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ABSTRACT

HUMAN RESOURCE MANAGEMENT CONTROL THEORY: TESTING THE USE 
OF INPUT CONTROL IN  THE EMERGENCY MEDICAL SERVICES

CAREER FIELD

by

Robert E. Kasey

This work replicates and extends previous research in the theory o f Human 
Resource Management Control, o r modemly termed Performance Management Theory. 
This work specifically investigated the relationship between EMS organizations1 use o f 
input control and organizational effectiveness utilizing correlation analysis. Surveying 
286 municipal government Emergency Medical Services personnel, the findings revealed 
a positive correlation between EMS organizations’ use o f training programs and selection 
processes and the organizations’ performance appraisal processes and employee intent to 
leave the organization (turnover). The findings validate the selection o f  the Emergency 
Medical Services career field as possessing characteristics o f a business population 
suitable for testing the input control quadrant o f the Performance Management Theory. 
The implications for organizational managers operating in the input control environment 
suggests that performance appraisal training is a critical area for expeditious managerial 
intervention if weaknesses are identified.
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DISSERTATION PROPOSAL:

HUMAN RESOURCE MANAGEMENT CONTROL THEORY: TESTING THE USE 

OF INPUT CONTROL IN THE EMERGENCY MEDICAL SERVICES

CAREER FIELD.

CHAPTER I

INTRODUCTION.

Background and Statement o f the Problem.

A review o f any business news source will reveal numerous challenges facing 

corporate leaders as we approach the 21st century. Virtually no organization in the 

United States (U.S.) is untouched by dynamic and complex human resource (HR) issues. 

Headlines tell o f such occurrences as sexual harassment (i.e. Mitsubushi M otors o f 

America), employment discrimination (i.e. Texaco and Publix Super Markets), racial 

discrimination (i.e. Denny’s Restaurants and Avis Rental Cars o f North Carolina), and 

inappropriate and unethical behavior by junior and senior-level executives (i.e. the hazing 

rituals o f the U.S. military and the scandal o f the U.S. presidency). Not only is there a 

loss o f prestige and public image when organizations become defendants and are found

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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guilty o f such charges but as a  result o f these incidents, both they and their benefactors 

(i.e. stockholders, lending institutions, etc.) experience significant financial losses that 

may result in either long-term or permanent damage.

To deal with these problem issues, several prominent business scholars o f the 

20th century have advocated that progressive and proactive organizations abandon 

traditional methods in dealing with such HR issues in their quest to  successfully compete 

in the global marketplace. An olio o f “paradigm shift” options have been recommended 

including such notable suggestions as corporate reengineering (Hammer and Champy, 

1993); becoming a learning organization (Senge, 1990), and empowering employees at 

all levels in the organization to embrace the concept o f “service to others” via 

stewardship (Block, 1993). While all o f these recommendations have been shown to have 

merit and are both commendable and worthy of diligent consideration, the common 

factor that is interwoven between all o f them is conceptualized in one thought-provoking 

question: How can the executive forces, who are responsible for the growth and 

prosperity o f the company best ensure worker compliance, regarding appropriate and 

effective workplace behavior which is necessary to achieve organizational goals and 

objectives, while at the same time meeting the needs o f its workforce?

Theoretical Framework and Milieu o f the Study.

Academically, the most widely publicized and advocated method o f d e a l in g  with

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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this question has been through the prism lens o f  motivation and leadership. For the past 

decade, business consultants and well-known academicians and practitioners (i.e. Hersey 

and Blanchard, 1993; Downs, 1995; Spitzer, 1995; Kuczmarski and Kuczmarski, 1995; 

and Sherriton and Stern, 1997; Behr, 1998) have posited that motivation and leadership 

are the prime factors in getting workers to become more productive and cost conscious. 

Although motivational efforts are definitely a  key component to organizational success, 

even astute academicians and practitioners would acknowledge that sustained motivation 

is based on the premise that the individual must be “intrinsically” driven to act 

appropriately. In this regard, management’s efforts thus can be viewed as functioning as 

a “catalyst” for igniting that drive (Hersey and Blanchard, 1993; Einstein, 1994). Intrinsic 

motivation alone then is not enough. Perhaps there is another factor o f performance 

management that is equally as important and is “extrinsically focused” that modem day 

researchers have failed to consider. Could it be a  more fundamental aspect o f 

management that compels behavior compliance that needs to be factored into the 

performance management equation? It is this author’s contention that there is. This factor 

is the managerial function o f “control”.

Control J h e  Least Understood and Researched Management Function.

A review o f almost any rudimentary textbook on the topic o f management will 

reveal a brief discussion on the basic functions o f  management. However, very few, if

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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any, provide any detailed information on how to  effectively utilize and apply the function 

o f “control”. It may be that the application o f  managerial “control”, which is externally- 

focused from the worker’s perspective, plays a  significant part in gaining worker 

compliance and ultimately organizational effectiveness and efficiency. Although it is not 

a panacea for all o f the challenges aforementioned, perhaps a  better understanding o f  the 

theory behind the function o f control will provide significant insight as to how 

organizations can more effectively manager their human resources.

Background on the Construct o f Control.

The function o f control is considered to  be an executive activity. Barnard (1956) 

stated that:

Control relates to  directly, and in conscious application chiefly, to the 

work o f the organization as a  whole pattern rather than to the work o f 

executives as such. But so heavily dependent is the success o f the 

corporation upon the functioning o f the executive organization that 

practically the control is over executives for the most part. I f  the work o f 

an organization is not successful, if  it is ineffective, if  it cannot maintain 

the services o f its personnel, the conclusion is that its “management” is 

wrong; that is that the scheme o f communication o r the associated 

personnel, or both, that is, the executive department directly related,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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are at fault. (Barnard, 1956, p. 223).

Starkey (1998) additionally posits that current researchers frequently misinterpret 

Barnard’s (1956) work and incorrectly equate control as a sub-function o f leadership. 

Control is indeed traditionally viewed as a managerial function and the means by which 

control is administered is typically through an elaborate control system (Flamholtz,

1996). The foundation o f a control system stems from the “cybernetic model” (Boulding, 

1956), which posits that the operation o f a business consists o f several interconnected 

stages: input, process, output, and a monitoring process (Snell, 1992). Ouchi (1977) 

posits that it is the monitoring process which conceptualizes the construct o f control.

Defining the Construct o f Control.

Ouchi (1977) stated that early theorists believed that organizational form or 

structure was the essence o f control. He disagreed with this premise and posited that:

The control system seems to consists o f two parts: a set o f conditions 

(means-end relationship) and the control system itself (efficiency tests, 

instrumental tests, social tests, etc.)...In controlling the work o f people 

and o f technologies, these are the only two phenomena which can be 

observed, monitored, and counted. (Ouchi, 1977, p. 96,97).
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www.manaraa.com

14

Jaeger and Baliga (1985) cited Tennenbaum (1968) in defining the construct, control: 

“Tennenbaum (1968) defines control as any process in which a person (or group o f 

persons o r organization o f persons) determine or intentionally affects what another 

person, group or organization will do” (Jaeger and Baliga, 1985, p. 116). Lebas and 

Weigenstein (1986) defined control as “the process by which an organization ensures that 

its sub-units act in a coordinated and cooperative fashion, so that resources will be 

obtained and optimally allocated in order to achieve the organization’s goals” (Lebas & 

Weigenstein, 1986, p. 25). Snell (1992) paraphrased and expanded Tennenbaum’s 

definition o f control by defining control as “any process that helps align the actions o f 

individuals with the interest o f their employing firm” (Snell, 1992, p. 293-294). He goes 

on to espouse that “Typically, firms use a ‘cybernetic system’ (Boulding, 1956) to  model 

the control process, including (1) supervisor’s intentions, (2) an influence mechanism, 

and (3) evaluation and feedback” (Snell, 1992, p. 294). Challagalla and Shervani (1997) 

defined the construct o f control by stating, “Control, therefore, refers to the setting o f 

goals, monitoring o f process, providing feedback, and the administration o f rewards and 

punishments in order to align individual and group behavior with the organization’s 

objectives” (Challagalla and Shervani, 1997, p. 161). All o f these definitions on the 

construct control define it in terms o f the external actions o f managers regarding the two 

antecedent conditions originally stated by Ouchi (1977) and the use o f a  supporting 

system.

For the purpose o f this study and building on the works o f Snell (1992) and
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Challagalla and Shervani (1997), control is defined as the process by which management 

takes specific steps (i.e. via such means as goal setting, formal/informal feedback, 

rewards, punishments, recruitment, selection, training, development, and socialization 

processes) to align the actions o f individuals o r groups o f individuals, to  optimumly 

achieve organizational goals and objectives.

Scone and Limitations o f this Study.

The scope o f this study is to conduct empirical research regarding the theory o f 

human resource management (HRM) control and, specifically, to expand the base 

knowledge on one particular facet o f the theory, input control. Snell and Youndt (1995) 

stated that:

In the past, the construct o f control has been used as a lens for 

combining HRM practices (cf. Eisenhardt, 1985; Gupa and 

Govindarajan, 1991; Kerr, 1985; Lawler and Rhode, 1976; Snell, 1992.)

The underlying premises o f HRM control theory are: (1) organizations 

emerge, survive, and thrive because individuals can accomplish more 

collectively than they might on their own (Eisenhardt, 1985;

Hrebiniak, 1978); (2) Individuals may act in ways that serve their self- 

interests, but detract from the organization as a whole (Barnard, 1938;
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Jensen and Meckling, 1976); (3) HRM is one o f the principal mechanisms 

by which managers integrate the actions o f individuals to keep them 

conformant to the interests o f the firm (Goold and Quinn, 1990).

(Snell and Youndt, 1995, p. 712).

The one aspect o f the HRM control theory that has been investigated the least is that o f 

“input control”. Snell and Youndt’s (1995) research work stated that:

Specifically, it remains difficult to differentiate informal clan control 

(Ouchi, 1979 [sic]l from more formal aspects o f staffing, training, and 

socialization...Future research is needed to better reconcile the practical 

and conceptual issues that go into measuring HRM as a whole 

(Jackson et a l., 1989). From a rational perspective, it should be 

noted that an emphasis on input control, in and o f itself might not 

be as important as emphasizing the “correct” inputs required 

for the firm. (Snell and Youndt, 1995, p. 712).

While it is beyond the scope o f this work to investigate in great depth the many 

various facets and branches associated with the input control segment o f the theory, this 

study will attempt to shed new light in qualifying the applicable business environment, 

according to the theory, in which input control may be strategically utilized and to 

provide current information on the antecedents associated with utilizing this method o f
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control. In doing so, this research will also attempt to validate masting research, utilizing 

Snell’s (1992) instrument by empirically testing a  segment o f the business population not 

previously researched or associated with the input control environment. The belief is that 

this research will significantly benefit our collective knowledge in this area o f behavioral 

science research. Since the most prominent antecedent reported in the literature regarding 

the use o f input control is via the vehicle o f “organizational culture”, this work must 

provide some detailed information on this construct as well.

Although organizational culture is commonly referred to  in previous research 

works involving input control (Ouchi, 1975 Ouchi and Johnson, 1978, Ouchi, 1980, and 

Snell, 1992) it is beyond the scope o f this work to conduct a  complete and extensive 

investigation into organizational culture, which is a separate area o f investigation in and 

o f itself. Instead, regarding organizational culture as an antecedent o f input control, this 

work will attempt to expand on the existing research in HRM control theory by following 

the recommendations o f Snell and Youndt (1995) by identify the “correct inputs” 

associated with utilizing input control and specifically identifying the antecedents o f 

organizational culture which allow for its use as part o f the performance management 

process to obtain and maintain an organization’s competitive advantage.

Additionally, there are limitations to this study. As previously noted in the highly 

respected and established academic research works o f Snell (1992) and Snell and Youndt 

(1995) relating to this theory, the author also acknowledges that there are a host o f 

factors other than those included in the theoretical model that may affect HRM control
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(performance management utilization), administrative information, and employee 

development. While exogenous factors in the for-profit, non-profit, and service industry 

environments are beyond the scope o f this study, their effect will be statistically removed 

to prevent any possible contamination or confounding o f the findings (Snell and Youndt,

1995).
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CHAPTER n  

REVIEW OF THE LITERATURE 

Pre-Human Resource Management Control Theory Era.

Control was typically viewed as an executive function and worker behavior was 

dictated by the firm’s owners (Barnard, 1956). As the person taking the financial risk in 

starting and managing an entrepreneurial venture, even workers recognized the 

“sovereign authority” o f the business owner(s) in deciding what work needed to be done 

and how it was to be accomplished. During the early years o f behavioral science 

research, the focus was beginning to shift from the basic functions o f management to 

understanding the management-worker relationship. Leaving the fundamental functions 

o f management, this sovereign authority philosophy remained the prevailing perspective 

o f organizational control until the early 1970s. Ouchi and Maguire’s (1975) research on 

the nature o f control in organizations provided the first real foundational work for control 

theory development.

From their research they deduced that there are only two types o f control that can 

be utilized with workers: behavior control and worker output control.
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The study o f control in organizations includes selection and training, 

socialization processes, bureaucracy, formalization and measurement 

o f outputs. Much o f this literature has dealt with two alternative modes 

o f  control, often called “personal versus impersonal” o r “personal 

versus mechanical”. It has been common to assume that these two modes 

o f  control are interchangeable, since both serve the same purpose. . . Studies 

have distinguished between control based on direct personal surveillance 

(Behavior control) and control based on the measurement o f outputs 

(Output control). (Ouchi and Maguire, 1975, p. 559).

They cited and referenced Blau (1956), who stated that management frequently uses the 

evaluation o f records or files as a substitute for the use o f close supervision, and Rushing 

(1969) and Reeves and Woodard (1970), who suggested that personal control and 

impersonal control are opposite ends o f a  single continuum (Ouchi and Maguire, 1975). 

However, Ouchi and Maguire (1975) posited that the two forms o f control may serve 

different purposes and occur independently o f each other (Ouchi and Maguire, 1975).

Organizational Control: The Two Antecedents.

Ouchi’s (1977) work in control advocated that “...two antecedent conditions can 

be specified, each a necessary condition for a rational application o f each o f the two
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forms o f control” (Ouchi, 1977, p. 97). The two antecedent conditions for utilizing a 

control method were: knowledge o f the transformation process or the availability o f 

standards (Ouchi, 1977; Ouchi and Johnson, 1979; Snell, 1992). Simply stated from an 

entrepreneurial perspective, since it is management that formulates the ideas and business 

plans for starting and operating a business, it is management which usually has the 

highest level o r degree o f knowledge for successfully running the business. As possessor 

o f such intricate business knowledge and insight, managers would be expected to have 

the highest level o f understanding o f the transformation process regarding the 

manufacturing or production o f a business’s products/goods or provision o f services 

(Ouchi, 1977; Snell, 1992).

This, then, was the primary means o f providing control over workers in the early 

days o f American business. All that was required o f the manager or supervisor was that 

he or she be immediately available to provide the necessary direction to workers as to 

what and how the work needed to be done and to provide direct supervision to  ensure 

worker compliance. However, as organizations began to flourish and businesses began to 

grow and expand, the entrepreneurial manager found that he or she was unable to 

effectively provide individualized directions or close supervision to large groups o f 

people due their natural human limitations or their inability to physically oversee the 

behavior o f vast numbers o f workers simultaneously. In  this instance, management found 

that providing and utilizing an established standard for worker productivity/output could 

be used to effectively accomplish the same degree or level o f control that was

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

22

accomplished by behavior control, h i fact, if  the standard was precise and detailed 

enough to result in high quality products o r services, management personnel did not 

necessarily have to possess expert o r high levels o f knowledge o f the transformation 

process since the workers’ output could be objectively compared to  the established 

standard (Ouchi and Maguire, 1975; Ouchi, 1977; Ouchi and Johnson, 1979; Jaeger and 

Baliga, 1985; Snell, 1992; Snell and Dean Jr., (1992); Snell and Youndt, 1995). 

(Theoretically, this is the basic premise behind effective management when utilizing 

Statistical Process Control (SPC) in Total Quality Management (TQM) initiatives.) From 

this information, Ouchi (1977) posited the human resource management (HRM) control 

theory and the HRM control theory model.

(See Figure 1.)

Performance Management: The Human Resource Management Control Theory and 

Model.

The original model developed by Ouchi (1977) has been modified slightly as our 

understanding of the theory has evolved (Jaeger and Baliga, 1985; Snell, 1995). The 

revised model has replaced/renamed Ouchi and Maguire’s (1975) “personal-impersonal” 

antecedent continuum with the “administrative antecedent” (Snell, 1992) which is 

referred to as “knowledge o f the transformation process” continuum, while retaining the
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“availability o f standards” antecedent continuum. It is also interesting to note that the 

model provides for the use o f a combination o f both behavior and output control, which 

in practicality/empirical research, is probably the most commonly applied technique. 

Concerning this issue, Ouchi (1977) stated:

Although each o f the antecedent conditions is properly treated as a  

1 continuous variable and most organizations can be expected to  use a

mixture o f behavior control and output control, all four variables are 

treated more simply for the purpose o f exposition. (Ouchi, 1977, p. 98).

Govindarajan and Fisher (1990) in discussing the model posited that “The matrix 

presented here is normative, not just descriptive, implying that for effective performance, 

an organization should use the form o f control specified” (Govindarajan and Fisher,

1990, p. 261). This point is especially relevant since the model is intended to provide 

: specific aid and guidance to the practitioner in effectively applying organizational

control.

Another perspective for viewing this model is from an empirical application 

i perspective. From this perspective, the author proposes a model that provides a means o f

dissecting the business population and evaluating it from the iterativeness o f  the HRM 

control model quadrants and their appropriate antecedents. This model utilizes the 

traditional organizational pyramid but with a significant twist. The pyramid levels do not 

represent an organizational or managerial hierarchy but the most appropriate methods o f

i
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organizational control based on the changing antecedent conditions o f the business 

environment. (See Figure 2). Organizations operating in an environment where it is 

simple to acquire expert knowledge in the transformation process would rely most 

heavily upon behavior control as the most effective and efficient method, signified by the 

bottom tier. Organizations operating in an environment where knowledge o f the 

transformation process is moderate and standards are moderately available would rely 

upon either behavior o r output control or both, as signified by the middle tier. In both o f 

these instances, the use o f input control is nominal as a means o f  controlling the worker. 

However, in an environment where there are limited standards and the transformation 

process is fluid, the use o f input control is viewed as the prominent means o f achieving 

control, as signified by the top tier. Behavior and output controls are utilized as 

“supporting methods” o f control.

The sole purpose o f figure two is to better explain empirical workings o f the 

HRM control theory model. The following discussion is offered to briefly explain the 

antecedent conditions associated with each quadrant o f the Ouchi (1977) model.

HRM Control Theory: The Behavior Control Quadrant

I
f t

The use o f  behavior control is posited to be most effective when managers have a 

fairly comprehensive and complete knowledge o f the nature o f the business and business 

environment (Snell, 1992). Since management should possess an extensive knowledge o f
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the transformation process, bureaucratic measures are often characteristic o f this method 

o f organizational control.

With a bureaucratic framework, formal behavior control regulates 

the actions subordinates exhibit on the job. M ore generally, it structures 

the transformation process o f work (Ouchi, 1977). Based on the 

assumption o f a centralized hierarchy, behavior control is initiated top- 

down in the form o f articulated operating procedures (Chenng and 

McKinley, 1984; Hitt, Hoskisson and Ireland, 1990). To ensure that 

subordinates adhere to procedures, superiors closely monitor and evaluate 

subordinates’ actions overtim e (Ouchi, 1977; Ouchi and Maguire, 1975; 

Thompson, 1967). These appraisals tend to be subjective because they are 

based on the idiosyncrasies o f the information that reaches superiors 

(Turcotte, 1974). (Snell, 1992, p. 294).

Likewise, feedback is viewed as a remedial, corrective tool to  shape subordinate behavior 

into compliance or congruency as soon as any deviation from expected behavior occurs. 

Primarily due to the close proximity o f the supervisor to  the subordinate, the advantage 

o f this method is its directness and immediacy. At the extreme high level o f usage o f this 

method, the subordinate learns to follow directions unquestionably. A major 

disadvantage o f the extreme high-end use o f this method, however, is the substantial 

amount o f time and inefficient use o f supervisory resources in providing direct
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surveillance. Additionally, increases in span o f  control can greatly reduce the usefulness 

o f this method as the number o f subordinates increase to  a level beyond the supervisor’s 

ability to effectively manage them, making it an ineffective and unmanageable situation 

for the manager. Perhaps the most significant impact o f the high-end extreme use o f 

behavior control in a global competitive environment is the stifling, if not eradication, o f  

subordinate initiative and creativity. The use o f behavior control assumes that the 

supervisor is very knowledgeable o f the “cause-effect” relationships regarding the 

subordinate’s efforts and the assigned work tasks. This has also been referred to as 

“knowledge o f the transformation process” (Ouchi, 1977). When these antecedent 

conditions are present, superiors tend to  rely on and be prone to use behavior control. 

(Snell, 1992). As an example o f the appropriate use o f this control method, Ouchi (1977) 

suggested the actions o f a baseball team manager in directing a double-play combination 

play. Subsequent researchers attempted to further define the quadrants o f the model by 

identifying specific antecedents associated with it.

Jaeger and Baliga (1985) posited that bureaucratic control operates under the 

framework o f rationality in the form o f “norms”. The most common “norm” is the use o f 

Standard Operating Procedures (SOPs). SOPs provide the framework o f acceptable 

behaviors which are normally written in the form o f company policy or rules (Jaeger and 

Baliga, 1985). Snell (1992) also articulated other antecedents o f the quadrant to include: 

“Centralization o f authority or rule, articulated procedures, close supervision, and 

behavioral appraisal (Thompson, 1967; Ouchi, 1977, 1978)” (Snell, 1992, p. 295).
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HRM Control Theory: The Output Control Quadrant.

The output control quadrant requires the establishment and utilization o f 

standards or goals which can be objectively evaluated (Snell, 1992). Snell (1992) 

described this quadrant as follows:

Output control differs from behavior control in that superiors do not 

translate intentions into standardized operating procedures but instead 

set targets, such as financial results, for subordinates to pursue (Hill and 

Hoskisson, 1987)...This form o f control provides subordinates discretion 

in the means they use to achieve desired goals, thus decentralizing control. 

It does not allow them to choose goals, only the methods used to pursue 

established targets. Agency theory suggests that in the absence o f close 

supervision output control might lead to “asymmetric information” or 

information that is withheld from supervisors, resulting in control loss 

(Williamson, 1975). In order to avoid this problem and induce performance 

that fulfills superiors’ intentions, elaborate information systems are used 

that explicitly attach appraisal (Ouchi, 1977) and rewards (Kerr, 1985) 

to results achieved. A  prevalent example o f output control is 

“management by objectives” (Lawler and Rhodes, 1976).

(Snell, 1992, p. 296).
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There are several advantages and disadvantages associated with the use o f output control. 

Advantages include: 1) Increased subordinate discretion regarding personal control and 

initiative. Since the manager, in most cases, recognizes the worker’s skills and abilities to 

perform the work assignment with little to  no immediate supervision, he or she has 

developed a degree o f trust in the individual and believes that they possess the necessary 

intrinsic drive or performance desire that is consistent in achieving organizational goals 

or objectives. 2) An objective criterion for evaluating subordinate performance is 

provided. A significant aspect o f the use o f a criterion is that it’s intent is to eliminate the 

subjective aspect o f “judging” individuals based on information that may be vague and 

only known by the specific manager involved, h i its most effective usage, workers at all 

levels in the organization are very knowledgeable o f the criteria by which they will be 

evaluated and can easily articulate this understanding to others if  they are so questioned. 

The disadvantages are: 1) When worker behavior or performance is unacceptable, 

management’s response is reactive and corrective and not proactive since there are no 

means o f preventing errors or mistakes until after they have occurred. 2) As previously 

mentioned regarding agency theory, subordinates may pursue specific goals to  the 

exclusion o f others based on their tolerance for risk and the expectancy o f negative 

feedback or lack o f rewards due to unsatisfactory performance. (Snell, 1992).

Snell (1992) also articulated the following antecedents associated with output control 

quadrant: “Decentralization (o f authority or rule), results criteria, and performance- 

rewards link (Thompson, 1967; Ouchi, 1977, 1978)” (Snell, 1992, p. 295).
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HRM Control Theory: The Behavior/Output Control Quadrant.

As aforementioned, the behavior/output control quadrant is normative o f  how 

most organizations in American society function (Snell, 1992). With very few 

exceptions, most managers possess a moderate degree o f career field/specialty knowledge 

about their organization’s transformation process so that they can adequately supervise 

their workers on an “as needed” basis. Additionally, managers in most successful 

organizations have established some level o f standardization by which worker output can 

be “evaluated”, if  not “judged” . Likewise, the workers are informed o f this either 

indirectly or directly via rewards, punishments or sanctions. For these reasons, and based 

on the span of control concept; managers, in most organizations use a combination o f 

both and may choose one and/or the other method with their subordinates based on their 

desired level o f interaction with a specific worker (Ouchi and Johnson, 19778; Strober, 

1990; Snell, 1992; Snell & Youndt, 1995).

HRM Control Theory: The Input Control Quadrant.

The least understood and researched aspect o f this theory is the input control 

quadrant. Ouchi (1977) described the environment o f  this quadrant as a  condition where 

management possesses incomplete knowledge o f  the transformation process and/or the
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nature o f the work task(s) is such that it is very difficult to establish concrete standards 

by which worker’s output can be evaluated. If  attempts to develop standards are made, 

the standards are so vague and stated in such nondescriptive terms that both management 

and workers experience difficulty in conveying or describing concretely o r exactly what 

the intended outcome is o f  their work efforts. The closest normative examples Ouchi 

(1977) could use in explaining this category o f work and work environment were the 

U.S. Foreign Service and the Japanese style o f management which he later labeled 

“Theory Z” (Ouchi, 1980).

From the perspective o f  Mayo (1945) and Barnard (1968), the 

fundamental problem o f cooperation stems from the fact that 

individuals have only partially overlapping goals...Thus, industrial 

organizations can, in some instances rely to a great extent on 

socialization as the principle mechanism o f mediator or control, and 

this “clan” form (“clan” conforms to Durkheim’s meaning o f an 

organic association which resembles a kin network but may not 

include blood relations, 1933, p. 175) can be very efficient in mediating 

transactions between interdependent individuals.

(Ouchi, 1980, p. 130,132).

Since then, behavior science researchers have identified some antecedents associated 

with the use o f input control. Ouchi and Johnson (1978), regarding  Type Z organizations,
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identified “long-term employment; collective decision making; individual responsibility; 

infrequent evaluations and promotions; implicit, informal evaluations; nonspecialized 

career paths, and wholistic concern for people” (Ouchi and Johnson, 1978, p. 294). 

Ouchi’s (1980) work regarding the input control quadrant o f the theory renamed the 

construct “clan” control, taken from the Japanese business culture, to “people treatment” 

regarding American business culture. In doing so, he identified two significant and 

specific antecedents: the selection/screening process and training (Ouchi, 1980 and 

Jaeger and Baliga, 1985). Ouchi (1980) also identified normative requirements o f 

“reciprocity, legitimate authority, and common values and beliefs” (Ouchi, 1980. p. 137). 

Jaeger and Baliga (1985) also classified the “shared sets o f values and beliefs a cultural 

control system” and expanded on Ouchi’s (1977) analysis by adding “skill” and “values” 

under the training antecedent (Jaeger and Baliga, 1985, p. 117). Additionally they 

identified, common vocabulary, shared organizational stories, and the extensive 

publication o f organizational philosophy as important attributes (Jaeger and Baliga,

1985). Snell (1992) identified the additional antecedents of: “rigorous staffing 

(processes), training and development (programs), and socialization” (Snell, 1992, p. 

295). Snell and Dean Jr. (1992) and Snell and Youndt (1995) identified: selective 

staffing, comprehensive training, and developmental performance appraisal (i.e. 

investments in human capital) as key factors associated with input control. Obviously, 

several antecedents have been identified that can guide research in this area.
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As a means o f organizational control, Ouchi (1980) in attempting to  further 

I  describe the type o f organization and business environment associated with the use o f

■  input control said:

■  In this sense, an occupational group which has organic solidarity

may be considered a clan. Thus, a  professional, a  labor union, or a

•  corporation may be a clan, and a  professionalized bureaucracy may

■  be understood as a response to  the joint need for efficient transactions

within professions (clan) and between professionals (bureaucracy).

™ (Ouchi, 1980, p. 136).

However, not every behavioral scientist agreed with Ouchi (1980) that clan 

I  control is an effective method o f control o f itself. Govindarajan and Fisher’s (1990)

_  work refutes his position.

m  Control through socialization, which Ouchi (1981) referred to as

clan control, attempts to minimize the divergence o f preferences among 

|  group members. Following Nelson and Quick (1985), we considered

■  socialization control a form o f  behavior control...(Note 3) In our

empirical data, very few respondents used socialization control. There

■  are at least two explanations for this finding: (1) Socialization control is

■  a form o f behavior control and is properly classified under this category

8 
I
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(Nelson and Quick, 198S) and; (2) Since monitoring systems can make 

output or behavior observable, organizations rarely rely exclusively on 

socialization control. We deleted data from the few responses indicating 

the use o f socialization control, but the results were the same as if  these 

respondents had been coded as using behavior control.

(Govindarajan and Fisher, 1990, p. 260-261)

Govindarajan and Fisher’s (1990) work with regard to input control can also be 

questioned in that they specifically noted that they disregarded information that, 

according to Ouchi’s (1977) theory, that may actually have shown the existence o f such 

organizational use by their research population. It may be that for the purpose o f their 

research, the result of this segment was not statistically significant, however, it goes not 

invalidate its existence. Ouchi and Johnson’s (1978) work stated that Type Z 

organizations were not extensively commonplace in American society and specifically 

commented on this point in the recommendations section o f their 1978 work.

Thus we conclude that the form o f control which evolves is contingent 

on certain aspects o f the environment, particularly the rate o f inter-firm 

mobility and society’s attitudes toward individualism and collectivism.

We conclude that according to the principle o f isomorphism, there 

must exist within the United States varied micro environments which
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support the Type A (American) and the Type Z (Japanese) organizations.

(Ouchi and Johnson, 1978, p. 296).

The fact that the identification o f this segment o f the business population has been so 

elusive and difficult to identify also demonstrates that as our knowledge and 

understanding the field o f  management evolves, we may be able to better identify this 

elusive business environment in the near future. Even in the Japanese business culture, 

the business environment is not exempt from political and financial changes and 

challenges. Lux (1997) in discussing the Japanese management style today after the 

Japanese business economy experienced severe financial losses in 1997 stated that 

“motivating people who are used to security and no specific performance objectives to 

take the plunge into personal initiative and specific goals is a long-term, hazardous 

process” (Lux, 1997, p. 39). The same logic may be applied in identifying the input 

control environment.

The JSTeed-for Additional Research into the Use o f Input Control in American Businesses

Thus far, research regarding the HRM control theory in general has investigated 

such segments o f the business population as: retail department stores (Ouchi, 1977); 

electronics and apparel manufacturers (Ouchi and Johnson, 1978); automobile 

manufacturers (Jaeger and Baliga, 1985); specialty stores in shopping centers
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(Eisenhardt, 1985); Strategic Business Unit (SBU) general managers o f Fortune 500 

companies (Govindarajan and Fisher, 1990); single business units with an established 

HRM function (Snell, 1992; Snell and Youndt, 1995); manufacturing firms from the 

metal-working industry (Snell and Dean Jr., 1992); and salespeople from industrial 

product divisions o f Fortune 500 companies (Challagalla, Goutam, and Shervani, 1997). 

Although all o f these research works have significantly contributed to the knowledge and 

understanding o f the HRM control theory and the model, all o f them are also somewhat 

limited in evaluating the input quadrant o f the model. This is because o f the selected 

business entities’ ability to provide either a high degree o f direct supervision (i.e. as in a 

manufacturing or production environment) or the availability o f concrete o r quantifiable 

standards or outputs (i.e. as in sales force organizations operating at the medium-scale 

range o f the service industry continuum). In this work, the author proposes to extend this 

research into the public sector, which is located at the upper-scale range o f  the service 

industry continuum (Horwitz and Neveille, 1996).

Public. Service, and Nonprofit Organizations: An Input Control Environment o f the 

Business Population.

As the least understood and researched facet o f the HRM control theory, a better 

understanding o f the environment associated with the use o f input control and some o f its
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key antecedents may shed significant insight regarding how management can effectively 

utilize this method o f control to increase their organizational effectiveness, h i almost 

every case, the nature o f the business environment from the previous research works 

could be classified as: 1) Managers possessing moderate to high levels o f knowledge o f 

the transformation process and 2) The availability and use o f concrete o r quantifiable 

standards for evaluating worker output. These antecedent (administrative) conditions 

would then not support the significant use o f input control as advocated by the model. 

Perhaps the problems still remain in identifying that segment o f the business population 

where the antecedent conditions make the use o f input control more favorable. This then 

becomes one o f focal points o f this research.

Ouchi (1977) provided the quintessential foundation for identifying the input 

segment o f the American business population by his example o f the U.S. Foreign 

Service. A current look at the U.S. Foreign Services career field still reveals that 

selection and training processes are an essential part o f their workforce control method.

Approximately 4,000 Foreign Service Officers o f the Department o f 

State serve as administrative, consular, economic/commercial and 

political officers in more than 250 U.S. embassies and consulates in more 

than 170 countries and in Washington, D.C....The Department o f State and 

the United States Information Agency (US1A) require newly hired Foreign 

Service Officers to select a “Functional Area o f specialization” or “cone”
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Upon entry into the Foreign Service. The State Department Foreign 

Service cones are: Administrative, Consular, Economic, and Political.

USIA constitutes its own cone.

(www.state.gov/www/careers/irfsofficer.html, 1999).

The selection and training processes are uniquely designed due to  the nature o f the work

o f foreign service officers.

A recent job analysis identified certain knowledge, skills and abilities 

(KS As) which prospective Foreign Service Officers should possess prior 

to entry into the Foreign service. The KSAs are considered essential for 

success on the job regardless o f which cone is selected. Knowledge o f 

the following areas was identified as essential for success on the job 

across all cones: proper English usage, world geography, historical 

antecedents o f international affairs, the U.S. Constitution, government 

and the political systems, major events, institutions, and movements in 

U.S. history.

In addition, Administrative, Consular, and Economic 

Officers should know basic accounting and mathematics. Economics 

Officers should know cost/benefit principles, basic economic principles...

The job analysis also identified the following skills and abilities as
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important to the work o f a Foreign Service Officer across all cones: 

strong interpersonal skills, adaptability and flexibility, good judgment 

and common sense, integrity, ability to work independently and on a 

team, ability to set priorities, a sense o f humor, interest in foreign 

cultures and foreign languages, and self-confidence and a  positive 

attitude, (www.state.gov/www/careers/rfsofficer.html, 1999).

Additionally, new officer orientation and training are also stressed.

All new Foreign service Officers participate in a seven week 

orientation program designed to introduce new officers to the 

Foreign Service. The orientation program focuses on the 

operation o f the Department o f State, the foreign affairs 

community, and life o f a diplomat abroad. The program consists 

o f lectures, discussions, writing and speaking exercises, and 

visits to other government agencies.

Once officers are assigned, they will receive additional 

training specific to their post o f assignment. Junior officers 

typically language instruction, attend seminars on the country or 

region to which they have been assigned, and take courses to 

provide them with specific skills and knowledge they will need
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to perform effectively, (www.state.gov/www/careers/rfsofl5cer.html, 1999).

As the literature will show, some o f these same essential requirements are identified in 

the other career fields in the public sector, making the use o f  input control an effective 

means o f employee control.

Organizational-behavior researchers have long debated whether there are 

significant differences between the private and public sectors o f business when it comes 

to management. Ouchi (1977) indirectly suggested that the public sector, nonprofit 

sector, and/or “select” service organizations may indeed be the appropriate business 

environment regarding the use o f input control. Solomon (1986) wrote o f the differences 

between the private and public sectors o f the business populations stating:

Following Thompson’s (1962) notion, effectiveness depends on 

matching the internal structure to the demand o f the task 

environment; it would therefore appear that effective functioning o f 

the private and public organizations would depend on different 

criteria, because each must adapt to different environmental 

contingencies. (Solomon, 1986, p. 247).

He goes on to identify some o f the environmental factors that necessitate the need for 

adapting to environmental challenges.
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Among the environmental factors most often cited in the literature 

as differentially affecting organizations in the two sectors, are differences 

in the degree o f market exposure and sources o f funding (Lindbolm, 1977;

Turk, Walmsley, and Zald, 1979: Walmsley and Zald, 1973). .Managers 

in the public sector are required to  maintain constituencies, seek multiple 

goals, and obtain through an appropriation process, which is susceptible 

to political influences (Porter and Van Maanen, 1970; Rainey et al., 1976). 

(Solomon, 1986, p. 247).

Perry and Rainey’s (1988) work offered some interesting insight into the public sector o f 

the business population and cited several organizational behavior theorists who have 

considered the differences in environmental characteristics to be significant.

The potential theoretical significance o f the public-private distinction 

has also attracted attention from scholars. Meyer (1979, 1982) argued 

that inattention to differences between profit-oriented firms and public 

agencies can lead to over generalization in organizational theory. A 

related contention is that organization theorists have paid too little 

attention to unique characteristics o f public bureaucracies, where 

as political scientists have applied too few o f the concepts o f 

organization theory to the study o f  public bureaucracy (Hood and
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Dunsire, 1981; Meyer, 1979; Pitt and Smith, 1981; Warwick, 1975).

Fottler (1981) and Whorton and Worthley (1981) argued that distinctions 

between the two sectors involve important differences in organizational 

environments, incentives, and culture, which should be incorporated into 

theory. (Perry and Rainey, 1988, p. 182).

Additionally, Rainey’s (1989) work also provides significant insight into understanding 

some o f the unique qualities o f the public/nonprofit sectors that tend to validate the 

existence o f an input control environment.

Many scholars in political science and economics treat public 

bureaucracies as markedly distinct from business organizations. Some 

economists posit that the absence o f an economic market for the outputs 

o f a public agency induces inefficiency (Niiskanen, 1971) and rigidity 

(Downs, 1967). Political scientists typically regard bureaucracies as 

subject to unique external political influences, but until recently paid 

limited attention to  the managerial characteristics o f those bureaucracies 

(Allison, 1983; Meier, 1987; Rourke, 1984; Seidman and Gilmour, 1986).

In the last decade, however, numerous books and articles noted the gap 

between managerial theory and theory in political science and economics 

(Gortner, Mahler, and Nicholson, 1979; Pitt and Smith, 1981; Rainey,

Backoff and Levine, 1976; Rehfus, 1988; Warwick, 1975). Agrowing
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emphasis in organization theory on external power, control, and institutions 

moves in a similar direction (Scott, 1988). (Rainey, 1989, p. 230).

Specifically, Rainey’s (1989) research provided the following summary o f the distinctive 

characteristics o f the public sector environment:

1.1 Absence o f economic markets for outputs and reliance on 

governmental appropriations for financial resources.

IT. 1 ...Outputs are not readily transferable on economic markets at 

a market price.

H.2 ...Government has unique sanctions and coercive powers, and is 

often the sole provider [of services]. 

m .l.a. [There exists] Greater goal ambiguity, multiplicity, and conflict.

m.2. Distinctive features o f general managerial roles. [There is more]

...intervention by external interest groups, and political authorities, 

more crisis management and “fire drills”...)

EH.3.c. High-level public managers show greater reluctance to delegate 

authority and a tendency to establish more levels o f review 

and approval, and make greater use o f formal regulations to 

control (guide) lower levels.
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DI.6.b. ...The studies indicate that there may be some compensating

effect o f service and other intrinsic incentives for public employees...

m .7 .a. A number o f studies have found different work-related values on

the part o f public managers and employees, such as lower valuation 

o f monetary incentives, and higher levels o f public service 

motivation. (Rainey, 1989, p. 232-233).

The public-sector environment is often equated as also operating in a nonprofit 

environment. Nonprofit organizations have an environment which is very similar in 

nature to  the public-sector environment in that businesses in this segment o f  the business 

population operate, to a large extent, under the same business constraints as public 

organizations. They also must deal with some o f the same issues such as multiple goals, 

objectives ambiguity, and governmental regulations (Pappas, 1996). Pappas (1996), in 

defining the characteristics o f the nonprofit sector, listed six distinct characteristics:

1. Formally constituted/institutionalized. Nonprofit organizations

have bylaws and are legally constituted entities with their 

own IRS classification.

2. Private, as opposed to governmental. The federal government and

state and municipal entities have a different IRS classification 

and are considered in the public domain. Nonprofits, on the
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other hand, are often considered to  be a third sector after 

government and the corporate world.

3. N ot profit distributing. I f  a nonprofit organization generates an

excess o f revenues over expenditures (profit) in any given 

i year, the profits must be plowed back into the organisation

I to support its fundamental mission. Profits cannot be distributed

to the organization’s founders, managers, leaders, volunteers,

'' or staff.

4. Self-governing. Each nonprofit has a  board o f directors or trustees

that holds the organization’s assets in public trust. To this end, 

the directors/trustees have a fiduciary and legal responsibility 

• for the entity. There are codes o f conduct that call for board

members to refrain from conflicts o f interest and personal 

self-aggrandizement.

5. Voluntary. Perhaps one o f the most distinguishing characteristics

o f this sector is its dependence on the goodwill and countless 

hours o f contributed services provided by volunteers. The 

|  giving o f one’s time for the greater good is an extraordinary

I  asset that allows the nonprofit sector to provide services and

programs at less than their true o r total cost.

1
»

1
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6. O f public benefit. The nonprofit sector encourages individual

initiative for the public good, just as businesses and corporations 

encourage individual and collective action for the private 

good or profit motive. (Pappas, 1996, p. 1-2)

O f these six items formally constituted/institutionalized; not profit distributing; self- 

governing; volunteers (i.e. municipal governments), and o f public benefit are also 

applicable, for the most part, to public (governmental and bureaucratic) organizations.

N ot only are the two closely related with regards to environment, one o f the 

largest economic sources for the nonprofit sector is the government (public sector). 

“Government (is) the second largest source o f (nonprofit) income. Grants, contracts, and 

reimbursements reflect partnerships and alliances between government and the nonprofit 

sector in carrying out public purposes from the delivery o f health care to the provision o f 

education” (Pappas, 1996, p. 9).

McLeish (1995) noted that nonprofit organizations are somewhat different in the 

area o f appropriations and support in that they must focus on no less than four different 

constituents simultaneously. He stated that:

In today’s climate o f change, nonprofit organizations must serve 

four distinct groups: clients, constituents, volunteers, and donors.

Clients are the individuals who the nonprofit organization serves
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directly and who are the immediate beneficiaries o f its output.

Constituents represent the consuming public that purchases some 

o f the output from the organization - perhaps a book. Volunteers and 

donors (also called supporters by some organizations) supply o r lend 

the nonprofit organization different types o f resources: time, money, 

knowledge, encouragement, o r facilities...The problems in serving 

these groups include their increasing lack o f sustained loyalty to  a cause 

as well as increasing concern about how nonprofit organizations run 

their day-to-day operations...Traditional nonprofit networks are changing 

as well. Nonprofit organizations can no longer assume that certain 

individuals or corporations will supply volunteers, money, and 

publicity for their causes and activities just because they’ve done so in 

the past. (McLeish, 1995, p. 5).

From this discussion, it can be reasonably construed that there is a high degree o f 

congruence between these segments o f the American business population.

The segment o f the “for-profit” sector o f the business population that has an 

environment which appears to closely resembles the characteristics o f  the 

public/nonprofit sector organizations can be identified at the upper-end o f  the services 

industry continuum (Powers, 1995). Horwitz and Neveille (1996) describe a market 

entity continuum in which businesses operating in the service industry can be categorized
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by service attributes ranging tangible to intangible. (See Figure 3). Types o f  business 

included at the intangible range included such businesses as investment management, 

business consulting, and teaching.

The service component o f any entity have a  number o f unique 

characteristics which distinguish them from the more tangible aspects 

o f the product (Berry, 1980). These make the consistent delivery o f 

excellent service more difficult to plan and manage...The degree to  which 

these characteristics (which are discriminators in the perceptions o f  the 

customer) apply to the attributes o f  any market entity will determine the 

position o f  the market entity in the tangible/intangible continuum...

They (intangible characteristics o f  the service industry) include:

* The intangible nature o f the service component themselves;

They cannot be seen, felt, tasted, o r touched; They are 

consumed but not possessed.

* The simultaneous production and consumption o f service components

such as delivery and installation; They cannot be inventoried.

* The considerable potential for high variability in the performance

o f services (Note: This is due to the human capital assets).

* The perishable nature o f service components, such as after-sales care.

If the facilities (i.e. service contract/warranty) in place are not
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utilized at any given moment in time, then the opportunity to  use 

these facilities is lost forever and cannot be recovered at a  later 

date. (Horwitz and Neveille, 1996, p. 473).

In discussing the importance o f matching management style and control to developing an 

organizational culture, Horwitz and Neveille (1996) argue that:

It is imperative that through its actions and behaviors management 

engenders a culture characterized by a willingness to help customers 

and to provide prompt service. This culture can be achieved through 

top management attention to service issues and high level o f contact 

between management and customers and between management and 

customer and contact employees - not just when things go wrong.

(Horwitz and Neveille, 1996, p. 485).
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Interim Summary o f Public. Service and Nonprofit OryaniVatinns- Segments o f the 

Business Population Exhibiting Input Control Characteristics.

From this discussion, we can reasonably conclude that these sectors (public 

organizations, nonprofit organizations, and high-end service organizations) o f the 

business population may be adequately correlated with an input control environment. It is 

specifically the antecedent factors of: 1) Goal/objective ambiguity, 2) Multiple, and 

sometimes conflicting, organizational goals and/or objective, 3) Heavy dependence on 

the effective performance o f skilled workers in meeting the multiple, and often 

diversified, needs o f constituents, 4) Lack o f the profit motive as a means o f establishing 

a quantifiable standard and 5) Heavy reliance upon subjective factors of others as a mean 

o f evaluating and determining the performance effectiveness o f workers, that would 

make the use o f input control an effective and efficient method o f controlling worker 

behavior. (See Figure 4).

Having then identified segments o f the business population which are 

hypothesized as being the primary “proving grounds” for input control research, the 

remaining issue is to identify the key antecedents necessary to  effectively utilize input 

control (Snell, 1992, 1995).
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Input Control Antecedent- Organizational Culture.

The most prominent factor in discussing the antecedents o f input control is 

organizational culture (Ouchi and Johnson, 1978; Ouchi 1980; Jaeger and Baliga, 1985; 

Snell, 1992; Snell and Dean Jr., 1992; Snell and Youndt, 1995). As a construct, 

organization culture has many different meanings and interpretations. For example, some 

scholars would advocate that all organizations possess a “culture” in that they possess 

general norms regarding the behavior o f workers in that organization. However, for the 

purpose o f organizational culture to function as a means o f intentionally controlling 

behavior (a strategic management concept), the definition o f this construct must be more 

concrete (Powers, 1995). Again, although it is beyond the scope o f this research to 

thoroughly research the theory o f  organizational culture, this w ork does review a 

substantial portion o f the prominent literature in identifying the key attributes needed in 

developing and implementing organizational culture as a strategic advantage mechanism 

relating to its use as an input control antecedent. Lebas and W eigenstein (1986) in their 

work entitled “Management Control: The Roles o f Rules, M arkets and Cultures” declared 

that “Culture is thus an especially desirable control approach where the causal model is 

unclear, uncertainty is high, communication is difficult with other actors, and the cycle o f 

action and consequences is compressed” (Lebas and Weigenstein, 1986, p. 265). This 

explanation o f the use o f culture is especially significant in that it essentially further
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validates the antecedents o f the input control environment previous advocated in the 

HRM Control model. They specifically defined the construct “organizational culture” as:

...(Organizational) Culture sets forth a philosophy, whose values 

are shaped and fine-tuned to conform to the organization’s economic 

and business environment. These beliefs and values are conveyed to  the 

organization at all levels, initially through the recruitment and 

socialization process, and subsequently through training and develop

ment (i.e. rules (or principles) communication) and both formal and 

informal communication channels. The organization’s vocabulary, the 

design o f its buildings, beliefs about the use and distribution o f power 

and privilege, and the myths which legitimate those distributions also 

represent to itself and form part o f  culture. Lastly (organizational) 

culture is embodied through company heroes who personify the 

organization’s values and serve as role model, sending a  clear 

message to managers about desired behavior. The stories and 

anecdotes which grow over time also send cultural messages, as 

do the ritual ceremonies which dramatize the organization’s 

progress toward its goals. (Lebas and Weigenstein, 1986, p. 264-265).

Regarding the issue o f organizational philosophy, Morrison’s (1996) work on
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Organizational Citizenship Behavior (OCB) advocated that:

An organization’s human resource philosophy refers to  its 

overarching beliefs and values with respect to how employees 

should be treated (Schuler, 1992)...Research has found that 

employees form generalized beliefs about the extent to which 

their organization values their contributions, and cares about 

their well-being, and that these beliefs lead to higher OCB 

(Eisengerger, Huntington, Hutchison, and Sowa, 1986; Witt, 1991).

(Morrison, 1996, p. 503).

Academicians and practitioners o f organizational behavior theories and management 

principles support the belief that the individual(s)s normally responsible for developing 

the organization’s philosophy, vision, and core values is the head o f the organization or 

the executive staff (Barnard, 1956; Hersey and Blanchard, 1993; Pant and Lachman, 

1998) and organizational members who were recognized as playing a significant part in 

the initial success o f the organization. Lebas and Weigenstein’s (1986) definition o f this 

construct is also very similar to  those utilized by other theorists and researchers (Harris 

and Mossholder, 1996; Boxx, Odom, and Dunn, 1991; Chatman, 1991; O’Reilly, 

Chatman, and Caldwell, 1991; Harmon, 1996; Schein, 1996; Conkling, 1997).

Collins & Porras (1996) advocated that a well-conceived organizational vision
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consists o f two major components: Core ideology and an envisioned future. Portrayed as 

the Japanese symbols o f "Yin" and "Yang", core ideology consists o f  an organization's 

core values and core purpose. Core values are defined as a  small set o f  timeless guiding 

principles which have a intrinsic value and importance to those inside the organization. 

These values do not stem from m arket requirements or changing business fads but from 

the inner beliefs o f the founding fathers o f the organization (Collins &  Porras, 1996). As 

examples, they related the following:

William Gamble and James Proctor didn't instill in P&G's 

culture a focus on product excellence merely as a strategy 

for success but as an almost religious tenet. And that value has 

been passed down for more than 15 decades by P&G people...

Service to the customer - even to point o f subservience - is a 

way o f life at Nordstrom that traces back to 1901, eight decades 

before customer service programs became stylish...The point is 

that a great company decides for itself what values it holds to be 

core, largely independent o f  the current environment, competitive 

requirements, o r management fads.

(Collins & Porras, 1996, p. 66,67).

One o f the key points they stressed was that an organization should not change its core 

values in response to market changes. Instead, marketing principles advocate that it
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should change markets, if necessary, to remain true to its core values. Collins and Porras 

(1996) defined "core purpose" as the organization's reason o r justification for being in 

existence which reflects the people's idealistic motivations for doing the company's work. 

Core purpose relates to the organization's strategic mission statement which proclaims to 

society its intention o f providing goods or services for the "common good” o f  mankind 

(Collins & Porras, 1996). As examples, they provided the following examples o f  core 

purposes for some Fortune 500 companies:

3M: To solve unsolved problems innovatively.

Hewlett-Packard: To make technical contributions for the 

advancement and welfare o f humanity.

Mary Kay Cosmetics: To give unlimited opportunity to women.

Merck: To preserve and improve human life.

Nike: To experience the emotion o f competition, winning, and 

crushing competitors.

Wal-Mart: To give ordinary folk the chance to buy the same things 

as rich people.

Walt Disney: To make people happy. (Collins & Porras, 1996, p. 69).

Collins and Porras (1996) emphasized that core purpose should not be confused with an 

organization's intent to  develop specific goals o r business strategies. They advocate that
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core purpose cannot be fulfilled; it is equivalent to  a  guiding star on the horizon which is 

forever pursued but never reached. Here then is where core purpose significantly differs 

from core values. Whereas core values never change; core purpose is intended to inspire 

change in an organization (Collins and Porras, 1996). The second part o f their model, 

“Envisioned Future”, advocates an organization developing 10-to-30-Year BHAGs 

(pronounced Bee-hags which stands for Big, Hairy, Audacious Goals) and a vivid 

description. According to  them, BHAGs should not be based on a high degree o f 

certainty that the organization will achieve these goals. As designed, an organizations 

should have perhaps only a  50 percent to 70 percent chance o f successfully reaching 

these goals. However, the organization must fervently believe that it can reach the goal 

anyway by requiring extraordinary effort from every member o f the organization. 

Whereas core purpose is the reason why the organization exists, BHAGs are clearly 

articulated goals which are reachable (Collins & Porras, 1996). Collins & Porras (1996) 

provide the following example o f an organizational leader providing a vivid description 

o f envisioned future:

For example, Henry Ford brought to life the goal o f 

democratizing the automobile with this vivid description: I 

will build a m otor car for the great m ultitude...It will be so 

low in price that no man making a good salary will be unable 

to own one and enjoy with his family the blessing o f hours o f 

pleasure in God's great open spaces...When I'm through,
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everyone will be able to afford one, and everyone will have one.

The horse will have disappeared from our highways, the 

automobile will be taken for granted...(and we will) give a large 

number o f men employment at good wages.

(Collins & Porras, 1996, p. 74).

They emphasized that “envisioned future” should be so exciting in its own right that it 

would continue to keep the organization motivated even if the organization leadership, 

who originally set the goals, were no longer with the organization (Collins & Porras,

1996).

According to  Collins & Porras (1996), to identify your organization's core values, 

executives should push with relentless honesty to define what values are truly central. 

They believe that if you articulate more than five or six, then you may be confusing core 

values with operating practices, business strategies, o r cultural norms. According to 

them, once you have drafted what you believe to be core values, put them to the test by 

asking a simple question: If  the circumstances change and penalize us for holding these 

values, would we still keep them? (Collins & Porras, 1996). As an example o f the power 

o f honestly answering this question, Collins & Porras (1996) provided this example:

A high-technology company wondered whether it should 

put quality on its list o f core values. The CEO asked, Suppose
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in ten years quality doesn't make a hoot o f  difference in our 

markets. Suppose the only thing that matters is sheer speed 

and horsepower but not quality. Would we still want to put quality 

on our list o f core values? The members o f the management team 

looked around at one another and finally said no. Quality stayed 

in the "strategy" o f the company, and quality-improvement 

programs remained in place as a mechanism for stimulating 

progress; but quality did not make the list o f  core values.

(Collins & Porras, 1996, p. 67).

Desphande and W ebster Jr. (1989), in discussing the application o f organizational 

culture and the marketing function, defined the construct as “...a fundamental shared set 

o f beliefs and values that put the customer in the center o f the firm’s thinking about 

strategy and operations...” (Desphande and W ebster Jr., 1989, p. 3) They also noted that 

some scholars and practitioners often confuse the constructs organizational culture and 

organizational climate. They stated that:

Distinguishing between the terms “culture” and “climate” a used in 

the organizational behavior literature is important because some 

theorists have confused the two. Culture is a  set o f shared assumptions 

and understandings about organizational functionings. Organizational 

climate is a  related but different concept. Climate relates to members’
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perceptions about the extent to  which the organization is currently 

fulfilling their expectations. (Desphande and Webster Jr., 1989, p. 5).

Barney (1986) and Toulson and Smith (1994) build on the foundation o f the 

previous definition and attempt to qualify some o f the factors necessary in sustaining 

organizational culture for strategic competitive advantage. Barney (1986) explains:

In this work, organizational culture typically is defined as a complex 

set o f values, beliefs, assumptions, and symbols that define the way 

in which a firm conducts business. In this sense, culture has pervasive 

effects on a  firm because a firm’s culture not only defines who its 

relevant employees, customers, suppliers, and competitors are, but 

it also defines how a firm will interact with these key actors 

(Louis, 1983). This conception o f organizational culture blurs classical 

distinction between an organization’s culture and its structure and 

strategy (Tichy, 1983) because these attributes o f a firm are direct 

manifestations o f cultural assumptions about what business a firm 

is in and how to conduct that business. (Barney, 1986, p. 657).

Barney (1986) identified three factors o f organizational culture that are necessary to 

sustain an organization’s strategic competitive advantage and achieve superior financial
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performance: 1) The organizational culture must be valuable in that it enables an 

organization to do things and behave in ways that lead to organizational effectiveness and 

efficiency; 2) The organizational culture must be rare in that its attributes and 

characteristics are not common to other organizations in the industry; and 3) The 

organizational culture must be such that organizations can not easily imitate it and if they 

try, the imitating organization will be at some disadvantage (i.e. reputation, experience, 

etc.) (Barney, 1986).

Toulson and Smith (1994) took a slightly different perspective in defining 

organizational cultures by focusing on the interaction between management and 

employees.

Organizational culture consists o f managerial and employee beliefs 

and values that define the ways in which the business o f the organization 

is conducted...An organization’s culture dictates what people have to 

know and the ways that things are done. Core values, about how to treat 

employees, customers, suppliers, and others, are thought to lead to 

sustained superior financial performance in organizations with strong 

cultures...Since culture defines the way the organization conducts 

business, it strongly affects management practice. In fact organizations 

with strong cultures go to great lengths to socialize new members into 

the prevailing beliefs and values that determine how things are done in
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the organization, and this may be a major feature in employee orientation 

and induction practices in such organizations. Highly successful 

organizations tend to have strong cultures (Peters and Waterman, 1982). 

(Toulson and Smith, 1994, p. 456).

Bharadwaj, Varadarajan, and Fahy (1993) found that organizational culture can 

be a very viable entity in achieving a  high degree o f organizational effectiveness and 

efficiency. They relate how organizational culture is a significant factor in the service

environment.

The strong culture hypothesis suggests that firms that have strong 

distinctive traits, values, and shared belief patterns will out-perform 

organizations that are weak on these dimensions (Dennison, 1984).

Strong cultures can: (1) help attain a shared vision and goal 

congruence among employees to meet organization goals (Wilkens and 

Ouchi, 1983); (2) Empower employees to be flexible and achieve 

organizational goals (Pascale, 1985); and (3) energize the employees 

o f an organization. (Bharadwaj, Varadarajan, and Fahy, 1993, p. 92).

Value congruence is a significant factor if organizational culture is to  be utilized 

strategically. This congruency, from the individual perspective, is based on the concept 

o f self-efficacy (Lucas, Wanberg, and Zytowski, 1997). Lucas et al (1997) stated:
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Self-efficacy refers to an individual’s perceptions o f his o r her 

ability to organize and execute actions required for designated 

types o f performances (Bandura, 1986). Lent, Brown, and 

Hackett (1994) wrote that self-efficacy percepts influence “one’s 

choice o f activities and environments, as well as one’s effort 

expenditure, persistence, thought patterns, and emotional 

reactions when confronted by obstacles” (1994, Page 83)...

Hacket and Betz (1981) and Betz and Hacket (1981) were the 

first to apply the concept o f self-efficacy to career development 

research. Their research has shown that self-efficacy is an 

important topic o f research when studying careers because it has 

been found to be a predictor o f career choice and may regulate 

whether a person will initiate and maintain certain career 

behaviors. (Lucas et al, 1997, p. 432-433).

Self-efficacy then, is a  factor that management has no control over prior to the individual 

being selected and indoctrinated into the organization. Likewise, the decision to 

terminate employment, whether it is voluntary on behalf o f the individual or involuntary 

as a choice made by the organization, is usually strongly associated with the issue o f 

value congruence
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in the input control environment. It is for this reason that the strategic utilization o f 

organizational culture and the other antecedents o f input control may have a  significant 

impact on an organization’s turnover rate (O’Reilly ID, Chatman, and Caldwell., 1991; 

Huselid, 1995; Snell 1992).

Bharadwaj, Varadarajan, and Fahy (1993) went on to state that their research 

reveals that the combination o f effective management practices and organizational 

culture can result in superior organizational performance.

A recent study reports that firms with cultures that emphasize key 

managerial constituencies (customers, stockholders, and employees) 

and leadership (at all levels) out-performed by a large margin 

firms that did not have those cultural traits (Ketter and Heskett,

1992). Another recent study focusing on culture types as 

determinants o f performance (Deshpande, Farley, and Webster,

1993) reports that Japanese companies with corporate cultures stress

ing competitiveness (markets) and entrepreneurship (“Adhocracies”) 

out-performed those dominated by internal cohesiveness (clans) or 

rules (Hierarchies). Services being primarily delivered by employees, 

the “people” component o f service delivery as perceived by 

customers plays an important role in service determination. Hence,

a  critical factor that endows a service organization with a competitive
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edge is its employees, and the way they are influenced by the culture 

o f the organization. (Bharadwaj, Varadarajan, and Fahy, 1993, p. 92).

There is very little, if  any, difference between these definitions o f organizational culture 

when discussing public, service or nonprofit organizations. Regarding nonprofit 

organizations, Pappas (1996) notes that five external factors are also very important in 

shaping a  nonprofit organization’s organizational culture.

Nonprofit organizational culture results from, is reinforced by, 

and/or modified by five major factors: The organization’s history; 

its structure and reporting relationships; its management practices 

or ways o f doing business on a day-to-day basis; the manner in which 

it supports communication between and among its volunteers, staff, 

and board; and its reward systems, be they performance appraisal 

systems of individual incumbents o r incentives for managing fiscal 

resources prudently. (Pappas, 1996, p. 16).

Interim Summary of Input Control Antecedent: Kev Attributes o f Organizational Culture.

In order for organizational culture to be used effectively from an input control 

perspective, the organization’s leadership must first clearly identify and be able to

1
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effectively articulate the organization’s mission statement, core values, and core beliefs 

(Pappas, 1996; Block, 1993, and Flamholtz, 1996). It is from this foundation that the 

appropriate organizational structure will evolve and become solidified. In most cases, 

these attributes are identified by senior-level management and/or key subordinates, past 

or present, responsible for making significant contributions to the growth and 

development o f  the organization. The key attributes o f this antecedent are: Organizational 

philosophy (which consists o f a combination o f organizational mission statement, vision 

statement, core values, core beliefs, and ethical application o f sound human capital 

theory); identification o f organizational objectives, development o f an organizational 

vocabulary and communication channels; identification o f organizational heroes/role 

models/stories and anecdotes; use o f organizational ceremonies and organizational 

symbols.

The story is commonly told in academic settings o f Lee Iacocca becoming the 

CEO of Chrysler M otors Corporation when the organization was on the verge o f total 

collapse and dissolve. Some scholars say it was his charisma and leadership which was 

the pivotal point to the organization’s turnaround. Other scholars, including the author, 

who have taken a  much more detailed analysis o f this phenomena point to the power o f 

the Pygmalion effect in re-developing and re-energizing an organization’s culture. In just 

a few short years, he was able to regenerate a dormant work ethic among Chrysler 

workers to produce one o f America’s greatest automobile innovations in decades, the 

mini-van. It was not enough for just the leader to possess the vision o f Chrysler’s 

^  turnaround but for the entire organization to believe it, talk about it, and achieve it. This
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is the essence o f understanding how to implement organizational culture to an 

organization’s strategic and competitive advantage.

Horwitz and Neveille (1996) declare that:

Management attention to the values which guide an organization 

will impact upon the empathy which the organization shows for its 

customers in its dealings with them and the appropriateness, 

standards, and quality associated with the tangible aspects o f  any 

market entity. Role models at all levels, seen to be “living the values”, 

continuously communicating high standards, and giving feedback on 

performance are vital...These values must be clearly understood by all 

in the organization and be reflected in the style employed by 

management and the systems designed by them.

(Horwitz and Neveille, 1996, p. 487).

Jaeger and Baliga (1985) state that “Cultural control systems rely on 

internalization o f and moral commitment to the norms, values, objectives and ways o f 

doing things o f  the organization...Motivation in cultural systems is more o f a  function o f 

internal forces. Performance is viewed as a social obligation rather than a response to an 

externally imposed control system” (Jaeger and Baliga, 1985:119). They also advocated 

that cultural control relies upon three factors: 1) Degree o f congruence between 

individual
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and organizational values and norms; 2) The generation and use o f a common vocabulary 

to transmit organizational intent (socialization); and 3) The use o f organizational stories 

to illustrate management philosophies in concrete terms throughout the hierarchy (Jaeger 

and Baliga, 1985).

From the author’s twenty years o f organizational-behavior experience, one o f the 

most effective means o f  disseminating mission, values, and beliefs information is via the 

use o f formalized training and development programs. When the designated training and 

development professionals are provided frequent and open access to senior-level 

executives and included in the planning sessions for drafting, planning, coordinating, and 

implementing the organization’s strategic culture, they become excellent advocates and 

promoters o f organizational culture.

An effective counterpart to disseminating this information is via the use o f 

organizational stories by executive leaders. These stories and anecdotes, which relate 

real-life examples o f the organization’s workers exhibiting expected and superordinate 

behavior from which a  moral can be derived and can be re-told throughout the 

organization and at all levels, allow all levels o f employees to make a clear cognitive 

connection between organizational values and valued behavior (Armstrong, 1992).

Dauphinais and Price’s (1998) work also provides a supporting perspective to  

this attribute.

It’s very well to create mission statements and articulate values,
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but CEOs want to see concrete evidence o f behavior that reflects

those values...That’s why we see IBM’s Lou Gerstner spending

more than a third o f his time visiting and interacting with customers,

and GE’s jack Welch personally engaged in running a  top-management

training program. They’re doers and they want to  be seen as such,

not as some guy in their corporate stratosphere working the levels o f power.

(Dauphinais and Price’s , 1998, p. 10,11).

Input control: Organizational culture - The growth o f  three schools o f thought.

From this antecedent alone, at least three schools o f thought have emerged which 

focus on the use o f organizational culture as the main focus in achieving organizational 

effectiveness and competitive advantage: Strategic Human Resource Management (Snell, 

1992: Guthrie and Datta, 1998), Person-to-Organization Fit (Chatman, 1991; O’Reilly, 

Chatman, and Caldwell, 1991; Lucas, Wanberg, and Zytowski, 1997), and Organizational 

Citizenship Behavior (OCB) (Morrison, 1996). (See Figure 4). All three o f these schools 

o f thought are firmly grounded in the core theory o f human resource management 

control, which the author suggests may more modemly be termed “Performance 

Management Theory”, and are utilizing some, if not all, o f the remaining antecedents 

associated with input control. Again, although it is beyond the scope o f this work to go 

into great detail
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on these emerging schools o f thought, Morrison’s (1996) sheds the most light in support 

o f why organizational culture can be most effective in the input control environment.

Over the past decades, the U.S. economy increasingly has become 

a service economy (Albrecht and Zemeke, 1985). Services account 

for three-fourths o f the gross national product and nine out o f ten 

new jobs in service capacities (Zeithaml, Parasuraman, and Berry,

1990). The prototypical service has three defining features: (1) It is 

intangible and does not exist until provided to the customer; (2) It 

is produced and consumed simultaneously with the customer 

observing and participating in the production process (Bowen and 

Greiner, 1986; Czepiel, Solomon and Surprenant, 1985; Vroman 

and Luchsinger, 1994). (Morrison, 1996, p. 484).

He goes on to emphasize the importance o f scrutinizing the personnel selected to  work in 

such an environment:

The intangibility o f services also means that how a service is 

delivered is a critical factor in the evaluation o f quality (Czepiel 

et al., 1985; Schneider and Bowen, 1992; Vroman and Lechsinger,

1994; Zeithaml et al., 1990). In other words, service quality
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depends heavily on the effectiveness with which front-line employees 

deal with customers and clients. (Morrison, 1996, p. 495).

Morrison (1996) concludes his work by identifying five distinct dimensions o f 

organizational citizenship behavior that are very similar to  the antecedents already 

identified as organizational culture:

Researchers have identified five distinct dimensions o f organizational 

citizenship behavior: (A) conscientiousness or discretionary 

behavior that goes well beyond minimum role requirements;

(B) Altruism, o r helping a  specific other person with organizationally- 

relevant task or problem; (C) Civic virtue, which is behavior indicat

ing a willingness to responsibly participate in the life o f the company;

(D) Sportsmanship, which is any behavior demonstrating tolerance 

o f less than ideal circumstances without complaining; and (E) Courtesy, 

or efforts to prevent work-related problems with others (Organ, 1988; 

Podsakoff, Mackenzie, Moorman, and Fetter, 1990).

(Morrison, 1996, p. 497).
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Input Control Antecedent: Comprehensive Recruitment and Selection Processes

Two other important antecedents o f input control are employee recruitment and 

selection processes. Although the concepts o f employee recruitment and selection are not 

new concepts, from an input control perspective, organizations operating in an input 

control environment would be wise to exercise great assiduousness in designing and 

implementing these processes. Little (1998) emphasized that “a major challenge hieing 

companies today is workplace alignment. Simply put, this means placing the right person 

in the right job...Fundamentally and economically, successful workplace alignment 

translates into business survival” (Little, 1998, p. 43). As an example, he discussed the 

process and reasoning behind the City o f Charlotte, North Carolina’s staffing procedures 

utilized in filling municipal government staff vacancies. Before a decision is made to 

begin the external recruitment process, several steps have to be taken which included: 

Evaluation o f the need to maintain the position or to combine the workload into another 

position; If  filling the vacancy is not a pressing issue, the decision to fill the position is 

intentionally delayed for approximately 90 days o r until the need to fill the position (i.e. 

severely heavy workload) is approaching the critical stage; Conducting outside 

recruitment only after an internal search for candidates reveals no acceptable candidates 

are available (Little, 1998). Obviously then, organizational culture has a significant 

impact on the recruitment and selection process.

Caudron’s (1998) qualitative research on the strategic use o f  “organizational
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culture” referred to “organizational culture” in the I990's vernacular o f  organizations 

being “cool”. She identified six antecedent conditions that newly hired employees stated 

that they considered as the most important in their decision to join their prospective 

organization:

I) Respect for (employee) work/life balance; 2) A  sense o f purpose 

(“In these companies, employees are energized by the sense that 

they’re somehow making a  contribution...Employees feel connected 

to the product, to the corporate mission o r the overall vision o f  the 

industry”); 3) Diversity (...’’Cool companies are a part o f the world, 

rather than apart from the world”); 4) Integrity (“Integrity refers to 

the ability o f a company to communicate the truth to employees - 

whatever that truth may be...Integrity also refers to a company’s 

ability to care about the quality o f its products and services...

Companies with integrity also allow employees to stand-up for what 

they believe”); 5) Participative management; and 6) Learning 

environment (...’’Cool companies promote lifelong learning”).

(Caudron, 1998, p. 54, 56, 58).

The processes o f recruitment and selection can range on a  continuum from a single-stage 

(utilizing a single interviewer) to multiple-stages and techniques before making the
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selection decision. Based on the literature, one would expect that organizations operating 

in the input environment would tend to  operate near the multiple-stages end o f  the 

continuum. Woodall (1997) in discussing the screening process utilized by one service 

industry organization stated that:

Because companies cannot be sure that someone who has 

expressed interest and applied from thousands o f miles away 

will show up and meet expectations, most (ski) resorts will 

not hire workers sight unseen. W histler Mountain sets up a 

recruitment center in a  large facility in September to begin 

screening the 5,000 applicants it gets each year.

Once they identify a desired job, prospects follow 

several interview steps. A  front-line screener finds out their 

general intentions and whether they will commit to working 

the full ski season. In the next few weeks, up to two more group 

interviews are scheduled for applicants who pass each stage.

At each step, candidates are given cards with a  phone number 

and date to check on the hiring process.

To eliminate the “cattle-herding perception”, applicants 

are given a two question form asking about their experiences with 

customer service, teamwork, o r problem solving. Three o r four
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similar questions are later asked at screening interviews.. .The 

questions are assigned point values, and screeners are trained to 

filter out “pat” responses and draw out the best answer. The 

resort’s questions are based on the “Descriptive Behavior” theory 

that past experiences will determine how applicants will react in 

a new situation. To formulate the questions, star employees were 

quizzed about what made them good at their jobs.

(Woodall, 1997, p. 85-86).

Jaeger and Baliga’s (1985) work supported previous works by Ouchi (1977; 

Ouchi and Johnson, 1980; Ouchi, 1980) and further validated and identified employee 

selection and training as key antecedents. In their discussion o f these two antecedents, 

they concluded that:

Selection is basically input control. Entrants are screened and only 

those who are most likely to behave as desired with the organization 

are let into the system. Training provides organizational members with 

the necessary abilities to be functional in the organizational. The 

component o f training which ultimately has the greatest impact on control 

is value training or socialization (Etzioni, 1961). This is an interpersonal 

process o f informally or implicitly teaching organizational values and
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behavior expectations to organizational members to  bring them into 

line with what is required for successful participation within the 

organization. (Jaeger and Baliga, 1985, p. 118).

As an empirical example, Hallowell (1996) related the unique accomplishments and 

growth o f Southwest Airlines as an example o f this antecedent being put into practice. 

Referring to an interview with Southwest’s CEO, Herb Kelleher, Kelleher was quoted 

saying “At Southwest, hiring is a  religious experience”. He then proceeded to list the 

following items as part o f their selection and philosophy process:

Look for energetic employees who are caring and desire to 

1) Serve others, and 2) Have FUN; Use attitude-based selection 

procedures (does the person’s attitude reflect their (Southwest’s) 

core value o f service to others); Use peer selection; Involve 

customers in the interview process; Willingness to ensure employee 

fit through active use o f one year probationary employee periods 

(Employee long-term commitment). Self selection occurs via peer 

pressure for high productivity (organizational culture & socialization). 

(Hallowell, 1996, p. 523).

Harris and Mossholder (1996) cite Koberg and Chusmir’s (1986) work in
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discussing how an organization’s culture can have a significant impact on the selection 

process. They stated that Koberg and Chusmir’s (1987) research revealed three separate 

antecedent climates for three different classes o f cultures. They found individuals with a 

high need-level for power congruent with organizations having a bureaucratic culture; 

those w ith a high need-level for achievement congruent with organizations having an 

innovative culture; and individuals with a high need level for affiliation congruent with 

organizations having a  strong supportive culture. In  these situations, employee 

satisfaction was considered high and intent to leave the organization was low 

(Harris and Mossholder, 1996).

Morrison (1996) in discussing selection regarding organizational citizenship 

behavior (OCB) noted that employee selection and socialization process are very 

important in organizational development.

An organization’s selection and socialization practices also 

play important roles in establishing the tone o f the employee- 

employer relationship (Shore and Tetrick, 1994). Selection is 

the process o f bringing new employees into the organization.

During this process, employers and prospective employees go 

through a period o f informal exchange and negotiation.. .Hence, 

a selection process will be more apt to ensure OCB to the extent 

that it emphasizes broadly defined obligations and long-term
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commitment on the part o f the organization and conveys to 

perspective employees that they are entering into a social exchange 

relationship...Another way in which an organization can enhance 

OCB is by ensuring identification with organizational objectives.

Identification can be ensured by selecting employees based on 

how well they fit into the organization’s overall culture rather 

than solely on the basis o f how qualified they are for the specific 

job they will be assuming. This has been referred to as person- 

organization fit. Chatman (1991), for example, showed how in 

addition to selecting employees based on job-related characteristics, 

the selection process can also focus on the compatibility between 

recruits’ personalities and the organization’s dominant values. She 

found that person-organization fit enhances both satisfaction and 

retention. (Morrison, 1996, p. 503, 504).

All o f these researchers identified positive aspects associated with the use o f a thorough 

and detailed recruitment and selection process. The central theme in these works is that 

people have value which they bring to  an organization in being hired. This typically 

defines the construct, human capital. Snell (1992) stated that “human capital is that 

people possess skills, experience, and knowledge that have economic value to firms” 

(Snell, 1992, p. 468). He further elaborated on how organizations strategically increase
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their human capital stock:

One o f the most obvious ways firms enhance their stock o f 

human capital is through the individuals they hire (Pames, 1984).

Firms... in which more advanced and specialized skills are 

required will be likely to use more selective staffing practices to 

find the best and brightest workers”  (Koheler and Schultz-Wild,

1983). (Snell, 1992, p. 473).

Brown (1998) and Steward (1997) stated that companies o f the 21st century will 

not be able to successfully compete in the service industry unless they learn to effectively 

utilize their intellectual capital. This, he declares, will require three things: “ 1) Assess 

your organization’s intellectual value; 2) Deploy it (intellectual capital) to your 

maximum advantage; and 3) Profit from it, internally as well as externally” (Brown,

1998, p. 47). Elaborate and well-developed recruitment and selection processes are then 

indeed significant antecedents o f input control. However, it is also recognized that when 

these factors are utilized unscrupulously, they can produce a  management paradox (Nagle 

and Pascarella, 1997) at the least or open “Pandora’s Box” (i.e. open themselves up to the 

explicit and implicit advocation and sanction o f a  multitude o f unethical behaviors among 

its workers) at the worse (Snell, 1992; Snell and Youndt, 1995).

For example, the use o f input control via the  recruitment and selection processes can be
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adversely affected by the negative, counter-productive application o f human capital 

theory as cited in Strober’s (1990) work. Although it is beyond the scope o f this work to 

thoroughly discuss the key facets o f human capital theory, in essence, he explains 

Becker’s (1964) human capital theory by stating that it declares that employers will 

utilize four concepts or processes (hypotheses) in filtering and selecting employees: 1) 

Screening (The belief that educated workers will outperform uneducated workers); 2) 

Statistical discrimination (Avoiding the selection o f minorities and women for “key 

positions” in the organization based on the statistical probability that they will not 

perform as well as Caucasian males); 3) Signaling (The belief that employers are willing 

to pay higher educated workers more than less educated workers. Higher educated 

workers will then strongly promote the “business value” o f education to their family 

members and friends. Once the desired educational level is obtained, the prospective 

employee then signals their education level and academic accomplishments to 

prospective employers via such vehicles as resumes, applications, and written referrals); 

and 4) Efficiency wages (The managerial philosophy o f beginning workers’ salaries at a 

low range or scale and then gradually increase it as their value to  the company increases. 

This is repeated to  a point where the company believes that the worker has a vested 

interest in avoiding termination from the company. Since starting with a  new company 

will usually result in beginning at an entry-level salary o r wage, experienced workers are 

less likely to self-terminate their employment due to an organization’s low pay or 

dissatisfying working conditions (Strober, 1990).
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The problem, which has been recognized by other researchers and acknowledged 

by the author, is that management’s use o f parts o f the human capital theory combined 

with input control can also provide the opportunity for an organization’s downfall in 

some circumstances regarding worker recruitment and selection. This issue is most 

prevalent in the 1990s regarding workforce diversity issues and employment 

discrimination lawsuits against employers. In a majority o f the publicly reported cases o f 

employment discrimination, organizations which develop and practice the negative 

aspects associated with human capital theory (statistical discrimination and signaling), 

diminish not only the morale o f  workers in their organization but can also severely 

financially impact the organization and stigmatize it socially from a societal perspective. 

By applying a statistical discrimination philosophy to recruitment and selection practices 

(e.g. eliminating minorities and women as viable candidates for senior-level leadership 

positions), the organization’s culture becomes one o f perpetuating employment 

discrimination and racial biases either consciously or unconsciously. As a result, the 

inappropriate use o f input control via recruitment and selection processes can have a 

negative impact on an organization. The stigma o f organizational employment practice 

bias, even when it is unjustified and invalid, can be perpetuated in society for decades.

Dilulio (1994), in discussing the cultural biases o f behavior in a federal 

government bureaucracy, used the principled agent theory as a  means o f making this 

point. The principal-agent problem exists whenever one individual (management) 

depends on the action(s) o f another. The person taking the action (worker), is the agent;
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the party dependent on the action, (manager o r supervisor), is the principal. The problems 

stems from the fact that rarely are the circumstances where principals can perfectly o r 

costlessly monitor the agents' actions o r independently assess what agents believe and 

value. Dilulio (1994) states that this condition, relative to  the model, is referred to as 

"informational asymmetries". This makes the problem especially significant in the 

public/nonprofit environment according to Dilulio (1994), who states:

For the leaders o f most governmental bureaucracies, the 

problems bred by informational asymmetries supposedly are 

amplified by the existence o f civil service personnel protections.

Civil service systems make it especially difficult to detect and 

penalize workers who shirk, subvert, o r steal on the job. Thus, 

in the rational choice logic, it follows that governmental 

bureaucracies are especially prone to attract, hire, retain, and 

promote persons who are highly disposed to shirk, subvert, or 

steal on the job...Or, in other words, they tend to repel people 

who want meaningful job challenges, not just job security, and 

who desire extra rewards for efforts rather than small but 

certain pay increases governed by length o f service or time in 

position. (Dilulio, 1994, p. 279)
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He declares that the commonly accepted reason given by those not working in the public 

sector for this type o f behavior is that civil service personnel protections are tantamount 

to insurance policies that indemnify employees for such "negligent" on-the-job behavior. 

However, his empirical research showed that this "negative view o f the principled agent" 

in the public sector does not hold true for the majority o f civil service workers, especially 

in research regarding the Bureau o f Prisons (BOPs).

Based on his research findings, he further declares that the principal-agent model 

alone is not enough to explain why most civil service workers do not meet the description 

aforementioned earlier (e.g. perform to the highest levels o f productivity and 

accountability instead o f low levels o f productivity and accountability). Instead, he 

suggests that a rational model may be more explanatory and even more strongly 

advocates that there are qualitative factors that explain this disparity which most private- 

sector researchers overlook (Dilulio, 1994). Specifically, he cites Chester I. Barnard, the 

author of "The Functions o f the Executive" (1939) and states that most organizational- 

behavior practitioners:

...missed his crucial points about the efficacy o f social and 

moral rewards in building and sustaining what is now generally 

referred to as "strong-culture organizations". As Barbara 

Levitt and James G. M arch have observed: "hi modem terms,

Barnard proposed that an executive create and sustain a culture
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o f beliefs and values that would support cooperation. The appeal 

is not to  exchanges - Pareto optimality, or the search for incentive 

schemes; it is to the construction o f a  moral order in which individual 

participants act in the name o f  the institution...because they identify 

with the institution and are prepared to sacrifice some aspects o f  

themselves for it. (Levitt & March 1989, 13; also see 

Pfeffer, 1989, 72-74)... (Dilulio, 1994, p. 283).

Dilulio (1994) hypothesized that organizations with a strong-culture possess a sense o f 

mission, character, distinctive competence, essence, reputation, sharing a  strong belief in 

the rightness o f their tasks; and that the workers share expectations about when 

cooperation and teamwork are appropriate and how they are to be reciprocated and 

rewarded in the long-run. In essence, some academicians have called this phenomenon 

“professionalism” and still others may refer to it as “esprit de corps”. Regardless o f the 

name used, organizational culture, when properly utilized and implemented, can have 

successful and lasting impact on organizational effectiveness and efficiency.

Additionally, person-organization fit utilized as a  means o f intentional, illegal 

discrimination in employment selection practices can become a major problem and 

financial albatross if combined with the application o f human capital theory and applied 

unrestrained (Snell, 1992; Snell and Youndt, 1995; Difilio, 1994). Senior-level 

organizational officials desiring to  strategically use organizational culture should also
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consider their human capital philosophy and its impact with regard to person- 

organizational fit as it pertains to women and minorities in key managerial positions. 

Lovelace and Rosen (1996) in discussing person-organization fit suggested that:

To date empirical research that explicitly examines person- 

organization fit has not considered differences in fit based on 

sex or race. Minorities in a predominately white institution in 

the U.S. may simply feel that they do not fit. This may be 

especially true if  they find themselves to  be “token” minorities 

(Kanter, 1977). Compared to their white colleagues, they may 

have different outside interests (Davis and Watson, 1982), 

different definitions of career success (Thomas and Alderfer,

1982), less access to interaction networks (Ibarra, 1993) and 

less participation in extracurricular (business-related) 

activities (Bell, 1990; Thomas and Alderfer, 1990)...Similarly, 

many women may perceive they fit less well in a predominately 

white male environment than do their male colleagues, 

because they have different outside interests, different definitions 

o f appropriate work-family balance (Schwartz, 1989), different 

communication styles (Tannen, 1990), and different definitions 

o f career success (Miguel, 1993). Women and minorities also
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may perceive a poor organizational fit based on slow 

organizational advancement. (Lovelace and Rosen, 1996, p. 704).

Another example o f the public sector utilizing extensive recruitment and selection 

processes is in the air traffic control (ATC) industry. Fisher and Marciano (1997) stated 

in their research that since the 1980s, the U.S. air traffic controller work force has 

significantly declined and that throughout the world, countries are experiencing shortages 

of qualified air traffic controllers. Countries participating in their research included: 

France, Germany, Switzerland, Japan, Canada, and the United States (U.S.). Their 

research revealed that:

Obtaining new hires can be fairly complicated and expensive.

Because ATC agencies pay to develop the human capital o f 

controllers over long periods of time, they have an incentive to 

maximize the effectiveness and efficiency o f recruitment and 

selection. M ajor ATC agencies typically include interviews with 

(perspective) controllers in the latter stages o f the recruitment 

and selection process to provide realistic job previews to reduce 

costly premature quits resulting from poor information about 

ATC work. (Fisher and Marciano, 1997, p. 294).
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In their work, they stated that American candidates must successfully complete a series 

o f selection steps prior to beginning “pre-training” “American candidates must pass a 

civil service examination prior to taking the (ATC) selection tests (usually a minimum of 

three) for their aptitude for ATC...In other stages (would-be) controllers are required to 

gain medical and security clearances” (Fisher and Marciano, 1997, p. 310). Since each 

2  fully qualified controller is the equivalent o f a strategic business unit (SBU) o f  a  major

corporation in that once assigned a control position they, and they alone, are totally 

responsible for the safe movement o f tens o f thousands o f human lives and billions o f 

£  dollars o f airline companies’ assets each day, the organizations tend to  be highly selective

in accepting new organizational members. Fisher and Marciano (1997) also noted the 

ATC industry’s unique selection criteria also demonstrates how human capital theory is 

. applied in this industry:

ATC requires special aptitudes rarely found in the general 

population: It is a younger person’s activity that involves 

complex monitoring (o f the work situation by the active 

controller), rapid and accurate decision making, precise 

spatial visualization (mental acuity), numerical reasoning 

skills, and around-the-clock shift work. In the 1980s, only 

one in 70 qualified applicants became fully qualified control

lers in Canada and only one in 100 in the U.S. (SMI, 1990);

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

I
V 86

Subcommittee, 1990). Because o f statistical comparisons 

o f the historical pass rates for different age groups, ATC 

agencies are permitted to hire candidates between the ages 

o f 19 and 26 exclusively (Collins et al., 1990). Hiring from 

this target age group enables ATC agencies to recoup the 

highest pay off from their three-to-five year investments in 

the training o f controllers. (Fisher and Marciano, 1997, p. 295).

One final aspect o f  the selection process associated with ATC is the amount o f 

effort the organization and industry requires to ensure the selection o f  personnel who 

possess the potential to successfully complete and endure sustained, constant, long-term 

training. As a professional air traffic controller for 16 years and having held the position 

o f  Chief o f ATC training for over 8 years in the U.S. Air Force, the author can personally 

validate this issue o f extensive selection and training processes. It is not unusual from a 

full performance qualified controller in an air traffic control facility to  undergo up to 

eighteen months or more o f extensive training and “go-no go’ evaluations by trainers, 

supervisors, and certification and standardization specialists to become certified in just 

one control position upon relocating to a  new air traffic control location o r facility. In 

their work, they also declared the following as an example o f the comprehensive 

selection process associated with ATC:
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Except for France, all agencies sampled have improved their 

selection tests and introduced some form o f work: simulation 

selection... The FAA’s Pre-Training Screen is a three-day 

assessment center where candidates are given practice in 

directing aircraft through a simulated airspace on a 

computer-driven work: station. An assessment is made o f 

the candidates potential workplace skills and mental/emotional 

adaptability (due to the ambiguous and dynamic work 

environment). The score achieved on the fourth day determines 

the candidate’s selection for official in-depth ATC training 

(which typically takes several years to complete).

(Fisher and Marciano, 1997, p. 295).

Recruitment and Selection Processes.

From this discussion o f  the recruitment and selection processes as antecedents o f 

input control, organizational culture was identified as a guiding point in determining the 

quality and caliber o f candidate the organization wants to recruit. This process will

Kev Attributes o f Comprehensive

I
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fundamentally mirror the human capital philosophy that the senior-management leaders 

have or espouse regarding minorities and women. Additionally, this philosophy will be 

conveyed explicitly o r implicitly throughout the managerial and supervisory levels and 

can be expected to be reflected in employment decisions. W ith regard to  selection 

process, the literature revealed that the more advanced and higher skill levels required to 

function effectively in the input control environment, the more likely the organization 

will utilize elaborate and multiple stages o f screening prior to  making a selection 

decision. Finally, once the prospective candidate(s) is shown to meet the required 

technical qualifications, in the input control environment, the hiring decision will usually 

also incorporate an evaluation o f the candidate’s self-efficacy with regards to  its 

congruency with recognized key organizational values and beliefs. Although this step is 

listed as the final stage, it is by no means the least o f the considerations. In fact, due to 

the ambiguity o f the work environment and the degree o f trust and i n t e g r i t y  delegated to 

the candidates (i.e. principal-agent relationship), this is perhaps the most crucial step o f 

the selection process.

Input Control Antecedent: Training and Development Programs.

As previously mentioned, Ouchi’s (1980) work identified training as a  vital 

antecedent when utilizing input control. In this work, training referred specifically to
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skills training and organizational values training. From an organizational development 

perspective, academia teaches that training and development programs are two very 

different but important tools available to organizations to  maintain their competitive 

advantage. Although the two programs are often discussed as being synonymous, each 

program is designed to fulfill a  specific function. Training programs are designed to deal 

with current, present-day worker situations and/or circumstances by teaching and 

facilitating the development o f skills that will be utilized now. Development programs 

are designed to take a longer range perspective by teaching and developing worker skills 

which may not be utilized presently but may be used some time in the near future as a 

result o f promotions, reorganizations, reengineerings, employee empowerment initiatives, 

etc.

Horwitz and Neveille (1996) stated that “Skills refers to  an understanding o f the 

key attributes [of work] - what the organization must do to  compete and how it can do 

this differently from o r better than the competition.” (Horwitz and Neveille, 1996, p. 

487). They also state that training frequently is a designated responsibility o f  line 

managers but is most appropriately delegated to training professionals.

Ideally, line managers should provide training supported by 

training and development specialists; a  key area is training employees 

how to deal with customers in different situations (for example, 

difficult or abusive people). Managers need to  underline the 

importance o f both core and peripheral or support service roles
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to provide total customer satisfaction. (Horwitz and Neveille, 1996, p. 487).

Training professionals can play a vital role in conveying organizational values such as 

appropriate customer service behavior, effective interpersonal communications between 

colleagues and customers, effective conflict resolution strategies, and optimal problem 

solving and decision making strategies. However, to effectively function in this capacity, 

it is imperative that they be included in the strategic planning processes o f the 

organization and that they be supported by senior-level personnel, especially the head o f 

the organization. Often view as change agents, they should be frequently informed o f 

long-term goals and/or strategic initiatives as well as any changes in the overall mission 

or vision o f the organization or its core leadership. Training and development programs 

then are intended to function as the “glue” in building and binding together an 

organization’s human capital as long-term assets. Morrison (1996), in discussing 

organizational citizenship behavior (OCB), explained the training and development 

connection this way:

There are many ways in which organizations can convey that 

they value their employees as long-term assets. They can do so 

by offering ongoing education and development programs, 

promotional opportunities, and supportive benefits such as 

employee assistance programs, family leave, and child support.

Although these practices have been emphasized by both HR
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scholars and practitioners (Korman, 1994), their potential 

impact on OCB, and hence service quality has been largely 

overlooked. (Morrison, 1996, p. 503).

Snell and Dean Jr. (1992) argued that “Training is a  traditional focus o f human 

capital theory (Schultz, 1960), which suggests th at firms invest in skill development 

when they expect increased employee productivity to  offset such training costs as paying 

an instructor, buying materials, and down time” (Snell and Dean Jr. (1992, p. 473-474). 

In an input control environment, the recognition o f  the need for ongoing training is 

apparent. For example, Hallowell (1996) in discussing the one o f the key reasons for 

Southwest Airline’s success in the highly competitive, and dynamic commercial aviation 

industry stated that Herb Kelleher is almost fanatical about training at every level 

throughout the organization and listed the following key points o f their 

training/development programs:

* FAA-mandated training for many employees.

* Other formal training including leadership training for

managers and supervisors stressing coaching 

over policing.

* Customer care training for all customer contact employees,

including pilots.
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* Informal training includes induction into the culture: Develop

ment o f  shared expectations regarding value to  be 

received from the organization and value to be delivered 

through effort. (Hallowell, 1996, p. 523).

Fisher and M arciano’s (1997) work: regarding air traffic control (ATC) also provides 

useful information about public organizations operating in an input control environment. 

Although the nature o f  the ATC job can be literally equated as “life and death situations” 

which merit in-depth selection stages, the training process is equally important. This 

training process, which typically takes years, also has significant costs. “Since controller 

training is very expensive (Table 1), [costing approximately $123,00 per person for 

undergoing the Pre-Training Screen (PTS) alone], taking steps to  ensure that those 

trainees selected, have the highest probability o f successfully completing training is 

critically important.” (Fisher and Marciano, 1997, p. 295).

Interim Summary o f  Input Control Antecedent: Key Attributes o f Training.and 

Development Programs.

The nature o f the input control environment almost mandates that organizations 

operating in this segment o f the business population develop and utilize some type(s) o f
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ongoing training and development programs for its workforce. Because o f  the ambiguity 

o f the environment, the programs should address an variety o f topics/subjects. 

Additionally, research shows that those organizations that have been the most successful 

have ensured that employees at all levels in the organization, including senior-level 

personnel, receive some type o f ongoing training on a  regular or recurring basis. To the 

extent possible, this training should be provided by trained, professional trainers, 

facilitators, and teachers. However, the literature also correctly acknowledges that the 

ultimate responsibility for providing for the training or training opportunity rests with the 

immediate supervisor.

Input Control Antecedent: Socialization Processes.

The next-to-last o f the input control antecedents to be discussed in this work is the 

socialization process. Chatman (1991) defined organizational socialization as “... the 

process by which an individual comes to understand the values, abilities, expected 

behaviors, and social knowledge that are essential for assuming an organizational role 

and for participating as an organizational member (Louis, 1980)” (Chatman, 1991, p.

462). She also states that one obvious method often associated with the socialization 

process is the training experience.

Formal training programs are also considered significant

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

94

socialization training experiences (Van Maanen, 1977);

Although socialization is conceptualized as an ongoing 

process in organizations, members are particularly susceptible 

to the organization’s influence in the early stages o f member

ship (Berlew and Hall, 1966). (Chatman, 1991, p. 463).

She also finds in her research that socialization has strong connective relationships to 

organizational culture attributes:

Research shows that occupational socialization affects 

individual values (Mortimer and Lorence, 1979)...The more 

rigorously an organization attempts to influence its members, 

the more similar members’ values become to the organization’s 

since effective socialization inspires individuals to think and 

act in accordance with organizational interests (Reicher, 1987).

(Chatman, 1991, p. 462).

Additionally, in her work, she identified specific attributes o f socialization that were 

pivotal to using socialization as a means o f utilizing it as input control:

Past research provides clues about specific activities that
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may influence person-organization fit. Louis (1980, 1990) 

proposed that interaction with members facilitates sense 

making, situational identification and acculturation among 

recruits. This interaction may occur during firm-sponsored 

social activities o r in mentoring programs where recruits 

are encouraged to establish relationships with senior 

organizational members who do not directly supervise their 

work (Louis, Posner, and Powel, 1983). To the extent that 

participation in social activities leads to greater integration, 

new member will begin to rely on the values o f incumbents 

as reference points for their own actions (Terborg, Casstore, 

andDeninno, 1976).

Mentor relationships contribute to person-organization 

fit because senior members can provide cultural information 

about the broader organization and its historical contexts.

(Chatman, 1991, p. 462-463).

The essence o f her discussion is that for socialization to be effective in the input control 

context, there must be a deliberate and intentional purpose for the interacting and 

comraderie activities. This purpose is to promote the core values and beliefs necessary 

for building a strongly knit and interwoven framework o f relationships. It is this ongoing
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antecedent that facilitates the internalization o f values which eventually becomes a 

“silent governor” or a “silent collective conscious” which compels individuals to self- 

control their behavior on the job accordingly. It is these socialization activities, coupled 

with peer-pressure and pride derived from one’s career field professionalism, that 

become the cornerstones added to  the foundation o f organizational culture. Three 

excellent examples o f public entities exhibiting this concept are the U.S. Armed Services, 

federal, state, and municipal government law enforcement agencies, and college 

fraternities and sororities. All three o f these entities rely heavily upon customs, 

courtesies, organizational pride, and organizational honor in establishing their cherished 

socialization activities.

Hallowell (1996) also relates in his example o f Southwest Airlines how this 

organization has built on its organizational culture and formalized segments o f its 

socialization process.

The vehicles for non-economic need fulfillment at Southwest 

are what the company calls “LUV” and “FUN” . LUV refers to 

one o f the company’s core values involving the way individuals 

treat each other. LUV includes respect for individuality and 

genuine caring for others. In practice, LUV reflects the adage,

“Do unto others as you would have them do unto you”; others 

are defined as members o f the Southwest organization including 

customers...However, LUV (at least at Southwest) is not blind.
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Employees who consistently fail to meet the organization’s 

standards are asked to leave. Customers behaving unaccept- 

ably are invited to fly on other airlines...FUN is exactly what its 

name suggests.. Neither FUN nor LUV happens inadvertently.

Southwest’s selection processes screen out the dull, pompous, 

and uncaring by asking interview questions such as “W hat was 

your most embarrassing moment?” Boring or self-centered responses 

quickly separate the majority from the few likely to fit..X U V  

and FUN are embedded into the Southwest culture and reflected 

in the company’s operating policies. (Hallowell, 1996, p. 520).

For some organizations, socialization may be as simple as walking through the different 

departments or sections o f the organizations, an informal orientation program (usually 

conducted by the immediate supervisor or a designated co-worker (a.k.a., “Buddy 

System”), or a much more elaborate orientation program (usually conducted by the 

Human Resources Department (HRD)) consisting o f several days complete with detailed 

meetings with each senior-level executive, a review o f organizational history, and the 

incorporation o f a required training program/curriculum to introduce the new employees 

to core organizational values and beliefs (Morrison, 1996). M orrison (1996) discussed in 

detail why and how socialization occurred in organizations utilising organizational 

citizenship behavior (OCB):
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Socialization occurs after a new employee joins an organization.

It is the process by which a firm instills into new employees 

the knowledge, attitudes, and behaviors they need to effectively 

carry out their roles (Van Maanen and Schein, 1979). Like the 

selection process, socialization typically conveys information 

about the nature o f  the employee-employer relationship and what 

employees can expect to contribute and receive within this 

relationship (Shore and Tetrick, I994)...ln other words, 

orientation programs may have symbolic value beyond their 

instructional benefits. The socialization process an also help to 

create identification with organizational goals and objectives 

by conveying the organization’s values and objectives 

(Chatman, 1991; Van Maanen and Schein, 1979)

Socialization practices can also play an important role 

in establishing the empowerment that is necessary for OCB. 

Organizations vary considerably in the specific tactics they use 

to socialize new employees (Van Maanen and Schein, 1979). 

These range from highly institutionalized tactics where newcomers 

are segregated from others and provided with explicit information 

and a common learning experience, to highly individualized tactics 

where they are left largely on their own to  learn through on-the-
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job experiences and informal interactions w ith peers (Jones, 1986).

The extent to which a socialization process is institutionalized or 

individualized has important implications for employee attitudes 

and behavior. (Morrison, 1996, p. 505).

Interim Summary o f Input Control Antecedent: Kev Attributes o f Socialization 

Processes.

To be effective in an input control environment, a  organization must consciously 

and deliberately craft its socialization process. The literature to date reveals four key 

attributes: 1) The frequent and recurring use o f formal social activities (i.e. parties and 

picnics), customs, and ceremonies. The purpose o f  these ceremonies has more to do with 

the teaching o f acceptable organizational behavior by demonstration rather than fulfilling 

a social obligation. It is during these activities that management has the golden 

opportunity to relate specific accomplishments, heroic behaviors, and efforts “beyond the 

call o f duty” which develop pride in organizational membership and teamwork/team 

spirit. 2) The establishment o f a formalized orientation program. To the extent that the 

organizations views this activity more that just a  formality in “officially putting the 

individual on the payroll and benefits package”, this activity allows the individual to 

truly understand the nature of the work environment and to  observe the types o f behavior 

which results in “super stardom”. 3) To the extent possible, the organization should
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develop mentoring programs to help newly hired individuals adapt and internalize the 

organizational culture. 4) Develop sponsorship programs to identify “potential super 

stars”. To the extent possible, the organization should provide them with the necessary 

motivation, interpersonal communication skills, and value systems training to  promote 

the continuance o f the organization and its culture. These individuals should be 

recommended for developmental programs and encouraged to develop long-term 

working relationships with key senior-level management personnel to gain both exposure 

and experience in understanding and conceptualizing the “big picture” o f the mission and 

vision o f the organization for effective leadership and the handling o f power and 

responsibility.

Input Control Antecedent: The Performance Appraisal Process.

One additional antecedent o f input control which had not been identified and 

discussed until recently is performance appraisal (Snell and Dean Jr., 1992; Flamholtz, 

1996). Although this antecedent is most often viewed as a  beneficial tool in some 

organizations, the ambiguous nature o f the public sector business environment regarding 

the use o f input control makes this attribute more likely than not to be viewed as “a 

necessary evil” in most public and service organizations. Snell and Dean Jr. (1992) state 

that:
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Performance appraisal is typically seen as having two purposes:

Administration, comprising such actions as determining job 

assignments, raises, promotions and terminations and; Develop* 

ment, consisting o f providing feedback, coaching, and 

identifying training needs (Latham and Wexley, 1981). Human 

capital theory suggests that a firm’s investment in employee 

development depends on the potential economic impact o f 

the employee’s performance, ...(MichelL, 1989).

(Snell and Dean Jr., 1992, p. 474.).

Flamholtz (1996) argues that the central purpose o f performance appraisals is to provide 

a means o f measurement and feedback and sees the performance measurement function 

as part o f the core control system. In his work, he states that in most measurement 

systems, the system is based on the traditional paradigm o f quantitative measures. 

However, the author believes that the nature o f  a most work tasks in the input control 

environment makes this system impractical. Flamholtz’s (1996) work proposes a revised 

framework, called a “Psycho-Technical System (PTS)”, which would allow for 

behavioral influences.

According to the PTS model, measurement has two basic
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elements: (1) the numbers produced and (2) the a d  o f 

measurement itself. The numbers produced are the outputs 

o f the measurement system and perform two subfunctions:

a) they provide information for decision-making, and

b) feedback: information for performance evaluation. The act 

o f measurement itself termed measurement’s process 

function, performed four related subfunctions; it serves as:

a) a criterion for decision-making (by management),

b) a catalyst for systematic planning,

c) a way o f influencing a decision-makers set, and

d) a mechanism for motivating attention to relevant performance

(or result) areas.

A measurement subsystem plays a vital role in the functioning o f an 

overall core control system. (Flamholtz, 1996, p. 67).

Although Flamholt’s (1996) view is not exceptionally relevant to this research work, it 

does add to the relevance o f an organization’s management being responsible for 

ensuring that workers are knowledgeable o f  what work activities they are being evaluated 

or judged on. It also supports the view that a formalized system is more beneficial than an 

“ad hoc” system.

It is not the specific performance appraisal instrument itself that is important to
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the use o f input control but rather tw o significant attributes associated with the 

performance appraisal process: First, top level management must sincerely believe in the 

fair and honest appraising o f worker performance for the benefit o f the organization and 

the individual. Specific steps are taken using, either in-house training programs or one- 

on-one detailed discussions between subordinate and supervisor, to ensure that 

employees are aware o f  the two purposes o f  the performance appraisal process: 

administrative and developmental. Traditionally, formal performance appraisals provide 

management a means o f  administratively monitoring and tracking an employee’s work 

performance. They also are used as employee developmental tools by identifying areas 

where worker performance can be improved or by identifying when an employee is ready 

and capable o f handling higher levels o f  organizational responsibility/accountability) 

(Snell, 1992; Snell and Youndt, 1995). This is significant because in order for 

management to effectively increase the value o f its human capital (and especially the 

intellectual capital o f its human assets in such career fields as air traffic control (ATC) or 

the Central Intelligence Agency (CIA)), then the organization must ensure that all 

employees are thoroughly aware o f what attributes they possess o r lack that are o f value 

to the organization and the organization’s future needs, and the expected future value o f 

these attributes. Armed with such knowledge and understanding, the employee is 

empowered to make a  conscious choice as to whether to exhibit the necessary internal 

motivation or drive to acquire or increase their knowledge or skill level in the area(s) 

which will benefit the organization. Obviously, all o f  the aforementioned antecedents and
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their attributes work “hand-in-hand” with the performance appraisal process.

Secondly, both subordinates and supervisory personnel must be properly trained 

on how to utilize goal setting in establishing “good goals” (Hersey and Blanchard, 1993). 

Hersey and Blanchard (1996) believe that the process o f goal setting can be broken down 

to a simplified process by following the S-M.AJLT goal setting process. Each letter o f 

the SMART acronym represents a specific function the subordinate and supervisor 

should consider in the goal setting process. “S” denotes that the goal should be specific 

regarding the area o f interest and methods/steps to be taken. “M” denotes that whenever 

possible, the goal should be stated in some form o f quantitative terms (i.e. quantity, cost, 

time, etc.). “A” denotes that the goal should be attainable for the individual and not 

overly difficult. The belief is that goals that challenge the individual’s mental, physical, 

and/or emotional/psychological capacity motivate them. However, overly difficult goals 

tend to set the individual up for failure with demotivates all parties involved. “R” denotes 

that both the subordinate and supervisor need to be able to articulate the relevance o f the 

goal to the organization, department, section, or immediate supervisor and to the 

individual subordinate. In essence, this step is answering the question o f “What’s in for 

me?” (Einstein, 1994). The “T” denotes that the goal needs to  be articulated in such a 

manner that allows it to be trackable by both parties involved. In this context, trackable is 

referring to the designation o f a specific time period by which the goal(s) are to be 

reached. The intent is that this attribute allows for either party to take an active role in 

monitoring the individual’s progress and to take the necessary corrective actions to
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enable the individual to succeed in reaching the goal(s) (Hersey and Blanchard, 1996).

Since the nature o f the input control environment tends to make this difficult, if 

not extremely difficult, in most public, nonprofit, and upper-end service organizations; 

the need for formalized training in this area is paramount. However, it may be that most 

mid-level manager and supervisors o f public, nonprofit, and upper-end service 

organizations have never received any “formalized training”  on how to evaluate, write or 

conduct a performance appraisal interview.

Summary o f Literature Review.

The literature review on the theory o f human resource management control theory 

(a.k.a.., performance management theory) to this point reveals that three o f the four 

quadrants o f the theory’s model have been thoroughly researched and tested. However, 

researchers to this point have not been successful in adequately identifying segments o f 

the business population where the use o f input control, as a significant means o f HR 

control, can be adequately tested. Within the input control context o f the theory, five 

antecedents have been identified: organizational culture; recruitment and selection 

processes; training and development programs; socialization processes; and performance 

appraisal processes.

In this work, specific attributes have been identified fo r each antecedent. (See
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Figure 5). The more dynamic the work environment and the more ambiguous the work 

standards, the more likely that an organization in this environment will tend to  establish 

and rely heavily upon these antecedents to control its workforce. From this literature 

review, it can be concluded that in the appropriate business environment, successful 

organizations will employ and consider more o f these antecedents as being vital in their 

business operations than unsuccessful organizations and therefore obtain higher operating 

effectiveness.

I

I

Discussion o f Target Population.

The Emergency Medical Services (EMS) career field was selected as the target 

population for conducting this research. The primary employers o f EMS personnel are 

municipal governments and hospitals. The nature o f the EMS technician’s job is one o f 

being fast-paced, involving high stress and high tolerance for ambiguous situations, and 

requiring split-second accuracy in diagnosis and treatment. Although most municipalities 

have fire units and sometimes rescue units, not all o f them have EMS units. This is 

primarily due to the extensive amount o f training required, the cost o f the training, and 

the legal liabilities associated with incorrect diagnosis and treatm ent by EMS personnel. 

For those municipalities which do provide emergency medical services, each EMS 

professional or EMS team functions as an independent agent o f the Fire-Rescue or
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Rescue department. Typically, functioning without direct supervision, they are expected 

to exhibit the appropriate behavior based on training, applicable regulatory statutes, and 

the “spirit” o f “civil service” o f the organization (organizational culture). In other words, 

they are functioning under the “principal-agent” theory. Additionally, because o f the very 

ambiguous nature o f the types o f  conditions under which an EMS unit may be called 

upon to respond, one would expect that municipal governments offering this service 

would exercise due diligence in selecting personnel and ensure that ongoing training and 

performance appraisal is a vital part o f their operating norms.
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CHAPTER E l

METHODOLOGY

1 

»
I
|  Research Questions.

|
The research questions to be considered are: In a  dynamic business environment, 

1) what is the correlation between an organization’s use o f input control and its 

organizational effectiveness and 2) what is the correlation between an organization’s use 

o f input control and its business environment? From these research questions, two 

hypotheses are developed. Building on the work o f Snell (1992), Snell and Youndt 

(1995) and O’Reilly, Chatman, and Caldwell (1991), this research explored the 

relationship between the combination o f independent and moderating variables, and 

dependent variables.

The independent variable is input control. This construct was operationalized via 

the antecedents o f organizational training and the selection processes as previously 

applied by Snell (1992). The moderating variable is the business environment, which 

^  Snell (1992) called administrative factors. This construct was operationalized as

^  management’s knowledge o f the work processes/activities and the availability and use o f

I  

I
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concrete standards. The dependent variable is organizational effectiveness. This 

construct was operationalized as previously applied by Snell (1992) and O’Reilly et al 

(1991) in this research regarding EMS personnels’ evaluation o f the organization’s 

performance appraisal process and EMS personnels’ intent to leave the organization 

(employee turnover) as applied by O’Reilly e t al (1991) regarding EMS personnel.

Human Resource Management Control Theory states that when the work 

environment is such that management lacks complete knowledge o f the 

work/transformation process and the work does not allow for the use o f concrete, 

quantifiable standards, then management will rely upon input control techniques to 

ensure effective worker performance. Although numerous variables have been identified 

relating to input control techniques, the most commonly utilized antecedents in research 

o f this theory have been the evaluation o f organizational selection processes and their use 

o f training. Thus, to the extent that management o f EMS personnel engage in detailed 

and elaborate selection processes and provides training not only on work-related subjects 

but on the organizational values, customs, mission, vision, etc. o f the organization as well 

as other training areas to its EMS personnel, the organization’s EMS employees should 

evaluate their performance appraisal process as being effective.

Likewise, the combination o f the organization’s selection processes and training 

should have a positive effect on employee retention in this career field, as moderate by 

the business environment. The amount o f money and time needed to properly train EMS 

personnel to achieve the necessary certification levels represents a significant investment
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in an organization’s human capital. The loss o f personnel due to voluntary or involuntary 

separation also represents a significant financial loss for that organization. As stated in 

the literature review, this fact can have a special meaning in the nonprofit sector o f  the 

economy. Nonprofit organizations have to rely upon either charitable donations o r the 

political allocation process to meet their operational needs. Each turnover o f EMS 

personnel then may be viewed by the organization and the general public respectively as 

a loss o f return on investment and an inappropriate and inefficient allocation o f  taxpayer 

money.

Research Hypotheses.

Based on Human Resource Management Control Theory, it is hypothesized that 

those EMS employees who are performing satisfactorily on the job in this work 

environment would be less likely to harbor a desire to leave the organization based on 

normal employer-employee interaction pertaining to specific job activities. Statistical 

analysis should reveal that there is a positive correlation between the three sets o f 

variables. This then leads to research and null hypotheses number 1.
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Research hypothesis #1: There is a positive correlation between EMS personnels’ 

evaluation o f an organization’s performance appraisal process and their 

intent to leave and the organization’s selection process and use o f training 

as moderated by their perception o f management’s knowledge o f the work 

activity and the availability/use o f concrete standards.

Null hypothesis #1: There is no correlation or a negative correlation between 

EMS personnel’s evaluation o f an organization’s performance appraisal 

process and their intent to leave and the organization’s selection process 

and the use o f training as moderated by their perception o f management’s 

knowledge o f the work activity and the availability/use o f concrete 

standards.

D V  * (f) A + B

Perhaps an equally important aspect o f understanding this theory, as it relates to 

the use o f input control from an empirical perspective, is understanding the relationship 

between the independent and moderating variables. As theorized, the reason management 

utilizes and relies heavily on such techniques as selection processes, training, mission 

statements, organizational culture, and etc. is that the nature o f the business environment
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is such that management lacks either the time, resources, or initiative to master and 

remain proficient in all aspects o f the work activities to provide consistent, constant, 

direct supervision over their employees. Additionally, the work environment is such that 

it is extremely difficult to  establish consistent, concrete standards by which employees 

can be evaluated. In those cases where quantitative standards may be developed, the use 

and/or enforcement o f such standards may have an undesirable impact on the quality o f  

product or service provided. For example in the EMS career field, management could 

establish a quantitative quality standard o f having EMS personnel stick a patient w ith a 

needle no more than two times when attempting to administer an intravenous (IV) 

feeding. Although most people are not particularly fond o f having needles inserted into 

them two or more times, however, the last thing EMS management or a person needing 

the medication or injection wants to worry about is whether or not the EMS personnel is 

reluctant or hesitant to administer the IV because they are concerned about the number o f 

attempts it will take them to locate a collapsed vein and how they will be evaluated for 

repeated attempts. If  the Human Resource Management Control Theory holds true, it is 

hypothesized that there should be a negative or inverse correlation between the 

independent and moderating variables. This means that the greater the degree o f 

ambiguity or lack o f organizational standards and managements’ lack o f understanding o f 

the work processes o f its employees, the greater the need for the organization to  rely 

upon input control techniques to ensure effective employee behavior. Alreck and Settle 

(1995) discussed statistical correlation this way:
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The plus o r minus sign on the correlation coefficient indicates the 

direction o f correlation. I f  the correlation is positive, the two 

[variables] move in the same direction. I f  it’s negative, they move in 

the opposite direction. In other words, the plus or minus indicates a 

direct or an inverse relationship between the two variables.

(Alreck and Settle, 1995, p. 298).

According to  the theory, it would seem likely then that there should be an inverse 

relationship between the independent and moderating variables. As mentioned earlier, the 

nature o f most EMS units in N orth Carolina is that the EMS personnel function either as 

a team or as individual members based on their classifications. As such, some units will 

have a designated supervisor specifically for the EMS units while others may function 

under the supervision o f the Fire Chief. In either case, the position o f  supervisor is 

normally associated with or considered an “office position” and this individual is 

responsible for handling administrative tasks and interpersonal duties between the 

organization, its EMS units, and citizens. As management staff, they are usually not 

“working supervisors” and in general may not possess the same level o f proficiency or 

expertise as those accomplishing day-to-day EMS activities. This then leads to research 

and null hypotheses number 2.
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Research hypothesis #2: There is a  negative correlation between EMS personnel’s 

perception o f management’s complete knowledge o f  their w ork activities 

and availability/use o f  concrete standards and an organization’s selection 

process and training.

Null hypothesis #2: There is no correlation or a  positive correlation between EMS 

personnel’s perception o f management complete knowledge o f  their work 

activities and the availability/use o f concrete standards and an 

organization’s selection process and training.

( f ) B *( f ) A

A correlational design was used, in which the organization’s selection processes 

and training and management’s knowledge o f the work process/activities and 

availability/use of concrete standards were correlated with EMS personnels’ perception 

o f the performance appraisal processes and employee intent to leave the organization 

(See cross-break #1); A correlation design was also used, in which the organization’s 

selection processes and training are correlated with EMS personnel’s perception o f 

management’s knowledge o f the w ork process/activities and the availability and use o f 

concrete standards (See cross-break #2).
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Cross-Break #1

Input Control & 
Business Environment

Organizational Effectiveness

Employee
Appraisal

Employee 
Intent to  Leave

Training

Selection

Knowledge o f work

Availability o f Standards

Cross-Break #2

Input Control Business Environment

Knowledge o f Availability/Use o f
Work/Activities Concrete Standards

Training

Selection

With regards to the statistical methodology utilized in this study, previous 

researchers have utilized either canonical correlation analysis o r regression analysis. This 

study seeks to identify the relationship between three sets o f variables. For this research,
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the author believes that correlation analysis is the most appropriate statistical method to 

employ. Specifically, the author seeks to analyze the results o f the two dependent 

variables (employee development and turnover intent) with the two independent variables 

(selection and training) and two moderating variables (job knowledge and availability o f 

standards).; and the relationship between the moderating variables (job knowledge and 

availability o f  standards) to the independent variables. In performing these analyses, the 

author sought to determine the strength o f the relationships between the independent and 

dependent variables and between the independent and moderating variables.

Discussion o f Participants.

The author sampled EMS personnel in the State o f North Carolina (N.C.). Similar 

to the air traffic control career field and the military fighter pilot career fields, this 

segment o f the public sector population tends to treat each EMS specialist or EMS team 

as a detached and separate strategic business unit (SBU). In the State o f North Carolina, 

EMS personnel must be certified by the State. EMS personnel can be certified in one o f 

three categories; EMT, EMT - 1, and EMT - P. An EMT is classified as a technician. An 

EMT technician is certified by medical authorities to perform advanced first aid, make 

patient assessments, and administer oxygen. An EMT - 1 is classified as an instructor:

An individual classified as an EMT - 1 is certified to perform all o f the functions o f an
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EMT plus administer limited electrical therapy and administer limited drugs and 

intravenous (IV) applications. The highest level o f certification is the EMT-P. An EMT - 

P is classified as a paramedic. As a  paramedic, this individual is certified to  perform all 

o f the functions o f an EMT and EM T-I plus administer over 40 different medications and 

to conduct limited life-saving procedures to include such advanced medical procedures as 

needle decompressions. Each o f these certifications requires the individual to 

successfully complete a specified number o f both classroom and hand-on practical 

training. This training includes a minimum number o f hours o f training under the 

supervision o f a  physician before the individual can become certified.

In some municipal governments in North Carolina, all EMS personnel are not 

required to obtain any o f the advanced certifications (i.e. EMT - 1 or EM T - P). In other 

municipalities, even the certification and obtainment o f an EMT certification is a 

personal, voluntary decision and may be at the individual’s own expense. Still other 

municipalities mandate some or all o f  their personnel obtain the basic EMT certification 

and then encourage them to voluntarily seek still higher levels o f certification at their 

discretion. A few municipalities require all EMS personnel to obtain the basic EMT 

certification and then allocate a specific number o f positions within the organization and 

require higher certification levels for career advancement. In the latter two cases, such 

organizations will tend to use the attainment o f higher levels o f certification in their 

performance appraisal process. Such organizations may routinely identify personnel to 

receive training for these higher certification levels as manpower changes dictate and pay
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for their training.

The survey population consisted o f all EMS certified personnel only, regardless 

o f their classification and whether they are supervisor o r non-supervisory qualified. Some 

researchers may question whether or not the survey instrument utilized in this research is 

applicable for this type o f research. The history o f research on this theory is indeed 

robust. Ouchi and Maguire (1975) in their work reported the following:

Following two sets o f interviews with 40 respondents, a questionnaire 

was prepared and administered to  all individuals in the 197 department 

stores. O f the 2,875 questionnaires distributed, 2,398 (83 percent) were 

returned and usable. O f these 329 (a response rate o f 84 percent) were 

managers, who were the focus o f the this study. They ranged over 

four level o f hierarchy, from assistant department manager to store 

manager. Some data are also reported for the non managers (others) 

who comprise the bottom level o f the hierarchy. Questionnaires 

returned by one corporate president and by 13 corporate vice- 

presidents were excluded from the study.

(Ouchi and Maguire, 1975, p. 560).

Additionally, some researchers may question the validity o f testing the public sector with 

this instrument since these instruments have been used testing the private sector. First, 

the originator o f the theory validates this robust testing. Ouchi (1977) in his study o f non-
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discount retail department store companies stated the following o f his survey population:

It should be noted that retail department stores are different from other 

work organizations in some important ways. First, the majority o f 

employees (55 percent in this sample) are sales people who directly 

engage the firm's clients but are at the first or bottom, level o f the 

hierarchy. Second, although a great deal o f specialization takes place 

between merchandise categories, the task specialization by department 

is probably not as great as that which exists in a manufacturing 

organization. There are perceived differences between and the result

ing bifurcation o f interests. However, the “notions” department was widely 

felt to be quite different from the women’s ready-to-wear departments 

and both o f those quite different in task from the sales o f major 

appliances and furniture. Nevertheless, it can be argued that since 

all o f these departments are engaged in selling that they are not very 

different and therefore should not require very much integration.

It should be noted that all o f the variance in control type was 

not expected to be explained by the structural variance. Indeed, another 

paper (Ouchi and Maguire, 1975) demonstrated that approximately 

25 percent o f the variance in output control and behavior control is 

explained through characteristics o f the job. In addition to these

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

120

individual-level variables, it is likely that department-level variables 

will explain another large portion o f the variance in control type.

Nevertheless, a  significant portion o f the variance in control type

can be expected to be related to structural variables with the organization

as the unit o f  analysis. (Ouchi, 1977, p. 101).

Both o f these studies by the theory’s originator denote the fact that the nature o f the 

theory is strong and equally allows for simultaneous research o f both management and 

nonmanagement personnel and may be equally applied to all segments o f the business 

population. In fact, it wasn’t  until Eisenhardt’s (1985) work that research regarding the 

focus o f this theory became predominately focused at the managerial level. Obviously 

from Ouchi’s earlier works (1975 and 1977), the two groups can be surveyed together. 

The question o f testing the public sector is answered via the theory. The theory clearly 

postulates that there should be a segment o f the business population in which input 

control can be studied and possibly validated. It is the author’s belief that Ouchi in this 

1977 w ork correctly identified the factors necessary to be considered to  research the 

input control quadrant o f the theory: “...a significant portion of the variance in control 

type can be expected to be related to structural variables with the organization as the unit 

o f analysis” (Ouchi, 1977, p. 101).

This research takes into consideration not only the structural variables o f the 

organization but also the dynamics o f the work environment as postulated by the theory.
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Because the nature o f the environment and the work processes o f EMS personnel is one 

o f a  prinripal-agent format, it is both logical and rational that the public sector is a  viable 

candidate for researching this theory and both groups o f employees (managers and non

managers) may be included in the study. As a  final point o f validation, this researcher 

contacted Snell (1992 and 1995), the most prominently recognized and highly-esteemed 

researcher o f this theory and the instrument developer, concerning the issue o f 

simultaneous multi-level testing o f both managers and nonmanagers. His perspective is 

that the theory does not state that it is solely applicable to the managerial level. The fact 

that previous researchers have chosen to test the theory at the managerial level in no way 

invalidates testing o f the theory at the nonmanagerial level o r even at the multi-level 

perspective. In his 1992 research, nonmanagers are the principle focus o f the research.

Managerial and nonmanagerial data was collected as demographic and research 

information in this study. This study allowed for a more valid sampling and hopefully a 

statistical analysis with broader general application o f the theory. The size o f the target 

population is estimated to be approximately 600 people.

Sampling Strategy.

A stratified sample o f EMS departments was selected from a pool o f municipal 

governments in North Carolina (N.C.). Since every municipality in N.C. does not have 

an EMS department, the author limited the survey population pool to only those
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municipal governments which have them. Additionally, since the nature o f the job 

requires a high level o f professionalism and training, the pool o f likely candidates was 

further stratified by population size. Those municipalities with a  population o f40,000 

people or more are significantly more likely than not to meet a  majority o f the 

environmental factors posited in the theory. Those municipalities which do not provide 

EMS service normally rely upon the county in which the city resides to  provide EMS 

service or rely upon private contract services or the hospital. These segments o f the 

population were excluded for the following reasons: 1) The county EMS units were 

excluded because the county government units are typically less-well staffed due to 

funding and reliance upon the city governments to handle the greatest volume of service. 

Additionally, some county and town EMS units are volunteer units which are composed 

o f city personnel. 2) By eliminating this segment o f the population, the error o f 

redundance in reporting will be avoided. Likewise, hospital and contract EMS units are 

frequently considered a part o f the for-profit population. Management o f for-profit firms 

typically views EMS units as a significant revenue producing source for funding part o f 

the business operations. 3) Since the medical field in America is undergoing significant 

changes regarding the number o f hospitals transitioning from nonprofit to for-profit 

organizations, their EMS units/personnel were eliminated to  better focus the research on 

the public sector as postulated in the literature review. In doing so, we have eliminated 

the possibility o f cross contamination o f for-profit and public sector business. 

Additionally in doing so, we also maintain the focused o f the research on public
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businesses as the business environment theorized as being among the most descriptive o f 

employing input control as their primary source o f worker control.

Sampling Apparatus.

The author contacted Snell (1992) and Caldwell (O’Reilly et al, 1991) and 

received their permission to use their survey instruments for this research. (See 

Attachments I and 2). Because this research work dealt with only one aspect o r segment 

o f the human resource management control theory, the author chose not to  utilize Snell’s 

entire instrument in this research work. (See Attachment 1 - Survey Instrument.) The 

original instrument supplied to the author was an in-depth survey instrument whose target 

group was the manufacturing sector o f  business. In his 1992 work, Snell (1992) utilized a 

shortened version o f this original instrument and stated in the published research (Snell 

1992) that selecting staffing data was obtained by utilizing a 7-item scale; comprehensive 

training data from an 8-item scale, and development appraisal data from a 9 item scale, 

all o f which were reported in the 1992 work. Researchers evaluating this research work 

should note that Snell’s (1992) work does not include all of the survey questions shown 

on the original survey instrument provided to the author.

It is obvious that having validated the reliability and validity o f the survey items, 

the usage o f a reduced number o f survey items in no way adversely affected the validity 

or reliability o f the instrument and restructuring it to the target population does not
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significantly adversely impact the validity' o r reliability o f the survey apparatus. The parts 

o f Snell’s (1992) survey instrument which the author has specifically excluded refer to 

the testing o f the existence o f behavior and output controls which are not germane to  this 

research work; which focuses solely on the testing o f and existence o f the use o f  input 

control and the input control environment.

Retaining and utilizing these segments (behavior and output control) o f  the 

original apparatus for use in this research would adversely affect the research in two 

significant ways: First, it would have made the survey instrument unnecessarily long by 

adding the additional survey items. This would have negatively impacted the likelihood 

o f receiving completed responses back from the EMS sample population due to  the time 

necessary to complete the survey with regards to  their dynamic work environment. (For 

example, in a  municipality o f approximately 40,000 people, a typical EMS force will 

average 200 emergency responses per week. The time needed to adequately respond to 

these emergency situation can vary from IS minutes to approximately 45 minutes 

including processing the necessary paperwork and briefing medical staff o f their actions.) 

Secondly, the survey instrument would have collected information which will not be used 

in this study or have any relevance to the narrowly defined research topic area.

Some researchers may argue that in not utilizing the entire original survey 

instrument, the author is altering the instrument and thus may be adversely affecting its 

validity and reliability. To the contrary, the author counter-argues that this is not true.

The survey apparatus utilized in this research is the exact same instrument
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(questions/statements), to include the key section concerning the administrative factors 

which refer to  the business environment, utilized in Snell’s (1992) work. Additionally, 

Snell (1992), himself utilized a  shortened version o f the original instrument in testing a 

nonmanufacturing population. Regarding the wording o f some survey statements, only 

minor editorial wording changes have been made to the original survey instrument to:

1) Make comprehension o f  the survey apparatus more comprehendible by EMS 

personnel; and 2) Eliminate the need for reverse scoring, which is a popular statistical 

approach in the 1990s. All o f  the variables (both independent and dependent variables) 

are continuous.

Additionally to further address concerns by my research colleagues, S. A. Snell 

(personal communications, October 15, 1998) was contacted regarding his opinion 

concerning the elimination o f two segments (behavior and output control questions) o f 

the original survey apparatus and its affect on its reliability and validity. It is his opinion 

that as long as the administrative factors, which the author refers to in this work as 

business environment, are included in the apparatus; there should is no problem in using 

the survey instrument as intended for testing nor should it have any effect on the 

instrument’s reliability o r validity since the instrument itself as developed, has not be 

altered.

What this means to other researchers is that the survey apparatus was developed 

and predicated on the identification o f antecedents associated with each control method 

(behavior, output, and input) with regards to the administrative factors (management’s
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knowledge o f  the transformation o f the transformation process and the availability/use of 

standards) as stated in the theory. As such, for research purposes, each grouping o f 

questions pertaining to a specific quadrant, excluding the behavior/output combination 

quadrant, can be viewed as independent o f the others and capable o f  individualized 

testing. Since the focus o f this research is to expand the collective knowledge regarding 

specifically the input control quadrant, the questions relating to the other two quadrants 

(behavior and output) are not applicable and may be duly excluded. This procedure in no 

way alters nor changes the original intent or focus from the original survey instrument.

The O’Reilly et al (1991) instrument regarding employee turnover intent has been 

incorporated exactly as listed in their 1991 published research work.

Demographics Data Collection.

As part o f the demographics information, the respondents were also asked some 

binary-type questions (yes or no) relating to the use or existence/non-existence o f some 

of the attributes and antecedents identified in the literature review as key factors for 

organizations intending to use input control as a viable means o f maintaining worker 

control. It is recognized that management may espouse a particular organizational 

philosophy but employees may apply an entirely different philosophy, the demographics 

portion o f the survey only asks the participant to check the items, if  any, that they feel o r 

perceive the organization is utilizing to obtain effective employee behavior on the job.
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The items are: mission/vision statements, organizational objectives, organizational social 

activities, formal orientation program, organizational symbols, organizational 

values/beliefs, mentoring/sponsorship programs, multiple communication channels, and 

stories, anecdotes o f employees as role models who exhibit superior performance, and the 

use o f mentoring/sponsorship programs.

Additionally, binary-type information was collected regarding whether or not the 

individuals received any training (formal or informal) concerning the performance 

appraisal processes, employee status, EMS classification status, and EMS tenure. This 

group of information was used as statistical summary data as to frequency (mean and 

mode) in qualifying these features as being effectively utilized in the sample populations. 

Additionally, this information was useful in explaining and analyzing the correlated 

statistics.

Research Procedure.

Four municipal governments with EMS divisions were randomly selected from 

the stratified pool o f seven municipalities. In the event that the four candidates refused to 

participate in the research o r if  a sufficient response rate was not received from the four 

initial candidates, the remaining pool o f candidates would be contacted. Since a sufficient 

number of responses were received from the initial candidates, it was not necessary to 

contact the remaining pool municipalities. Fire Chiefs from  each o f the selected

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

128

municipalities in North Carolina with a population o f41,000 people o r more, were first 

contacted via telephone. The author requested permission to survey their EMS personnel 

for research in support o f a doctoral dissertation. The Fire Chiefs were then asked the 

number o f EMS certified personnel, including supervisors, at their facility meeting the 

testing (certification) criteria. The appropriate number o f surveys were sent via U.S. mail 

with the instructions for either the Fire C hief or his/her designated representative to 

distribute the surveys to personnel willing to  voluntarily participate in the research, 

collect and return the surveys to the author. A  self-address, stamped envelop/box 

was provided for the mass return o f any completed surveys. The return envelop/box 

contained the author’s return address to ensure that the author could ensure their 

anonymity in collecting the data and in reporting the findings. Each organization was 

asked to return any completed and unused surveys within three weeks after they receive 

them. The surveys provided each participant information explaining the purpose o f the 

survey and reassurance to the participants that no demographic information o r any 

information identifying the organizations who participated will be published o r included 

in the summary o f the research.

Statistical Design.

The statistical software package used for this analysis was SPSS version 6.1. A 

bivariate correlation analysis was conducted using the Kendall Tau-b methodology.
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Kendall Tau-b is a nonparametric measure o f the association for ordinal variables. Since 

the survey instrument utilized collected social science ordinal data, this methodology was 

determined to be the most appropriate. The SPSS help section specified that with this 

methodology, the sign o f the coefficient indicates the direction o f the relationship and 

the absolute value indicates the strength o f the factors correlated, with the larger absolute 

£  values indicating the greater strength o f the relationships. Possible values range from -1

to +1. A value o f zero indicates that there is no linear correlation relationship between the 

variables. In such cases, the null hypothesis would be accepted if utilizing a two-tailed 

^  test. A value o f+1 means that the variables are perfectly correlated. A value o f -1 means

that the variables are perfectly correlated but as the values o f one variable increases, the 

values o f the other decreases. A  two-tailed significance test was performed to test the null 

t  hypotheses.

An additional concern for some researchers may be the validity o f utilizing 

correlation analysis as an appropriate methodology instead o f linear regression. Multiple 

regression is a general statistical technique used to analyze the relationship between a 

single dependent variable and several independent variables. The objective o f which is to 

predict the effect o f the independent variables on the dependent variable. The intent o f 

this research is not to predict or establish causation reference the variables but to validate 

and quantify the existence o f a co-relationship between multiple sets o f independent and 

dependent variables as theorized. Canonical correlation analysis deals with the 

association between composite sets o f multiple dependent and independent variables. The

I
I
I
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goal o f correlation analysis is to quantify the strength o f these relationships. Since 

previous researchers have noted difficulty in identifying and testing the input control 

quadrant o f  the theory, the author chose to test the existence o f the use o f input control in 

this segment o f the business population and to validate and quantify the relationships, if  

they existed, instead o f predicting the associations o f  the relationships among the 

variables. Therefore, having operationalized the independent and moderating variables as 

four continuous variables and the dependent variable as two continuous variables, 

correlation analysis and not multiple regression is deemed the more appropriate 

methodology to  utilize. As such, there is no assumption made as to causation o f 

movement among the variables in this work. To further validate the appropriateness o f 

this methodology, the author again contacted S. A. Snell (personal communication, 

September 13, 1999) to gain his opinion regarding the appropriateness o f use o f  this 

methodology in this research. His response was that in his 1992 work he began his 

statistical analysis by doing an canonical correlation analysis, which provided a  general 

overview o f the relationships between the variables and then used regression analysis for 

predicting the future outcomes based on these correlations. Since the intent o f this 

research is not to predict future outcomes but to investigate if there was indeed a 

relationship between the variables with regards to this specific target population, and if 

so, to what degree was there co-relationship movement, canonical correlation analysis 

would be the appropriate methodology to use.
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The statistical model designed for this research utilized the following keys in the 

coding and loading o f the demographic and survey data: I) For job classification, a basic 

EMT was coded as 1, EM T-I was coded as 2, and EM T- P was coded as 3 .2 ) For 

supervisory status, personnel who responded as “other” o r who omitted this section were 

coded as “0" (zero). Personnel who classified themselves as supervisor qualified but not 

£  currently holding a supervisory position were coded as “ 1". Personnel holding a

supervisor/crew leader position were coded as “2". Personnel holding section 

coordinator/section director/EMS Chief were coded as “3". 3) Organization and career 

|  tenure data was coded as a  one or two-digit number for the actual number o f years. Some

respondents provided whole and fractional years. Responses with fractional numbers 

were rounded downward to the nearest whole year. 4) Performance appraisal training was 

coded as binary data. Personnel who reported having never received performance 

appraisal training or having received only informal training were coded as “0" (zero). 

Personnel who reported receiving formal performance appraisal training from classroom 

or organizational-sponsored training were coded as “ I". 5) Demographic information 

pertaining to the individuals’ perceptions as to whether o r not their organization was 

effectively using any o f the ten listed input control factors/features to control employee 

behavior was also coded as binary data. If the individual reported that they felt the feature 

^  was being effectively utilized to control employee behavior, it was coded as a “ 1". I f  the

item was not checked, it was coded as a “0" (zero).
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The main portion o f the survey instrument contained 29 questions. The first 26 

questions utilized a  Likert-type scale and ranged from one to five with the number one 

representing a response o f “strongly disagree” and the number five representing a 

response o f “strongly agree”. Questions 1-26 reflected a response sequence that 

progressed from the least favorable response to  the most favorable response. Questions 

27 through 29, the Caldwell (O’Reilly et al, 1991) instrument, are worded so that an 

individual responding in a  positive manner would respond with low-scaled response 

instead o f a high-scaled response. This original scale, as designed and utilized by the 

original author o f the instrument, is a  reverse pattern in comparison to the previous 26 

questions. In order to provide for a uniform evaluation o f the statistical data, the 

responses for questions 27 through 29 were reverse-scored as follows: Not a t all =  5, 

Slight extent = 4, Moderate extent = 3, A  great extent = 2, and A very great extent =  1.

Coding for the 29 survey question areas for correlation purposes was a follows: 

knowledge o f the work process as “kop”, availability o f standards as “aos”, input control 

- training as “ict”, input control - selection as “ict”, performance appraisal processes as 

“pa”, and employee intent to leave the organization as “to”.
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CHAPTER IV 

ANALYSIS AND PRESENTATION OF FINDINGS 

Survey Responses.

A total o f286 surveys were distributed. The cities included in the research 

findings had populations ranging in size from approximately 41,000 to 152,000 people. 

O f the surveys distributed, 117 were returned for a  response rate o f 40.9 percent. O f the 

117 surveys received, 9 surveys were missing one or more responses to the 29 survey 

questions. These surveys were excluded from statistical analysis. This left a pool o f 108 

surveys for analysis which equaled a response rate o f 37.76 percent. O f the 108 

participants who completed the surveys, 54 possessed the basic EMT qualifications, 24 

were EMT-I qualified, and 30 were EMT - P qualified. (See Appendix A)

Demographic Data Analysis.

O f the 108 respondents, 45 were not supervisor qualified, 14 were supervisor 

qualified but not currently holding a supervisor position, and 49 were supervisors. The 

mean years o f organizational tenure o f the respondents was 12.287 years with the median
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and mode being ten years. The median year o f EMS experience was also ten years, 

however, there were multiple modes o f 8 and 20 years respectively. A  histogram analysis 

(See Figure 6) showed the majority o f the respondents fell within these two modes with 

fewer segments o f the sample population falling outside o f the two mode points. The x- 

axis represents the number o f  years in the EMS career field and the y-axis represents the 

number o f respondents who reported that year o f  EMS experience tenure. There was a 

slight skewness to the left which shows a  portion o f the sample population, with five 

years or more, approaching the eight-year point.

The first significant preliminary finding from the demographic data deals with the 

issue o f performance appraisal training. As previously mentioned, o f the 108 

respondents, 63 individuals indicated that they were supervisor qualified. Surprisingly,

46.3 percent o f the 108 respondents reported having “no training” or only “informal 

training” on performance appraisals. The empirical significance o f this finding will be 

discussed later.

Next, o f the ten factors listed on the survey which relate to input control factors at 

the discretion o f senior-level management that an organization could effectively use to 

obtain and ensure effective employee behavior from personnel working in an input 

control environment, only two factors were reported with a SO percent response rate or 

higher. S3.7 percent o f the respondents listed their organization’s orientation program as 

being effectively utilized in controlling employee behavior. (See Figure 7). S0.9 percent 

listed organizational objectives as being utilized as an effective behavior control factor.
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46.3 percent listed their organization’s mission statement as being significant in 

controlling employee organizational behavior. The remaining factors are listed by 

percentages in descending order as follows: multiple communication channels (38.9%), 

organizational stories (33.3%), organizational values (31.5%), organizational symbols 

(27.8%), organizational social activities (19.4%), organization vision statement (16.7%), 

and the use o f mentoring programs (14.8%).

Findings Regarding Null Hypothesis Number One.

Null hypothesis number one, which stated that there is no correlation or a 

negative correlation between the independent and moderating variables and the 

dependent variables, is rejected based on the two-tailed significance test for the 

correlation between these variables. The SPSS program provided the matrix output in the 

following format: statistical correlation coefficients, number o f cases computed, and the 

two-tailed statistical significance level. (See Appendix B). The SPSS help text listed in 

the program stated that the statistical significance level represents the probability that the 

pattern observed and calculated in the sample data matrix would exist if the null 

hypothesis is true. If  the probability is sufficiently low, one rejects the null and 

conversely if the probability is significantly high, one accepts the null hypothesis. The 

results o f this research revealed that for each o f the independent, moderating, and 

dependent variable matrices, at least five significant positive correlations were found. A 

majority o f the factors examined in this study revealed a statistical significance
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probability level ranging between .001 and .295 with the exception o f the following 

matrices whose significance level is shown in parentheses: ict3/tol(.392), kop3/tol 

(.401), kop5/pa3 (.669), kop5/pa5 (.897), ict3/to2 (.905), and icsl/to l (.929). The author 

considered these matrices to be in the null hypothesis acceptable range and were 

excluded from further detailed statistical analysis. A  detailed review o f Appendix B 

clearly shows that the exclusion o f these few matrices is both rational and prudent in 

determining whether or not to accept or reject the null hypothesis. By taking this 

conservative perspective, in comparison to a  more liberal approach where those matrices 

with a level as high as .499 might be deemed acceptable by some researchers, the 

remaining matrices clearly exhibit valid evidence in support of the research hypothesis 

and revealed important statistical significance probability level information which clearly 

supports the rejection o f the null hypothesis. Stated differently, these correlations can 

easily be seen as representing a significantly high probability, at least 70 percent or 

higher, that the reported findings do, in fact, support the research hypothesis.

Additionally, in cases ict3/tol, ict3/to2, and kop5/pa5, the correlation coefficients 

for these matrices reflected a negative correlation which denotes an inverse relationship 

which is a factor in considering the acceptance o f the null hypothesis. Interestingly, the 

statistical significance level for these matrices indicates that there is a strong probability 

that this pattern would be observed in the null hypothesis which further strengthens their 

support for their acceptance of the null hypothesis and rejecting this segment relating to 

the research hypothesis.
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However, this small, limited number o f matrices, even when taken together, in no 

way provides a strong justification or grounds for the overall acceptance o f null 

hypothesis number one. Even utilizing the conservative approach aforementioned, the 

number o f  positive statistical significance levels for all o f the remaining correlation 

matrices far and in excess out number the few  correlations that did support the null 

hypothesis. Although all o f the remaining matrices were positively correlated, a  detailed 

analysis o f each and every correlation matrix would make this dissertation excessively 

technical and more redundant than necessary in several areas. For thess reasons, only the 

most prominent matrices will be discussed and analyzed in detail in this work.

Findings Regarding Training Matrices Correlation.

The research data reveals some interesting correlations concerning the use o f 

input control in the EMS career field and the performance appraisal programs utilized 

and voluntary manpower turnover (employee intent to leave the organization). In the area 

o f training, the strongest correlation (.2758) was shown to exist between how well the 

organization formalized or structured its training processes and the employee’s 

supervisor’s approach used to discuss employee performance during evaluations. (See 

Appendix B) A total o f 56.5 percent o f the respondents viewed their organization’s 

training program as ranging from being “moderately structured” to “formal” compared to
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a total o f  23.1 percent o f the respondents who viewed their organization’s program  as 

ranging from “unstructured/informal” to “weakly structured”. The most commonly 

reported supervisor approach utilized to discuss employee performance during 

evaluations was the “tell and listen” approach. Although this approach is considered to be 

a two-way communication process, employee feedback may be given little to  no credence 

since supervisor’s intent as to how the feedback will be viewed or utilized remains 

unknown to  the employee. The survey responses revealed that 49.1 percent o f  the 

supervisors utilized this approach. On the other hand, only 17.6 percent utilized “a joint 

problem solving” approach. The joint problem solving approach is also a two-way 

communication technique. In contrast, this approch not only solicits employee feedback 

but also seeks to incorporate this feedback into a mutual agreement as to what actions 

and/or interactions each party agrees to  take to help the employee achieve the intended 

outcome.

The next significant matrix correlation (.2706) was shown to exist between the 

extensiveness o f the organization’s training program and how frequently supervisors 

discussed an employee’s performance with them. A  total o f 77.8 percent o f the 

respondents described their organization’s training program as ranging from “moderately 

extensive” to  “very extensive” with 49.1 percent o f these respondents describing their 

training program as “moderately extensive”. This was correlated with 48.1 percent o f the 

respondents reporting that their supervisor discussed their performance with them  on a
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“quarterly” basis and 25 percent o f the supervisors engaged in such discussions on an 

“annual” basis. Only 5.6 percent responded that their supervisor “rarely” discussed their 

performance with them.

With regards to the specific different kinds o f training programs available and 

how much effort was given to  measuring employee performance, this matrix correlation 

coefficient was .2665. In this association mix, 50 percent o f the respondents described 

their organization as having “some variety” in training programs which were made 

available to them. Only 18.5 percent responded having a “wide variety” o f training 

program available. In comparison, a  total o f 23.1 percent responded that “little” to  “very 

little” effort was given to measuring employee performance and 45.4 percent reported 

that only a “moderate amount” o f  effort was given.

With regards to how the respondents felt employee training was viewed in their 

organization and its relationship to performance appraisals and rewards, the matrix 

correlation coefficient was .2499. The data showed that a  total o f 39.8 percent o f the 

responding individuals felt that employee training was viewed more o f “a cost” than as 

“an equal cost/investment opportunity”. 29.6 percent felt that it was viewed “equally as a 

cost and an investment”. Only 21.3 percent felt that employee training was viewed 

“solely as an investment” opportunity. These results were positively correlated with data 

showing that 34.3 percent felt that raises, promotions, merit increases, etc. are “somewhat 

related” to  performance appraisals while only 20.4 percent feeling that they are “very
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closely related” to  performance appraisals. This last statistic is especially interesting 

when it is compared with the demographic data which shows that 46.3 percentage o f the 

EMS survey population has received “no” o r “only informal” performance appraisal

training.

The last training area matrix to be discussed has a  significant matrix correlation o f 

.2426 and shows a positive correlation with how the respondents felt employee training 

was viewed in their organization and the employee’s specific intent to leave the 

organization. Whereas a total o f 39.8 percent o f the respondents felt that employee 

training was viewed more as “a cost” than as “an equal cost/investment opportunity”, this 

was correlated with a total o f 11.1 percent o f the respondents who indicated that they 

either “certainly would not” o r “probably would not” be working for their current 

organization three years from now. An additional 15.7 percent reported “not being sure 

one way or the other” as to whether or not they would be with the organization three 

years from now. The empirical significance o f this correlation will be discussed in detail 

later.

Findings Regarding Selection Matrices Correlation.

In the area o f selection, the strongest matrix correlation (.2822) related the degree 

o f importance the organization places on the staffing process and the employee’s specific
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intent to leave the organization. A  total o f 21.3 percent o f the respondents reported 

feeling that the organization placed “very little” to “little” importance on the staffing 

process. This was correlated with a total o f 11.1 percent o f the respondents who stated 

that they either “certainly would not” o r “probably would not” be working for their 

current organization three years from now. Conversely, o f the 20.4 percent o f the people 

who felt that the organization placed “a great deal” o f importance on the staffing process, 

this was correlated with only 47.2 percent who stated that they “certainly would” be with 

the organization three years from now. It is also interesting to  note that regarding the 

demographics o f the survey population, 2 modes were identified regarding the number o f 

years o f experience the respondents had in the EMS career field, 8 and 20 years 

respectively. It may be that this factor provides an important insight into the correlation 

between the staffing processes and employee turnover which will be discussed later.

Regarding the matrix correlation (.2738) between the degree o f importance the 

organization places on the EMS staffing process and to what extent employees participate 

in the goal setting and the performance appraisal processes, a  total o f 78.8 percent 

reported that their organization places “a moderate” to “a great deal” o f importance on 

the staffing process for EMS personnel. This correlates with a  total o f 58.3 percent who 

stated that they participate “moderately” to “a great deal” in the goal setting and 

performance appraisal process. These statistics also appear to compliment the correlation 

matrix (.2736) between the EMS personnel’s perception o f the extensiveness o f the
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selection process and how often EMS supervisors discussed employee performance with 

them. A total o f 81.5 percent o f the respondents stated that they felt that the staffing 

process was “moderately extensive” to “very extensive”, compared to a  total o f  69.4 

percent who stated that their performance is discussed with them “occasionally” to 

“daily”. Again, the demographic data relating to  the percentage o f EMS personnel who 

have received formal performance appraisal training may be viewed as playing an 

important input control factor as to the quantity and quality o f performance feedback that 

the individuals receive.

A  critical finding relating to the staffing process is revealed in the correlation 

matrix (.2614) between EMS personnel’s perception o f the importance o f selecting the 

best person for a position in their organization and the employee’s specific intent to leave 

the organization. Whereas a total o f 39.8 percent o f the people felt that a “moderate” or 

“slightly higher” degree o f importance was placed on selecting the best person for a 

position in their unit, 44.4 percent indicated that they felt it was “very important” to 

select the best person for a position. This was correlated with a total o f 73.4 percent o f 

the respondents who reported that they either “certainly would” or “probably would” still 

be with their organization three years from now.
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Findings Regarding the Knowledge o f the Work: Process Matrices Correlation.

With regards to correlations between supervisory knowledge o f the work 

processes, performance appraisal processes, and voluntary separation, there were also 

some significant findings. The strongest matrix correlation (.2729) was found regarding 

the relationship between the level o f ease to which a supervisor can predict in advance 

how successful an employee will be as a consequence o f their actions and the amount o f 

effort a supervisor places on measuring employee performance. Whereas a total o f 25.9 

percent o f  the respondents “disagreed” to some degree with the statement that it was 

“easy” for their supervisor to predict in advance how successful they would be as a 

consequence o f their actions, only 1.9 percent “strongly agreed”. 29.6 percent “agreed” 

with the statement that it was “easy” for their supervisor to  predict in advance how 

successful they would be as a consequence o f their actions . Interestingly, a large 

percentage, 42.6 percent, o f the respondents were undecided or neutral in their response 

as how easy was for their supervisor to predict in advance how successful they would be 

as a consequence o f the actions. This factor o f “ease o f prediction” was correlated with a 

total o f  23.1 percent o f the respondents who felt that their supervisor gave “very little” to 

“little” effort to measuring employee performance. Only 8.3 percent responded that their 

supervisor gave “a great deal” o f effort to measuring employee performance. 45.4 percent 

o f the EMS personnel who responded reported that they felt their supervisor gave only “a
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moderate amount” o f effort in measuring employee performance.

The next significant matrix correlation (.2698) related to EMS supervisors’ ability 

to distinguish between effective and ineffective employees by continually watching them 

and an employee’s specific intent to  leave the organization. In response to  this question, a 

total o f 25 percent o f the people who responded “disagreed” to some degree that their 

supervisor distinguished between effective and ineffective employees by continually 

watching them. 38.9 percent w ere unsure whether or not the their supervisor 

distinguished between effective o r ineffective employees by continually observing them. 

Only 31.5 percent “agreed” w ith the statement that their supervisor could distinguish 

between effective and ineffective employees by continually observing them while only 

4.6 percent “strongly agreed” w ith this statement. The specific relevance o f the question 

relates to the nature o f the input control environment. The theory states that in this type 

o f environment, the work o f the supervisor neither allows them the opportunity nor the 

time to extensively engage in “behavior control”-type actions. If  those who were 

“unsure” were counted with the to tal o f those who “disagreed” to  some degree with the 

statement, the percentage o f respondents who believed that their supervisor did not 

distinguish between effective and ineffective employees solely by observations would 

equal a response rate o f 63.9 percent. This factor o f distinguishing between effective and 

ineffective employees by observation is positively correlated with the responses to the 

question of the respondents’ intent to leave the organization. Whereas 47.2 percent
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responded that they “certainly would” remain with the organization, a  total o f  52.8 

percent responded expressing some doubt as to whether or not they would continue to 

remain with the organization three years from now.

The supervisor’s ability to distinguish between effective and ineffective EMS 

personnel by continual observation was also positively correlated (.2596) with the 

individual’s preference for a more ideal job other than EMS. Whereas a total 63.9 percent 

o f the EMS personnel expressed some doubt o r disagreement as to  their supervisor’s 

ability to distinguish between effective and ineffective employee behavior by continual 

observation, this correlated with a total o f 47.2 percent who responded in the range “not 

at all” to “a slight extent” with regards to preferring a more ideal job. 24.1 percent 

responded that they would to “a slight extent” prefer a  more ideal job and 23.1 percent 

reported that they would “not at all” prefer a more ideal job. (The importance o f this 

correlation may be not in the total o f  63.9 percent who expressed some doubt about their 

supervisor distinguishing between effective and ineffective employees by observations 

but in the total o f 36.1 percent who felt that their supervisor “did distinguish” between 

effective and ineffective employees by “continually observing them” and the 12 percent 

who reported that to a “very great extent” they would prefer a  more ideal job and for the

8.3 percent who reported at the “great extent” preference they would prefer a  more ideal 

job. It may be these individuals are seriously considering voluntary separation to  a 

greater or less extent based on EMS supervisors’ excessive use o f “behavior control”
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when the more appropriate approach is to use an input control technique o r factor.)

The last knowledge o f w ork process area matrix to be discussed has a significant 

matrix correlation o f .2467 and shows a  positive correlation between the respondents’ 

answers to the statement that EMS employees often act in the same ways to achieve the 

same outcome and the degree o f  supervisory effort given to measuring employee 

performance. A  total o f 36.1 percent o f the EMS respondents “disagreed” to  some degree 

with the statement that EMS employees often act in the same ways to  achieve the same 

outcome compared to only 25.9 percent “agreed” with the statement to  some degree. 

Interestingly, 39.8 percent o f the EMS respondents were uncertain as to  whether or not 

they agreed with the statement. This uncertainty may be attributed to at least two 

probably conditions: 1) due to the wording o f the question or 2) to the fact that although a 

lot o f EMS t askings are generally standardized in nature, different techniques may be 

taught by different trainers in following general process and no one technique is more 

“correct” than the other. If  those who expressed some degree o f uncertainty were added 

to those who expressed some degree “disagreed”, this would account for a total o f 75.9 

percent who felt that the nature o f the EMS job is such that there are “multiple ways” o f 

EMS personnel performing their job and obtaining the same outcome. This factor was 

positively correlated with a total o f 68.5 percent who felt that supervisors placed ‘Very 

little” to only “a moderate” degree o f effort to measuring employee performance.
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Findings Regarding the Availability o f Standards Matrices Correlation.

With regards to  correlations between the availability o f standards, performance 

appraisal processes, and voluntary separation, there were significant findings as well. The 

strongest matrix correlation (.2702) was found between the availability o f quantifiable 

performance measures in EMS work activity and how closely raises, promotions, merit, 

etc. are tied to performance appraisals. A total o f 32.4 percent “disagreed” to some 

degree with the statement that EMS employees perform jobs for which quantifiable 

performance measures are used. Only 18.5 percent “agreed” with the statement and not 

(1) one EMS person “strongly agreed” with the statement. Interestingly, 49.1 o f the 

respondents provided answers at the middle range o f the scale, expressing doubts as to 

whether or not they agreed or disagreed with the statement. If  a presumption is made that 

any answer other than “agreement” can be viewed as a negative response or 

“disagreement”, this response rate could be interpreted as a  total o f 81.5 percent o f the 

EMS respondents felt that they performed jobs for which “quantifiable performance 

measures are not easily used or available for use”. This factor was correlated with 34.3 

percent who felt that there was only “somewhat” o f a  relationship between raises, 

promotions, merit, etc. and performance appraisals. Whereas a  total o f 38.9 percent felt 

that there was “little” to “very little” connection between organization rewards and 

performance appraisals, only 20.4 percent felt that there was a “very close” relationship.

Again, if a presumption is made that those who responded with “somewhat” were
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combined with those who responded “little” to “very little”, this would show that a  total 

o f 73.1 percent o f the EMS respondents felt that there was “only a  modest relationship” 

between organizational rewards and the performance appraisal processes. I f  one accepts 

this viewpoint, the statistics suggests that the lack o f a connection between organizational 

rewards and EMS worker performance can be attributed to  the lack o f availability o f a 

sufficient amount o f quantifiable measures to effectively evaluate EMS worker 

performance for performance appraisal purposes.

The next significant matrix correlation (.2699) was between how well defined 

behavior standards are on performance evaluations forms and employee specific intent to 

leave the organization. A total o f 33.4 percent “disagreed” to  some degree that the 

behavioral standards currently used are well-defined compared to a total o f 24.1 percent 

who “agreed” to some degree that they currently are well-defined. 42.6 percent o f the 

respondents were in the undecided area and neither agreed nor disagreed. Again, if a 

presumption is made that any answer other than “agreement” can be viewed as a  negative 

response, this would show that 75.9 percent o f the EMS respondents felt that there was 

“some apprehension or concern” as to how standards are defined on the evaluation forms. 

This factor was positively correlated with four performance appraisal factors:

1) employee’s specific intent to leave the organization (.2699), 2) the supervisor’s 

approach used to discuss employee performance (.2454), 3) the how organizational 

rewards are tied to performance appraisals, and 4) to what extent employees participate in
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the goal setting and performance appraisal processes (.2400).

The correlation between performance standards and intent to leave revealed that 

only 47.2 percent o f the respondents indicated with “certainty” they would be with the 

organization three years from now. Regarding the correlation between performance 

standards and supervisor’s approach, 18.5 percent reported that their supervisor was more 

likely to use a one-way type o f communication approach, 49.1 percent utilizing a limited 

two-way type o f communication approach, and only 17.6 percent utilizing a  joint 

problem solving approach. Regarding the correlation between performance standards and 

the connection between organizational rewards and performance appraisals, at total of 

73.1 expressed a degree o f relatedness ranging from a  “very little” connection to 

“somewhat” o f a connection. Lastly, only 15.7 percent reported “moderate” o r higher 

participation in the goal setting and performance appraisal processes.

The last availability o f standards area matrix to be discussed has a significant 

matrix correlation o f .2592 and shows a  positive correlation regarding the extent results 

measures, such as output, number o f EMS response calls, skill performance, etc., 

accurately depict effective employee performance and the supervisor’s approach used to 

employee performance during evaluations. A total o f 35.2 percent o f the respondents 

indicated that they “disagreed” to some degree with the statement that their 

organization’s results measures accurately depict how well EMS employee perform. A 

total o f only 30 percent responded that they “agreed” to  some degree (agreed or strongly
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agreed) with the statement. 38.9 percent o f the individuals responded in the middle o f the 

scale or in the undecided or uncertain range as to whether they agreed o r disagreed. Once 

|  again, if  a presumption is made that any answer other than “agreement” can be viewed as

a negative response, this would show that a total o f 74.1 percent o f the EMS respondents

I"*  indicated that the results measures utilized were “less than accurate” in depicting how

|  well EMS performed. This component was also positively correlated with at least 3 other

performance appraisal factors and at least one other voluntary separation factor: how 

frequently employee performance is discussed with the employee (.2453), the 

|  relationship between organizational rewards and performance appraisals (.2185), to what

extent employees participate in the goal setting and performance appraisal processes 

(.2125), and the employee’s specific intent to leave the organization (.2414).

I

I

r
i

1

i
i

t
i  
i

Findings Regarding Null Hypothesis Number Two.

Research hypothesis number tw o predicted that there would be an inverse 

(negative) relationship between the independent and moderating variables. The 

correlation results provided some interesting findings. Null hypothesis number two, 

which stated that there is no correlation or a positive correlation between the independent 

^  and moderating variables, is accepted based on the two-tailed significance test for

correlation between the independent and moderating variables. (See Appendix C). With
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the following exceptions, positive correlations, and not negative correlations as 

“  hypothesized, were found between each o f  the variable matrices. Regarding the negative

I  correlation matrices that follow, the first number represents the statistical significance

coefficient and the second number represents the two-tailed significance: ict5/kop5 (- 

*  .0162/.841), ict3/kop4 (-.0086/.917), ict3/aosl (-.0195/.814), ict3/aos4 (-.0179/.831),

I  ics2/kop3 (-.0506/.535), ics3/kop3 (-.0207/.800), and ics4/kop5 (-.0267/.752). In each o f

_  these cases, although there was a negative correlation, the two-tailed statistical

significance level probability was sufficiently strong as to indicate, to this author,

■  grounds for rejecting even partial acceptance o f the research hypothesis.

m  This does not mean that an intuitive researcher can not learn from hypotheses

which are not accepted. As an “after the fact” finding, the correlation matrices provided 

some very intriguing correlation information regarding the relationship between the

■  independent and moderating variables. For example, there was a significant positive 

correlation between the respondents’ perception o f the organization’s view o f training

■  and: 1) the establishment o f quantifiable performance measures (.2708), 2) how

■  accurately results measures depict how well EMS personnel have performed (.2745), 3) 

how well- defined behavior performance standards are exhibited on appraisal forms

■  (.263 8), and 4) whether or not employees believe that supervisors distinguish between

H  effective and ineffective employees by observation o f their actions on the job (.2638).

The managerial implications o f these correlations are significant based on the fact that a 

total o f 39.8 percent o f the respondents felt that their organization viewed training “moreI 
I
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as a cost” factor rather than as a combination cost/opportunity o r as an opportunity only. 

It appears that the lack o f  emphasis on training is associated w ith other areas o f 

organizational effectiveness as it relates to supervisors’ knowledge o f the work process 

and the lack o f availability o f clearly-defined performance standards.

Also o f  interest was the positive correlations between respondents’ perception the 

degree o f importance their organization places on the staffing process and: 1) the extent 

to which EMS personnel perform jobs for which quantifiable measures are used (.2690),

2) to what extent EMS personnel believe behavior standards are performance are well 

defined on performance appraisal forms (.2578), and 3) to what degree EMS respondents 

agreed that results measures utilized in their organization accurately depict how well 

EMS personnel perform (.2407). The managerial implications o f  these positive 

correlations are significant based on the fact that a total o f 59.3 percent o f the 

respondents felt that their organization placed a “moderate o r less” degree o f importance 

in staffing the unit. It appears that to the extent that the moderating variable are 

determined to be strongly felt in the organization, they function as a catalyst in further 

supporting the use o f more and better independent variables.
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CHAPTER V 

SUMMARY AND CONCLUSIONS

The EMS Career Field and the Input Control Environment.

The first point to be emphasized in summarizing this research work’s findings is 

that the primary utility o f these findings, based on the statistical methodology utilized, is 

that o f identifying significant correlations between the research variables and the 

statistical significance links between those variables and not in its ability to make broad, 

predictive outcomes or in identifying causal relationships (Levine, 1977). With this said, 

nevertheless, inferences can be and are made regarding the associations o f these findings 

and the managerial implications for researchers, organizational executives, and 

operational managers in providing generalized guidance and in addressing areas o f 

identified weaknesses in effectively controlling a  workforce in a input control 

environment. As stated earlier, the intent o f the first research hypothesis was to test the 

human resource management control theory, specifically the input control quadrant o f the 

theory, in the Emergency Medical Services (EMS) career field in an attempt to validate
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that this career field is indeed a section o f American business utilizing input control 

techniques to effectively control their workforce. This validation would be established 

based on the degree o f extensiveness that organizations in the career field were utilizing 

or attempting to utilize the techniques and factors identified in the literature review. It 

was hypothesized that an organization operating an input control environment would rely 

heavily upon employee training and selection processes as a central means o f maintaining 

worker control.

Specific research findings revealed that EMS personnel reported receiving 

“moderate” to “extensive” training in “moderately structured” established and ongoing 

training programs. 93.5 percent o f the people in the sample population reported receiving 

20 or more hours o f formal training annually. They also reported that typically, between 

“six” to “twenty or more” applicants are screened for each EMS personnel to 

be hired in their organization. The data supports the author’s contention that the EMS is 

most probably an organization operating in the input control environment and relying 

upon the use o f input control in controlling worker behavior.

As hypothesized, there is a positive correlation between EMS management’s use 

o f input control methods and tactics and its organizational effectiveness. The research 

results revealed several important findings for management to consider with regards to 

increasing its organizational effectiveness and reducing the probability o f increases in 

voluntary manpower turnover.
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Use o f Input Control Factors Under EMS Management’s Control.

First, o f  the ten input control factors identified in the literature review under EMS 

management’s control that can be utilized to build and develop a strong organizational 

culture, only two o f the ten factors are being utilized to  any significant degree to provide 

effective control o f employees in their organization. These two factors are organizational 

orientation programs and the use o f organizational objectives. O f the respondents’ 

answers, 53.7 percent indicated that their organization’s orientation program was viewed 

as an effective factor in controlling EMS employees. 50.9 percent o f the respondents 

indicated that organizational objectives were an effective factor in employee behavior 

control. A significant implication o f this demographically derived data is that while an 

organization’s employee orientation program is generally considered to be a  “once-in-an- 

organizational-lifetime” event, it was perceive as having an more prominent long-term 

effect on the respondents than those who indicated organizational objectives, which in 

some cases may be an “annual” to “bi-annual” event. The significant implications o f this 

data and the associations that can be rationally derived from it is that even these factors 

could be greatly enhanced if senior-level management in these organizations placed 

greater emphasis on efforts to advertise, promote, and demonstrate the type o f culture 

necessary and required for this line o f work.
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Additionally, senior-level management may be allowing valuable opportunities 

for further developing their organizational culture and building “esprit de corps” among 

its EMS personnel slip away by not assertively using the other input control factors at 

their disposal. For example only 16 percent o f the respondents indicated that the 

organization’s vision statement was an effective controlling factor. Similarly, only o f 

27.8 percent o f the respondents identified their organizational symbols as a  factor in 

controlling behavior. Although both o f these factors offer an equal opportunity for further 

developing and promoting the organization’s culture, management should not view them 

as holding a equal juxtaposition with regards to in their degree o f allocation o f 

managerial-level intervention effort and involvement. The establishment o f 

organizational vision is an executive/executive staff responsibility. It requires effective 

leadership, forethought and long-term commitment. Although in the municipal 

government environment, the executive body is composed both elected and appointed 

executives, the appointed officials are usually the individuals who have the greatest 

probability o f being “long-term players” at the executive level and therefore should and 

probably do shoulder m ost o f the responsibility in developing an effective vision 

statement for guiding organizational behavior and its impact on the use o f input control. 

The executive staff, in turn, functions as the driving force in supporting and carrying out 

the vision. As such the EMS units’s vision may be a subordinate, rather than a 

superordinate, vision. However, in the case o f the use o f organizational and departmental 

symbols, the executive staff specifically the EMS managerial and leadership staff have

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

157

the power to make significant contributions from this input control factor. The literature 

review suggests that an effective strategy would be for EMS leaders to utilize their 

department’s rich history and stories o f valor, courage, honor, and devotion to  duty in 

designing and promoting such symbols. Then, EMS supervisors should utilize every 

available opportunity to indoctrinate new organizational members and encourage tenured 

members to frequently reflect upon the values and standards symbolized by the wearing 

o f the insignia and the uniform. Organizational vision is typically closely associated with 

organizational values yet only 31.5 percent o f the respondents listed organizational 

values as a behavior controlling factor. Again, the concept o f control relates to specific 

actions that management takes to ensure appropriate behavior o f others. Organizational 

values are not the by-product o f executive-level brain-storming activities or as an after

thought list o f items from an executive meeting to be “handed down” to organizational 

workers and to be placed on office walls as decorations. Organizational values are the 

clearly recognized, prominent, historical, collective employee beliefs and business 

principles that are deeply felt and routinely acted upon as guiding forces which make an 

organization standout as being unique, different, and hopefully, better than its 

competition. In a governmental environment which is very dynamic, it would seem 

unrealistic for managers and supervisors to really believe that they could be effective in 

controlling highly-trained, quick-reacting EMS workers with excessive use o f behavior 

control or the use o f poorly drafted quasi-quantitative standards. Organizational values
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must be routinely and regularly advocated and promoted throughout the organization, but 

especially in the EMS divisions, to increase organizational effectivness.

This then provides EMS management the opportunity to use another factor in 

further developing their organizational culture: the use o f organizational stories. Only

33.3 percent o f the respondents reported that this method was being utilized as a 

controlling factor. The U.S. Armed Forces may be the premier input control organization 

to effective utilize this technique. No veteran o f the armed services who has endured the 

hardships and struggles o f military service to our country from a reference point o f 

tenured experience in a foreign country can deny the impact o f “war stories o f valor, 

courage, and personal sacrifice in the call o f duty” on impressionable minds and waning 

spirits. Private sector leaders like David Armstrong o f Armstrong International, and 

Southwest Airline’s CEO, Herb Keller, have learned the value o f organizational stories in 

building a culture o f customer service and service to others. I f  executives are not willing 

to “perform” as story tellers, then other tools o f input control are still available and 

viable. For example, only 38.9 percent o f the respondents indicated that multiple 

communication channels were being utilized as effective means o f control. The key here 

is a not heavy reliance ju st upon one-way, downward communications but also an ample 

use of two-way communications. Although organizational social activities can serve this 

purpose, regular mandatory meeting, sometimes in the military/air traffic control career 

field referred to as “Come to Jesus Meetings”, can be very beneficial in disseminating
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information, eliminating rumors, and clarifying and explaining the results as to why the 

results o f “selecting the best candidate” resulted in the outcomes that it did. For example, 

after grumpling over a candidate selection for a key position, a  meeting may clear the air 

o f  misconceptions by notifying everyone that there may have been more qualified 

individuals for a position but only a  few candidates were willing to undergo the rigors o f 

a comprehensive and detailed assessment center process, and that all eligible individuals 

were given the opportunity to  undergo the assessment- This may be substantiated by the 

correlations and demographic data findings.

Another important and significant finding from the demographic data is the 

percentage o f EMS personnel in the organizations who have received formal performance 

appraisal training (only 53.7 percent). Empirically, what this means is as an EMS worker, 

you have just slightly better than a 50/50 chance o f working for a supervisor who has 

received formal performance appraisal training. This individual will supervise you and 

manage your career opportunities based on their understanding o f or their lack o f training 

regarding the formal performance appraisal processes. Likewise, if you are an EMS 

manager, you have just slightly better than a  50/50 chance o f promoting an EMS line 

worker with no formal performance appraisal training, regardless o f their technical 

ability, to a supervisory position. Presuming that you selected a non-performance 

appraisal trained worker, you have now delegated that individual the responsibility o f 

motivating and leading a crew o f EMS workers. Additionally, you are expecting him or 

her to properly utilize the organization’s performance appraisal processes (i.e. setting
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goals, effectively praising and reprimanding employees, effectively documenting worker 

performance, administering performance reward funds, explaining the organization’s 

performance appraisal systm to new workers, etc.) to develop the EMS workers under 

their authority, positively impact the voluntary manpower separation rate, and promote 

the congruency between w ork performance and organizational values by engaging their 

subordinates in meaning performance evaluations sessions. What do you suppose is the 

probability o f their success if  you, the EMS manager, also have only received informal 

performance appraisal training? If  he or she doesn’t work out, you still have a pool o f 

potential supervisors to select from and in each instance you will still have just slightly 

better than a 50/50 chance o f selecting a  properly trained one. This one demographic 

factor has the potential o f having a profound impact on overall organizational 

effectiveness.

Training M atrices Findings Implications.

The results findings relating to organizational training and selection have 

profound significance to managers, supervisors, and workers in the EMS career field. 

First regarding training, it is evident from the research that performance appraisal 

training is a significant weakness in the EMS organizations responding to the survey. The 

data relating to  the training program in EMS units provides a valuable tool for both
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supervisors and workers. To the extent that performance appraisal training is 

incorporated into the training program, and to the extent that senior-level management 

supports and emphasizes the importance o f this training as it relates to the nature o f the 

work process, availability o f  standards, and the effectiveness o f  administering 

organizational monetary rewards, the organizations can expect to see significant 

corresponding reduction in employee voluntary terminations.

The empirical significance o f the point may be seen in comparing the EMS tenure 

data results with the statistical analysis data for training. It is the author’s contention that 

the two modes identified in the demographics data are characteristic o f the training and 

selection patterns o f organizations operating in the input control environment. Partly due 

to the length o f time associated with the training process and partly due to the culture o f 

the organization, there appears to a five to seven year lag time between when the 

individual is hired and when the individual makes the decision to voluntarily leave the 

organization. (See Figure 6) Therefore, one tends to see “peaks” in tenure followed by 

“lulls” and then “peaks” again. The severity or magnitude o f the “peaks” and “lulls” may 

be greatly modified by a host o f factors to include the effective management/supervisor 

interpersonal communications and the quality o f the input control selection process 

utilized during that year. To the extent that particular year was extremely successful, the 

entire group may gradually move throughout the organizational tenure cycle period with 

only minimal personnel losses from that year’s recruitment group whereas the less 

intensified input control selection processes may tend to reflect greater losses in

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

162

manpower and reduction of “peaks” overtim e.

Regarding training and supervisors’ approaches to  training, there is a  positive 

correlation between the training programs’ structure and the supervisor’s approach 

utilized in discussing employee performance during evaluations. The more structured and 

formalized the training programs, the greater the probability that the majority o f the 

supervisors will utilized a more two-way type o f  communications in performance 

appraisal discussions. Again, with the demographic data regarding supervisory 

performance appraisal training, an increase in the use o f two-way communications will 

most probably directly associated with the degree o f emphasis and support originating 

from the senior-level management tier.

As training program extensiveness increases, the probability o f the frequency o f 

employee performance discussions may also increase. However, in this sample 

population, program extensiveness was not as robust as it could be. Correspondingly, 

only 48.1 percent o f the respondents reported discussions with their supervisor on a 

“quarterly” basis. This percentage represents an opportunity for management to focus on 

improving supervisor-employee communications and expanding its EMS training 

program.

Next, the statistical results also suggests that how management perceives the 

value o f training, whether primarily as a “cost” o r as an “opportunity”, and how strongly 

this perception is conveyed, either indirectly through nonverbal messages o r directly as 

formal or informal discussion o f the organization’s performance appraisal processes to
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lower-level supervisors, has a  significant impact on the how a majority o f supervisors and 

employees make associations about the organization’s performance appraisal and the 

organization’s performance reward processes. To the extent that training is viewed 

“solely as a cost” by the organization and/or by the immediate supervisor, the greater the 

probability that the supervisor will view such employee requests for extensive training as 

inconsequential o r from a negative reference point. This may be especially true if  the 

employee’s request was for performance appraisal training and their supervisor has not 

received formal performance appraisal training themselves. As a  result, statistics supports 

the probability that the organization also faces a greater risk o f compounding the problem 

if neither the supervisors nor the employees see a clear connection between effective 

employee performance and the organization’s reward processes. The outcome o f  this 

“double negative” is that both supervisors and employees may tend to  view the 

organization’s performance appraisal and reward processes as lacking clear connections 

as to what behaviors should be rewarded and what behaviors should not. The fact that 

most municipal governments utilize some form o f a merit system only further 

complicates the performance-rewards connection and intensifies the “double negative” 

effect.

One solution to the dilemma is for executive management to mandate 

performance appraisal training for all organizational employees, including the executives 

as a means o f demonstrating the seriousness o f the issue, and especially EMS personnel. 

Mandatory performance appraisal training for all EMS personnel has the potential o f
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“clearing the fog” o f confusion and solidifying the process o f standardize appraisal 

processes even if  the standards used are somewhat ambiguous. Additionally as a by

product o f the training, where the standards remain ambiguous, the supervisor and 

employee can begin to utilize a joint problem solving approach in identifying mutually 

agreed upon standards for worker performance evaluation instead o f relying totally upon 

the supervisor to accomplish this task.

Lastly regarding the correlation between the different kinds o f training available 

and the effort given in measuring employee performance, one-half o f the respondents 

reported “some variety” in training. However, supervisors currently appear to  utilize 

“very little” effort in measuring employee performance. Whether this is a  factor o f the 

lack o f available concrete standards or a lack o f supervisory training, it is unclear from 

the results from the survey responses. However, the demographics data which shows that

46.3 percent o f the respondents lacked formal performance appraisal training may be an 

important indicator in explaining the low perception o f the amount o f supervisor effort 

expended regarding performance measurement and the degree o f difficulty some 

supervisors are facing in trying to effectively utilize the organization’s performance 

appraisal processes.

I

I
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Selection/Staffing Matrices Findings Implications.

The statistics show that there is a  positive correlation between the degree o f 

importance the organization places on the staffing process and the employee’s intent to 

leave the organization. As the degree o f  staffing importance is manifested and utilized 

throughout the selection/staffing processes, the greater the probability that the employees 

will remain with the organization, at least during the short-term. The statistics clearly 

show that management’s efforts in exercising due care in its staffing process is being 

perceived by the workers as being a necessary and beneficial endeavor. Again, this 

reflects well on management’s efforts in attempting to adequately utilize an input control 

strategy. A total o f 78.8 percent o f the respondents reported that they believed that their 

organization places “a moderate” to “a  great deal” o f importance on the initial selection 

process.

However, the perception appears to be “dulled” slightly as employee perception 

o f the level o f care being utilized in “selecting the best person for an EMS position” 

received a lower percentage o f positive responses, only 39.8 percent. It may be that this 

shift is a natural occurrence as workers become oriented to the nature o f the input control 

environment, or it may signify a more ominous condition. It may also signify that 

management begins to relax its level o f intensity in utilizing effective input control 

techniques or tactics with employees the longer they are with the organization. Which o f 

the conditions is actually the contributing factors can not be determined from the
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statistics. However, it is the author’s opinion based on 20 years o f empirical experience 

in an input control environment that it is most probably the latter. As management 

relaxes it emphasis on maintaining its integrity to organizational values, mission, and 

vision in subsequent staffing processes, organizational politics may begin to slowly 

influence the process and begin to  erode the positive associations it initially established. 

If  this is the case, the problem may be eradicated by the use o f frequent, open, honest 

discussions (“Come to Jesus Meetings”) between senior-level management, supervisors, 

and employees involved in the processes o f “selecting the best person for a  vacant 

position”. This openness will tend to re-energize and re-focus the importance o f 

maintaining and promoting the organization’s commitment to reflecting a strong 

connection between organizational values and personnel selections.

Another important factor is the extent to which employees participate in the goal 

setting and performance appraisal processes. Although a total o f 78.8 percent o f the 

respondents reported to some extent that they believed that their organization placed a 

moderate or higher level o f  importance in selecting the best candidate for the job, only a 

total o f 58.3 percent stated that their participation in the goal setting and performance 

appraisal processes ranged from “moderately” to  “a great deal”. With only 17.6 percent 

o f the supervisors utilizing a joint problem solving approach in discussing employee 

performance, there appears to significant room for improvement in interpersonal 

communications and the use o f goal setting by supervisors in this career field. To the
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extent that employees are trained on the technique, they become “active” rather than 

“passive” partners in the process.

Knowledge o f W ork Process Findings Implications.

Regarding the correlations between knowledge o f work processes, the findings 

provide the following insights: First, there is a  clear connection between the difficulty an 

EMS supervisor experiences in predicting effective employee behavior and their ability 

to quantitatively associate this with evaluating and measuring employee performance.

This difficulty may be further complicated by the fact that: 1) a large portion o f  EMS 

personnel have not received performance appraisal training, 2) very few supervisors 

utilize the goal setting (performance appraisal training may greatly enhance supervisors’ 

skills in developing clear quantitative goals when quantitative criteria is not available), 3) 

most supervisors tend to utilize a  limited two-way method o f communications rather than 

a more appropriate joint problem solving approach/technique, and 4) the nature o f  EMS 

work does not provide abundant sources o f  quantitative activities and concrete standards 

by which to fairly and effectively evaluate EMS worker performance. Regarding this last 

issue, senior-level management may be very beneficial in providing some possible 

qualitative areas for consideration which can be linked directly to the organization’s

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

168

mission, vision, and/or culture.

Next, there is a  clear connection between the difficulty o f EMS supervisors in 

distinguishing effective and ineffective behavior and employees’ intent to leave the 

organization. Although this correlation is not specific as to which groups or categories o f 

EMS personnel are effected, the author believes that the demographic statistics provides 

some useful insight. (See Figure 6). The two modes identified in the EMS tenure 

grouping may also indicates that eight years has a specific significance to the EMS input 

control cycle. One might expect that it is during the first seven years that a  majority o f 

EMS workers come to the realization that the organization or the career field is not right 

for them since EMS qualification training tends to be a somewhat lengthy time process. I f  

this in fact is the case, the degree o f turnover is probably also significantly associated 

with the quality and quantity o f supervisor-employee interactions regarding performance 

appraisals and the quality o f candidates EMS management has to select from to become 

supervisors after the eight-year point. These supervisors, selected after the eight-year 

point, then also impact how the performance appraisal processes are viewed and 

implemented/conducted. As the difficulty in determining effective employees increases 

with each additional year o f organizational/EMS career filed tenure, the probability o f 

short-term EMS employee turnover also increases. Last but not least in this area, a 

significant correlation was found between the degree o f uniformity o f EMS personnels’ 

actions and outcomes and supervisor effort in measuring employee performance.

A total o f 36.1 percent o f the respondents felt to some degree that it was
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necessary for EMS employees to perform differently to achieve the same outcome. This 

correlation supports the author’s belief that the EMS career field is representative o f a 

business operating in an input control environment. As a result o f this correlation, it is 

probably necessary for senior-level EMS managers to exercise due care in establishing 

performance standards and to ensure supervisory personnel are well-trained and 

competent in administering the organization’s performance appraisal and reward 

processes. This level o f flexibility can be utilized to a  supervisor’s advantage in 

determining effective employee behavior, with proper training, and reduce their 

excessive reliance upon behavior control techniques.

Availability o f Standards Implications.

Regarding the correlations between the availability o f standards, performance 

appraisal processes, and employee turnover, only 18 percent o f the survey respondents 

“agreed” with the statement that they performed jobs for which quantifiable standards are 

used. No one, zero percent, “strongly agreed” with this statement. Again, this statistic 

clearly provides grounds for accepting the conclusion that EMS career personnel are 

operating in an input control environment. Since the work environment does not allow 

ample opportunities for the exercise o f behavior control o r output control, input control 

appears to be the control technique which offers the highest opportunity for achieving 

organizational effectiveness.
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The connection between availability o f quantifiable performance standards and 

the administration o f organizational rewards is clear, h i a majority o f  the cases reported 

in this study, EMS personnel, whether supervisors or not, experienced “difficulty” in 

either clearly seeing o r making clear associations between the required behavior for 

effective performance appraisal and the distribution o f organizational rewards. The 

research findings suggest that to a greater extent, a  significant contributor to this 

difficulty is the behavior standards, o r the lack there o f  on the performance evaluation 

forms. Approximately one-third o f the respondents can be said to have clasified the 

standards on the forms as “ill-defined”. Only approximately one-quarter o f them can be 

said to have classified the standards as “well-defined” . Stated differently, approximately 

75 percent o f the respondents felt that there were “problems” associated with the 

standards listed on their organization’s performance appraisal forms. The correlation 

revealed that this factor impacts organizational effectiveness in four ways: 1) retention,

2) supervisor-employee interpersonal communications regarding performance appraisal 

discussions, 3) the ability o f personnel to clearly see the connection between effective 

behavior and organizational rewards, and 4) employee participation in the goal setting 

and performance appraisal processes. This last factor is further supported by the statistics 

which show that the results measures used in evaluating employee performance may not 

accurately depict effective EMS employee performance. Clearly there is a  need to 

address standards identified on the EMS performance appraisal fonn(s). Senior-level 

management intervention and supervisor training are, at the minimum, a necessary
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starting point.

As an overall summary, Figure 8 graphically represents the overall mean 

responses to  each o f the surevy responses for each major category o f questions. Although 

as a  whole the organizations are approximately moderately positioned in the web, there is 

room for improvement in all areas. The closer a group moves to the center o f the web, the 

less organizational effectiveness exhibited. The closer a group moves to the outer-edges 

o f the web, the greater their organizational effectiveness.

Limitations o f the Study.

The author acknowledges that the statistical methodology utilized in the research 

provides only the rudimentary statistical research in the area. As such, the ability to make 

far-reaching predictions and causal projections based on this research work’s findings is 

well beyond the scope o f  the statistical method utilized. However, the work is significant 

in that it validated positive correlations between the variables which where espoused by 

the theory has being interrelated and it positively identified a segment o f the American 

working population to adequately test the input control quadrant o f the theory thereby 

providing a target area for further research. Additionally, this research provides is a solid 

foundation upon which other researchers and practitioners can begin to  explore and 

validate the identified principles and inferences detailed in the implications section with a 

fairly high level o f confidence as it relates to the general application o f human resource
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management control or performance management theory principles.

Readers are, nevertheless, recommended not to  rely extensively on this work for 

predictive or causational purposes but are encouraged to pursue additional research and 

readings in this area. The author also again acknowledges that there are a  host o f other 

factor that may have impacted the findings. The author also acknowledges that the 

correlation coefficients found indicate that the correlations are not extremely strong. 

Nevertheless, their moderate degree o f strength signifies that the findings indeed provide 

a grounds for making rational inferences from the scientific investigation and the 

demographic data provides significant credence to the author’s inferences as it relates to 

this quadrant o f the theory.

The author further acknowledges that the sample population may have had an 

impact on the resulting correlations. For example, the author used a stratified sample 

population from which to draw a sample. It may be that a more robust population may 

have provided different results which would have better tested the second hypothesis.

Although one research hypothesis was accepted, the other research hypothesis 

was rejected. In accepting the second null hypothesis, a  possible new relationship may be 

hypothesized regarding the positive preliminary correlations and there by offer a area for 

further research. For example, it appears that an appropriate hypothesis may be that there 

is a positive correlation between the moderating and independent variables. I f  so, it may 

be important to test the relationship between the two variables, and these tw o variables 

alone, on a larger sample population. Or, it may be that understanding the relationship
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between the independent and moderating variables is not as important as determining the 

effect o f the ten listed input control factors on organizational effectiveness by conducting 

a before and after study on an input control environment organization as it attempts to 

incorporate the additional factors.

Conclusion.

Human resource management control theory, o r as the author modemly terms as 

Performance Management Theory, attempts to explain the different approaches 

available for controlling workers in a  business environment. According to the 

theory, one technique o f controlling workers may be more effective than others. The task 

o f determining which technique to  apply is not a simple task. The theory advocates that 

two management factors, knowledge o f the work processes and the availability o f 

standards, results in four possible techniques or approaches. Effective management 

requires that the appropriate techniques be utilized to ensure that there is some 

congruency between the preferred technique utilized by the organization and the type 

workers employed to achieve maximum worker productivity and to  reach organizational 

goals and objectives.

Empirical experience clearly shows that the most commonly used technique, the 

combination o f behavior and output controls, is the most widely accepted approach 

utilized in American business. But is it necessarily the most effective and appropriate for
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all types o f organizations? The theory advocates that it is not, especially in an input 

control environment where management’s knowledge o f the w ork process is incomplete 

and the performance standards are ambiguous. O f all the research conducted in this 

theory thus far, this work attempted to provided a small but usable foundation for 

exploring the uncharted waters o f the input control environment and the organizations 

that strive, and in some case die, in it. The acceptance o f  research hypothesis number one 

provide this foundation. The implications for organizational managers operating in the 

input control environment suggests that performance appraisal training is a  critical area 

for expeditious managerial intervention if weaknesses are identified.

Finally, Performance Management Theory is still in its infancy from an input 

control quadrant research perspective with regards to our understanding o f its application 

and its impact on organizations in America and as American businesses enters into the 

21st century. The central problem still remains that o f identifying appropriate career 

fields which fit the “input control profile” and identifying appropriate strategies and 

techniques for enabling executives, managers, supervisors, and workers to become more 

effective in the workplace. Once such organizations have been identified, the challenge is 

to identify which factors, if any, are critical for managers to utilize to achieve 

organizational effectiveness.

Emergency Medical Services is but one career field now validated to  exist in this 

environment and to  apply the techniques characteristic o f this quadrant of the theory.
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Organizations such as the special, elite military forces, the U.S. Marshal Service, the FBI, 

the CIA, the hospitality industry or the air traffic control industry are all possible 

candidates for future testing o f  this quadrant o f the theory. Performance Management 

Theory, is more than just performance appraisal training, it involves selection/staffing 

processes, organizational culture, values systems, visioning, leadership, and managerial 

courage and integrity. This work expands our collective knowledge about what managers 

and supervisors, a t all levels but especially at the senior-level, can do to begin to achieve 

a high level o f organizational effectiveness by effectively controlling their talented 

workforce in a dynamic business environment.
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4 . 1 3 0
1 . 0 6 9

V a l i d Cum
V a lu e F r e q u e n c y P e r c e n t P e r c e n t P e r c e n t

1 2 1 . 9 1 . 9 1 . 9
2 5 4 . 6 4 . 6 6 . 5
3 28 2 5 . 9 2 5 . 9 3 2 . 4
4 15 1 3 . 9 1 3 .9 4 6 . 3
5 58 5 3 .7 5 3 .7 1 0 0 . 0

T o t a l 108 1 0 0 . 0 1 0 0 .0

M e d ia n 5 . 0 0 0 Mode 5 . 0 0 0

Valid cases 108 Missing cases 0
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IC S 5  I m p o r t a n c e  o f  s t a f f i n g  p r o c e s s

V a l i d Cum
V a lu e  L a b e l V a lu e F r e q u e n c y P e r c e n t P e r c e n t P e r c e n t

1 12 1 1 .1 1 1 . 1 1 1 . 1
2 11 1 0 .2 1 0 . 2 2 1 . 3
3 41 3 8 . 0 3 8 . 0 5 9 . 3
4 22 2 0 .4 2 0 . 4 7 9 . 6
5 22 2 0 .4 2 0 . 4 1 0 0 . 0

T o t a l 108 1 0 0 . 0 1 0 0 . 0 •

Mean 3 . 2 8 7 M e d ia n 3 . 0 0 0 Mode 3 . 0 0 0
S t d  d e v  1 . 2 2 3

V a l i d  c a s e s  108 M i s s i n g  c a s e s  0
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PA1 M e a s u r i n g  p e r f o r m a n c e  i m p o r t a n c e

V a l u e  L a b e l V a lu e F r e q u e n c y P e r c e n t

1 12 1 1 .1
2 13 1 2 . 0
3 49 4 5 .4
4 25 2 3 . 1
5 9 8 . 3

T o t a l 108 1 0 0 . 0

Mean 3 . 0 5 6 M e d ia n 3 . 0 0 0 Mode
S t d  d e v  1 . 0 6 6

V a l i d  c a s e s  108 M i s s i n g  c a s e s  0

PA2 D e s c r i p t i o n  o f  s t a n d a r d s

V a l u e  L a b e l V a lu e F r e q u e n c y P e r c e n t

1 11 1 0 . 2
2 8 7 . 4
3 61 5 6 . 5
4 20 1 8 . 5
5 8 7 . 4

T o t a l 108 1 0 0 . 0

Mean 3 . 0 5 6 M e d ia n 3 .0 0 0 Mode
S t d  d e v  .9 8 4

Valid cases 108 Missing cases

V a l i d
P e r c e n t

11.1
1 2 . 0
4 5 . 4
2 3 . 1

8 . 3

100 .0

V a l i d
P e r c e n t

10 . 2
7 . 4

5 6 . 5
1 8 . 5

7 . 4

1 0 0 . 0

Page 1

Cum
P e r c e n t

11.1
2 3 . 1
6 8 . 5
9 1 . 7

100 .0

3 . 0 0 0

Cum
P e r c e n t

10.2
1 7 . 6  
7 4 . 1
9 2 . 6  

100.0

3 . 0 0 0
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PA3 E m p lo y e e  p a r t i c i p a t i o n

V a l i d Cum
V a lu e  L a b e l V a lu e F r e q u e n c y P e r c e n t P e r c e n t P e r c e n t

1 28 2 5 . 9 2 5 . 9 2 5 . 9
2 17 1 5 . 7 1 5 . 7 4 1 . 7
3 46 4 2 . 6 4 2 . 6 8 4 . 3
4 12 1 1 . 1 1 1 . 1 9 5 . 4
5 5 4 . 6 4 . 6 1 0 0 . 0

T o t a l 108 1 0 0 . 0 1 0 0 1 0

Mean 2 . 5 2 8 M e d ia n 3 . 0 0 0 Mode 3 . 0 0 0
S t d  d e v  1 . 1 3 1

V a l i d  c a s e s  108  M i s s i n g  c a s e s  0

PA4 D i s c u s s i o n  o f  p e r f o r m a n c e

V a l i d Cum
V a lu e  L a b e l V a lu e F r e q u e n c y P e r c e n t P e r c e n t P e r c e n t

1 6 5 . 6 5 . 6 5 . 6
2 27 2 5 . 0 2 5 . 0 3 0 . 6
3 22 2 0 . 4 2 0 . 4 5 0 . 9
4 52 4 8 . 1 4 8 . 1 9 9 . 1
5 1 .9 .9 1 0 0 . 0

T o t a l 108 1 0 0 . 0 1 0 0 . 0

Mean 3 . 1 3 9  M e d ia n 3 . 0 0 0 Mode 4 . 0 0 0
S t d  d e v  .9 9 0

Valid cases 108 Missing cases
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PAS R e w a rd s  c o n n e c t i o n

V a lu e  L a b e l  V a l u e  F r e q u e n c y  P e r c e n t

Mean 2 . 8 1 5
S t d  d e v  1 . 4 3 5

1 29 2 6 . 9
2 13 1 2 . 0
3 37 3 4 . 3
4 7 6 . 5
5 22 2 0 . 4

T o t a l 108 1 0 0 . 0

M e d ia n 3 . 0 0 0 Moi

V a l i d  c a s e s  108  M i s s i n g  c a s e s  0

PA6 S u p v r • s  a p p r o a c h

V a lu e  L a b e l V a l u e F r e q u e n c y P e r c e n t

1 12 1 1 . 1
2 8 7 . 4
3 53 4 9 . 1
4 16 1 4 . 8
5 19 1 7 . 6

T o t a l 108 1 0 0 . 0

Mean 3 . 2 0 4 M e d ia n 3 . 0 0 0 Mode
S t d  d e v  1 . 1 5 8

V a l i d
P e r c e n t

2 6 . 9
12.0
3 4 . 3  

6 . 5
2 0 . 4

1 00 .0

V a l i d
P e r c e n t

11.1
7 . 4

4 9 . 1
1 4 . 8
1 7 . 6

1 0 0 .0

Valid cases 108 Missing cases 0
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Cum
P e r c e n t

2 6 . 9
3 8 . 9  
7 3 . 1  
7 9 . 6

100.0

3 . 0 0 0

Cum
P e r c e n t

11.1
1 8 . 5
6 7 . 6  
8 2 . 4

100.0

3 . 0 0 0
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T O l A n o th e r  j o b  p r e f e r e n c e

V a lu e  L a b e l  V a lu e  F re q u e n c y  P e r c e n t

1 13 1 2 .0
2 9 8 .3
3 35 3 2 .4
4 26  2 4 .1
5 25 2 3 .1

T o t a l  108  1 0 0 .0

M ean 3 .3 8 0  M e d ia n  3 .0 0 0  M ode
S td  d e v  1 .2 6 6

V alid  ca ses  108 M issing cases 0

T 0 2  C h a n g in g  o r g a n i z a t i o n s  

V a lu e  L a b e l  V a lu e F re q u e n c y P e r c e n t

1 15 1 3 .9
2 10 9 .3
3 31 2 8 .7
4 22 2 0 .4
5 30 2 7 .8

T o t a l 108 1 0 0 .0

M ean 3 .3 8 9  M e d ia n 3 .0 0 0 Mode
S td  d e v  1 .3 5 2

V a l i d
P e r c e n t

12.0
8 . 3

3 2 .4
2 4 .1
2 3 .1

100.0

V a l i d
P e r c e n t

1 3 .9
9 .3

2 8 .7  
2 0 .4
2 7 .8

100.0

Valid cases 108 Missing cases 0

Page 1

Cum
P e rc e n t

12.0
2 0 .4
5 2 .8
7 6 .9  

100.0

3 .0 0 0

Cum
P e rc e n t

1 3 .9
2 3 .1
5 1 .9
7 2 .2  

100.0

3 .0 0 0
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T03 I n v o lu n .  s e p a r a t io n

V a lu e  L a b e l
V a l i d

V a lu e  F re q u e n c y  P e r c e n t  P e r c e n t

Mean 
S td  d e v

4 .0 5 6
1 .1 2 6

1 4 3 .7 3 .7
2 8 7 .4 7 .4
3 17 1 5 .7 1 5 .7
4 28 2 5 .9 2 5 .9
5 51 4 7 .2 4 7 .2

T o t a l 108 • 1 0 0 .0 1 0 0 .0

M e d ia n 4 .0 0 0 Mode

V a l i d  c a s e s 108 M is s in g  c a s e s 0
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Cum
P e r c e n t

3 .7
11.1
2 6 .9
5 2 .8

100.0

5 .0 0 0
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DEM01

V a lu e

V a l i d

DEM02

V a lu e

EMT c l a s s i f i c a t i o n

L a b e l

c a s e s  108

V a lu e  F re q u e n c y

1 54
2 24
3 30

T o t a l  108

M is s in g  c a s e s  <

V a l i d
P e r c e n t P e r c e n t

5 0 .0 5 0 .0
2 2 .2 2 2 .2
2 7 .8 2 7 .8

1 0 0 .0 1 0 0 .0

S u p v r s t a t u s

V a l i d
V a lu e F re q u e n c y P e r c e n t P e r c e n t

0 45 4 1 .7 4 1 .7
1 14 1 3 .0 1 3 .0
2 42 3 8 .9 3 8 .9
3 7 6 .5 6 .5

T o t a l 108 1 0 0 .0 1 0 0 .0

V a l i d  c a s e s  108 M is s in g  c a s e s  0

Page 1

Cum
P e r c e n t

5 0 .0
7 2 .2

100.0

Cum
P e r c e n t

4 1 .7
5 4 .6
9 3 .5

100.0
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DEM04 EMS te n u r e

V a l i d
V a lu e  L a b e l  V a lu e  F re q u e n c y  P e r c e n t  P e r c e n t

1 4 3 .7 3 .7
2 5 4 .6 4 .6
3 4 3 .7 3 .7
4 3 2 .8 2 .8
5 8 7 .4 7 .4
6 7 6 .5 6 .5
7 3 2 .8 2 .8
8 9 8 .3 8 .3
9 6 5 .6 5 .6

10 6 5 .6 5 .6
11 4 3 .7 3 .7
12 3 2 .8 2 .8
13 3 2 .8 2 .8
14 1 .9 .9
15 2 1 .9 1 .9
16 3 2 .8 2 .8
18 8 7 .4 7 .4
19 4 3 .7 3 .7
20 9 8 . 3 8 .3
21  . 4 3 .7 3 .7
22 2 1 .9 1 .9
23 3 2 .8 2 .8
24 2 1 .9 1 .9
25 3 2 .8 2 .8
27 1 .9 .9
29 1 .9 .9

T o t a l 108 1 0 0 .0 1 0 0 .0

M ean 1 2 .1 6 7  M e d ia n  1 0 .0 0 0  Mode
S td  d e v  7 .3 4 4

*  M u l t i p l e  modes e x i s t .  T h e  s m a l le s t  v a lu e  i s  s h o w n .

V a l i d  c a s e s  108 M is s in g  c a s e s  0

Page 3

Cum
P e r c e n t

3 .7
8 .3

12.0
1 4 .8
22.2
2 8 .7
3 1 .5
3 9 .8
4 5 .4
5 0 .9
5 4 .6
5 7 .4  
6 0 .2  
6 1 .1
6 3 .0
6 5 .7
7 3 .1
7 6 .9
8 5 .2
8 8 .9
9 0 .7
9 3 .5  
9 5 .4
9 8 .1
9 9 .1  

100.0

8.000
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DEMOS PA tra in in g

Value Label Value Frequency Percent
V alid

Percent

0 50 46.3 46.3
1 58 53.7 53.7

T otal 108 100.0 100.0

V alid  cases 108 M issing ca ses

DEM06 M ission Statement

V a l i d
Value Label Value Frequency Percent Percent

0 58 53.7 53.7
1 50 46.3 46 .3

T ota l . 108 100.0 100.0

Mean .463 Median .000 Mode
Std dev .501

V alid  cases 108 M issing ca ses 0

DBM07 O rg  o b je c t i v e s

V a l i d  
P e r c e n t

4 9 .1  
5 0 .9

100.0

M ean .5 0 9  M e d ia n  1 .0 0 0  Mode
S td  d e v  .5 0 2

V a lu e  L a b e l V a lu e  F re q u e n c y  P e r c e n t

0 53 4 9 .1
1 55 5 0 .9

T o t a l  108 1 0 0 .0

V a l i d  c a s e s 108 M is s in g  c a s e s  0

Page 4

Cum
Percent

46.3
100.0

Cum
Percent

53.7
100.0

.000

Cum
P e r c e n t

4 9 .1
100.0

1.000
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DEMOB o r g  s o c i a l

V a l i d
V a lu e  L a b e l V a lu e F re q u e n c y P e r c e n t P e rc e n

0 87 8 0 .6 8 0 .6
1 21 1 9 .4 1 9 .4

T o t a l 108 1 0 0 .0 1 0 0 .0

M ean .1 9 4 M e d ia n .0 0 0 Mode
S td  d e v .3 9 8

V a l i d  c a s e s 108 M is s in g  c a s e s  0

DEM09 O r ie n t a t i o n p g rm

V a l i d
V a lu e  L a b e l V a lu e . F re q u e n c y P e r c e n t P e rc e n '

0 50 4 6 .3 4 6 .3
1 58 5 3 .7 5 3 .7

T o t a l 108 1 0 0 .0 1 0 0 .0

M ean .5 3 7 M e d ia n 1 .0 0 0 Mode
S td  d e v .5 0 1

V a l i d  c a s e s  108 M is s in g  c a s e s  0

Page 5

Cum
P e r c e n t

80.6
100.0

.000

Cum
P e r c e n t

4 6 .3
100.0

1.000
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DEM010 O rg  s y m b o ls

V a l i d
V a lu e  L a b e l V a lu e F re q u e n c y P e r c e n t P e rc e n

0 78 7 2 .2 7 2 .2
1 30 2 7 .8 2 7 .8

T o t a l 108 1 0 0 .0 1 0 0 .0

M ean .2 7 8 M e d ia n .0 0 0 Mode
S td  d e v .4 5 0

V a l i d  c a s e s 108 M is s in g  c a s e s  0

D E M O ll O rg s t o r i e s

V a l i d
V a lu e  L a b e l V a lu e F re q u e n c y P e r c e n t P e rc e n t

0 72 6 6 .7 6 6 .7
1 36 3 3 .3 3 3 .3

T o t a l 108 1 0 0 .0 1 0 0 .0

Mean .3 3 3 M e d ia n .0 0 0 Mode
S td  d e v .4 7 4

V a l i d  c a s e s  108  M is s in g  c a s e s  0

Page 6

Cum
P e r c e n t

7 2 .2
100.0

.000

Cum
P e r c e n t

6 6 .7
100.0

.000
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DEM012 V is i o n  s t a t e m t  

V a lu e  L a b e l V a lu e F re q u e n c y P e r c e n t
V a l i d

P e r c e n t

0 90 8 3 .3 8 3 .3
1 18 1 6 .7 1 6 .7

T o t a l 108 1 0 0 .0 1 0 0 .0

Mean .1 6 7 M e d ia n .0 0 0 Mode
S td  d e v  .3 7 4  

V a l i d  c a s e s  108

DEM013 O rg  v a lu e s  

V a lu e  L a b e l

M is s in g  c a s e s  0 

V a lu e  F re q u e n c y P e r c e n t
V a l i d

P e r c e n t

0 74 6 8 .5 6 8 .5
1 34 3 1 .5 3 1 .5

T o t a l 108 1 0 0 .0 1 0 0 .0

Mean .3 1 5 M e d ia n .0 0 0 M ode
S td  d e v  .4 6 7

V a l i d  c a s e s  108 M is s in g  c a s e s  0

Page 7

Cum
P e r c e n t

8 3 .3
100.0

.000

Cum
P e r c e n t

6 8 .5
100.0

.000
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DEM014 Mentor prgm

V a lu e  L a b e l V a lu e F re q u e n c y P e r c e n t
V a l i d

P e r c e n t

0
1

92
16

8 5 .2
1 4 .8

8 5 .2
1 4 .8

T o t a l 108 1 0 0 .0 1 0 0 .0

Mean 
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Management-Empioyee Interaction Survey

Instructions: The following survey is designed to gather information about the 
interactions o f management and EMS employees in your organization. Using the scale(s) 
below, circle the number immediately below the numbered statements that m ost closely 
represents your opinion to the survey questions.

1. My supervisors) distinguish between effective and ineffective employees by
continually watching their actions on the job.
1 2 3 4 5

2. My supervisor(s) usually observe most o f the duties their employees perform.
1 2 3 4 5

3. My supervisors) are continually in a position to see exactly what actions their
employees take to achieve the results they do.
1 2 3 4 5

4. EMS employees often act in the same ways to achieve the same outcome.
1 2 3 4 5

5. It is easy for my supervisors) to predict in advance how successful an employee will
be as a consequence o f the actions an employee takes.
1 2 3 4 5

6. Behavioral standards of desired performance on evaluation forms are well defined.
1 2 3 4 5

7. My supervisors) have several sources o f objective data available that indicate how
well each o f their employees is performing.
1 2 3 4 5

Scale:
Strongly
Disagree-

Strongly
--------- Agree
4 51 2 3
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8. Results measures (e.g. output, number o f  responses, skills performance, etc.)
accurately depict how well employees have performed.
1 2 3 4 5

9. Employees perform jobs for which quantifiable (e.g. numbers) performance measures
are used.
1 2 3 4 5

10. Performance goals and objectives for employees are concrete, specific, non-
ambiguous.
1 2 3 4 5

11. How extensive is the training (e.g. technical, managerial/supervisory, etc.) for
members o f your work unit?
(e.g. 1 = N ot extensive, 3 =  Moderately extensive, 5 = Very extensive)
1 2 3 4 5

12. How formal o r structured is the training process?
(e.g. 1 = Very unstructured/informal, 3 = Moderately structured/formal,

5 = Very structured/formal)
1 2 3 4 5

13. On average, how many hours o f formal training (e.g. technical,
managerial/supervisory, etc.) does a typical member of your unit receive per 
year?
(e.g. 1 = 0  hours 3 = Between 20-30 hours, 5 = Over 60 hours)
1 2 3 4 5

14. How many different kinds o f training programs (e.g. technical,
managerial/supervisory, customer service, etc.) are available for members o f your 
unit to attend?
(e.g. 1 = Very few, 3 = Some variety, 5 = Wide variety)
1 2 3 4 5

15. Do you feel employee training is viewed as a cost o r an investment?
(e.g. 1 =  Viewed as a cost, 3 = Cost and investment equally,

5 = Viewed as an investment)
1 2 3 4 5
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16. How extensive is the employee selection process for a job in this unit?
(e.g. 1 =  N ot extensive, 3 = Moderate, 5 =  Very extensive)
1 2 3 4 5

17. How important is it to  select the best person for an position in this unit?
(e.g 1 = Not important, 3 =  Important, 5 =  Very important)
1 2 3 4 5

18. How many people are involved in the selection decision/ process?
(e.g. 1 =  1 person, 3 = 4  persons, 5 =  7 o r more persons)
1 2 3 4  5

19. How many applicants are screened for each person hired for a  position in this unit?
(e.g. 1 = 1, 3=6-8  people, 5 =  20 o r more people)
1 2 3 4 5

20. How much importance is placed on the staffing process in this unit?
(e.g. 1 = Very little, 3 =  A moderate amount, 5 =  A great deal)
1 2 3 4  5

21. How much effort is given to measuring employee performance?
(e.g. 1 = Very little, 3 =  Moderately amount, 5 =  A great deal)
1 2 3 4 5

22. How would you describe the performance standards in your unit?
(e.g. 1 = Fixed, 3 = Moderately flexible, 5 = Flexible)
1 2 3 4 5

23. How much do employees participate in goal setting and performance appraisal?
(e.g. 1 =  Very little, 3 =  Moderate amount, 5 =  A  great deal)
1 2 3 4  5

24. How often is performance discussed with employees?
(e.g. 1 = Rarely, 2 = Annually, 3 = Occasionally, 4 =  Quarterly,

5 =  Daily)
1 2 3 4 5
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25. How closely are raises, promotions, merit, etc. tied to  performance appraisals?
(e.g. 1 = Very little, 3 = Somewhat related, 5 =  Very closely related)
1 2 3 4 5

26. How would you describe the your supervisor’s approach used to  discuss employee
performance during evaluations?
(e.g. 1 =  Tell you & Sell you, 3 = Tell you & Listen to  you,

5 = Joint Problem Solving)
1 2 3 4 5

Instructions: The following scale applies to  questions 27 to  28.

Scale:
N ot at all Slight extent M oderate extent Great extent Very great extent

1 2 3 4 5

27. To what extent would you prefer another more ideal job than the one you now work
in?
1 2 3 4 5

28. To what extent have you thought seriously about changing organizations since
beginning to work here?
1 2 3 4  5

29. If  you have your own way (e.g. no involuntary separation by the organization), will
you be working for this organization three years from now?

(Scale:
1 = Certainly; 2 = Probably, 3= N ot sure one way or the other,

4 = Probably not 5 =  Certainly not)

1 2 3 4 5
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P.O. Box 2662 
Greenville, N.C. 27836 
November 3, 1997

The Pennsylvania State University 
Smeal College of Business Administration 
417 Beam Business Administration 
University Park, PA. 16801

Dr. Snell:

I am a doctoral degree student with Nova Southeastern University and I have a research 
interest in the area o f human resource management control. I am requesting a copy o f  your survey 
instrumcnt(s) and permission to use it in my research. In appreciation, I will provide you 
information on my survey results which you may o f course use at your discretion. On behalf o f my 
committee chair, Dr. A1 Bolton, and myself thank you in advance for your assistance and any 
recommendations you may have on the survey’s administration.

Sincerely,

Robert E. Kasey

cc:

Dr. AI Bolton, Committee Chair • ^
Cluster Coordinator, Nova Southeaster University 7 a

Averette College, Danville, Virginia y (  f *  f , *  f t "

^  j  f t 1

A  ‘i f  J J *  \/ V V  >
k  *• .r ff I Z 1 f t *  I I  ‘  ®
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s e c t io n  4 :  L i s t e d  below are a s e r ie s  of statements that p ossib ly  describe the nay you se le c t , tra in , evaluate and reward your 
subordinate managers. Please c ir c le  the nuaber Cl = strongly d isagree to  7 *  strongly agree) indicating the extent to which you 
agree or disagree with each statement.

STRONGLY STRONGLY
OtSAGREE 1 2 3 4 5 6 7 AGREE

3(4,5 6 
3 4 ( ^ 6  
3 4 (p 6  
3(D5 6
2 4 ( ^ 6
3 4 5 ©  
& 5  6

My managers assume responsib ility  for se tt in g  th e ir  performance goals.
Performance targets for my managers are "written in stone."
When I evaluate my subordinate managers, t p lace primary weight on the effectiven ess o f  th e ir  behavior.
When I evaluate my team of managers, I place primary weight on th eir  documented resu lts  and objective achievements. 
To evaluate my managers, l contrast their past with th e ir  present performance records, 
t use pre-established standards as the benchmark for evaluating my managers' performance.
I make re la tive  comparisons across each o f ay  managers in order to  evaluate who is  performing best.
Members in our firm receive frequent information about th e ir  perf ormance .
A sizab le amount of my subordinates' pay co n sists  o f perf ormance-based rewards (bonuses, p ro fit  sharing, e t c . ) .
I require that my managers have a great deal of c lo se ly  related experience before they can be hired for their Jobs. 
My subordinate managers receive substantial training before they as suae much resp o n sib ility  on their new Jobs.
My managers and I consult with one another in se ttin g  th e ir  performance goals.
My managers' performance objectives are designed to allow for f le x ib i l i ty  and change.
My managers are held accountable for th e ir  actio n s, regardless of whether their perfonaance resu lts  are good or bad. 
t use numerical records of my managers* performance as the ch ief indicator of th eir  e ffec tiv en ess .
I give higher ratings to those managers who show performance improvement over time.
Those managers who do not reach th eir  objectives receive lower performance ratings.
To assess the contribution of each manager, h is  or her performance is  compared to seme referent other(s).
Long lag periods are required in order to trace perfonaance trends and give feeefceck to  my managers.
Most of the differences in pay among my managers represent d ifferences in their performance le v e ls .
I have gone to great lengths to develop the b est sta ffin g  procedures possible.
Even after my managers have been an the Job for y .a r s , they s t i l l  are involved in many s k i l l  development a c t iv it ie s .
Performance goals for my managers are more lik e ly  to  be iaposed top-down rather than negotiated with them. 
Performance objectives are established in i t ia l ly  as a starting  point, but are modified frequently.
I do not generally concern myself with the particular procedures end methods my managers use on the job.
Regardless of what my managers may be lik e  personally, th eir  performance is  judged by the resu lts  they accomplish. 
The prior accomplishments of my managers have very l i t t l e  a ffe c t on my appraisal of th e ir  present performances. 
Regardless of their absolute accomplishments, t appraise my managers mostly on whether they reach their goals. 
Evaluations of my managers are made independently o f how well anybody e ls e  has performed.
I arrange frequent meetings with my managers to  d iscuss perfonaance problems and issu es.
The rewards my managers receive are linked to th e ir  concrete resu lts .
My subordinates nust undergo a ser ies o f evaluations before they can be hired into th e ir  jobs.
My team of managers are given anple opportunity to  broaden their range of ta len ts.
It is  in feasib le  to try to lock my managers in to  a fixed  se t  of performance targets.
My team of managers are paid primarily on stra ig h t salary.
I take pride in the fact that I hire the very b est people for the job.
I have a strong commitment to training and developing highly sk ille d  managers.

»
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t riON 1: F irm  position thmnselves in  d iffe r e n t ways, none o f  which i s  inherently "good" or "bod." L isted below are a number of 
conents that might p o ten tia lly  describe your f in s .  Please consider your coapany as a whole and c ir c le  the rasper Cl * strongly  
d isagree to  7  * strongly agree) indicating the extant to which you agree or disagree with these statem ents.

I STRONGLY
DISAGREE 1 2  3 4 5 6 7

STRONGLY

AGREE

*  3 4 5
1 2 3 4 5@ 7

»3 4(2)6 7 
3 4 5 6 7 
* 3 ) 5  6 7 
1 2 3 4 * 3 ) 7  
I T K  5 6 7

*  3 4 ^ 6 ) 7 
1 © 3  4 5 6 7  
|  3 4 ( ? >  7

Our firm offers a narrow range o f products.
Our firm establishes and maintains a stab le  posture in our product-market. 
When our customers purchase from us, they tend to  buy many d ifferen t th ings. 
Our firm is  a t the forefront o f innovation and developaent.
The characteristics o f our products d if fe r  a great deal from one another.
CXir business procedures have changed several times over the la s t  few years.
Our firm s e l l s  to a wide v a r ie ty  o f customers.
The characteristics o f our products and services are modified frequently.
The needs of our customers are very sim ilar to one another.
The needs o f our customers vary qu ite a b it  from one year to the n ext.
Our firm offers many d iffe r e n t  serv ices to custo

riON 2 :  Listed below are a number o f statements about the possible conditions you nay face in  managing your iamediate team of 
ardinate managers. Please c ir c le  the nuaber (1 to  7) indicating the degree to  which you agree or disagree with each statement.

STRONGLY STRONGLY
DISAGREE 1 2 3 4 5 6 7 AGREE

1 ^ 4  5 6 7 
1 * 3 ) 4  5 6 7 
1 T 3  4 5£f)7  
1 2 3 4 5 6(7)
1 * 3  4 5 ^ p 7  
1 * 5 ) 4  5 6 7 
1 © 3  4 5 6 7 
1 * 3  4< 5>  7 
I * f y  5 6 7 
I 2 3 4 5 
jS X  5 6 7 

< * 3  4 5 6 7 
P 3  < S >  7 

( ^ 3  4 5 6 7

E*!ON 3: Work can flow through an organization in several d ifferent ways. Three o f  these ways are depicted in the follow ing  
i B s t r a t io n s .  Place a check w der the diagram which best depicts the overall flow of work through your firm.

I find i t  d if f ic u lt  to  monitor the behavior of my subordinate managers.
The relationship between the actions ay subordinates take and tha outcomes they achieve changes over time.
I have several sources of ob jective  data available that indicate how well each of my subordinates i s  performing.
I can usually d istinguish  between e ffe c t iv e  and in effective  managers by watching th eir  actions on the job.
My subordinates oust often  a c t in very d ifferent ways in order to achieve the same outcome.
My managers do not perform jobs for which there are quantifiable measures.
At the time they occur, I cannot usually observe most of the duties my subordinate managers perform.
Cause-effect relationships are stab le  in my subordinate managers' jobs.
Results measures ( e .g . ,  s a le s ,  output, p rofits) accurately depict how w ell my subordinates have performed.
I sacr ifice  d eta il of supervision for breadth/scope o f  managing.
It is  d iff ic u lt  to predict in advance how successful my managers w ill be as a consequence o f the actions they take. 
I am not in a position  to see  exactly  what actions my managers take to  achieve the resu lts  they do.
I t  is  infeasib le to try  to  foraulete a se t  of "tried and true" standardized procedures for my managers to follow .
I am unable to personally gauge the en tire  range of my managers' behavior.

I
I

V
OUT

V
OUTOUT OUT OUT

IN

A.

I
Work does not flow 
between units

OUT

Work flows between u n its  
but in only one d irection .

Work flows between w i t s  
in a reciprocal manner.
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P.O. Box 2662 
Greenville* N.C. 27836 
April 30, 1999

Chief Raymond Carney:

Thank you for allowing me to survey the EMS personnel in your department. Enclosed are the 
surveys. For research confidentiality, any information which identifies the cities which participate 
in this research will not be included in the final summary report. However, I will provide each fire 
chief a brief review o f the research work and the findings as token o f my appreciation for your 
assistance. Please have someone administer the surveys and return them to me in the container 
provided.

Thank you again for your help in my quest for this terminal degree.

Sincerely,

Robert E. Kasey

128 Surveys
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