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The Organization Development and Change Division
invites the submission of innovative, empirical and/or
conceptual papers and symposia that develop theory and
practice relevant to organization change, development
and transformation. Topics and explorations that are
specifically oriented to the 2009 All-Academy theme of
“Green Management Matters” are especially encouraged.
As with the 2008 theme, this year’s focus encourages
reflection on the importance of the topics we pursue
and especially how our research can inform effective
green management and leadership.
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following categories:
•

Best Paper Overall

•

Rupe Chisolm Best Practical Theory
Paper Award

•

Best Paper Based on a Dissertation

•

Best Student Paper

•

Best Action Research Paper

•

Susan G. Cohen Doctoral Research Award

Please refer to our website for a more complete
description of the criteria for these “best paper”
recognitions (http://division.aomonline.org/odc). Papers
authored by students (separately or with other students)
and papers about action research should be clearly
identified as such at the time of submission (please
note on the title page and also in the accompanying
email that you wish the paper to be considered for the
student and/or action research awards). The Division
also recognizes a Best Reviewer Award. All award
(See Fry, page 2)

The change process is dynamic, both at the organizational level and in the minds of individuals. Change
scholars have been focusing increased attention on
dynamic characteristics of change processes, such as
momentum (Dutton & Duncan, 1987; Jansen, 2004).
Jansen’s (2004) theory of change-based momentum
asserts that momentum fluctuates over the course of
change in response to different change-related factors,
including commitment to the change, change-related
interaction, and progress. These relationships were
cyclical, such that, for example, momentum enabled
(See Jansen and Michael, page 2)
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progress, and progress fueled subsequent momentum.
We sought to extend this theory by focusing on how
changes in perceptions influence momentum and how
momentum dynamics influence change-related attitudes.
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The often touted practical advice for overcoming
resistance to change is helping individuals find some
personal benefit in the change initiative (e.g., Coetsee,
1999). The more the change is viewed as beneficial for
the individual, the more likely the individual will commit
to the change, take action in support of the change
(Schneider, 2002), and perceive the change as having
greater momentum (Jansen, 2004). We predict that
momentum perceptions will be higher when the individual has consistently perceived a personal benefit
compared to consistently perceiving little benefit because
they are likely to enter a positive spiral of commitment,
progress, and increasing momentum. We predict a
similar effect when considering a change in perceived
benefit over time. A positive trajectory in personal
benefit is likely to be associated with higher perceptions of momentum than a negative trajectory.
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Hypothesis 1a: Change-based momentum will be
higher when perceived individual benefit from the
change is consistently high over time than when it is
consistently low.

Andre Avramchuk, Student Representative
Fielding Graduate University
Phone: 626/381-6956
Email: arttooz@aol.com

Hypothesis 1b: Change-based momentum will be
higher when perceived individual benefit from the
change has increased over time than when it has
decreased.
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Jansen (2004) proposed a cyclical relationship between
commitment to the change and momentum perceptions.
Building on this theory, we predict that commitment to
the change will be higher when momentum has been
consistently high rather than consistently low, and
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Results

when change commitment is on a positive rather than
a negative trajectory. When momentum perceptions
are consistently high or have increased over time, it is
likely that commitment to the change is being positively
reinforced. Individuals like to associate themselves
with success rather than failure (Snyder, Lassgard, &
Ford, 1986), and the positive energy of the change may
make committing more viable and appealing. Similarly,
a consistent or increasing momentum trajectory may
lead to a bandwagon effect, encouraging previously
uncommitted employees to get on board (Myers,
Wojcicki, & Aardema, 1977).

The first set of hypotheses was tested by regressing
momentum at time 2 on the set of five terms used for
polynomial regression (i.e., personal benefit at time 1,
personal benefit at time 2, the squared term of each,
and the interaction term). The total variance explained
by the model was statistically significant (R2 = .33, p
< .01), so we graphed the surface plot (see below). To
interpret the graph, the line of stability extends from
the front (consistently low condition) to the back
(consistently high condition) of the figure and the
trajectory line extends from the right (high at time 1,
low at time 2 or negative trajectory) to the left (low at
time 1, high at time 2 or positive trajectory) corners.

Hypothesis 2a: Commitment to the change will be
higher when change-based momentum is consistently
high over time than when it is consistently low.

Statistical and visual results show that there is a
significant slope along the stability line (slope = .57,
p<.01). We also located points on the stability line plus
and minus the mean of the standard deviations of the
T1 and T2 measures of personal benefit, and found
that they were significantly different (z-difference = .61,
p < .05). Thus, Hypothesis 1a is supported. For
Hypothesis 1b, the figure illustrates that momentum is
higher when personal benefit is on a positive trajectory
(left corner) than a negative trajectory (right corner).
Statistical results reveal a significant negative slope
along the trajectory line, and a significant different for
points tested along the line, supporting Hypothesis 1b.
The second set of hypotheses was tested by regressing
commitment to the change on the set of five polynomial
regression terms for momentum. We tested this set of
hypotheses in the same manner, and both were
supported.

Hypothesis 2b: Commitment to the change and job
satisfaction will be higher, and intent to leave will be
lower, when momentum has increased over time than
when it has decreased.
Abbreviated Methods
To test these hypotheses, we gathered longitudinal
data from a building products firm undergoing a transformation to lean manufacturing. We collected survey
data from 499 out of 565 employees (88.3%) at time
1 and from 516 out of 612 employees (84%) at time 2.
Data were matched across the two waves yielding a
matched sample of 362 employees (64%).
Variables. Momentum was measured using Jansen’s
(2004) validated six-item scale. Six items assessed
participants’ commitment to the change initiative, also
from Jansen (2004). Eight items, created for this study,
assessed perceptions of the personal benefit of this
change.
To test our hypotheses, we used polynomial regression
analysis and three-dimensional surface plot analysis
given this approach’s benefits over calculating difference
scores (Edwards & Parry, 1993). Although this
technique has most often been utilized in research
examining fit, congruence, or agreement, it is also
applicable to the “agreement” between measures
obtained at two different points in time. As such, it
allows for the examination of stability of observations
over time (traditionally referred to as the fit line, where
both values of a variable are consistent over time
(either high or low). It also allows for an examination
of potentially differential effects of misfit, or in this
case, the notion that positive or negative trajectories
can have differential effects on some outcome.
3

wagon effect? Journal of Applied Social Psychology, 7, 341-347.

Discussion
The goal of this study was to develop and test a theory
of how stability and change in change-related criteria
over time influence momentum perceptions and how
momentum dynamics influence change-related attitudes.
To our knowledge, this study represents the first
attempt to study differences in change variables over
time using polynomial regression and response surface
methodology. The approach provides rich contextual
information so critical to studying change, and allows
us visually depict and model the dynamism associated
with change processes. Studying trajectories can expand
the type and quality of questions change researchers
ask; research on readiness, engagement, and momentum
are all likely to benefit from this perspective. Does
engagement plateau over time? Are there natural
biorhythms to readiness implying that a particular
trajectory should not be imposed or dictated? Are
there times when a negative trajectory in commitment
has a positive impact on momentum? These and other
questions relating to the dynamism of change are
potentially fruitful opportunities for future research.
This study has provided evidence that momentum
management can be an important aspect of effective
change management and has identified several
dynamics influencing momentum perceptions. Our
hope is that by attending to these relationships during
large-scale organizational change, future change leaders
will create more energy and consequently achieve
greater success.

Schneider, M. (2002). A stakeholder model of organizational leadership. Organizational Science,
13(2), 209-220.
Snyder, C. R., Lassgard, M., & Ford, C. (1986).
Distancing after group success and failure: Basking
in reflected glory and cutting off reflected failure.
Journal of Personality and Social Psychology,
51, 683-689.

PERFECT STORM: A CROSS-LEVEL
STUDY OF TRANSFORMATIONAL
LEADERSHIP DURING
SCANDAL-EXACERBATED DECLINE
Richard Colton
William Stephensen
Boston College
2008 Best Interactive Paper
Scandal-exacerbated decline may prompt skilled members to disengage from the firm, making a positive
turnaround and recovery less likely. What may be
needed in these circumstances is transformational
leadership (Bass, 1985; Bass & Avolio, 1994; Burns,
1978) and a research design that accounts for negative
impacts at the individual and group levels.

References
Coetsee, L. (1999). From resistance to commitment.
Public Administration Quarterly, 23, 204-222.

We posed two research questions. During scandalexacerbated decline, (1) what is the relationship of
perceived CEO transformational leadership on organizational commitment and stay intentions? and (2)
how do group level contextual factors of business unit
proximity to scandal and customer-facedness affect
organizational commitment and stay intentions?

Dutton, J. E. & Duncan, R. B. (1987). The creation of
momentum for change through the process of
strategic issue diagnosis. Strategic Management
Journal, 8(3), 279-295.
Edwards, J. R. & Parry, M. E. (1993). On the use of
polynomial regression equations as an alternative
to difference scores in organizational research.
Academy of Management Journal, 36, 15771613.

Transformational Leadership, Outcomes and
Group-Level Effects
Organizations experiencing scandal-exacerbated decline
have had “a substantial, absolute decrease in...resource
base...over a specified period of time” (Cameron,
Kim, & Whetton, 1987: 224), worsened by unethical
behavior (e.g., “behavior which disagrees with principles
of what is considered right, virtuous or just” (Lemke &
Schminke, 1991).

Jansen, K. J. (2004). From persistence to pursuit: A
longitudinal examination of momentum during the
early stages of strategic change. Organization
Science, 15(3), 276-294.
Myers, D. G., Wojcicki, S. B., & Aardema, B. S.
(1977). Attitude comparison: Is there ever a band-

Transformational leadership has been positively
associated with organizational commitment (see
4

value of ABC’s insurance policies dropped more than
$180B (43%) in the four years prior to survey launch,
as well as 25% fewer employees (down to 5250 total).
In terms of public scandal, four employees were fired
for improper financial activity (7 months prior) and
another four senior employees were fired for coveringup a mishandled client transaction (2 months prior).
The new CEO, whose transformational actions are
the focus here, was promoted from his divisional head
position.

Bono & Judge, 2003; Koh, Steers, & Torberg, 1995;
Walumbwa & Lawler, 2003). During scandalexacerbated decline we expect transformational
leaders to be perceived as ethical role models who are
action-oriented, visible, approachable, trustworthy,
aware of followers’ concerns, and forthright about
organizational plans (Bass, 1985; Bass & Avolio,
1994; Bligh, Kohles, & Meindl, 2004; Burns, 1978
Hater & Bass, 1988; Zhu, May, & Avolio, 2004).
Accordingly: Hypothesis 1: Positive perception of
transformational leadership by the CEO will
positively affect organizational commitment.

This new CEO negotiated a settlement with regulators,
implemented stringent employee transaction restrictions,
and forced out wrongdoers. He communicated the firm’s
mission and a set of core values, held “all employee”
meetings with directly-asked and anonymouslysubmitted questions, and supported employees by
regularly stating, “Good, smart people do the right
thing.” He also opened the executive dining room to all
employees, changed the dress code to business casual,
eliminated half of the highest paid managers, and
equalized benefits across groups and levels to minimize
‘above the law’ perceptions.

Some studies find a correlation between transformational leadership and stay intentions (Martin &
Epitropaki, 2001; McDaniel & Wolf, 1992; Singer,
1985) while others find organizational commitment to
mediate this relationship (see Bluedorn, 1982; Clegg,
1983; Dougherty, Bluedorn & Keon, 1985; Naumann,
1993). Thus: Hypothesis 2a: Positive perception
of transformational leadership by the CEO will
positively affect stay intentions; Hypothesis 2b:
Organizational commitment will mediate the relationship between the perception of transformational leadership by the CEO and stay intentions.

We pretested survey questions on four focus groups
and found our scales to have internal consistency,
factor structure and convergent validity. Our online
survey had a response rate of 71% representative of
population demographics. The 7 questions on CEO
Transformational Leadership (CEO) reflected key
attributes of transformational leadership and had a
Cronbach’s alpha of .90. Organizational Commitment
(OC) was measured with 4 items and had a Cronbach’s
alpha of .81. Intention to Stay (STAY) was measured
with one item, “Based on your feelings today, how long
would you like to stay at ABC?” with the following
responses: “Until I retire,” “For at least 10 more
years,” “For at least 5 more years,” “For at least 2
more years,” and “Less than 2 years.” Business Unit
Proximity to Scandal (PROX) was coded 1 for units
having employees implicated in scandal and 0 for those
not - based on publicly available information. Business
Unit Customer Facing Orientation (CUST) was coded
1 if 1/3 or fewer employee positions had daily customer
interaction, 2 if 1/3 to 2/3 had daily customer interaction
and 3 if more than 2/3 had daily customer interaction—
according to ABC human resources. Age and organization tenure were controls (Griffeth, Hom, & Gaertner,
2000; Price, 1997).

Those associated with a stigmatized person often
suffer a “courtesy stigma” (Page, 1984) which
corresponds to lower status. Individuals in low status
groups show a bias towards higher-status out-groups
(Boldry & Kashy, 1999; Sachdev & Bourhis, 1987;
von Hippel, 2006). Thus: Hypothesis 3a: Membership
in a business unit implicated by scandal will
negatively affect organizational commitment;
Hypothesis 3b: Membership in a business unit
implicated by scandal will negatively affect intention
to stay.
A stigmatized person prompts negative reactions from
exchange partners (Goffman, 1963) and social proof
theory (Cialdini, 1993) implies that employees exposed
to negative customers would more likely mirror these
customers and reduce their commitment and stay
intentions. Therefore: Hypothesis 4a: The level of
customer-facing activity within a business unit will
negatively affect organizational commitment;
Hypothesis 4b: The level of customer-facing activity
within a business unit will negatively affect stay
intentions.
Methods

We assumed that the context of each business unit
would have effects above and beyond individual level
factors. Thus, we used the Hierarchical Linear Modeling

ABC Insurance, a pseudonym, has 25 separate business
units in the midst of scandal-exacerbated decline. The
5

References available upon request.

(HLM) “incremental paradigm” (Hoffman & Gavin,
1998) and procedures outlined by Hoffman, Griffin, &
Gavin (2000) using HLM 6.04 (Raudenbush, Bryk, &
Congdon, 2006). We found sufficient between-group
variance (for OC, ICC= 4.2% and for STAY,
ICC=3.1%), used an uncentered, Intercept-as-Outcomes model (Hoffman, Griffin, & Gavin, 2000), and
assessed the direct effect of group level variables on
the dependent variables to estimate the intercepts of
the Level 1 equation.
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Results
For organizational commitment, Hypotheses 1 and 3a
were supported while Hypothesis 4a was not. The
cross-level model with all individual level variables and
PROX had the best fit (pseudo-R2 = .2375, deviance
= 4975.1). For intention to stay, Hypothesis 2a was
strongly supported. In Hypothesis 2b, following Barron
& Kenny (1986), we found OC mediation. Both
Hypotheses 3b and 4b did not hold. The individual level
model with organizational commitment as mediator
had the best fit (pseudo-R2=.3728, deviance=8933.4).

PSYCHOLOGICAL CHANGE CLIMATE
AS A CRUCIAL CATALYST
OF READINESS FOR CHANGE
Dave Bouckenooghe
Vlerick Leuven Gent Management School, Belgium
Geert Devos
Ghent University, Belgium
2008 Best Student Paper
This study is an effort to further understand the soft
side of change, and focuses on a range of variables
that may foster employees’ readiness for change.
Individual readiness for change is a state that reflects
people’s beliefs and intentions regarding the extent to
which changes are needed and their perception of
individual and organizational capacity to successfully
make those changes (Armenakis, Harris & Mossholder,
1993).

Discussion
Results showed that the perception of CEO transformational leadership has a positive relationship with
commitment and stay intentions even during scandalexacerbated decline. We provide no support for the
direct effect of business unit customer facedness on
these outcomes, perhaps because individuals in
customer-facing positions are selected and trained to
consider negative interactions as ‘coming with the
territory.’ Our results suggest that being in a business
unit implicated by scandal negatively affects commitment while having little effect on stay intentions.
Interestingly, in the mediated model, the perception of
transformational leadership had a slight negative effect
on stay intentions. One explanation is that although
employees could be committed to the firm, CEO
leadership may not equate to the cascading leadership
needed to enhance stay intentions.

In literature four groups of drivers of readiness for
change have been identified, namely, the process of
change, the context of change, the content of change,
and individual attributes (Holt, Armenakis, Harris, &
Feild, 2000). Few studies actually considered the
combined effect of these four enablers, and those that
did are rather limited in their scope. The findings in
many of these studies are based on data restricted to
a single organization or sector, leading to very specific
conclusions about the impact of change context and
change process factors. Another observation was that
the majority of these studies measured readiness as a
unifaceted construct, whereas a multifaceted view of
readiness for change (i.e. emotional, cognitive and
intentional) would have been more appropriate to
capture the complexity of this phenomenon (Oreg,
2006).

For limitations, respondents were from one company,
data cross-sectional, and control variables limited.
Going forward, researchers should validate findings
generalizability and address research design shortcomings. Our findings do, nonetheless, indicate that
the demanding clouds of scandal-exacerbated decline
may begin to be cleared by transformational leadership that fosters commitment from employees to stay
and help turn the organization around.

Based upon these gaps observed in literature, this
empirical paper hopes to contribute to a better under6

ment, questionnaires were first pretested on a sample
of ten people.

standing of what shapes people’s readiness for change.
Special attention is drawn to the context and process
factors of the change climate, because a better insight
into how employees perceive the context and the
process of change, will advance our knowledge of the
central role change climate plays in the management
of change.

All multi-item scales (DVs and IVs) in this questionnaire
were borrowed or adjusted from scales that have
demonstrated adequate levels of reliability and validity.
All scales showed good internal consistency with
Cronbach alpha values ranging between .70 and .88.
To assess the dimensional structure of readiness for
change and the psychological change climate constructs, all items were subjected to a confirmatory
factor analysis. The measurement model, consisting
of seven correlated latent factors (three dimensions of
readiness for change and four psychological change
climate dimensions), fitted the data very well (χ2/df =
3.93, GFI = .94, RMSEA = .05, NFI = .92, TLI = .93,
CFI = .94). The standardized factor loadings ranged
from .44 to .88 and the equivalent unconstrained
regression weight estimates were statistically significant.

Psychological Climate
Both practitioners and scholars agree on the pivotal
role of psychological climate in shaping people’s
reactions towards change (Martin, Jones, & Callan,
2005; Tierney, 1999). In this inquiry psychological
climate is conceived as employees’ perceptions of the
context and process characteristics of change. Based
upon a literature review four climate dimensions were
identified as crucial antecedents of readiness for
change: (1) trust in top management (context), (2)
history of change (context), (3) participatory management (context), and (4) quality of change communication (process). It was hypothesized that employees
that were undergoing immediate effects of change
would demonstrate higher levels of readiness for
change when they had higher trust in top management
(H1), when the organization had a positive change
track record (H2), when the level of participatory
management was high (H3), or when the quality of
change communication was good (H4).

Results
Structural equation modeling was used to test H1
through H5. Although the goodness-of-fit indices indicate
that the hypothesized model (M1, Figure 1) fits the
data well (χ2/df = 4.44, GFI = .93, RMSEA = .05, NFI
= .91, TLI = .92, CFI = .93), good fitting models may
suffer from misspecification, suggesting that alternative
models should be considered. Therefore we compared
our hypothesized model against five alternative models
(M0, M2, M3, M4 and M5).

The assumptions made above all denote direct effects
of the four psychological climate variables on readiness
for change. However, complex change processes
suggest that these relationships incorporate more
intricate dynamics than main effects only. We concur
with this picture of a more sophisticated change reality
and assume that the total effects of history of change,
participatory management, and quality of change
communication on readiness for change can only be
fully comprehended when the mediating effect of trust
in management is considered (H5).

Figure 1: Hypothesized Model (M1)
ȟ
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Method

Part

In this study a self-administered survey was carried
out in 53 Belgian companies that were undergoing
salient change. In each company a contact person
selected a sample of employees that were affected by
the change. A total of 1,559 individuals participated in
this inquiry, including responses of 930 people holding
a managerial position and 629 people holding a nonmanagerial position (for a detailed overview and
description of the sample we refer to the full paper).
To increase the content validity of the research instru-

Emorfc

An assessment of the six models (M0 through M5)
demonstrated that M5 (χ2/df = 3.97, GFI = .94,
RMSEA = .05, NFI = .92, TLI = .93, CFI = .94) had
the best fit compared to the other models. This model
was used to test our hypotheses (see Figure 2).
Positive and statistically significant relationships were
noted between history of change and emotional readiness
for change (γ = .23) (H2), history of change and
7

cognitive readiness for change (γ = .63) (H2), quality of
change communication and emotional readiness for change
(γ = .42) (H4), and quality of change communication
and cognitive readiness for change (γ = .12) (H4).
Hypothesis 3 (H3) could not be supported because
participatory management had no significant relationship
with any of the readiness for change dimensions.
Finally, the hypothesized relationship between trust in
top management and readiness for change was not
confirmed by the results in this inquiry (H1). In
consequence, no empirical evidence was found that
confirmed our mediation hypothesis (H5). In addition
to the hypothesized relationships we found mediating
effects of emotional readiness for change for both
history of change and quality of change communication
in the prediction of cognitive readiness for change and
intentional readiness for change.

(Cameron, 2008). We believe that an organizational
change research perspective that emphasizes on the
strengths and optimal functioning of employees rather
than weaknesses and malfunctioning will provide some
new fascinating insights that expand our knowledge of
the pertinent role of the human side or soft side in
organizational change processes. Another contribution is
that this is one of the few studies that acquired data on
the context of change, the process of change, and the
readiness for change in a large and heterogeneous
sample of Belgian companies. In sum, this inquiry
provides a significant contribution to the stream of
literature that highlights the relevance of the human
dimension in change (George & Jones, 2001).
References available upon request.

Figure 2: Best Fitting Model (M5)
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In this paper, we offer a model of how leaders and
managers can generate energy for change by asking
the right questions. We develop the model by linking
social constructionist thought with theory from the
field of positive psychology. We propose that effective
leaders generate energy for action by asking questions
and engaging people in conversations that provide
them (and themselves) with a sense of autonomy,
competence, and relatedness. Energy is expressed in
the form of support, time, money, and resources,
which contribute to the success of the work. Continuous
attention to asking questions that invite the co-creation
of desired futures creates upward spirals of energy
and increases the probability of successful change
over time. We illustrate these ideas with a case study
of a successful IT change initiative in a Fortune 100
insurance company—an initiative known as IT Asset
Management.

Discussion
The aim of this paper was to explore the role and
relationships of psychological change climate in
understanding the way organizational members feel,
think and act when confronted with organizational
change. More specifically, this inquiry examined the
potential effects of trust in top management, history of
change, participatory management and quality of change
communication on employees’ readiness for change.
The findings from the SEM analysis in combination
with the dominance analysis (see full paper) teach us
that history of change is a crucial context variable in
explaining cognitive readiness for change. On the
other hand, the process factor quality of change
communication is an essential predictor that contributes
to a better understanding of emotional readiness for
change. The role of both variables, however, is limited
in the prediction of employees’ intentional readiness
for change.

Methods
This research uses case study and grounded theory
methods. To strengthen the grounding of theory, five

Despite its limitations one of the crucial contributions
of this inquiry is the positive psychology approach
8

Figure 1: Creating Energy for Action Through Conversation
sources of data were analyzed: archival project
documents, e-mail logs, voice-mail logs, the change
leader’s field journal, and semi-structured interviews.
We analyzed the data collected using the open, axial,
and selective coding conventions of Strauss and Corbin
(1998).

leaders of technology are interested in using technology
assets effectively and use the language of technology.
In the second stage of the cycle (box 2), the change
leader used the information gathered in the first stage
to draft a “persuasive narrative” (Gergen, 1999; Weick,
1979) before meeting with each constituency. In the
case of senior leaders, this narrative included an
assessment of the current state in financial terms, a
proposal for improving the current state, and a projection
of savings or risk avoidance. For technology leaders,
the narrative focused on the ability to better track and
manage technology assets.

Creating Energy for Action Through Conversation
Based on our research, we suggest that Gaining
Support for ITAM can be understood as a process of
creating energy for action through conversation—a process we explain using Figure 1: Creating Energy for
Action Through Conversation model.

In the third stage of the cycle (box 3), the change
leader engaged each constituency in co-authoring a
compelling narrative in which they felt a sense of
autonomy, competence, and relatedness (Ryan &
Deci, 2000). People were able to shape the narrative
in such a way that it helped them accomplish their
valued goals.

Mini Cycles of Conversational Activity
As can be seen in box 1 of the “energy through
conversation” model above, in the first stage of the
cycle, the change leader listened to each constituency
to discover what was important to them and to understand their language. Through this process the change
leader discovered that: (a) senior leaders are interested in
reducing expense and growing the business and that
their primary language is the language of finance; (b)

During and after stage three of the cycle, the change
leader watched closely to see if the narrative created
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positive emotions such as interest, hope, and pride
(Fredrickson, 2003) that led people to support the work
(box 4). If so, it is proposed here (box 9) that these
positive emotions experienced by constituencies created
energy in the sense of being eager to act and being
capable of action (Quinn & Dutton, 2005). In turn,
action was taken (box 10) in the form of support, time,
money, and resources, which contributed to the success
of the ITAM project (Homans, 1951).

being capable of action (Quinn & Dutton, 2005). The
resulting action comes in the form of support, time,
money, and resources, which contribute the success
of the work. By working with others to craft persuasive
narratives on a continual basis, the change leader
generates more and more energy for the work, creating
an upward spiral of positive energy for the change and
increasing the probability of its ultimate success.
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Summary
In summary, the Creating Energy for Action Through
Conversation model suggests that people have positive
emotion about work that builds autonomy, competence,
and relatedness (Ryan & Deci, 2000). Positive emotions
create energy in the sense of being eager to act and

Virtual teams are growing in number and importance.
A study by the Gartner Group indicated that more than
60 percent of professional employees work in teams
characterized by virtuality (Kanawattanachai & Yoo,
2002). Globally dispersed teams, also called global
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virtual teams, consist of members who carry out
interdependent tasks from multiple geographical
locations. Members of such teams rely heavily on the
use of technology to communicate both within their
teams and with other members of the organization and
often have to coordinate across different time zones to
get their work done (Cramton, 2001; Maznevski &
Chudoba, 2000). The management of virtual teams is
a complex process and organizations have to master
this in order to remain competitive in the new global
economy (Cohen & Mankin, 2002). There are significant
differences in the ways that virtual teams need to
function effectively, in contrast with traditional teams
(Gibson & Cohen, CEO working paper). However,
human resource practices have not been developed to
address these differences and the specific needs of
virtual team employees (Mohrman, 1999). This study
aims to fill this gap in the field of human resource policy
and practice, and extend existing knowledge on workplace practices to knowledge workers in global virtual
team settings (Mohrman, Cohen and Mohrman, 1995).

team necessitates work and coordination across
different time zones, it can have important implications
for the work-family lives of these workers, as they
sometimes have to work during nights or weekends to
adjust to the time differences across global locations.
For example, if one global team member is located in
the east coast in the continental United States (US),
and another is located in Asia (e.g. China or Malaysia),
these two people have to work across a more than 10hour time difference. This means that during the
normal working day for the team member in the US,
it is night-time for the member in Asia, and the Asian
counterpart has to work after-hours, which may interfere
with his or her family life. Conversely, if it is a working
daytime in Malaysia for example, it is still the previous
night in the US and this may cause disruptions to the
family lives of those working in the US location.
Research in the areas of human resource practices or
work-family life has not addressed these aspects of
work in a global environment—an environment that is
increasingly becoming part of everyday work life.

More specifically, the study will examine how high
involvement HR practices like training, rewards,
communication, schedule flexibility, and self-managed
teams can affect global virtual team effectiveness. To
do this, it will test for the effects of high involvement
HR practices on the work-family conflict, stress and
performance outcomes for global team employees, as
well as their effects on overall team performance. It
will also examine whether work-family conflict mediates
the relationship between HR practices and global
team outcomes; and if helping behaviors among team
members (citizenship behaviors) and support from
the supervisor (supervisor support) moderates the
relationship between HR practices and global team
performance. Additionally, in order to compare and
contrast between global versus non-global team
functioning, it will test for differential effects of
hypothesized relationships within global team versus
collocated team settings.

In addition, significant gaps exist in the area of research
on high-performance or high-involvement human
resource practices, such as self-managed teams,
performance-related-pay, formal and informal training,
job rotation, gain sharing, worker participation, problemsolving teams, communication, etc. Extant literature
on human resources practices has only identified and
empirically established a set of “best practices” that
have been shown to enhance overall organizational
performance (MacDuffie, 1995; Huselid, 1995;
Ichniowski, Shaw and Prennushi, 1997; Appelbaum,
Bailey, Berg and Kalleberg, 2000). While the impact
of high performance or high involvement practices on
organizational performance has been studied widely in
different contexts, the implications of such practices
for individual or team performance remains relatively
unaddressed (see Batt & Valcour, 2003; White et al,
2003 for exceptions). A more recent criticism of the
high performance literature has been its exclusion of
work-family policies and practices from the bundles of
best practices (see Kossek & Ozeki, 1998 for a
review; also Perry-Smith and Blum, 2000).

As mentioned earlier, even though a large proportion
of the workforce (60%) is working within global virtual
teams, little empirical research examines how workplace
practices affect the performance and effectiveness of
such teams. Practically no research has been done to
assess how members of global teams balance their
work and family demands. Given the nature of their
work, global team employees have to work nonstandard hours to coordinate work with their counterparts across different parts of the globe, located in
different time zones. Because working in a global

Further, the set of practices included in the high
performance paradigm may have been appropriate for
production-level workers in the blue-collar work
environments in which most of these studies were done
(for example, high involvement practices such as skillbased pay are more likely to be used in manufacturing
settings (Lawler, Ledford, & Chang 1993). However, the
applicability of these practices to modern-day white11

who will be randomly selected from teams that are
included in the employee list made available by
management of participating organizations. To design the
survey questions, previously validated existing measures
will be adapted to measure variables of interest. The
survey will take approximately 30 minutes to complete,
and will focus on respondents’ experiences with HR
policies and practices and their work-family, stress
and performance outcomes. A separate survey will be
designed for supervisors to include questions on
organizational-level HR policies and practices, their
own individual work-family outcomes, and performance
and citizenship reports for the members of their team.
This will allow for matched data from supervisors on
employee and team performance and citizenship behaviors to yield a multi-level and multi-source data set.

collar team environments may be limited. For example,
the use of traditional rewards systems is difficult for
globally dispersed teams due to lack of visibility
(Mohrman, 1999); and high involvement practices
such as formal training or problem-solving teams that
require regular face-to-face meetings cannot be implemented for these teams. More research is needed to
assess the application of high involvement practices to
technical, professional and managerial workers in a
service economy (Batt & Valcour, 2003; Batt, 2002).
Given the gaps in the high performance literature and
an increased thrust in the economy towards the use of
service and knowledge workers (Mohrman, Mohrman
and Cohen, CEO Working Paper), the set of “best
practices” or “high involvement HR practices” must
assess the needs of these workers, to include practices
relevant to white-collar professional jobs.

Research Progress. As part of Phase I of the study,
the first set of qualitative interviews has been completed
at one US-based multinational company with global
teams across North America, Europe and Asia. At this
site, 12 face-to-face interviews of about 60 minutes each
were conducted with global team supervisors, an HR
manager and a training manager. Participants were
given assurances of confidentiality and informed of
their rights as voluntary participants. In order to
secure meaningful qualitative data, semi-structured
protocols were developed to explore participants’
understanding and description of the different variables
of interest in the hypothesized research model with
respect to global team work (e.g. HR practices, workfamily conflict, helping or citizenship behaviors,
supervisor support, employee and team performance
and well-being). Supervisors were also asked to rate
the performance of their team relative to other teams.

Research Design and Methodology
Data for this study will be collected from US-based
companies with global operations. This will allow for
control of macro environmental forces. The selected
companies must have global teams that coordinate
across different time zones to accomplish their routine,
work-related tasks. At each organization, multi-level,
multi-source data will be gathered from a survey of
global team employees and supervisors and from
interviews with global team managers. The goal is to
gather data from a sample consisting of 60-70 global
teams across three organizations. As such, the study
will use a two-phased approach in its research design,
combining qualitative interviews and a quantitative
survey instrument:
Phase I: To gather multi-level qualitative data, a set of
semi-structured interviews will be conducted with at
least 7-8 supervisors and managers of global and
collocated teams at the selected site of at least three
participating organizations. In addition, interviews will
be conducted with one HR manager, and a training
manager who is responsible for any training provided
to global team members. Supervisor responses to
variables of interest will be gathered during these
interviews, as well as contextual information on how
global teams function in that particular organization.
The site visit will also be used to get employee lists,
organization charts, and other organizational-level
information. These qualitative interviews will be
conducted over a 1 or 2-day period, at the convenience
of participants.

A combination of multiple regression and structuring
equation modeling techniques will be used to analyze the
data collected and test hypothesized relationships.
Hierarchical level modeling techniques will also be
utilized to analyze cross-level data, to enable control for
single-source bias. Additionally, the qualitative interviews
will supplement findings from the quantitative analyses.
Academic Contributions
This study makes several contributions to the field of
research in human resources management and practice.
First, it extends our current understanding of highinvolvement HR practices to include knowledge
workers. Second, it helps us understand the impact of
these HR policies and practices on the work-family
life of employees in a global setting. Third, it will also
shed new light on the use of HR policies and practices

Phase II: To gather data for quantitative analyses, a
web survey will be administered to a group of employees
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Managing Global vs. Collocated Teams. This study
will allow participating organizations to compare how
global team employees and those who do not work as
part of global teams experience HR policies and
practices. With both global team members and nonmembers included in the study, organizations will be
able to learn how differences in working across time
zones or within the same time zone influence the
effectiveness of HR policies and practices and the
work-family lives as well as the performance and
stress-levels of global team employees.

for individual-level outcomes such as employee
performance, stress and well being in a global virtual
team setting. Finally, it will explore the use of HR
practices for the effective management of global team
performance. The study will also help open up potential
new areas of research. This study aims to ignite fresh
inquiry into current understanding of global team
effectiveness and the role of HR policy and practice
for the management of global virtual team employees.
By providing new empirical evidence on the effects of
HR policies and practice for global virtual teams, the
study hopes to generate further research interest in the
design of effective workplace practices for this growing
section of the workforce.

Training Resource. The study will identify effective
HR practices that can be implemented for global
teams, and make recommendations for training
materials to be developed for global team operations.
These training materials could be used to shape
organizational HR strategy or could be integrated into
existing training protocols for global teams, if any.

This research also has important implications for the
practice of human resource management. Globalization,
growth of the service sector, and outsourcing trends
mean that employees have to work virtually and
coordinate with overseas partners across different
time zones. The results of this study will not only
inform organizations and their managers about the
design and implementation of human resource practices
to make global team employees more effective, but
also has important implications employee well-being.
It will also assess how HR practices can improve
workplace team effectiveness. The implementation of
an effective set of human resource practices, designed
specifically for global teams will enable members of
these teams to better adjust their work and family lives
so that they lead a healthier and better work-family
life. A healthier and productive workforce not only
signifies direct gains in productivity for the society, but
also indirect gains through fewer missed workdays. It
also means direct savings in healthcare costs for the
economy.
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