According to Creswell (2013) to conduct effective phenomenological research
participants need to be asked a minimum of two broad general questions: (1) “What
have you experienced in terms of the phenomenon?” and (2) “What contexts or
situations have typically influenced or affected your experiences of the
phenomenon?” (p. 81). Creswell (2013) advises that other open-ended questions
may be asked and that these should also lead to the textural and structural
description of the experiences and provide an understanding of the common
experiences of the participants. Tracy (2010) also noted that enough interesting and
significant data to support significant claims should be pursued by the researcher.
Therefore, an in-depth semi-structured questionnaire with open-ended questions
was used as a tool to guide the interview process.

The researcher decided to use this tool because as pointed out by Agee (2009), even
though qualitative questions evolve during the interview process, first iterations which
are tentative and exploratory should be constructed to delineate the primary focus of
the research at the outset. As the interview was conducted additional clarification
and probing questions were used by the researcher to elicit further pertinent insights.
It is important to note that the exploratory nature of this qualitative research meant
that unlike in quantitative research, there was no initial hypothesis or firmed up
perspective on a problem, and the researcher, in fact, sought to, “focus on the why
and how of human interactions” (Agee, 2009, p. 432).

Thus, the researcher used this semi-structured interview approach to facilitate a
more natural conversation that allowed the participants to focus on the aspects of
context in their roles they deemed to be of most relevance to the fulfilling of their
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management and leadership function within the organisation. The researcher’s
questions were predominantly exploratory in nature and reflected what the
researcher wanted to know about the perspectives or intentions of individuals in their

specific social interactions (Agee, 2009).

3.5. Data gathering process
Data was collected by the researcher using a structured questionnaire, sent
electronically using Google Forms, to qualify prospective participants. Thereafter
video conferencing semi-structured interviews were conducted using Microsoft
Teams with selected participants. Virtual, in comparison to the normal face-to-face,
interviews were necessitated by the environment in which this research took place
during a worldwide pandemic related to the outbreak of COVID-19. Interviews,
varying in length but approximately one hour in general, were recorded with the
participants’ permission. Finally, interviews were transcribed from the recordings

using the online speech to text transcription platform, Otter.ti.

In total 13 video conferencing interviews were conducted. Two interviews were not
recorded due to an oversight on the part of the researcher who had experienced
extenuating personal circumstances. Findings from these were summarised in notes
made by the researcher within 24 hours of conducting the interviews. Upon careful
consideration, the researcher believed that the perspectives from these two
interviews did add to the overall value of the research and were sufficiently recalled
for inclusion in the data set. Data saturation was reached at the sample quota of 13
participants at which point no new relevant or different information was being

discovered.

As illustrated in Table 3, the study participants included 13 host-country nationals
that occupied senior management positions at an executive level. Participants were
located domestically and were employees of either a pharmaceutical or medical
device multinational company. Each participant also met the criteria of fulfilling a
global team member role, characterised by ongoing boundary spanning activities and

had a minimum of at least five to ten years of full-time work experience.

Six of the participants were currently subsidiary general managers, whilst the
remaining seven participants held executive-level senior management roles within
their respective organisations. Participants worked for ten unique MNCs with global

headquarters located in seven different countries and across three different
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continents. All bar two of the participants had more than 20 years of full-time work
experience. All bar one of the participants were above the age of 40. There was

mixed representation in terms of race and gender.

Table 3: Study participants

Participant ~ Current position Full-time Yearsin  Gender Race Age
work current
experience role
P1 Country Manager 20+ 6-10 Female White 40 - 49
P2 Sales and Marketing Director 20+ 3-5 Female White 40 - 49
P3 Country Head 20+ 6-10 Female White 50 - 59
P4 General Manager 20+ 0-2 Male White 50 - 59
P5 Head: Pharmaceutical Affairs 20+ 3-5 Female Indian 40 - 49
P6 Chief of Staff/Head of Commercial 10-14 0-2 Female White 30-139
P7 Snr Director, Clinical Operations 15-19 0-2 Female White 40 — 49
P8 Head of Commercial Operations 20+ 3-5 Male White 50 - 59
P9 Country Manager 20+ 0-2 Female Coloured 40-49
P10 Regional Director 20+ 3-5 Male White 40 - 49
P11 General Manager 20+ 6-10 Male White 40 - 49
P12 Country Manager, SA & SSA 20+ 3-5 Male Black 40 - 49
P13 Business Unit Leader - Cardiology 20+ 3-5 Female White 40 -49

3.6. Analysis approach
A deep understanding was sought in this research and as anticipated the open-
ended nature of the exploratory questions led to rich contextual content. Therefore,
as recommended by Creswell et al. (2007), a structured approach to the analysis of
the data was followed to make sense of the broad base of information and varying
perspectives gathered. Information was transcribed and analysed for similarities or
common phenomena experienced by the individuals who fulfil these particular roles

in organisations, to contribute to the relevant theories (Saunders & Lewis, 2018).

One hundred and ninety-three pages of Otter.ti transcriptions were checked and
corrected to accurately reflect the information provided in the Microsoft Teams
recordings. Following verification of the accuracy of transcriptions from the recorded
interviews, the collected data was initially analysed using a manual technique.
However, to accommodate the depth of feedback and context that was recorded the
analytic process was expanded to include the cloud-based qualitative data analysis
and research software, Atlas.ti. Transcriptions were imported into the cloud platform,

whereupon the researcher reviewed notes and the transcriptions in combination and
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assigned themes and codes which described, categorised and interpreted specific

findings across the data (Saunders & Lewis, 2018).

An inductive approach was used to code the data and generate broader categories,
whereby the researcher was engaged in an ongoing reflection and analysis process
(Heath & Cowley, 2004). The aim of this chosen inductive process was to move the
researcher from the data to empirical generalisation and finally to reflect on the data
in the context of the relevant theories (Heath & Creswell, 2004). In an open coding
process, the researcher conducted horizontalization of data by going through the
transcripts and highlighting all statements, sentences or quotes that held particular
significance to the understanding of the phenomenon being explored (Creswell,
2013). The researcher generated 430 descriptive codes and 31 code groups were
created for the total data set. At this point, the researcher wrestled with the data to
make sense of the findings and attempted to move from this microscopic view which
was created, back to the more sensible bigger picture. Throughout this process, the
researcher drew on what Tracy (2010) refers to as self-reflexivity to draw on personal
experiences to make sense of the information, while attempting to eliminate biases

and personal motivations which could lead to misinterpretation of the findings.

In the second phase, the researcher gradually replaced these descriptive concepts
with more abstract categories. These in turn were used to develop clusters of
meaning into broader themes which could be reflected on in relation to the available
theory (Creswell, 2013). These were then condensed and subsumed into a few
primary themes which guided the discourse of the findings (McCracken, 1988).
Patterns of interrelationships between multiple categories and themes were
considered, whilst relevant residual themes were used to contradict and compare to
the predominant themes (McCracken, 1988). A procedure of elaboration on repeated
data comparisons was followed to ensure the emergence of frameworks and shaping
of the data by interpretation, rather than by deduction and verification, thereby
attempting to move the analysis beyond being purely descriptive and allowing the
generation of ideas from the data (Heath & Creswell, 2004). At this stage of
interpretation, the researcher was focused on ensuring the credibility of the findings
(Tracy, 2010). With limited means of achieving this, ‘thick description’ was identified
as the primary method that could accurately demonstrate participants’ meanings and
the detail of their personal contexts (Tracy, 2010). In this way, the researcher

attempted to provide enough concrete information for readers to come to their own
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conclusions and veered away from trying to tell participants’ stories for them (Tracy,
2010).

Combined, significant statements and themes formed the textural description of what
participants experienced (Creswell, 2013). In addition, these were used to write
further descriptions of the context or settings which influenced how participants
experienced these phenomena, known as structural descriptions (Creswell, 2013).
The researcher, which had relevant personal experience used these insights to
inform the coding and categories that emerged from the data (Creswell, 2013). The
final step of analysis involved writing a composite description of the structural and
textural descriptions, which presented the essence of the phenomenon or the
common experiences of the participants (Creswell, 2013). The researcher attempted
to bring an aesthetic presentation of the data into the representation of the findings
(Tracy, 2010). This style of presenting information was well suited to the selected
journal and allowed the researcher to create a perspective on the environment and
context which would encourage the reader to feel, think, interpret, react or change in
response to the research findings (Tracy, 2010). An attempt was made to use
descriptive language which readers would find transferable to their own working

environments and thus more applicable (Tracy, 2010).

A firm attempt was made to steer away from any type of quantitative analysis in the
approach as the intention was not to draw conclusions, but rather to explore the
underlying assumptions and perceptions of participants that operated in these

environments and present them in a meaningful way (McCracken, 1988).

3.7. Quality controls for validity and reliability
As highlighted by Tracy (2010) what constitutes quality is a social construct which is
constantly changing and subject to the local context and current conversation.
Tracy’s (2010) Eight “Big-Tent” Criteria for Excellent Qualitative Research model was

used to guide the quality throughout conducting this research.

According to Creswell (2013), findings can be considered valid in phenomenological
research if they are well-grounded and well supported. As per Saunders and Lewis
(2018), “triangulation is the use of two or more independent sources of data or data
collection methods within one study in order to help ensure the data are telling you

what you think they are telling you” (p. 128).
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To ensure the quality of the data collected the researcher applied the strict qualifying
criteria to accurately identify participants that meet the outlined area of exploration at
an individual level (Saunders & Lewis, 2018; Tracy, 2010). In addition, the semi-
structured questionnaire tool guided the data collection process amongst various
participants and was used flexibly and evolved as new, unpredicted information
which was relevant arose (Palinkas et al., 2015; Saunders & Lewis, 2018). The
researcher also ascertained from the participants whether the process elucidated all
the relevant contextual factors or whether they would recommend any further
questions to future participants. All feedback was that the questions were open and
broad enough to allow them to reflect on and communicate their full experiences. In
this way, the relevant scope and depth of information retrieved from the process were
expanded (Rowley, 2012; Saunders & Lewis, 2018).

Contextual findings were compared to available data from the qualifying questions,
as well as independent industry data available in the public domain, and finally with
all observations made by the researcher during the interview process (Tracy, 2010;
Saunders & Lewis, 2018). In addition to using multiple data gathering tools, validity
was further enhanced by selecting a heterogeneous population, as well as ensuring
that interviews were conducted at varying times of the day as proposed as suitable

by participants (Saunders & Lewis, 2018).

Further to the above, every attempt was made by the researcher to not inadvertently
influence the content of the participants’ descriptions, whilst the researcher also
validated that the transcriptions themselves were accurate and conveyed the
meaning of the participants (Creswell, 2013; Tracy, 2010). The researcher went on
to ensure that the conclusions of the textural and structural descriptions, combined
to form the overall essence and accurately reflected the full range of conclusions that
could be drawn from the information and that no alternatives were neglected
(Creswell, 2013; Tracy, 2010). As noted as important by Creswell (2013) and Tracy
(2010), the researcher made every attempt to be reflexive to the emerging

information throughout the study.

3.8. Limitations
One of the major limitations of this study was the choice of a specific sector of one
industry, which means that the findings are not necessarily easily transmissible to

other sectors. Also, qualitative data of this nature, which creates a broad perspective
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on a narrow area, is not generalisable to a broader population group (McCracken,
1988).

In addition, the fact that there was only one researcher and the evaluation of the
findings was subjective, the researcher’s personal views and biases may have
influenced the coding and analysis, and ultimately the theory development. However,
it should be noted that McCracken (1988) points out that the researcher's own
understanding could also provide insight. Also, as reflected on by Tracy (2010) the
researcher attempted to minimise the impact of these personal affects by thoughtfully

considering their potential impact throughout the research.

Using one primary method of data collection, with minor other inputs made ensuring
the validity and reliability of the data a challenge. To contend with this problem, the
researcher has attempted to include as much transparency as possible and full
disclosure of all the processes applied throughout conducting of this research (Tracy,
2010).

Finally, as this was a cross-sectional study, the views are representative of a
snapshot in time and not necessarily applicable or relevant to other future periods.
This particular period in time is likely to be affected by the unique circumstances in
the midst of the COVID-19 global pandemic that has changed the normative
practices of businesses around the world and this may have influenced not only the

research process but also the lived experiences reported on by participants.
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Appendix A: Business Horizons Author Guidelines (Elsevier, 2020)
Manuscripts submitted to Business Horizons should address topical and timely
issues of relevance to business academicians and practitioners. Successful
submissions will typically be structured around identifying and developing a problem
or issue and providing relevant solutions. Importantly, manuscripts should go beyond
description and offer sound prescriptive advice. Manuscripts should also be solidly
grounded in a scholarly foundation with appropriate and judicious use of source
citations. Manuscripts should also be written in clear, non-technical language, with a
broad business readership in mind. While the language should be engaging and
informative, authors should avoid the use of jargon and technical terminology.

Manuscripts should be prepared consistent with the following guidelines.
Manuscripts which do not conform to these guidelines may be returned to the

author(s) without review for reformatting.

1. Double-space, use a 12-point font with normal text spacing, and one-inch margins
throughout the entire manuscript. Manuscripts should not exceed 25 pages, all-
inclusive. We cannot, however, consider notes, briefs, or commentaries. All pages,
save the title page, should include pagination. Page numbers should appear

centered at the bottom of each page.

2. The first page of the manuscript should include the title of the manuscript and
complete contact information for each author with author name, affiliation, full postal
mail address, email address, telephone number, and fax number. The corresponding

author should be clearly noted in the case of multiple authors.

3. The second page of the manuscript should include the title of the manuscript, an
abstract of 150 to 200 words, and four to five key words or short phrases that
accurately reflect the content of the manuscript. Abstracts should be designed to
provide a comprehensive executive summary of the manuscript in a manner that

draws the reader's attention.

4. The body of the text should begin on the third manuscript page. The manuscript

text should begin with an introductory heading.

5. Incorporate headings and sub-headings throughout the manuscript to aid
readability. First order headings should be centered and all capital letters. Second
order headings should be centered and use both upper and lower-case letters.

Headings should be descriptive and informative, yet not standard academic style.
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For example, rather than use "Introduction”, you might elect to use "Corporate
Women: Another Look". The aim is to guide the reader with innovative and lively

language.

6. Business Horizons relies on the APA (American Psychological Association) style
of referencing. Authors should carefully document their work while at the same time
judiciously select references. A complete list of references cited should appear at the
end of the text, and preceding any tables, figures, or graphs. Only works cited in the
manuscript should be included in the references section. The references should
begin on a new manuscript page, with the heading REFERENCES appearing
centered at the top of this page. We do not rely on footnotes or endnotes. Any full or
partial with-in text quoted material should include the relevant page number(s) with
the source citation (e.g., Author & Author, 2008, p.1). Please also note the use of
ampersand for within text citations contained in parentheses. Citations in the text
should follow the referencing style used by the American Psychological Association.
You are referred to the Publication Manual of the American Psychological
Association, Seventh Edition, ISBN 978-1-4338-3215-4, copies of which may be

ordered online (https://apastyle.apa.org/products/publication-manual-7th-edition).

List: references should be arranged first alphabetically and then further sorted
chronologically if necessary. More than one reference from the same author(s) in the
same year must be identified by the letters 'a’, ‘b, 'c', etc., placed after the year of

publication.
Examples:
Reference to a journal publication:

Stuart, F. I. (2006). Designing and executing memorable service experiences: Lights,

camera, experiment, integrate, action! Business Horizons, 49(2), 149-159.

Ketchen, D., & Hult, G. T. (2007). Bridging organization theory and supply chain
management. The case of best value supply chains. Journal of Operations
Management, 25(2), 573-580.

Reference to a journal publication with an article number:

Van der Geer, J., Hanraads, J. A. J., & Lupton, R. A. (2018). The art of writing a
scientific article. Heliyon, 19, Article e00205.
https://doi.org/10.1016/j.heliyon.2018.e00205.
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Reference to a Book:

Miller, D., & Le Breton-Miller, I. (2005). Managing for the long run: Lessons in
competitive advantage from great family businesses. Boston: Harvard Business

School Press.
Cialdini, R. B. (2001). Influence: Science and practice (4" ed.) Boston: Allyn & Bacon.
Edited collection:

Pfeffer, J. (1998). Understanding organizations: Concepts and controversies. In D.
Gilbert, S. Fiske, & G. Lindzey (Eds.), Handbook of social psychology (pp. 733-777).
New York: McGraw-Hill.

Geis, G. (1982). The heavy electrical equipment anti-trust cases of 1961. In M. D.
Ermann & R. J. Lundman (Eds.), Corporate and governmental deviance (pp. 123-
143). New York: Oxford University Press.

Web source:

Berry, L. L., & Seltman, K. D. (2007). Building a strong services brand: Lessons from
Mayo Clinic. Business Horizons, 50(3), 199-209. Retrieved May 10, 2007, Retrieved

from https://www.sciencedirect.com (https://www.sciencedirect.com).

Lewis, P. H. (2007). How Apple kept its iPhone secrets. Retrieved January 31, 2008,
Retrieved from
http://money.cnn.com/2007/01/10/commentary/lewis fortune iphone.fortune/index.
htm

(http://money.cnn.com/2007/01/10/commentary/lewis_fortune_iphone.fortune/index
.htm)

Dataset:

This journal encourages you to cite underlying or relevant datasets in your
manuscript by citing them in your text and including a data reference in your
Reference List. Data references should include the following elements: author
name(s), dataset title, data repository, version (where available), year, and global
persistent identifier. Add [dataset] immediately before the reference so we can
properly identify it as a data reference. This identifier will not appear in your published

article.
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[Dataset] Oguro, M., Imahiro, S., Saito, S., Nakashizuka, T. (2015). Mortality data for
Japanese oak wilt disease and surrounding forest compositions. Mendeley Data, v1.
https://doi.org/10.17632/xwj98nb39r.1 (https://doi.org/10.17632/xwj98nb39r.1).

7. All tables, figures, graphs, or appendices should appear individually on a separate
manuscript page. These should clarify or supplement the manuscript text, not
duplicate the text. Please indicate the appropriate placement of tables, figures, and
graphs within the text by using [Insert Table 1 about here] place on a separate text
line. These should appear following the References in the following order: tables,

figures, graphs, appendices.

8. Authors should carefully proofread their manuscripts prior to submission. Please
pay careful attention to spelling and grammar, in particular. Also, please rely on
gender neutral language. Manuscripts with extensive errors will be returned without
review. Submission of a manuscript to Business Horizons implies a commitment by
the author(s) to engage in the review process and to have the article published
should it be accepted. Articles previously published, those under consideration by
another journal, and those with a pre-existing copyright may not be submitted for
review and consideration. Upon submission, authors also agree not to submit the

manuscript for consideration elsewhere during the review period.

This journal operates a double-blind review process. All contributions will be initially
assessed by the editor for suitability for the journal. Papers deemed suitable are then
sent to independent expert reviewer(s) to assess the scientific quality of the paper.
The Editor is responsible for the final decision regarding acceptance or rejection of
articles. The Editor's decision is final. More information

(https://www.elsevier.com/reviewers/what-is-peer-review) on types of peer review.

9. Submit all manuscripts electronically in MS Word-compatible file format to the

editor at bushor@inidana.edu (mailto: bushor@indiana.edu). Submissions will be

acknowledged shortly after receipt. Editorial decisions may take up to three months.
All editorial decisions are final. Articles typically appear in print 8 to 12 months after

final acceptance.

10. Materials published in Business Horizons are available for viewing and download

via ScienceDirect (https://www.sciencedirect.com).

11. In order to afford all authors an opportunity of publication, authors are limited to

a maximum of three submissions per calendar year.
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12. This journal offers authors a choice in publishing their research: Open Access

and Subscription.
For Subscription articles

Upon acceptance of an article, authors will be asked to complete a 'Journal
Publishing Agreement' (for more information on this and copyright, see

https://www.elsevier.com/copyright (https://www.elsevier.com/copyright)). An e-mail

will be sent to the corresponding author confirming receipt of the manuscript together
with a 'Journal Publishing Agreement' form or a link to the online version of this

agreement.

Subscribers may reproduce tables of contents or prepare lists of articles including
abstracts for internal circulation within their institutions. Permission of the Publisher
is required for resale or distribution outside the institution and for all other derivative
works, including compilations and translations (please consult

https://www.elsevier.com/permissions (https://www.elsevier.com/permissions)). If

excerpts from other copyrighted works are included, the author(s) must obtain written
permission from the copyright owners and credit the source(s) in the article. Elsevier
has preprinted forms for use by authors in these cases: please consult

https://www.elsevier.com/permissions (https://www.elsevier.com/permissions).

For Open Access articles

Upon acceptance of an article, authors will be asked to complete an 'Exclusive
License Agreement' (for more information see

https://www.elsevier.com/about/policies/copyright

(https:/lwww.elsevier.com/about/policies/copyright)). Permitted reuse of open
access articles is determined by the author's choice of user license (see

https://www.elsevier.com/openaccesslicenses

(https://www.elsevier.com/openaccesslicenses)).
Retained author rights
As an author you (or your employer or institution) retain certain rights.

For more information on author rights see

https://www.elsevier.com/about/policies/copyright

(https://lwww.elsevier.com/about/policies/copyright).
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This journal offers authors a choice in publishing their research:
Open Access

* Articles are freely available to both subscribers and the wider public with permitted

reuse
* An Open Access publication fee is payable by authors or their research funder
Subscription

* Articles are made available to subscribers as well as developing countries and
patient groups through our universal access programs
(https://lwww.elsevier.com/about/open-science/science-and-society)

* No Open Access publication fee

All articles published Open Access will be immediately and permanently free for
everyone to read and download. Permitted reuse is defined by your choice of the
following Creative Commons user license: Creative Commons Attribution-
NonCommercial-NoDerivs (CC BY-NC-ND): for non-commercial purposes, lets
others distribute and copy the article, and to include in a collective work (such as an
anthology), as long as they credit the author(s) and provided they do not alter or

modify the article.

Elsevier has established agreements with funding bodies,

https://www.elsevier.com/fundingbodies (https://www.elsevier.com/fundingbodies).

This ensures authors can comply with funding body Open Access requirements,
including specific user licenses, such as CC BY. Some authors may also be
reimbursed for associated publication fees. If you need to comply with your funding
body policy, you can apply for the CC BY license after your manuscript is accepted

for publication.

To provide Open Access, this journal has a publication fee which needs to be met by
the authors or their research funders for each article published Open Access. The
open access publication fee for this journal is $1800, excluding taxes. Learn more

about Elsevier's pricing policy: https://www.elsevier.com/openaccesspricing

(https://www.elsevier.com/openaccesspricing). Your publication choice will have no

effect on the peer review process or acceptance of submitted articles.
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Appendix B: High-quality submissions (Fisher, 2020)

Business Hor2ons (xom ) »000, X

ScienceDirect

EDITOR"S PERSPECTIVE
High-quality submissions

Greg Fisher

Avalable ondine at weaw sciencedinec oom

P

KELLEY SCHOOL OF BUSINESS

INRIAHA ENIYERSITY
www.journals.elsevier.com /business-horizons

Kelley 5chool of Business, Indiana University, 1309 E. Tenth 5Street, Bloomington, IN

47405- 1701, U.5.A.

| have now been in the position of editor-in-chief
for Business Horizons for a little over & months. It
is fascinating—and sometimes frustrating—to see
what gets submitted to the journal. We get some
wonderfully insightful articles that are energizing
to read and have the potential to influence the
business world substantially, and | want to
embrace these ideas and nurture them to publi-
cation. However, we also get many bad sub-
missions: submissions that are poorly written,
inadequately structured, and inappropriately
framed. These eat up editorial resources, yet most
will never have a material impact on business
practice or on the joumal.

One of my goals as editor-in-chief is to increase
the number of high-guality submissions; we do not
necessarily want more submissions, but we do
want more high-quality submissions. Anyone sub-
mittineg to Business Horizons should also want to
submit an article of high quality. If this is the case,
we will seek out the best reviewers, work closely
with you to develop your ideas, and nurture your
work to publication so your ideas can be shared
with the world. But what is a high-gquality sub-
mission! Having now seen more than 200 sub-
missions in a short span of time, and having
carefully reviewed influential articles we have
published over the past 10 years, | have developed
a set of 10 guidelines to help authors generate
high-quality submissions for Business Horizons.

E-mall adaress: bushor@3ndiana. eou

hitps:# / dol .orgd 10. 104 6/ §. busihor. 2020, 01 .008

1. High-guality submissions don't take on the
form of traditional academic journal articles

Business Horizons is a practice-criented joumal
that shares and unpacks ideas that have an aca-
demic grounding. This is our editorial aim:

To publish criginal articles of interest to business
academicians and practiticners. Articles cover a
wide range of topical areas within the general
field of business, with emphasis on identifying
important business issues, problems, or oppor-
tunities and recommending means to address
these. |deally, articles will prompt readers to
think about business practice in new and inno-
vative ways. Business Horizons fills a unigue
niche among business publications by publishing
articles that strike a balance between the
practical and the academic. To this end, articles
published in Business Horizons are grounded in
scholarship, yet are presented in a readable,
nontechnical format such that the content is
accessible to a wide business audience.

Put simply, we translate theocretical perspectives
and empirical insights into practical ideas that
managers can use. As Leyland Pitt, one of our
associate editors, said:

| like to think of the audience of Business Hori-
Zons as consisting mainly of "thinking managers,’
or executives who will be looking to the joumal
for ideas about new ways of approaching

007-681 3 /0 2020 Kelley School of Busines, Indiana University. Publkhed by Blsevier inc. All ights reserved.
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problems and doing things differently. Another
subaudience is, of course, business-school aca-
demics, many of whom use articles from the
joumal as prescribed readings for MBA and ex-
ecutive courses. These readers are looking for
principles and guidelines rather than research
findings.

If wour article is written for a traditional academic
journal, then it is not going to be a high-quality
submission for Business Horizons; you will need to
reframe, restructure, and rewrite the article in
accordance with the guidelines below to transform
it from an academic intc a practice-ocriented
article.

2. High-quality submissions offer insights that
are (1) novel, (2) nonobvious, and (3) useful

Articles that pay attention to only one or two of
these three criteria fall short. Novelty means you
are sharing something in the article that is
different; it has not been shared before, and it is
new to those reading it. Nonobvious means that
what you are sharing has a surprise element; it is
not something that almest anyone could have
observed or elaborated upon. Useful means that it
has some immediate practical application in the
business world. This is different from many other
journals for which theoretical contributicn trumps
practical relevance. At Business Horizons, prac-
tical relevance trumps theoretical contribution,
and if an article has limited practical relevance,
then it is not gocd for the joumal.

3. High-quality submissions focus on an explicit
business problem

Business Horizons is focused on helping managers
and executives solve real business problems.
Hence, a high-quality submission makes it clear
what business problem needs to be solved. The
article should contextualize when, where, why,
and how the focal problem comes about and
highlight what pain or negative impact the focal
problem creates.

4, High-quality submissions usually present a
roadmap for working through the focal busi-
ness problem

These submissions highlight how the authors use
their scholarship and academic wnderstanding of
an issue in an accessible and meaningful way to
deal with the problem; they spell out quite clearly
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how the authors transition from academia to the
real world, providing practical solutions that are
novel and innovative. Here, it is recommended
that you state what you are going to do before you
actually do it; allow your readers to understand
your process first and then follow through on that
process in the article.

5. High-quality submissions typically present a
simple, comprehendible, and memorable
structure, framework, process, or perspec-
tive for getting to the selution

Business Horizons readers are not locking for ideas
that are overly complex. They want insights that
are memorable, understandable, and wuseful.
These ideas should be grounded in scholarship, but
the means to get to the solution should be
extremely clear, easy to use, and easy to
remember. High-quality submissions systemati-
cally guide readers through the structure, frame-
work, process, or perspective of addressing the
focal problem, and they use accessible, under-
standable laneuage and explanations to do so. In
additicn, high-quality submissions often include
simple graphics or tables that convey the key
message in a memorable way.

6. High-quality submissions wusually provide
concrete examples and anecdotes

If a submissicn only refers to problems and solutions
in the abstract, then it will fail to connect with the
core readership. High-quality submissions shift from
the abstract inte the practical by providing real
examples to show how drastic the problem is in
practice and how the proposed solution works to
address the problem. Real, recent examples from
the press or from your research work well.

7. High-quality submissions offer prescriptive
advice but usually couple that with a discus-
sion that addresses contingencies, complex-
ities, and other applications

A Business Horizons article is ultimately evaluated
on the practical advice it provides. But the provi-
sion of such advice needs to be balanced with a
recognition that things may not always work out as
one would expect. A high-quality submission
should discuss how things might go wrong and the
conditions under which the primary prescriptions
might not work out.

8. High-quality submissions wusually leave
readers with a strong take-home message



EDITOR'S PERSPECTIVE

3

It should be unambiguous what you want readers
to take away from your article. Your take-home
message should be action-oriented; highlight what
readers can do to act on your insights or advice.
9. High-quality submissions generally make it
clear that the author has read—and, if so
appropriate, cited—other Business Horizons
articles

Reading other Business Horizons articles gives au-
thors a feel for the tone, structure, and framing that
works for the journal. 1t helps authors understand
the types of articles the journal publishes, how they
are written, and what makes them influential in
their area. Citing Business Horizons (if appropriate)
is not intended to be self-serving; rather, it shows
that you know you are joining an existing conver-
sation in the joumnal and allows you to extend the
conversation in novel, nonobvious, and useful ways.

10. High-quality submissions always comply
strictly with the journal’s submission
guidelimes

One of the easiest ways to show that vou have not
exercised due care in crafting your submission is to
ignore the submission guidelines. This creates an

48

extremely poor impressicn on editors and re-
viewers and is grounds for cutright rejection of a
submissicn. Please comply strictly with the jour-
nal’s submission guidelines, which can be found in
every issue of Business Horizons and hosted on the
journal’s website.

| hope that this editorial generates many more
high-quality submissions to Business Horizons. If
we get more high-guality submissions, everyone
wins: Authors win as they are more likely to get
published, readers win as they get more valuable
insights from the joumal, and editors win as we
can spend time working on articles that will have
an impact. | look forward to your high-guality
submissions.
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1. Distinctiveness of the Millennial
Generation

In an intemet post dated May 11, 2015, the Pew
Research Center noted that as of the first quarter of
2015, members of the Millennial Generation had
surpassed their predecessors (Generation X, or
Gen X) as the largest generation in the U.5. labor
force (Fry, 2015). The proportion of millennials in
the workforce will only continue to increase
throughout the era of Baby Boomer Generation
retirements. As more and more work teams face
the challerrge of integrating the newest working
generation witholder colleagues, the work environ-
ment may encounter productivity challenges if
changes are not made to accommodate employees
with very different attitudes and expectations.

Many of our former students who are members
of Generation X (and, even older millennials) have
been working their way up the corporate ladder for
several years, and they now report that their youn-
ger millennial {also known as Generation Y, or Gen'Y')
co-workers often leave the slightly older group
feeling as if they are ‘old souls® in the workplace.
Descriptions we have heard of the shifting work
envircnment include the scenario of a team sitting
around a table at a client’s office to review papers
and financial data. Gen X employees vocalize their
questions and concerns, whereas millennials often
text each other. Similar comments have come from
both senior and experienced young professionals.
Meither the type of employer nor the gecgraphical
region seems to matter.

In a more formal assessment of the generational
differences in attitudes toward technology, the Cis-
co Corporation’s 2011 Cisco Connected World Tech-
nology Report indicates that one-third of college
students (most members of the Millennial Genera-
tion) believe that the intermet is as important to the
human condition as air, water, food and shelter. Asa
generation that has no recollection of a world
before the internet, over half of the millennial
respondents claimed that they, personally, could
not live without the internet as an integral part
of their lives, preferring to part with their sense
of taste or smell rather than their smartphone while
Gen X respondents treated the role of technology
with slightly greater reserve (Cisco Corporation,
2011). This illustrates how different the youngest
employees’ way of leaming, communicating, and
working are relative to previous generations.

QOur experiences in the classroom, coupled with
our recent research, have made us aware of the
importance of dealing with differences in percep-
tions and attitudes among the senerations in the
workplace. We believe that a focus on understanding
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the motivations of millennials in terms of their duty,
drive, and reward can help to resolve many of the
challenges with an intergeneratiocnal workdorce.
Hershatter and Epstein (2010) report that althoush
the values of millennials are not necessarily different
from previous generations, their approach to work
and the workplace is indeed different. Millennials
have an experience with technology, coupled with
“their positive experience inside organizations and
inisti tutions during their school years™ (Hershatter &
Epstein, 2010, p. 212), that impacts the modem
relationship between early-career employees and
organizations. The authors also argue that the ex-
pectations of millennials with respect to organiza-
tional accommodation (adjustment to the desires of
the employee) provide an opportunity to utilize the
many contributions that millennial employees can
bring to the workplace.

This article delves into the cultural shift under-
way in the modem U.5 workplace. Each new gen-
eration has something to teach older colleagues,
and millennials are no exception. Employers who
embrace the change represented by their youngest
recruits may find opportunities that will offer com-
petitive advantages. For example, can millennial
workers inspire employers to reconsider old notions
about the ways in which workers demonstrate orga-
nizational commitment? Will this shift in perspec-
tive cause employers to reframe their concepts of
motivation and reward?

2. Defining the generations

While there are differing terms and time frames
found in the literature, the U.5. Census Bureau
(2014) and Pew Research Center (2014) define the
generations as shown in Table 1. Both the exact
closing date for the Millennial Generation and the
name of the next generation of citizens remain
unresclved in the formal literature and the popular
press.

The population of millennials inthe U.5. currently
accounts for 23% of the total population, with ap-
proximately 73 million members (U.5. Census and
Bureau, 2014). Comparisons abound between today’s
miillennials and the Baby Boomer Generation, which

Table 1. Definitions of generations

Commaonly Used Name Span of Birth Years
Silent Generation 1928-1945
Baby Boomers 15441964
Generation X (Gen X) 1965— 1980
Millennials (Generation ) 198 1=1995
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comprised the largest population of young adults in
recent decades. Baby boomers made up 30% of the
population and numbered close to BD million
members in 1980. Compared to Baby Boomers of
three-and-a-half decades ago, the current millennial
populaticn is better educated (22% hold a college
degree, contrasted with 18% of Baby Boomers in
1980) and only half as likely to have ever been
married (U.5. Census and Bureau, 2014).

It may seem artificial to categorize the experi-
ences and contributions of so-called generations, as
we risk negating or overlooking significant contribu-
tions by members whose category is described nega-
tively. Still, some scholars have written comnvincingly,
if controversially, that there are significant genera-
tional differences in personality attributes. For ex-
ample, Twenge (2013a) reports that multiple data
sets indicate dramatic increases in the prevalence of
narcissistic traits among members of the Millennial
Generation compared to previous generations. In
contrast, Amett (2013) and his colleagues (Arnett,
Trzesniewski, & Donnellan, 2013) have written in
strong opposition to the labeling of an entire gener-
ation as narcissism-prone, particularly when mem-
bers of the clinical professions ought to be working to
dispel negative group stereotypes.

3. Millennials, positive workplace
culture, and organizational
commitment

We have witnessed the generational shift from our
perspectives as experienced educators. We perpet-
ually deal with 18- to 22-year-olds and have noticed
that the motivational needs and interactional style
of our students is not the same as it was 20 or even
10 years ago. Our students now seem to be driven by
different priorities. Thisis a feeling echoed by many
of our academic colleagues, a number of whom have
been motivated to develop adaptations to the edu-
cational process designed to support the leaming
styles of millennials (e.g., Phillips & Trainor, 2014;
Twenge, 2013b). We initially believed that our stu-
dents had less drive, but began to realize that they
were driven by a wider set of priorities. Our focus
shifted toward helping to resolve these conilicting
priorities in the classroom. The distinctive style of
millennial workers has also been reflected in the
evolving onboarding strategies of the major public
accounting firms. Most, if not all of these firms have
funded their own studies conceming the work style
and mindset of this new generation of employees,
and they put their findings to work in creating their
own novel strategies for employee development and
retention.

51

The banking industry and Wall Street are also
responding to the changing demographics in the
workforce. On March 16, 2016, Citigroup announced
a plan to recruit and retain millennials with more
rapid paths to promotion, year-long leaves for char-
itable work, and the chance to work on a micro-
finance project in Kenya for four weeks. The CEO of
Citigroup commented | want people to have family
lives, personal lives” (Rexrode, 2016). Goldman
Sachs, Bank of America, and J.P Morgan Chase &
Co. plan similar changes to appeal to millennials in
terms of more interesting work tasks, charitable
outreach, and faster promotions (Rexroad, 2016).

Our interest in how demographics affect the
workplace was piqued when an unusual finding
emerged as we analyzed a very large data set for
trends in employee satisfaction and loyalty to the
employer (Cravens, Oliver, Oishi, & Stewart, 2015).
For thisempirical study, we surveyed a Large number
of workers in a retail setting to explore whether a
positive work envircnment (conveyed by managers’
supportive tone and positive framing of goals ) would
be associated with enhanced worker loyalty, orga-
nizational commitment, and performance appraisal
effectiveness. While the demographic analysis sup-
ported the main findings, different analyses of the
data offer some interesting insights into what might
cause stress in the workplace. We examine age
{(which corresponds to generation at the time of
the survey) and length of employment. Findings
for organizational commitment and workplace cul-
ture are summarized in Table 2.

The results of the full sample (made up of
surveys from 1,798 participants) found that ocrgani-
zational commitment and workplace culture are
each positively associated with job satisfaction,
the employee's self-assessment of performance
[self- performance), and intention of remaining with
the employer (retention) (Cravens et al., 2015).
Results by age group and length of employment show
differences across the generations.

3.1. Age

In terms of organizational commitment, respond-
ents in the millennial group (18- to 24-year-olds at
the time of our data collection) believe that they
performwell and will remain with the employer, but
they do not find job satisfaction related to that
commitment. If the workplace culture is positive,
however, they find job satisfaction as well.

The second youngest age group that we surveyed,
Gen X members (25- to 35-year-olds at the time of
the study) were likely to be satisfied with their jobs
if they perceived the workplace culture to be posi-
tive. Interestingly, those who experienced positive
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Table 2. Factors associated with employees” response to work

Category 1: Age (Based on participant ages at date of survey)

Reten tion

Full Sample — Millennials Generation X Baby Boomers Older Baby
All Ages (n=1,798) {n=323) {n=342) {n =588) Boomers and
Silent Generation
{n= 545)
Organi 20 thonal Organizat ional Organizational Organizat fonal Organi za tional
Commitment Commi tment Commitment Commit ment Commitment
Aesociated with: Associated with: | Associated with: Results are the Associated with:
Job Satisfaction, Self Performance, | Job Satisfaction, |same as the Job Satisfaction,
Self Performance, & | B Retention B Retention full sample B Retention

Workplace Culture

Retention

Workplace Culture

Workplace Culture

fesociated with: Results are the Associated with:
Job Satisfaction, same as the Job Satisfaction, &
Self Performance, & (full sample Self Performance

Workplace Culture Workplace Culture

Results are the
same a5 the full sample

Results are the
same as the full sample

Category 2: Length of employment

Rexten tion

Full Sample - Less than 1 Year 1to 5 Years & to 15 Years Greater than
in = 1,798) in = 349) in = BBO) in =427) 15 Years
in=142)
Organizat fonal Organizat fonal Organizational Organizational Organi za tional
Cormmi tment Cormmi tment Commitment Commitment Commitment
fesociated with: Results are the Results are the Associated with: Associated with
Job Satisfaction, same a5 the same as the Job Satisfaction, nothing!
Self Performance, & | full sample full sarmple B Retention

Workplace Culture

Workplace Culture

Aesociated with: Results are the Results are the Results are the same | Associated with:
Job Satisfaction, same as the same as the full sample |as the full sample Job Satisfaction, &
Self Performance, & | full sample Retention

Workplace Culture

Reten tion

Waorkplace Culture | Workplace Culture

organizational commitment did report that they
intended to stay and that they were satisfied with
their jobs, but just having a positive workplace s not
enough to keep this age group with the employer.
This finding could be related to the age of the
employee rather than the generation, however. This
group of sales associates may see better opporiu-
nities with options outside of the creganization. It
seems plausible that the Gen X workers would seek
to advance their job-related growth elsewhere if it
were not available at their store.

The two oldest groups were comprised mostly of
Baby Boomers (36- to 49-year-olds and older at the
time of the study) who responded that if the work-
place culture was positive then their creanizational
commitment and job satisfaction were positive
as well. This correlated with an intention to stay
inthe job. While committed to the oreanization, the
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oldest group did not indicate that this commitment
translated into good performance on the job.
Beyond the results presented in the table, our
analysis shows that the millennials surveyed could
not be swayed by the workplace culture of the store.
Unlike employees from the Baby Boomer or Gen X
groups, the millennials® results show no relationship
between oreanizational commitment and workplace
culture. In fact, every other demographic in the
study shows a positive relationship between organi-
zational commitment and workplace culture. In oth-
er words, the store could be a great place to work,
yet the millennial workers would not be any more
committed than if it were a lousy place to work.
As counter-intuitive as this conclusion may seem,
a review of the relevant literature reveals similar
findings for millennial employees in the federal gov-
ernment sector (Ertas, 2015), and at public relations
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agencies (Gallicano, Curtin, & Matthews, 2012).
Taken together, these findines suggest that, along
with their generational peers in other work sectors,
our retail-sector survey respondents exhibit some
degree of hesitation to commit fully to their compa-
nies, even when the work setting is generally sup-
portive and attentive to most basic employee needs.

3.2. Length of employment

As mentioned before, the study found job satisfac-
tion, self-performance, and retention correlated to
both organizational commitment and workplace
culture. The length of employment (grouped as:
less than 1 year, 1 to 5 years, 6 to 15 years, and
greater than 15 years) did not affect the results in
relationship to organizational commitment wntil
somewherein the sixth year or after. Those emp loy-
eesin the 6 to 15 year range with a positive organi-
zational commitment intend to stay and evince job
satisfaction but, like older Baby Boomers, do not
report that they are performing well. By the time
the employees have worked more than fifteen years,
the employees’ organizational commitment does
not relate to any of the items the respondents were
asked toassess. However, if the workplace culture is
positive, the results show that this loss of interest
that seems apparent in the crganizational commit-
ment results can be delayed. The employees in the
6 to 15 year group continue to respond positively,
and only in the ranee greater than 15 years is there a
perceived loss of performance.

4, Generations at work

Our findings indicate that workplace culture can
serve a a ballast for organizational commitment
except in the case of millennial employees. This
led us to examine the motivational style of millennd al
workers and the lite rature on workplace interactions
between millennial employees and older coworkers
and managers. Costanza, Badeer, Fraser, Severt, &
Gade (20M12) conducted a2 meta-analysis of 20 schol-
arly studies that analyze generational differences in
work settings. On measures of work outcomessuch as
job satisfaction, intention for tumover, and organi-
zational commitment, the authors report that differ-
ences across generations ranged from zero to
moderate. Other studies have reported mixed sup-
port for generational differences (e.g., Mg & Feld-
man, 2010; Parry & Urwin, 2011; Twenge, 2010,
even disagreeing over the types of methods that
ought to be used to study the relationships and
the distinctions between age and generation. While
we do not attempt to answer the broader question of
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generational differences, we find that the mil lenini-
als are not similar to the workers from other gener-
ational groups in their view of the relationship
between organizational commitment and workplace
culture.

Even thoush scholars disagree, the issues must
seem real enough to the companies that devote
significant time and resources to studies of the chang-
ing generational mix in the workplace. For example,
the accounting firm PricewaterhouseCoopers em-
barked on a global two-year generational study moti-
vated by the departure of increasing numbers of
millennials after relatively short tenures with the
firm. i the pattern of loss had continued, Pricewa-
terouseCoopers would not retain sufficient entry-
level talent and thus lose their future leaders. Ernst &
Youne, Deloitte, and KPMG (the other three laree
accounting firms), along with the big three strategic
consulting firms and some of the large banks, have
also delved into the chanees that the millennial
employee and consumer bring to the workplace.

The level of interest in the changing workforce
combined with the results from our study led us to
consider how the differences in generations might
radically change how to manage, motivate, and
retain a workforce. The L.5. Census data and other
authors and analysts make clear that the workplace
of the future will be dominated by millennial work-
ers for some time (Fry, 2015). Despite this clear and
present trend, many organizational leaders seem to
deny this reality. For example, two executives from
different companies discussed recent traiming at
work on how to deal with millennials. They were
both puzzled by the requirement. Finally, ocne
asked: “Why aren’t they trained to deal with us?™

In The MNext America (Pew Research Center,
2014), Pew-sponsored researchers asked members
of the different generations what made their own
generation distinct, and then reported the top five
responses to emerge from each group.

Table 3 shows that the top five shared experi-
ences and priorities vary, yet all groups see them-
selves as smarter than other generational groups.
Millennials have the highest percent of support for a
single distinction—24% noted technology use as a
defining characteristic. They are the only genera-
tion that does not see their work ethic as defining
(Pew Research Center, 2014). Between the Baby
Boomers and the younger generations at work,
there is already evidence of a perspective shift
related to the value of their work ethic from 17%
{Boomers), to 11% (Gen X), to seemingly irrelevant
{millennials). Similarly, Baby Boomers reported
self-associating with general values/morals (8%),
while Generation X reframed their commitment as
conservative/traditional { 7£) and millennials flipped



50

L5, Stewart et al.

Table 3. What makes your generation distinct?

Top five responses from each generation
Silent Baby Boomers Generation X Millennials
World ‘War |1/Depression ‘Work ethic Technology wse Technology use
144 17% 12% 245
Smarter Respectful ‘Work et hic Music/ Pop culture
13% 14% 1% 1%
Honest Values/Morals Comservative/ Traditional Liberal/ Tolerant
1% B% ] 7%
Work ethic Baby Boomers Smarter Smarter
10% 6% &% &%
Values/Morals Smarter Respectful Clothes
10% 5% 5% 5%

Source: Taylor & Pew Reseanch Center (2014)

the coin to liberal /tolerant (7%). It is also interesting
tonote that 13% of the Silent Generation and at least
5% of each of the other generations view being smart
as a defining generational feature.

For the first time in a very long time, business
leaders find that their expertise needs adjustment if
they are to continue motivating employees to
achieve the highest standards of performance.
Besides the behavioral traits of millennials, they
are the most ethnically diverse generation in
American history (Pew Research Center, 2014). As
with any other aspect of diversity in the workplace,
itis not productive for senior managers or executives
to ask: “'Why aren't they trained to deal with ws?™ If
youneg workers do not find the work fulfilling, they
will leave the firm.

5. Millennial traits and managerial
challenges

Baby Boomers changed the face of work in America.
It was after their young adulthood that workplace
policies evolved to address equal opportunity and
affimmative action issues. Adjustments to retire-
ment and health care benefits, flexible spending
accounts for medical and dependent care spending
also ensued. As the younger, trailing end of Genera-
tion X gave way to the leading population of millen-
nials in the workplace, consultants on workplace
dynamics and other thought leaders have of fered
many successful books that were published to advise
business leaders on the best ways of navigatine a
significant trend. By 2010, when Lancaster and Still-
man published The M-Factor, a range of negative
attributes had created an unpleasant stereotype of
the millennial worker. These features included
seeming lazy, defensiveness, lack of initiative, un-
willingness to commit fully to work, disrespect of
authority, lack of focus, distractedness, lack of
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preparation for the workplace, neediness, indif fer-
ence, lack of etigquette, arrogance, abrasiveness,
impatience, self-absorption, and entitlement. This
unappealing caricature has been referenced in a
number of books written to advise managers on
how to move beyond unfair and negative pre-
existing stereotypes (e.g., Caraher, 2015; Espinoza,
Ukleja, & Rusch, 2010; Lancaster & Stillman, 2010).

6. Turning a negative stereotype into
positive performance

The previous sections highlight the workplace con-
flict in this current intergenerational shift. Results
fromour research study demonstrate the disconnect
of millennials between crganizational commitment
and workplace culture, and reinforce the need for
employers to address retention issues. Surveys from
varous accounting and consultine firms sugeest that
millennials exhibit needs and values unlike their
older colleagues in the workplace. How do we em-
brace, rather than fight, these senerational dif fer-
ences and foster a positive workplace culture?

We suggest that modifying workplace culture and
the performance appraisal process can create an
environment in which millennials can thrive and
display a different type of organizational commit-
ment. Changes designed to address the motivations
and retention of millennial workers have the poten-
tial to benefit all employees. Through the perfor-
mance appraisal process, managers have an
opportunity to show millennials how their contribu-
tions fit within the lareer context of the organiza-
tion. By linking individual contributions directly to
specific organizational objectives, millennials are
able to reinforce their direct personal contributions
to the team. Focusing on performance appraisal
that links specific contributions to positive organi-
zational outcomes supports retention for all



Managing millennials: Embracing generational differences 51

employees as they readily appreciate their value to
the enterprise. When employees of any generation
see how their contributions are valued, they are
more open to commit to an organization.

After reviewing both empirical research and pop-
ular literature, Myers and Sadaghiani (2010} identi-
fied three traits of millennials that affect their
interactions and relationships in the workplace.
Millennials seek a team-based workplace culture
with close contact and communication with superi-
ors as well as frequent feedback (Gursoy, Maier, &
Chi, 2008; Martin, 2005). Myers and Sadaghiami
(2010) conclude that millennials value different
things in the workplace relative to previous gener-
ations. These different values can cause retention
issues, particularly in industries where long work
hours and other demands can be quite excessive at
critical times during the wyear. However, with a
performance appraisal process that considers the
individual in the context of a team working towards
a common objective, millennials will be able to
create the types of relationships that they value.

To support open communication and the types of
relationships that allow millennials to thrive and
contribute to their oreanization, senior manage-
ment must solidify their expectations with respect
to the contributions of employees at all levels. This
would ensure that all activities are directed toward
organizational goals. The performance appraisal
process must be modified from a general measure
of performance across basic activities to foous on
specific goals and tasks related to organizational
objectives. This requires defining specific desired
activities so as to evaluate the employee in terms of
their overall contributicn to organizational strategy.

For example, if a component of a retailer’s strat-
egy is focused on customer satisfaction, the perfor-
mance appraisal process must address how each
employes might specfically contribute to this objec-
tive. Sales associates will likely understand their
roles, but employees without direct contact with
customers may reguire more specific insight. Buyers,
operations managers, inventory controllers, and ship-
ping clerks all have a role to play in terms of influ-
encing customer satisfaction. The evaluation forms
and review process need to emphasize the employ-
ee’s place in meeting organizational objectives.

7. Reframing objectives for all
generations: Duty, drive, and reward
7.1. Duty

Older workers have long held well-established as-
sumiptions regarding how one conveysa proper sense
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of duty in the workplace. Many 5ilent and Baby
Boomer Generation professionals have always done
more than any boss ever explicitly demanded. In
contrast, millennials show greater likelibeod to limit
their efforts to the minimum output required to
meet a supervisor's reguest. Since millennials are
constantly connected to work through technology,
older workers may not be aware of the efforts of
millennials outside of the traditional work day. The
performance appraisal process needs to reflect the
contributions of employees, rather than merely
provide a list of their efforts.

PricewaterhouseCoopers (2013, p. 8) found that
“millennials do not believe that productivity
should be measured by the number of hours worked
at the office, but by the output of the work
performed: - - [They] view work as a “thing’ and
not a ‘place’.” Thus, the performance appraisal
process should concentrate on outcomes in terms
of specific objectives. Recognizing only the time
spent on a project or task does not link the activity
or the employee’s contribution to the overall
oreganizational goals.

Similarly, the performance appraisal process
should focus on positive contributions rather than
count failures. In many ways, failures are leaming
opportunities for the employee as well as for the
organization. Framing the failure as a positive in
terms of knowledge acquisition encourages the em-
ployee to seek altematives to meet organizational
goals. This 5 the type of innovation at which mil-
lennials excel and which can greatly affect the
organization. Instead of creating boundaries of per-
formance by framing tasks within a narrow perspec-
tive, managers can position work reguests in terms
of a larger oreanizational context. This encourages
millennials to extend their efforts beyond the low
bar of simple task completion (or chedking the box).
The freedom and flexibility to be creative in solu-
tions to problems or tasks increases the positive
experiences for the employee of any generation
in the workplace. The focus is less on a timesheet
documenting effort and more on a collection of
supportive activities and outcomes that can be
incorporated into a comprehensive system of com-
munication.

In a retail setting, asking sales associates to
increase sales clearly provides a task that contrib-
utes to organizational objectives. Howewver, employ-
ees may not be given any specific sugeestions as to
how to accomplish this objective. A performance
appraisal process that provides specific suggestions
and documents how the employee was creative in
striving for this outcome not only allows a foous on
efforts, but also considers how the employee
worked as a team member. This type of directive
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requires suf ficient flexibility to permit the employee
to do more than merely check off items on an
appraisal checklist. The sales associate should be
able to document the results of their specific efforts
and to articulate these efforts with colleagues and
superiors. Questions such as: ‘How did you increase
sales durine a slow time at the store?,” "How did you
increase sales to customers who were new to the
store?,” and ‘In what ways did your actions help
other employees increase sales for the store?” pro-
vide the employee with the freedom to be creative
within a spedfic objective.

Since the workplace environment and individual
performance are comprised of a multitude of factors
rather than a single score to indicate achievement,
the above guestions place the actions of the
employee within a lareer context. Rewarding
the employee for an increase in sales without
investigating the cause or contribution gives the
signal that only the outcome matters. This is not
effective for millennials, and also misses an oppor-
tunity for the performance appraisal process to
collect information that might be useful for all
employees. The performance appraisal process
can be enhanced to showcase the efforts that lead
to high levels of achievement. Many existing, tradi-
tional forms of performance appraisal may be too
narrow and too infrequent to document perfor-
mance appropriately.

7.2. Drive

According to PricewaterhouseCoopers, workers of
every generation have virtually the same reasons for
remaining with or leaving a firm, but the order of
importance of these reasons to their decsion dif -
fers. The aforementioned study finds that “millen-
nials have a greater expectation tobe supported and
appreciated in retum for their contributions, and to
bepart of a cohesive team™ (PricewaterhouseCoop-
ers, 2013, p. 9). Senior members of an ocrganization
were probably tavght to accept direction from a
superior without guestion. This is both a sign of
appropriate respect and a reflection of early accul -
turation to the value of organizational hierarchy.
The assumpticns of older workers about the clarity
of linear relationships (including those represented
on organizational charts) are not always held by the
newest generation of workers. As Myers and 5ada-
ghiani (2010) also note, millennials prefer close
relationships with open communication in a team
emnvironment. Group work s inherent in public
accounting, consulting, and other industries, so
the challenge of these industry creanizations i to
make the teams more open. Other organizations
may need to adapt and build in teamwork and
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translate this environment to the performance eval-
uation process. Individuals must also be evaluatedin
terms of their individual contributions to the team.
Since millennials appear to prefer the synergistic
decision-making environment of teams, it is possible
to alter the workplace culture to enhance the ben-
efits of teamwork and formalize the type of com-
munication process that millennials seek. More
frequent and closer interaction with superiors can
be formalized ina performance evaluation plan that
increases overall organizational communication.
More experienced employees need to be encour-
aged to share appropriate information with newer
members of the team, expanding or reinventing the
interpretaticn of oreanizational structure.

Millennials need to accept that increased access
to information is often associated with increased
levels of responsibility (Myers & Sadaghiani, 2010).
Yet managers should consider that providing millen-
nials with greater access to higher-level information
might lead to widespread organizational benefits.
With more awareness of the strategic intent and
progress of the organization, millennials may be
miore involved in supporting the organizational miis-
sion. Research suggests that bringing lower-level
workers into the conversation would increase orga-
nizational attachment (Myers & Oetzel, 2003) and
perhaps reduce boredom, which is often cited as a
reason for departure (Alsop, 2008).

7.3. Reward

Millennials are the product of an era of rewarding all
children who showup toplay a sport, giving trophies
and ribbons to each participant whether or not
they exhibited high levels of perfomance.
PricewaterhouseCoopers (2013, p. 8) indicates that
"41% of Millennials prefer to be rewarded or recog-
nized for their work at least monthly, if not more
frequently, whereas only 30% of non-millennials
would like that level of frequency.” The 5ilent
Generation, Baby Boomer, and Generation X popu-
lations typically entered the workplace with clear
expectations about the step-wise proeression to
promotions in perks, salary, and rank. For these
older workers, the notion of paying cne’s dues at
work included time spent doing menial, unglamor-
ous office tasks, knowing that the less desirable
duties would pass one day to a new crop of novice
workers. The reward for time spent laboring in
the so-called trenches was the growth in challenge
and responsibility as well as the prestige that comes
with having eamed a higher position, or showing
evidence of progressing throush the ranks.

The popular press suggests that millennials are
commaonly unfamiliar with the types of rewards that
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would be appropriate for contributors at different
stages of a career. While older workers may label
these behaviors as self-absorbed or arrogant, the
reality is that millennials are often senuinely un-
aware of the critical link between lower-level work
and upper-level management. Working one s way up
from the front-line work of a business to the corpo-
rate suite is not featured prominently on the inter-
net. Again, basic training about the corporate values
of effort and rewards should circumvent frustra-
tions. It would be especially helpful to coordinate
these messages with a realignment of the reward
structure, where necessary, to provide for more
frequent, tangible evidence of appreciation for
each critical component of a job well done. With
a performance appraisal process centered on an
individual s contributions in a team environment,
frequent assessment of activities would satisfy
the millennials’ need for feedback. This process
would also provide an opportunity for all employees
to adjust their actions toward achieving creaniza-
tional eoals, rather than receiving the information
too late at the end of a loneer evaluation period.

8. A training opportunity

Their educational path and other early life experi-
ences may not prepare millennials for successful
entry into a workplace shaped by the Baby Boomers
or previous generations. In order to move quidkly
past the frustrations accompanying this reality,
onboarding and early development programming
should provide millennials with a means to navigate
the mysterious complexities of the workplace.

A summiary approach to address misperceptions
related to the value of duty or work ocbligations
involves developing communication strategies that
recognize all forms of input and engagement dis-
played by younger workers. Performance evaluations
may need to be more frequent with enhanced
feedback on a variety of performance outComes
and contributions in the context of a team of employ-
ees.

Leaming how to motivate the employee’sdrive to
perform will reward teams and organizations, as
well as individuals. Millennials may not be the only
group o benefit from more intentional reminders
about the connections bebtween the individual
worker's contributions and corporate strategy and
vision. Each organization should consider how its
own culture represents rewards, both intrinsically
and extrinsically (or monetarily). In addition, the
organization should evaluate the workplace culture
combined with a feedback and reward system to
reflect the values of all workers, aswell ascorporate
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values. With this approach, the potential exists to
improve employee engagement and thus increase
organizational outcomes as well as personal rewards
for employe es.
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Appendix D: Questionnaire and/or interview schedule
Pre-interview Guide

Gender (Please indicate with an X)

Male

Female
Other

Age Group (Please indicate with an X)

20 - 29 Years
30-39 Years
40-49 Years
50-59 Years
60+

Question 1
In your current role do you have domestic managerial responsibilities, including
oversight of a department or team, whilst simultaneously fulfilling a role as a global

team member or leader? (Please indicate with an X)

Yes
No

Other (please clarify below)

Question 2

Are you a citizen or permanent resident of South Africa? (Please indicate with an X)

Yes
No

Question 3

How many years full-time work experience do you have? (Please indicate with an X)

0 — 4 years

5 -9 years

10 — 14 years

15 - 19 years

20+ years
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Question 4 (Please indicate with an X)

How many years work experience do you have in your current role?

0 -2 years

3 —5years

6 — 10 years

11 — 15 years

16+ years

Question 5
Would you be able to afford me 45- to 60-minutes of your time for a face-to-face

interview?

Yes
No

Draft questionnaire/Interview guide

According to Creswell (2013) to conduct effective phenomenological research
participants need to be asked a minimum of two broad general questions: (1) “What
have you experienced in terms of the phenomenon?” and (2) “What contexts or
situations have typically influenced or affected your experiences of the
phenomenon?” (p. 81). Creswell (2013) advises that other open-ended questions
may be asked and that these should also lead to textural and structural description
of the experiences and provide understanding of the common experiences of the

participants.
Introduction

Thank you for agreeing to participate in this interview which will contribute to my
research project in fulfilment of the criteria of an MBA through GIBS. | will ask you a
number of questions relating to your organisation, role and personal experience in
fulfilling the requirements of your role. Please answer as directly and
comprehensively as possible. If any question is not clear to you, kindly ask for further

clarification before proceeding to answer.
Question 1

How would you describe your global organisational structure?
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Question 2
Do you believe that this chosen organisational structural design is suitable and why?
Prompts for the interviewer:

e Size, shape, and type of organisation

e Degree of formalisation and centralisation

e Hierarchical level of individuals and groups under consideration

e Spatial distances between individuals/groups

e Organisational culture or climate

e Strategy or goals/purposes of the organisations

e Composition of the people in the organisation

e Types of technology, processes and policies in use and degree of standardisation
e State/condition and organisational health

e Organisational life cycle stage and current duration of leadership effects

e The environment

Question 3

What is your current role in the organisation in a domestic and global context?
Question 4

Can you expand on the tasks associated with your role?

Question 5

Can you expand on the relationships that are critical to your role?

Prompts for the interviewer:

e Task responsibility
e Relationships maintained
e Daily/weekly/monthly expectations

e Complexity experienced in these dimensions
Question 6
How would you describe your leadership style?

Question 7
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Have you experienced anything or any situation that you perceive as having

influenced your ability to lead in a local context?
Question 8

If you were given the opportunity to give yourself one useful insight about this role

before accepting it, what would it be?
Concluding remarks

Is there anything further you have thought of that you would like to add as a
concluding remark or guidance you can offer on conducting this interview with other

participants?
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Appendix G: Certification of Data Analysis Support Form

(Additional support retained or not - to be completed by all students)

Please note that failure to comply and report on this honestly will result in disciplinary

action
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e | DID NOT RECEIVE any additional/outside assistance (i.e. statistical,
transcriptional, and/or editorial services) on my research report:
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editorial services) on my research report:
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participating in the research?

F Mo
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12. Are there any aspects of the research abouwt which subjects are not to be informed?
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O es.
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13. Will the audio or video recorded data be transcribed andfor translated by an independent transcriber andfor
translator?
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B Yes.
If yes, confirm that the transcriber andior translator will be required to sign & non-disclosure agreement to

protect the respondent's confidentiality. and include in methedology chapter
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14. How will confidentiality (when the identity of the respondent is known to the researcher e.g. when data
collection is via interviews) and/or anonymity (when the identity of the interviewer is not known to the researcher
e.g. when data collection is via surveys) of the respondents and their data be assured? Include in methodology
chapter

O Mo names will be requested, relevant when the identity of the respondent is not known to the researcher

F1 Mo names of individuals or organisations will be reported, relevant when the identity of the respondent is
known 1o the researcher
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! Omly aggregated information will be reported
O Data will be stored without identifiers

O Other. Please specify

15. Is the topic of your research and the nature of the interview or survey questions about one or more particular
organisations or to be conducted withim cne or more particular organisations?

M HNo

O es. If yes, confirm that approprately authorised personis have provided written permission for you fo
conduct this research

O I confin. Remember to attach signed permission letter's

SECTION C. PUBLIC NON-HUMAN DATA

18. Specify the nature of records to be used: Explain how they will be selected, where the data will be sourced
and how the data will be used, and include in methodology chapter:

17. Confirm that this pre-existing non-human data is in the public domain, is legally accessible and is free of any
copyright.

O | confirm
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SECTION D PRIVATE ORGANISATION-SPECIFIC NON-HUMAN DATA

18. Specify the nature of records (2.g. financial reports, markeating reports or safety records) and how they will be
used.

18. Confirm that permission has been obtained to study and report on these records.

O | confirm. Remember to attach permission letteris).

20. Provide the name and job title of the person in the erganisation who has authorised the use of the reconds.

Mame: Job
Title:

21. Do companies risk possible harm or disadvantage (e.g. fimancial, legal, reputational or sccial) by participating
in the research?

O Mo

O *es. Explain what types of risk and what is done to minimise and mitigate those risks. Include explanation
in mathedology chapter

22, How will confidentiality (when the identity of the respondent is known to the researcher e.g. when data
collection is via interviews) andfor ancnymity (when the identity of the interviewer is not known to the researcher

e.g. when data collection is via surveys) of the respondents and their data be assured? Include in methodology
chapter

O Mo names will be requested, relevant when the identity of the respondent is not known to the researcher

O Mo names of individuals or organisations will be reporied, relevant when the identity of the respondent is
known to the researcher

O - Only aggregated information will be reported

O

« Dlata will be stored without identifiers

O Other. Pleass specify
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23. Please select the relevant option relating to the confidentiality of the research report you will submit for
examination:

|
O

Free access, i.e. report not embargoed

Mo aococess for a period of two years after research report is submitted for examination

Mote that in exceptional circumstances, GIBS, being the copyright holder of the published research, may
consent o an embargo of the report submitted for examination for a perod of no more than two years. If you
wish to apply for such am embargo, please provide reasons for this in a separate attachment.

Mo access under any circumstance for am undetermined period.
A letter of permission from the Vice- principal: Research and Postgraduate Studies at the University of
Pretoria must be obtained prior to making this application — and attached to this application for ethical

clearance.

F. DATA STORAGE AND DISSEMINATION OF RESEARCH REPORT SUBMITTED FOR EXAMINATION

24. Please conform that you will use appropriate methods to ensure your data is safely stored in an accessible
format for & minimum period of 10 years

F | confirm
25. Confirm that the details of your data storage method are set out in your attached methodology chapter

F | confimm

28. It is a geal of GIBS to make research available as broadly as possible. Mark the boxes below for the
medium/media in which you do MOT wish resulis to be made available.

Academic dissemination Popular dissemination
O Research report o T
O Scientific article [0 Radie
O <Conference paper O Lay article
O Book O Podcast
[0 Book

Provide reasons for any limitation on publication marked above

27. Confirm that the consent obtained is aligned with the extent of dissemination. For example, consent if you
are planning to use the research to launch a consulting career will be more comprehensive than in the case of
research that is intended only for a scientific audience.

B 1 confim

28. IF you wish to describe any other information which may be of value to the commiti=e in  reviewing your
application

F Mo

OO0 ‘*es. Provide details in a separate sheet attached to this application
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G APPROVALS FORIOF THIS APPLICATION

When the applicant is a student of GIBS, the applicant must please ensure that the supervisor and co-supervisor
(whers relevant) has signed the form before submission
STUDENT RESEARCHER/APPLICANT:

28. | affirm that all relevant information has been provided in this form and its attachments and that all statemants
made are comeact

Student Researcher's Name in capital letters: BROMNWEN COLEMAN
Date: 29 Aug 2020
Swpernvisor Mame in capital lefters: HAYLEY PEARSOM
Date: 28 Aug 2020

Co-supervizor Mame in capital letters:

Date: 29 Aug 2020

Hote: GIBS shall do everything in its power to protect the personal information supplied herein, in accordance to
its company privacy policies as well the Protection of Personal Information Act, 2013. Access to all of the above

provided personal information is restricted, only employees who need the information to perform a specific job are
grantad access to this information.

FOR DOCTORAL AND FACULTY/RESEARCH ASSOCIATE/STAFF MEMEER RESEARCH OMNLY

Approved

REC comments:

Date: 17 Sep 2020
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