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Their Significance for the Future
Employees’ Competences
ABSTRACT
Objective: The theoretical purpose of this article is to present social, technological, economic
and cultural trends that determine the global labor market, new needs on the labor market
and create new competences and professions. The goal of empirical research was to diagnose
the most challenging trends for HR specialists and to identify key competencies on the global
workforce market.
Methodology: The paper, apart from desk-research and literature review, presents the results
of exploratory pilot research. Purposive sampling was applied and the questionnaire was addressed to 44 managers and HR specialists (“key informants”, Myers, 2009) who are participants
of postgraduate studies in HR Business Partner, Human Resource Management. The conducted
research was idiographic, which means that its conclusions concern only the studied population. But resignation from a broad generalization of results does not necessarily reduce their
cognitive value (Chełpa, 2003).
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Findings: The biggest challenges for HR were: retention of employees and building their loyalty,
shortage of employees on the labor market, management of employees of different generations. It can be said that these challenges are inherent with global trends and problems faced
by employers. Respondents pointed to the most desirable competences nowadays and in the
near future: IT competencies, intercultural skills, creative and cognitive thinking, ability to work
in virtual and multicultural teams. To the key personnel activities which in the next 5 years
will gain in importance belonged: mobile working, hiring experts (freelancers), crowd working,
portfolio work.
Value Added: This theoretical-empirical study organizes the current results of foresight research
on HR trends, in order to develop an aggregated list of the most desirable competencies on the
global labor market. Knowledge about the missing, niche competencies of employees pointed
out by employers will allow targeting education systems and equipping employees equipped
with the most demanded skills and knowledge.
Recommendations: The challenges of the global labor market presented in this article will contribute to disappearance of many previous professions, changes in the nature of work and the
emergence of its new forms. In the coming years, many HRM practices will require the revision
and implementation of new personnel solutions for recruitment, motivation and career path
creation. A flexible career understood as a “portfolio of projects and experiences” of an employee
will develop in any direction. Communication model in companies will also be transformed, as
mobile devices will become an office, a training room and a personal assistant.
Key words: HR challenges, global market, competencies, HR, global mobility
JEL codes: M54

Introduction
The wide spread and scale of the relocation of workers, in both emerging
and developed economies, is driving new opportunities and challenges for
HR function. The purpose of this article is to present social, technological,
economic and cultural trends that determine the global labor market, new
needs in the labor market which create new competencies and professions.
Demographic changes, growing international mobility (spatial and pro6
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fessional), technological breakthrough (automation, digitization), CSR and
sustainable development require employers to reformulate a place, a form
and a way of performing work.
Forecasts of numerous institutions monitoring the labor market promise the disappearance of many existing professions, a shortage of employees with desirable competencies on a global scale, an expanding
competence gap in many sectors of the world economy, which complements the above study of megatrends.
Theoretical background and literature review was enriched with empirical research conducted on 44 HR managers and specialist responsible for
recruiting and developing employees in their companies.

Trends and Challenges of The Global Workforce
Market
Social-cultural, political, economic and religious changes were described
by S.Vertovec in his concept of super diversity (2006). Workforce has become increasingly multinational and multicultural (Inkson & Khapova, 2008;
Ozbilgin, 2008). It’s possible to identify a few megatrends (or so called „big
shifs”)i.e. phenomena that reshape societies, global labor market, and that
create competency requirements of the future workforce (Hagel et al.,
2009). These changes are: demographic changes, increasing international
mobility, technological breakthrough, CSR and sustainable development
(Meister & Willyerd, 2010; Workforce of the future.., 2017).

Demographic changes
Demographic changes, which can be observed in the most developed
countries, result in an increase of a number of elderly people. According to
OECD study (2017), 60% of world’s population live in countries with stagnant
or declining population. The population of EU countries is projected to rise
7
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from 501m in 2010 to 526 m in 2040, and then to fall to 517m in 2060. The
percentage of people over 65 will rise from 17% to 30%.
Currently we can identify 5 generations on the market: traditionalists,
baby-boomers, generation X, generation Y or Millennials and generation C
(the name come from English: communicating, computerized, always clicking, content-centric). The representatives of these generations vary in many
aspects of their professional life: job expectations, learning, communication
preferences, company loyalty (Deloitte University Press, 2017). The time that
an employer has for building employee’s loyalty has shrunk significantly. 25%
of Millennials claim that working in one workplace for 7 months makes one
a loyal employee. For comparison, 14% of baby boomers who have taken part
in the survey claim that one has to stay with a company for at least 5 years
to prove their loyalty. On the other hand, as much as 33% of all respondents
(baby boomers, generation X and Millennials) know whether they could stay
at their company long-term after being on the job for only one week and 63%
decide to stay or not within a month (Research Study…, 2015).
44% of generation Y representatives assume that they will not stay at their
company longer than two years (The 2017 Deloitte…, 2017; PwC’s NextGen:
A global generational study, 2013). The differences resulting from belonging
to a given generation can cause a lot of problems in the workplace; on the
other hand, using the synergy effect may contribute to creating a new model
of workforce development based on “intergenerational” learning (HAYS Report…, 2018). Employees from different generations relay knowledge and
lifetime experience to one another, thus creating new ways of professional
development. In addition to intergenerational co-operation, there is a new
developmental form i.e. a global career based on the concept of career without
boundaries where wider extra organizational and cross-cultural networks may
provide value to a potential boundless careerist that goes beyond networks
within the multinational organization (Inkson & Khapova, 2008).

8
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Global mobility
Global mobility means intense relocation of employees and its various forms,
which nowadays constitute a constant element of the labor market, affecting the availability of workforce locally (Pricewaterhouse&Coopers, 2012;
Przytuła, 2017). On the one hand, spatial mobility is perceived as a complex,
multivariate social process, and on the other hand, as a unique ability of an
individual and a competency requirement in a situation of skilled workforce
shortages (Collings,2014; Kirk, 2016).
A half of the studied companies expect that within a decade there will be
an increase in workforce mobility, 75% of them note the necessity to employ
flexible mobility programs due to changing needs of employees and increasing
expectations of employers (Cartus, 2014). Similarly, according to Brookfield
(2016), 88% of international corporations anticipate that the number of foreign
assignments of their employees will rise significantly. Other market forecasts
predict that approximately 35m of additional workforce will be needed to fill
the employment gap in Europe by 2050 (The future of work…, 2016).
Professional mobility is also of great significance as it means willingness and ability to change a job, an employer or a position. It also comprises the concept of professional development and improving professional
qualifications in a situation when demands of the labor market are changing. Increasing professional mobility results in creating new forms of work
such as telework, crowdworking (sharing the job by various employees),
flexiwork (flexible time, place and tasks), uberization (work on demand)
(Poliński, 2016; The future of work…, 2016).
Although there are a lot of advantages of the above forms of work, there
are also negative aspects which are defined as precarization (lack of social
and job security, excessive employer control by means of digital tools).

9

Sylwia Przytuła

Automation of workplace
Technological advancement has bigger and bigger impact on the size and
structure of work demand in the modern world and increasing automation is the
second most important strategic priority (36% of companies plan to increase
automation over the next 12 months through leveraging cloud computing
and 13% by investing in RPA-Robotic Process Automation (The robots are
coming, 2016). The world has got flat due to innovative technological solutions.
Automation of work is a response to increasing labor costs in developing
countries and aging population in developed ones. Machines and robots
are able to do extremely complex tasks, what leads to driving highly skilled
employees out of the market (Skórska, 2016; Robotics and its role…, 2016).
The HAYS(2018) and McKinsey’s (2017) forecasts prove that nearly a half
( 47%) of existing jobs are bound to be replaced by machines within the next
25 years. Additionally, it is estimated that approximately 57% of jobs are at
risk of automation in highly- developed countries, while in EU market it is
54% (Fig. 1).
Figure 1. Workplaces at risk of automation (data in %)

Source: Automation and Independent Work in a Digital Economy, 2016.
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Globally, nearly 5% of jobs will disappear totally because of automation
(A future that works…, 2017). The pace of changes in developed countries
will be slower , but the final effect will be much worse for the market – 85% of
occupations can be automated (Poliński, 2016; The robots are coming, 2016).
According to Gumtree report, jobs that are most susceptible to automation
are simple office jobs, requiring low or average qualifications connected with
routine repetitive activities. Highly skilled jobs are least at risk of automation
as their performing is based on skills and abilities such as originality, creativity
,social intelligence and ability to non-routine acting. Similarly, the research
by C.B Frey and M. Osborne prove that 90% of creative jobs are not at risk
of automation (for: Poliński, 2016).
The loss of a job as result of automation is defined in the literature as “
technological unemployment”, but it should be pointed out that new technological advances are not able to replace work of a man entirely. The research
conducted by E. Moretti (2010) and M. Goose (2015) indicate that every new
workplace in a high technology sector results in creating about five new
complementary workplaces.

Digital society
Societies and economies switched from the industrial era to the information
era. The measure of digital economy and information society development are
three indices: Networked Readiness Index (NRI), Digital Evolution Index (DEI),
Digital Economy and Society Index (DESI) (Arendt & Skorupińska, 2015; Trendy
HR. Zmiana zasad w erze cyfryzacji, 2017). Digital information plays more and
more important role both in professional and private life of an individual. Digital
engagement index is 45% globally in 2018 (Digital Society Index, 2018). Ubiquity of mobile technologies facilitates unaided search of useful information
and establishing and cultivating professional and personal relations. Social
networking sites, video blogs, dedicated e-learning platforms, peer-to peer
communicators contribute a lot to social learning, building social capital con11
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nected with networking structure (Sułkowski, 2017). Against this background,
“a culture of connectivity” is a new phenomenon, which stresses the need of
being connected to the Internet constantly so as to be able to fulfill duties,
to meet social needs, to search information and to develop competencies
(Meister & Willyerd, 2010). Growing nearly 900 per cent from 400 million in
2000 to 3.5 billion users today, the Internet has had an unprecedented impact
on the economy and societies around the globe (Brown, 2017).
An average man in 2020 will generate on the Net 200–300 contacts
daily thanks to different channels providing continuous internet connection.
“A sensor economy” will emerge, based on the devices that are aware of
surroundings and location, and recognizing services and communication
needs (in: Warwas & Rogozińska-Pawełczyk, 2016). Being in constant contact
with work by means of a smart phone will become a norm. Consequently
the boundary between a private life and work will get blurred, occupational
hygiene and ability to relax will decline, and tiredness, burnout and addiction
will occur instead (Poliński, 2016). China, for example, has in recent years
established 300 “digital addiction camps” to help address a problem that
is estimated to affect 24 million young people (Digital Society Index, 2018).
However, people are generally pessimistic about future job prospects in
the digital economy. The outlook on future employment is particularly pessimistic—just 18% of the population believe that emerging digital technologies
such as artificial intelligence and robotics will create job opportunities over
the next five to 10 years (Digital Society Index, 2018).

CSR and sustainable development
Another trend developing globally is Corporate Social Responsibility (CSR),
which stresses non-financial impact of the company on a society. The concept of sustainable development, which assumes a co-operation between
governments, business entities and non-government organizations in many
areas of global labor market, is growing in importance (Rego et al., 2017;
12
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Meister & Willyerd, 2010). A. Pocztowski (2016) observes that meeting the
above challenges requires redeveloping personnel practices and policies, and
orienting on sustainable HRM, which fosters work-life balance (Wisskirchen,
2016).The necessity of implementing the above concepts results from the
needs and perception of modern labor market participants. Global Co-working
Survey (2017), indicates also that there is a need to create a proper working
space which is concordant with biological rhythm and natural environment
of an individual ( so called biophilia), what enables to build interpersonal relations and takes various expectations of employees into account. Positively
arranged working space fosters productivity, creativity and has a positive
impact on an individual’s health (Kohlert & Cooper, 2017).
The trends discussed above are of great importance for the global labor market influencing the disappearance of some jobs and appearance
of new ones, forcing educational institutions to adjust syllabuses to labor
market requirements, defining the knowledge and skills in need, and creating supply of workforce.

Shortage of employees on global market
The shortage of highly skilled specialists with international and intercultural
experience has become a big challenge for international companies for the last
two decades (Schuler et al., 2011; Manpower, 2017). 30% of studied companies
claim that the key reason for transferring managers to foreign subsidiaries is
to fill the competency gap in the hosting country (Brookfield…, 2016).
The research conducted in the UK showed that 82% of companies had problems to
find right employees, and according to Corporate Executive Board (Cannon, McGee,
2012), approx. 62% of HR managers are worried about skilled employees shortages
in their companies (for: Przytula, 2014). Additionally, the last few editions of reports
RES show that the supply of international specialist is decreasing. Manpower group
point out that 40% of employers find it difficult to recruit workforce – which has been
the biggest increase since 2008 (Manpower, 2017). (Figure 2)
13
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Figure 2. Shortage of global workforce (data in %)

Source: Manpower, 2017.

Globally the most affected country is Japan, where additionally the situation
is compounded by society aging and a low unemployment rate. The next in
the rating are: Taiwan(73%), Romania (72%), Hong Kong (68%), Bulgaria (62%),
Argentina, Greece ( 59%). Currently, in the world there are 274 m international
migrants, 74% of which are working age (OECD,2017).The easy movement
of highly skilled workers between countries contributes to national, regional
and global economic growth and competitiveness. Moreover, the employers
say they have most trouble filling roles with highly skilled, knowledgeable and
experienced employees (table 1).
Table 1. Jobs most affected by a shortage of qualified employees

Europe
1.

Skilled workers

Skilled workers

2.

Engeneers

Sales reps

3.

Sales reps

Engeneers

4.

Drivers

Technicians

5.

Top/senior managers

Drivers

6.

Technicians

Top/senior managers

7.

Accounting and finance

Accounting and finance

14
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8.

IT specialists

Office support

9.

Office support

IT specialists

10.

Unskilled workers

Production and machine operators

Source: ManpowerGroup, 2016.

In a global and European scale, it is extremely difficult to recruit skilled
workers i.e. mechanics, electricians, plumbers, welders, carpenters, cooks,
printers, bricklayers, wood butchers, installers. Engineers are also in low
supply in EMEA countries. The results of Manpower study show that knowledgeable applicants with in-demand technical skills are increasingly hard
to find ( an opinion of 34% of respondents). A fifth (22%) of recruitment
managers reckon that the main reason of workforce shortage is a lack of
experience, and 17% point to a lack of soft skills ( inc. enthusiasm, motivation
or willingness to learn (Manpower, 2017).
The research conducted by HAYS (Raport płacowy…, 2018) prove that
the difficulties in filling roles result from a shortage of suitable applicants
on the market ( according to 49% of studied companies). In addition, only
38% of employers think that their companies have sufficient competence
resources to achieve current business targets and build their competitive
edge. Over a half of them think that the competence of their workforce only
partially meets the company’s requirements.
The report Talent for Europe shows that talent shortage is particularly
acute in the field of hi-technology. In 2016 EU countries reported shortage
of about 270 000 IT specialists, and the forecasts for 2020 show that the
demand for such specialists will double. Dynamic advancement of digital
technologies, automation and robotization revealed the scarcity of skilled
employees i.e. high-tech leaders. Researchers stress that companies will not
be able to make the most of the high tech potential if no measures are taken
to raise employees’ qualifications and competence to meet this challenge. In
addition to digital technology knowledge and skills , it is important to develop
multidisciplinary skills complementing and enhancing IT competence such
15
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as: creative thinking, emotional intelligence, leadership, strategic thinking,
decision-taking (Talent for Europe…, 2017).
The cause of such big shortage of workforce is undoubtedly demographic
factor and related to it age mismanagement, inability to retain knowledge
and to ensure generation continuity in companies. Another reason is a lack
of an educational offer in vocational, secondary and high schools adjusted
to labor market demands. A lack of continuous training in certain jobs or
choice of unpopular subjects to study also limit a number of most jobs and
competence in-demand (Barometr zawodów 2017; Talent for Europe…,
2017). The authors of a report Labor Market Shortages in European Union
suggest a few structural measures to counter an increasing competency
gap on the domestic labor market. They recommend solutions encouraging future employees to take up jobs (co-operation of local governments,
entrepreneurs and vocational and secondary schools ); attracting workers
from abroad and promoting mobility between EU countries and regions;
stimulating and activating internal geographical mobility (e.g. subsidies and
other incentives for students or employees’ relocation, subsidies for companies employing relocated workers); training and retraining of employees
and the unemployed to meet the market demands; making sectors and jobs
more attractive and improving the image of employers ( so called employer
branding) by information campaigns promoting better working conditions.
Additionally, the report contains some recommendations for employers
such as upgrading their employees’ skill by providing on–the-job trainings
or study financing); attracting workers from abroad; outsourcing some of
economic activities and automation of business processes – these are the
tools to alleviate shortages, increase job attractiveness, job security (Labour
market…2015). Along these practices, over 50% of employers are trying to
use non standard recruitment strategies and increase wages to attract and
retain employees (Manpower, 2017).

16
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Competencies and Jobs of The Future
Plenty of research prove that employees’ skills have a great and positive
impact on a company’s performance (Kupczyk & Stor, 2017). Thus, having
studied a number of reviews of latest literature on the issue, reports and
expertise, it is possible to present a set of competencies which are bound
to grow in importance in the near future (Table 2).
Table 2. New competencies and jobs of the future

Report

“Future skills”
ACTF Report (Williams,
2016)

“The Future of Work.
White paper from the
employment industry”
World Employment Confederation (2016)

17

Competencies of the future
intercultural competence
intercultural communication
diversity management
ability to translate vast amounts of data into abstract
concepts and to understand data-based reasoning(computational thinking)
complex problem solving
critical thinking
creativity
HR management
emotional intelligence
service orientation
cognitive flexibility
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“Future Work Skills 2020”
(Davies,Fidler, 2011)

„The HAYS global skills
index”
(2016)

„Bilans kapitału ludzkiego.
Kompetencje Polaków
a potrzeby polskiej gospodarki”
(Górniak, 2014)
„Raport Gumtree: Aktywni+Przyszłość rynku
pracy”
(2017)

virtual collaboration
ability to filter information for importance and to maximize cognitive functioning (cognitive load management)
design mindset ability
transdisciplinarity ability to understand concepts acrossmultiple disciplines
ability to critically assess and develop content that uses
new media forms, and to leverage these media for persuasive communication (new media literacy)
ability to translate vast amount of data into consistent
concepts
ability to operate in different cultural settings
proficiency at thinking and coming up with solutions and
responses beyond that which is rote or rule-based (novel&adaptive thinking)
ability to understand an environment, to establish positive
relations with others and to influence them
ability to determine deeper meaning and significance in
economy and society
ability to build long-term relations with customers
knowledge of the company’s sector
knowledge of languages
ability to manager projects
teamworking
communication skills
ability to work in multicultural setting
experience-based knowledge
knowledege of the business sector
networking
ability to work under pressure
Digital literacy and mathematical and statistical abilities
ability to work with people and intelligent machines
high social intelligence and high empathy level
we artistic and sports abilities

Report

Jobs of the future

„Barometr zawodów”
(2017)

construction specialists (wood butcher, carpenter, bricklayer, ilinesman
electromechanic
hairdresser
bus driver and bus / lorries mechanic
nurse and obstetrix
financial and accounting specialist with a foreign language
knowledge
sales representative
welder
18
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„Raport płacowy 2018.
Trendy na rynku pracy”
(HAYS, 2018)

„Raport Gumtree: Aktywni+Przyszłość rynku
pracy”
(2017)

software developer
cyber security specialist
quality engineer
process engineer
project manager
HR business partner
Digital analyst
data miners
software and application developer
artificial intelligence specialist
inteligent machines and robot designer and producer, Digital marketing and e-commerce specialist

Source: own work based on literature review.

Trying to aggregate the above list of skills, abilities and characteristics of
future employees, we can say that key skills on the market will be:
1) IT competence – digital, mathematical, programming abilities; knowl-

edge of mobile technologies, engineering studies;
2) creative/ cognitive competence – creativity, critical thinking, abstract

thinking, project thinking, ability to process vast amount of information;
3) intercultural competence – language literacy, cultural awareness,

openness to gaining knowledge and experience;
4) ability to collaborate in virtual multicultural teams;
5) social and emotional intelligence (relations, empathy);
6) interdisciplinary competence – including law, management, psychol-

ogy, computer science.
The digital economy will need employees with digital competence.
Particularly, further development of Big Data, mobile applications and the
Internet will require constant influx of IT specialists. European Committee forecasts that about a million of workplaces will be created for such
specialist in UE to 2020. Future market experts predict that new sectors
of the digital economy will need especially analysts, data miners, artificial
intelligence specialists, new intelligent machines and robots designers
and producers, as well as digital marketing and e-commerce specialists
(Kulak-Dolata, 2015; Górniak, 2015).
19
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Authors of „Skills for digital transformation” (2017) identified several
fields of business activity where specialist with digital competencies will be
needed (Figure 3).
Figure 3. Specialists needed in the field of… (data in %)

Source: Hoberg, Krcmar & Welz, 2017.

Employers also stress increasing demand for soft skills ( creative, cognitive), naming pro-active attitude and willingness to work, ability to collaborate,
communication skills, creativity, flexibility and openness to changes in the
context of continuous gaining new skills (Trendy HR.., 2017). Moreover, digital
economies will need the so-called e-leaders or high-tech leaders, able to
combine digital, social and managerial competencies (Raport Gumtree…,
2017; Talent for Europe…, 2017). They are the so-called interdisciplinary skills
combining many scientific disciplines (e.g. psychology, management), and it
is worth pointing out an ability to analyze and draw conclusions, knowledge
of legal and specialist issues connected with the job done, knowledge of
organizational behavior of an individual (Raport płacowy…., 2018).
Intercultural competence is an ability of an individual to use their knowledge, skills and personality traits to succeed in working with people from
different cultural backgrounds (Rozkwitalska, 2011). This competence can
be achieved by interacting with people, experiencing a different culture, vis20
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iting other countries, collaborating with foreigners on a daily basis, speaking
other languages.
One of the challenges in international HR management is working in multicultural, often virtual, teams, working asynchronously. Research conducted
in multicultural teams proves that cultural diversity makes for creativity and
innovativeness of team members (so called cross-pollination of workforce,
Global Workforce Trends, 2017), improves communication and job satisfaction, creates proper atmosphere which aids over average performance
of a team because of opportunity to contact people representing various
backgrounds, models of thinking and perceptions, knowledge, sources of
information, experience and skills (Rozkwitalska, 2016).
Social and emotional intelligence will be key competence in team work
and at the positions connected with people management. It could appear
that this psychosocial competence is unique and vital for an individual, that
it is a value that machines or robots cannot offer. However, as Gałuszka
notes (2016), “social robot” designed nowadays, already act as attendants,
therapists, teachers and so on, forming prostheses of interpersonal relations.
It leads to creating a new form of intimacy with machines, which becomes
peculiar substitute of a man or a living thing.

Research Method and Findings
For the purpose of this article, exploratory pilot research were carried out
in order to understand the subject of the study better and to explore the
possibility of undertaking larger-scale research concerning changes in the
HR function and to indicate niche, unique competencies on the current labor
market. The questionnaire contained 7 questions with a close-ended and
2 open questions. Purposive sampling was applied and the questionnaire
was addressed to 44 managers and HR specialists who are participants of
postgraduate studies in HR Business Partner, Human Resource Management.
Purposive sampling allows better exposition and identification of the studied
21
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phenomena (Hammersley & Atkinson, 2000). The conducted research was
idiographic, which means that its conclusions concern only the studied
population. But abandoning from a broad generalization of results does not
necessarily reduce their cognitive value (Chełpa, 2003).
On the one hand, this favors obtaining information from key informants
(Myers, 2009), people who have the best knowledge in the area covered by
the study (Kotler, 2005). Respondents are involved in staffing and managing
new employees. On the other hand, this procedure allowed to capture the
defects of the questionnaire. This test should be treated as a pilot rather
than a proper research. Over half of the respondents (23 people) worked for
international companies, and 21 people were employees of Polish companies and institutions. 32 respondents had had seniority in HR departments
for 6–10 years, 7 people worked in personnel departments from 1–5 years,
and 5 people had an experience of over 10 years in the personnel area. For
each of the question, the respondent could answer: yes / no / hard to say.
When asked about the biggest challenges for HR, the respondents indicated retention of employees and building their loyalty (94%), shortage of
employees on the labor market (78%), management of employees of different
generations (73%) (Figure 4).
Figure 4. What are the biggest challenges for HRM? (data in %)

Source: own work.
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It can be said that these challenges are inherent with global trends and
problems faced by employers, which was discussed in the literature review
section. Another important challenge is to provide employees with work-life
balance (69%) and diversity management (67%).
In the opinion of the respondents, the most important factors motivating
employees of Y, Z generation are financial motives (96%), the opportunity to
develop and improve their skills (92%) and interesting work (86%)(Figure 5).
Figure 5.What are the motives of taking up work by employees of the Y, Z generation? (data in %)

Source: own work.

The respondents also defined the current trends regarding the time
perspective of the newly hired employee. According to 71% of them, a new
employee stays with the company for 2-3 years, 47% estimate that it will
be longer than 5 years. The perspective of lifetime employment (until retirement) is a disappearing approach (only 13% notice such an approach of
new employees) (Figure 6).
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Figure 6.What is the time perspective of a newly employed employee in your company? (data in %)

Source: own work.

Managers and HR specialists pointed to the list of the most demanded
competencies. In the questionnaire these groups of competencies have been
specified in detail. These are: IT competencies (digital abilities, mathematics,
programming, knowing mobile technologies, engineering education)(96%),
intercultural competencies (foreign languages, knowledge of other cultures,
experience of diversity, openness to new experience)(94%), creative and
cognitive competencies (creativity, critical thinking, abstract thinking, design
thinking, ability to cope with large amounts of information)(86%), ability to
work in virtual and multicultural teams (84%) (Figure 7).
Figure 7. What are the most demanded competencies for employers today? (data in %)

Source: own work.
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When it comes to the future needs (in 5 years), respondents indicated
similar competencies that will be important for employers: IT (98%), intercultural (94%), creative / cognitive (86%) skills, ability to work in virtual and
multicultural teams (84%) (Figure 8).
Figure 8. What are the most demanded competencies for employers in the future? (data in %)

Source: own work.

Respondents indicated key personnel activities (which were specified in
detail in the questionnaire), which in the next 5 years will gain in importance.
In their opinion, these are: mobile work (94%), hiring experts (freelancers)
for the duration of the project (89%), crowd working (tasks divided between
teams) (80%), portfolio work (self-employed person works for many clients)
(78%). It is worth noting that the voucher work (work package purchased
from an intermediary organization) and work on call (the employer calls the
employee when he is needed without regular working hours) is not a key
factor for the surveyed HR specialists and managers (Figure 9).
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Figure 9. Which personal activities will gain in importance in the next 5 years?

Source: own work

Respondents indicated that their companies use various mobile technologies in communication. The most common are e-mails, followed by
e-learning, videoconferencing, skype, social networks. The use of video
blogs is the least common (Figure 10).
Figure 10. What mobile technologies are used in the internal communication of the company
in which you work?

Source: own work.
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The open questions concerned the listing of positions/jobs most at risk
of automating within the next 10 years. Respondents listed the following
positions and professions, which can be grouped as follows:
·· customer service employees (sellers, service technicians, call centers),
·· production and warehouse workers (machine operator, fitter),
·· HR and accounting employees,
·· cyber security analyst,
·· receptionist.
It is worth mentioning that according to the Deloitte report, 50% of leaders
surveyed rate their company as weak at aligning competency frameworks to
account for new robotics and AI (artificial intelligence) requirements, as well
as at redeploying employees replaced by these technologies and re-skilling
others to complement the new tools. Companies that are not already considering RPA (robotic process automation) and other forms of automation as
a component of a broader worker ecosystem will miss significant opportunities
for efficiency, quality enhancement, risk mitigation, innovation, and ultimately,
growth (Automation is here to stay...but what about your workforce?, 2017).
The respondents pointed to the largest problems in managing employees:
·· communication (language barrier in intercultural teams, lack of communication between departments, lack of clearly defined rules of remuneration,
principles of cooperation, reporting),
·· resistance to changes (habits, multigenerational, age, low commitment,
lack of responsibility),
·· lack of willingness to develop qualifications,
·· huge financial expectations,
·· high personnel fluctuation and shortage of employees on the labor market,
·· cultural diversity (multinational employees, branches established in
different time zones),
·· high individuality and inability to work in teams,
·· considerable overloading,
·· inability to retain the best employees in the company.
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Discussion
The results of these pilot studies show that for the group of managers and
HR specialists, issues related to demography, a shortage of qualified employees (talents) and multigenerational issues in the workplace are challenges
faced by other employers in the global labor market. The talent mismatch –
between where talent is most needed and where it will be most available – is
not likely to evaporate soon. Managing this skills gap in the developed world
and recruiting appropriate talent in the emerging economies will become
a critical task for global HR specialists in the future (Global Talent 2021, 2012;
Global Workforce Trends, 2017). Shaping employees’ involvement, as well as
supporting the feeling of loyalty and binding employee with the employer for
a longer time are also the priorities of the personnel policy of many organizations (Truss et al. 2013; Kopertyńska & Kmiotek, 2015). In the study of PWC,
60% of employers think “few people will have stable, long-term employment
in the future” (Workforce of the future. The competing forces shaping 2030,
2017). In the question regarding the employment perspective, the tendency
to maintain short-term ties of new employees with the company (2–3 years)
is clearly confirmed, and the perspective of “lifetime employment” is already
an outdated formula for the current and future years.
The HR specialists pointed out that the work & life balance approach is
growing in importance, which is in line with global management practices.
Organizations are increasingly enforcing HRM practices that may support
employees in their efforts to reconcile work and non-work responsibilities
(CRANET, 2017; Stavrou & Ierodiakonou, 2015). The key motive determining
the willingness of work for YZ generation is the remuneration and financial
benefits (96% of respondents indicated this factor). Similarly Leahy et al.
(2011) and Jang (2008) concluded that Generation Y employees seem to
be more motivated by extrinsic motivation than the elder generations. They
are more likely to leave their jobs when another company provides better
extrinsic factors such as pay and benefits.
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Respondents also mentioned “the opportunity to develop and improve
skills” and “interesting work” as motivators for YZ employees. I also find such
motives in the studies of J.L. Lerdin conducted on young self-initiated expatriates, which proves that “personal challenge” and “professional development”
played the major role in the decision to embark on an international mobility
and they are the first two motivators for them (Cerdin, 2013).
The dynamics of global displacement of the last decade and employee
mobility (International Organization for Migration (IOM), 2016) as well as technological development (especially digitization, robotization and automation),
imply a demand for new niche competencies, such as IT competencies,
intercultural competencies, creative / cognitive skills and ability to work in
virtual and multicultural teams. The fast-growing digital economy is increasing a demand for highly skilled technical workers (Global Talent 2021, 2012),
and 37% are worried about automation putting jobs at risk (Workforce of the
future. The competing forces shaping 2030, 2017).
In the opinion of 70% of respondents of the above study, the importance
of interdisciplinary skills (having knowledge and experience in various fields
of science, e.g. law, psychology, management, IT) is growing. The need to
create interdisciplinary, multilevel teams whose activities would focus on
specific problems, was also a challenge formulated in Deloitte’s research
(Trendy HR. Zmiana zasad w erze cyfryzacji, 2017).
The key HR activities according to respondents were: mobile work, hiring
experts (freelancers) for the duration of the project, crowd working, and portfolio work. It is worth noting that the voucher work (work package purchased
from an intermediary organization) and work on call (the employer calls the
employee when this is needed without regular working hours) is not a key factor
for the surveyed personnel. Maybe in Poland these flexible forms of cooperation are not yet so popular that one can infer their significance in the future.
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Limitations
The sample size was a concern because there were only 44 participants in the
study. This small population may not have represented the entire population of
HR specialist and their predictions about HR challenges or key competences.
However, the purposive sampling of respondents and asking questions to
HR specialists allowed to remove several flaws in the questionnaire, e.g. in
open questions from a wide range of answers obtained from 44 respondents,
aggregation can be made in relation to positions threatened by automation
and the largest problems in employee management. Another limitation is too
short list of competencies, which was offered to respondent. Expanding this
list would give a more detailed picture allowing to build competence models
for specific positions at least in the industry (e.g., production).
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Preferences of Accommodation:
a Descriptive Study in the South
of the State of Sonora, Mexico
ABSTRACT
Objective: To identify the lodging preferences of users (to define the comfort level preferences
of tourists/consumers) of southern Sonora, considering their perceptions, which allows to
improve strategies to satisfy the user’s needs in the future.

María Elvira López Parra, Elba Myriam Navarro Arvizu, Nora Edith González Navarro, Jesús Nereida Aceves López,
Olena Kulykovets, Maciej Dębski

Methodology: The research was descriptive and quantitative. The participants were between
18 and 60 years old, of every socioeconomic level, gender, occupation, and level of education.
The sample comprised 300 from the region of Sonora in Mexico.
Findings: Regarding the methodological contribution, this research presents an instrument to
collect the opinions of the accommodation users, which is expected to be replicated in other
studies on a larger population scale. This research is empirical and collects the opinion of a group
of people, showing their preferences regarding the factors and characteristics they consider
when choosing a type of accommodation. In addition, companies operating in this field could
define their competitive advantages considering the results of this research.
Value Added: The article points to a practical solution of the knowledge of preferences of users
of different accommodation modalities and identifies which were most frequently selected by
the respondents.
Recommendations: Research shows the existence of significant differences between family
and other companies. Therefore, it is advisable to look for the specifics and, as a consequence,
potential sources of competitiveness in specific markets, of which the tourist market is important.
Key words: accommodation, tourism in Mexico, guest preferences, consumer satisfaction
JEL codes: Z31, Z30

Introduction
Monrgenrot, cited by Ramos & Barrera (2011), defines tourism as “People who
move from their home temporally to stop in another place to satisfy their vital
and cultural needs; or to satisfy other needs only as consumers of economical
or cultural goods and services. Business that offers accommodation services
first started from people´s social relationships. From the socioeconomical
point of view, tourism is classified into three types: a) luxurious tourism, b)
mass tourism, and c) social tourism“ (Ramos & Barrera, 2011).
Tourism companies must reckon with employees who have quality service
culture to accommodate guests, search for the total customer satisfaction
in every interaction with the client, and consider his or her desires, needs
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and expectations. Customer service depends on a few aspects: behavioral,
personal experience, politeness, attitude and technical such as materials
handling, working system and foreign language knowledge (Báez, 2009).
Tourism in Mexico faces important challenges such as: sustainability, highly
competitive environment, and social responsibility. The Tourism Sectorial
Plan 2013–2018 established five objectives: 1) to transform tourism and to
straight collaboration schemes; 2) to explore the competitive advantages
that it offers; 3) to facilitate the finance and investment and protest generation of public and private investment; 4) to motivate tourist promotion to
contribute to the market’s diversity; 5) to promote the sustainable development of tourist destinations increasing the social and economic benefits to
the receptive communities (Financiero, 2018). In the case of Mexico, especially the last of these objectives seems to be important. In this field there
is a lot to do, and – what is stressed – sustainable development should be
an important component of the state tourist policy (Zawistowska, Dębski &
Górska-Warsewicz, 2014, p. 77).
Mexico´s natural attractions attract both domestic and foreign tourists.
These natural places of interest include a great variety of places such as
beaches, forests, rivers, archeological sites among many others. Regarding
the accommodation and units of accommodation registered in Sonora, it
shows that in Cajeme municipality (December 31st 2016) there were 2036
accommodation types of which 1545 were hotels, 434 motels, 20 camping
sites, camps and recreational hostels, 10 pensions and guest houses and
27 in apartments and furnished houses with hotel services. Also, there were
47 registered lodgings in Sonora: 30 hotels, 12 motels, one camping, camps
and recreational hotels, three pensions and guest houses, 27 in apartments
and furnished houses with hotel services (Comisión de Fomento al Turismo
del Gobierno del Estado, 2017). This research was carried out in the south
of Sonora, where 300 surveys were completed with the objective of finding
out the preferences of different options.
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Current State of Knowledge
Tourism, according to Barrón & Castro (2015), has become a very important
sector in the economic field because of its international expansion. The
World Tourism Organization (Barrón & Castro 2015) claims that this field
contributed 9% of the Gross Domestic Product (GDP) (UNWTO Highlights…,
p. 3) worldwide, generating one of every 11 jobs, besides, according the OMT
(Barrón & Castro 2015) the income corresponding to a 6% of the international
exportations. Similarly, the Mexican Institute of Competitiveness, A.C. (IMCO),
states that tourism in Mexico contributes with 9% to the GDP and employs
7.3% of the population, besides being the fourth source of international
currencies (IMCO, 2013). The sector with the greatest participation was the
one related to temporary accommodation services and preparation of food
and beverages, representing 67% of the national total in 2008.
Lazzari et al. (2010) carried out a field empirical investigation in six universities in Argentina, aimed to learn the tourist destinations visited by
students during the summer of 2009, the means of transport used, the
type of accommodation, and the influences on their choice. They gathered
information from 2,426 young people. The results were that 84.45% of the
students traveled, and 78.87% of them did it within their own country, and
only 21.13% traveled abroad. The majority of those who chose to travel within
the same country chose to stay in the homes of relatives and friends, rent
a house or an apartment. The lowest percentage was for those who decided
to stay in a hostel or in a private home. The main influences on the type of
accommodation young people chose were mainly the opinions of friends
or were influenced by their parents. A smaller percentage was influenced by
public agencies, travel agencies and by the Internet. The highest percentage of those who traveled abroad decided to stay in hotels, apartments or
rented houses, and the lowest percentage was lodged in hostels, cabins and
camps. In this case, the greatest source of influence young people received
while choosing the type of accommodation was from their parents, and the
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lowest percentage was from advertising of official agencies, tourism and
travel agencies or from the Internet. A study on travel preferences in various
countries was conducted, for example by Debski and Nasierowski (2017). The
results showed that the preferences and motives behind organising the trip
by young people from different countries (Poland, Canada and Trinidad and
Tobago) are very similar (Dębski & Nasierowski 2017). The study was based
on the fact that this sector represents the economy of a country, as well as of
a region. The main research question was: What are the lodging preferences
of tourists in the South of Sonora?
Young people, due to the increase in their importance, are becoming
a more and more intensively researched group of consumers on the tourist
market. It is indicated that the so-called millennials will be the largest segment by 2020 (Santos et al., 2016). They have a number of specific features
that make it possible to still recognize that there is a research deficit in this
area. Persons under 30 leave more often to a larger number of destinations
than their predecessors. They dawned experience and information, which is
associated with a strong use of the internet. (Vukic, Kuzmanovic & Stankovic,
2015). During their travels, young people depart from mass tourism. They
want to be perceived as explorers (Leask, Fyall & Byron, 2014).
The study also analyzed a group of students. Prayag and Del Chiappa
(2014) prove that age and gender influence consumer purchasing decisions.
They emphasize that hotel managers should create commitment and relations with young clients using on-line communication tools (Prayag & Del
Chiappa, 2014). An instrument or factor for building loyalty should be the
hospitality of the facilities, and also in principle their employees. There is
a specific advantage of family businesses, giving them uniqueness (Presas,
Munoz & Guia, 2011, p. 270). Futhermore, hotel managers should remember
about investing in employees’ satisfaction, that may result in consumer
satisfaction (Veleva, 2009).
Recreation is something that every person must be entitled to enjoy,
especially when their daily work duties reach a point where they need to
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take a moment to rest. That is why, in the 21st century, international tourism
organizations have promoted all around the world to take advantage of magical places, to visit other countries, to learn different cultures. This situation
promotes tourism, which includes those activities carried out by people
during their trips and visits in other places than their usual environment, with
a diversity of actions aimed to do business, and other reasons such as rest
and relaxation (Aguayo, 2018).
Under the precept of tourism other concepts come up in order to satisfy
the needs of accommodation and other people needs during the time they
stay in a place as visitors. For example, housing is considered to be a temporary residence, offered to those who do not own the place where they stay
during their visit in the place of destination. (Ficapal & López, 1996).
The concept of pension (low standard hotel without or with few conveniences) is also considered, and it is as a place of the low category with few
inhabitants who share the cleaning chore in a common way (tourist has to
clean after themselves) (Vera, López, Marchena & Antón, 1997). Another
preferred accommodation is a guest house, considered as a small shelter,
sometimes with a family environment, where a person stays temporally,
paying an agreed price (Rivas, 2008).In the case of a hotel, it provides tourism services of accommodation and dining, with or without complementary
services, which, according to Melgosa (2007), does not have the adequate
facilities for the preparation and consumption of food within the accommodation unit. According to Paniagua (2014), a hotel concept is still an open
facility that offers tourist accommodation, in addition to other services such
as food and parking. It is located in a building with homogeneous areas that
offer security, comfort and surveillance.
Another type of accommodation are apartments which are associated
with a dwelling and can be small, medium or large that integrates a building
in which there are other similar dwellings (Melgosa, 2007). Some people use
it as a place to stay, a trailer park that is a semi-permanent or permanent
area, where mobile homes are located. Trailer parks are equipped with water,
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energy, cafeteria and recreational areas that allow, in delimited areas, the
parking mobile homes (Vera, López, Marchena, & Antón, 1997).
There are many options of accommodation, from the hostel, that is an
establishment of commercial character that facilitates the lodging, with or
without a dining room, and other complementary services, to the hotel with
all kinds of services (Melgosa, 2007). In the case of youth hostels, they were
created for young people, and they have certain admission requirements,
related to age, sex, and possession of an international credential. They have
a minimum of functional facilities and are rented for a limited period of time,
maximum three days, at very low prices. Some of them have food and beverages or facilities to prepare food (Ficapal, 1996).
Finally, the agritourism is understood as “the tourist services provided
on farms. This activity is complementary to the main agrarian activity” (Melgosa, 2007). The necessary conditions for tourist attractions to be visited
and enjoyed by the tourist are transportation, complementary services and
basic infrastructure (Ficapal, 1996).
To sum up, in practice you can find a lot of different types of accommodation facilities, starting with large hotels offering thousands of places
and a very wide range of complementary services, ending with a system of
renting rooms or suites, for which the development of platforms such as
Airbnb has had a very strong influence. As a result, their functioning and
sources of concessiveness as well as buyers’ preferences are the subject of
many scientific studies. However, it is worth to deepen the knowledge about
research focusing on consumer preferences in individual regions.

Methodology
The research was descriptive and quantitative, the data were analyzed without
manipulating, and it was not experimental. The participants were between 18
and 60 years old, of every socioeconomic level, gender, occupation, and level of
education. The sample comprised 300 (entities of knowledge) from the region
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of the South of Sonora in Mexico. The survey was divided into 2 sections: the
first has general information about the respondents and consists of 7 items,
and the second includes information about the types of accommodation with
a total of 10 items, where the respondents could consider more than one
option according to their preference. For the response options in the second
section, the respondent was asked to answer on a scale from one to five,
where one was the least important and five the most important according to
their perception. The objective of the survey was to identify accommodation
preferences in the southern region of the state of Sonora in Mexico.
The procedure was as follows: (1) collection of bibliographic sources for the
development of the contextual framework, (2) confirmation and validation of
the survey, (3) application and systematization of the survey, (4) presentation
and interpretation of results.

Results
Below are the findings of the research that aims to identify the accommodation preferences of users of southern Sonora, so that the perception of
each of the respondents was considered.
Descriptive analysis of general information: about 67% of the respondents
were female and 33% were male. Regarding the ages of the respondents,
it was observed that 60% were in the range of 18-25 years, 13% between
26-35 years, 13% between 36-45 years and 14% were about 46 years and
older. According to the socioeconomic level, 3% considered that their level
was low, 77% consider that it was average, 18% that it was medium-high
and just 2% that it was high. When it comes to their level of education, 6% of
respondents had basic education, 29% had middle high education and 61%
had higher education, and the rest had a postgraduate level of education.
The participants of the study were characterized by a high level of diversity.
Due to the size of a sample, it should not be considered as representative,
but certainly enough to formulate preliminary conclusions.
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Descriptive analysis of the information about accommodation types:
Table 1 shows the different types of accommodation that customers use
when traveling for leisure or recreation reasons.
Table 1. Type of accommodation preferred by respondents

Type of accommodation

Answers

Percentage

Pension

16

5.4%

Guest´s house

26

8.7%

Hotel

213

71.2%

Apartaments

57

19.1%

Trailer Park

1

0.3%

Hostel

7

2.3%

Youth hostel

4

1.3%

Agrotourism

3

1.0%

Other

92

30.8%

Source: elaborated by the authors.

As shown in table 1, the type of accommodation with the greatest preference for users in the South Sonora was a hotel with 71% of preference
(according to consumer preferences the bestseller in South Sonora was
a hotel with 71% of votes); next most common answer was other with 31%
and the last one was apartment with 19% of preference. In Mexico, people
are used to traveling and to staying in relative’s houses, since it helps family
bonding and also it means economic savings on lodging. Taking into account
the specifics of the sample – a significant share of people with higher education and rather affluent – the advantage of hotels as an accommodation
should not be surprising. At the same time, however, the obtained result
indicates the relatively high requirements of respondents and can potentially
be a proof of the importance of comfort during the journey.
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Table 2. Factors that influence the selection of accommodation type

Factors

Answers

Percentage

Comfort of the room

231

28.7%

Tourist attractions of the region

175

21.7%

Good service and / or attention from the
staff

158

19.6%

Tranquility and silence

110

13.6%

Hospitality

132

16.4%

Total

806

100.0%

Source: elaborated by the authors.

According to the results based on table 2, the factor with the greatest
influence on the selection of the type of accommodation is the room’s
comfort, followed by the tourist attraction of the place to be visited. This
result remains due to an earlier application (or that means: result from the
past surveys; Or – I am not sure) Comfort is important, so respondents
choose primarily hotels, and therefore, facilities with the highest possible
standard. It is also worth paying attention to the second result. Attractions
of the region primarily affect the choice of destination, but it can be assumed
that the participants of the study were also important to the object’s location, affecting the availability of these attractions, which is also associated
with the convenience of rest.
Table 3. Factors that influenced the level of user satisfaction during their stay

Factors

Answers

Percentage

Cleaning

264

29.9%

Adequate price-quality ratio

203

23.0%

Relations with staff

112

12.7%

Accommodation climate

175

19.8%
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Access to additional attractions

128

14.5%

Total

882

100.0%

Source: elaborated by the authors.

The next question in the questionnaire concerned the factors of satisfaction with the stay in a given accommodation facility. As it was presented in
table 3, the cleanliness was most often indicated. The right price / price ratio
is in the second place, which is worth paying attention to. Respondents do
not necessarily have to get the highest quality, but do not want to overpay.
Only in third place was the availability of additional attractions offered by the
facility. It can be assumed that for participants of the study the key element
of the stay is the issue of accommodation and not spending time and recreation in the facility, which is only an added value. The last place was the
relationship with the service or owners. It can be assumed that the owners
may be an important element of building a competitive advantage of family
businesses, but on the other hand, as the answers show, respondents are
not necessarily interested in entering into any relationship with these people. Guest preferences for staying in smaller accommodation place such as
hostel or guest house facilities are shown in table 4.
Table 4. Preference to staying in a hostel or guest house

Preference

Answers

Percentage

The size of the accommodation (capacity for few
guests)

94

15.3%

Lower Price

160

26.0%

Family environment

67

10.9%

Good service

151

24.6%

Comfort of the room

143

23.3%

Total

615

100.0%

Source: elaborated by the authors.
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Table 4 shows the greatest attractiveness that users find when they have
stayed in a hostel or guest house, is the lower cost or lower price, compared
to others, followed by good service and the comfort of the rooms. It can be
assumed that smaller objects (entities) in most cases offer lower comfort of
stay. This is greately confirmed by the price expectations of the respondents.
It may be surprising that despite this, people expect comfort of the room
and a high level of service. At the same time, it is worth noting the relatively
low assessment of the significance of the family nature of this type of enterprises, which, as pointed out earlier, could be important for building their
competitiveness.
Table 5. Opinion of users regarding the factors they more often consider when staying in a hostel
or guest house

Opinion

Answers

Porcentage

High quality of services

115

26.4%

High level of trust

75

17.2%

Open to listen guests´ needs

68

15.6%

Good communication between staff and guests

67

15.4%

Hospitality

111

25.5%

Total

436

100.0%

Sours: elaborated by the authors.

Regarding the opinion about the factors that are most frequently considered in the accommodation choices of hostels or guest houses are the
quality of service with a 26% followed by hospitality with a 25.5%, as one of
the factors with the most influence for the residents surveyed. This result
confirms that despite the fact that guest houses are smaller and have less
potential, respondents expect high quality from them. On the other hand,
it may be based primarily on the quality of service, which in such facilities
may be less professional than in large facilities, but at the same time may be
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associated with greater involvement of the owners. This should be reflected
in the feeling of hospitality which was also indicated by the respondents.
Table 6. Opinion on the factors that are most frequently considered in the case of hotels

Opinion

Answers

Percentage

High quality of services

210

38.0%

High level of trust

90

16.3%

Open to listen guests´ needs

65

11.8%

Good communication between staff and guests

62

11.2%

Hospitality

126

22.8%

Total

553

100.0%

Source: elaborated by the authors.

Interesting conclusions, which constitute a logical supplement to previous considerations, are provided in table 6, in which respondents assessed
selected features in relation to hotels. Compared to smaller facilities, they
clearly have higher quality expectations (38% of indications). The results
indicate that hotels are perceived as higher-quality objects. This does not
mean that smaller entities do not have their advantages – they were rated
higher in other categories. Factors such as hospitality, reacting to the needs
of guests or trust are a consequence of the organizational culture in the
company. In the case of a micro enterprise, it is strongly determined by the
involvement and attitude of the owners, which determines the question
about(which proves) the importance of the “family nature” of accommodation
establishments for their image in the eyes of respondents. The question of
trust is particularly important. Literature indicates that this factor is the basis
for building all relationships. It is also a factor of influence on consumers,
being defined as customers’ conviction about the credibility and integrity
of the seller (Morgan & Hunt, 1994).
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Table 7. Characteristics related to a family business that offers hosting services
Characteristics

Answers

Percentage

Dedication

196

34.5%

Low level of professionalism

73

12.9%

Profit´s approach

88

15.5%

Personal contact with the client

122

21.5%

Limited amount of services

89

15.7%

Total

568

100.0%

Source: elaborated by the authors

A preliminary answer to the previous question about the importance of
the “family character” of enterprises was sought in the last question in the
questionnaire, which concerned features attributed to family businesses
providing accommodation services. It contains both positive and negative
traits. The respondents valued positive most: the owners’ involvement and
direct contact with the client. This was confirmed by some of the conclusions
contained in previous considerations. In the respondents’ answers, there were
also weaknesses of small family enterprises, such as low professionalism or
a limited number of additional services. These features, however, received
significantly lower indications. It is also worth paying attention to a quite
significant negative characteristic of a strong attitude towards profit, which
appeared in responses given by respondents. This is related to the specificity
of small family businesses on the accommodation market. The company’s
revenues automatically become the family’s income, which may translate into
an excessive desire to maximize them, especially in a short period of time –
even at the expense of long-term benefits related to customer satisfaction.
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Final remarks
The findings show that the best consumer’s choice of different types of
accommodation was a hotel (the research shows that the bestseller from
different types of accommodation was a hotel). In the case of the smallest
accommodations such as the guest house, the main attractions that users
mentioned were the low cost and good service and the factors that are considered while making the decision whether to stay in this type of place or not
were the quality of services and hospitality. The same was observed for hotels
where the user prefers a place with quality services and hospitality. Finally, the
preferred characteristics, according to the (customers’ needs) when talking
about a family company offering hosting service, were the dedication that
the family has to the business and the personalized contact with the clients,
which is why these types of organizations can pursue actions, related to
improving the corporate image of the business and strengthen relationships
with customers. An important aspect of the considerations is the issue of
the importance of the family nature of enterprises providing accommodation
services. The issue of family enterprises and the specifics of their functioning is the subject of a number of studies covering many areas of research.
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Balanced Scorecard
in Universities
ABSTRACT
Objective: Performance measurement and reporting leading to greater transparency and accountability of universities have become a challenging issue. Increasingly, universities have been
required to provide performance indicators—empirical evidence of their value creation — to the
different group of stakeholders. One of the approaches that may be applied by universities is
the Balanced Scorecard (BSC). The objective of this paper is to indicate the BSC as a useful tool
for the evaluation of the universities’ performance.
Methodology: This study is based on the following research methods: descriptive, deductive,
and the literature review. It refers also to case studies that are quoted in the context of their
practical BSC application experience and it presents the pioneer approach of California University in BSC adoption. The rationale of this paper follows the principal-agent theory that is
a foundation of the accountability concept. It refers also to the new managerialism, new public
management, and entrepreneurial university.

Justyna Fijałkowska, Cidalia Oliveira

Findings: Based on the literature review concerning the analysis of the examples of universities
implementing BSC, this paper argues that BSC provides a framework for the performance measurement that allows for the increased transparency and accountability of these institutions.
Value added: The pioneer BSC framework presented in this paper can be used as the basis for
the development of general performance measurement in universities.
Recommendations: It is recommended that the universities that want to boost their transparency and be accountable for their outcomes apply and develop the BSC framework to which
we refer to in this paper.
Key words: balanced scorecard, performance measurement, universities
JEL codes: M10, M19, M49

Introduction
Universities – secular institutions and one of the most important social
organizations, are now inserted in a complex scene of great change and
uncertainty in the economic, political, social, educational, technological
and environmental fields, requiring new forms of management to make
them more agile, flexible and effective in terms of responsiveness to social
demands (Aktas, 2015). The development of the knowledge economy and
the growing turbulence and uncertainty in the environment of modern organizations impact also universities. Therefore, the decision-making processes
in HEIs have become increasingly complex (Leja, 2013, p. 21). There is a lively
debate about how universities should be managed that is intensified by the
following factors (Elena-Perez, 2011):
·· changes in the funding modes of universities,
·· increasing levels of institutional autonomy,
·· new social demands for greater transparency and accountability.
Accountability of universities became a challenge for HEIs that have been
required to provide performance indicators and assessments — empirical
evidence of their value and achieved outcomes (Fijałkowska, 2017a, p. 52).
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The wide circle of universities’ stakeholders pretends they are efficient and
effective as well as to be transparent and accountable. Accountability is
demonstrated by the transparency of the decision-making processes that
govern the universities. Without the measurement, evaluation, profound
analysis, benchmarking and communication of universities’ key performance indicators there will be no accountability neither transparency if
these institutions (Fijałkowska, 2017b, p. 66). Universities are subject to
quality assessment procedures evaluating the academic, research as
well as business criteria of their operations. To make universities more
competitive and sustainable over time it is necessary to introduce and
develop strategic management models to govern internal outcomes as
well as strengthen the external relationships.
In higher education, there are time-honored traditions relating to performance measurement that nowadays are boosted by the need for external
accountability requirements and should implement into a system of financial
accounting and reporting (Fijałkowska, 2016, p. 97). Traditionally, performance
measurement and reporting, that are the requirements of effective accountability, were based on the financial accounting model emphasizing profitability, cash flow, sales growth, ROA, ROE, economic value added (Fijałkowska,
2017a, p. 52). Financial measures used to provide a basis for accountability,
stewardship, comparability. However, financial indicators alone are limited
in their ability to adequately represent the range of factors associated with
organizational excellence. Ruben (1999) indicates: “As important as the
traditional indicators are, these measures fail to present a comprehensive
image of the current status of an institution. They do not reflect some of the
key success factors for a college or university, nor do they capture many of
the dimensions of a university’s mission, vision, or strategic directions”. The
increased interest in issues concerning the accountability of universities led
to many internal and external accountability mechanisms in higher education
that were introduced to ensure the information needs of stakeholders are
met. One of them may be the Balanced Scorecard.
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The main purpose of this study is to present and discuss the Balanced
Scorecard as a useful tool for the evaluation of the universities’ performance.
The thesis of this work is that performance measurement based on the BSC
approach may be one of the important ways to better strategic management
of universities as well as may result in the increase in the transparency and
accountability of these institutions. It may also lead to better decision processes. The rationale of this paper is based on the principal-agent theory
that is a foundation of the accountability concept. It refers also to the new
managerialism, new public management, and entrepreneurial university. As
Deem (1998, p. 47) underlines the term “new managerialism” is generally used
to refer to the adoption by public sector organizations of organizational forms,
technologies, management practices and values more commonly found in
the private business sector. For several years, public sector reforms were
inspired by the global movement of the New Public Management (NPM) (De
Boer et al., 2007) in which particular attention was devoted to performance
measurement and performance management (Moynihan, & Pandey, 2010;
Rabovsky, 2014). The NPM and new managerialism bring to the concept of
the “entrepreneurial university” that is now recognized as a major driver for
self-development and innovation and as an appropriate response to succeeding in highly turbulent and unpredictable markets (Sperrer et al., 2016).
This study is based on three main research methods: descriptive and
deductive as well as the literature review. The BSC framework presented in
this paper can be used as the basis for the development of general performance measurement in universities.

Balanced Scorecard in the university context
The concept of the balanced scorecard (BSC) was introduced by Robert S.
Kaplan and David P. Norton (1992) in their now widely cited Harvard Business
Review article, “The Balanced Scorecard – Measures that Drive Performance.”
This approach may be also applied in the context of universities. The BSC
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can be used as a tool for coordinating the activities of the academic and
non-academic departments of a university and the mechanisms of budgeting
and target agreements (Küper, 2013). The aim of the concept is to overcome
the shortcomings of traditional performance measuring systems, which rely
only on financial outcomes (Pietrzak et al, 2015).
Tapions, Dyson, and Meadows (2005) presented the alignment between
an organizational strategy and performance measurement at Warwick University (UK). Papenhausen and Einstein (2006), describing an example of BSC
application in College of Business at the University of Massachusetts – Dartmouth (U.S.A.) stress the necessity of active contributions from everyone at
the university in order to make the BSC successful. McDevitt, Giapponi and
Solomon (2008), focusing on the example of University Division, Connecticut,
USA, described the process and benefits of developing a custom BSC to
revitalize a faculty strategy. Umashankar and Dutta (2007) discussed in what
way the BSC approach may be applied to higher education in India. Juhl and
Christensen (2008) presented the BSC concept as a tool compatible with
the performance measures proposed by the Ministry of Science to allocate
resources among Danish Universities. Al-Hayaly et al (2016) using BSC studied
the knowledge management processes and their impact on the organizational
performance in the Jordanian private universities. Elola et al (2016)a survey
questionnaire was created and sent to all the scope of Spanish universities.
Using the data collected, the research was carried out using the SmartPLS
software (partial least square path modelling analyzed the causal relationships in the balanced scorecard in public and private Spanish universities
through structural equation modeling. Ismail et al (2015)recommended by
respondents, were related to the customer and internal business process
perspectives, whilst they did not recommend most indicators related to the
learning and growth and financial and economic perspectives. Furthermore,
most indicators had significant differences according to the type and age
of the universities. This paper extends previous studies on measuring performance excellence in the higher education sector by considering a set of
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KPIs which fit educational systems in emerging economics. The findings
would help the management of Saudi universities as well as policy makers in
the Saudi Ministry of Higher Education to: 1 described a balanced scorecard
model for performance excellence in Saudi Arabia’s higher education sector. Eltobgy and Radwan (2010) analyzed the monitoring of Egyptian higher
education institutions performance development using the BSC approach.
Negash (2011) described the use of BSC in the African universities context
and Al-Zwyalif (2012) in Jordanian private universities. Application of BSC
in one of the Polish universities was described by Pietrzak et al (2015). The
example of developing the BSC model at Maria Curie-Skłodowska University
in Lublin in Poland was presented by Świerk and Mulawa (2015). An example
of universities that applied BSC is presented in the table 1.
Table 1. A list of example universities that applied the Balanced Scorecard

Country

University
University of California at San Diego
University of California at Davis
University of California at Berkeley
University of California at Los Angeles
University of California at Irvine
University of California at Santa Cruz
University of California at San Francisco
California State University at Northridge
California State University at San Marcos
California State University at San Bernardino
California State University at Pomona
Florida International University
University of Louisville
University of Vermont
University of Akron
University of Virginia
University of Alaska
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University of Denver
University of Arizona
University of Iowa
University of Missouri
University of North Carolina at Wilmington
University of Northern Colorado
University of St . Thomas
University of Vermont
University of Washington
Fort Hays State University
University of Florida
Charleston Southern University
Cornell University
Illinois Benedictine College
Indiana University
Pennsylvania State University
UK

University of Edinburgh
Glasgow Caledonian University

Australia

Deakin University
Bond University

Canada

Carleton University

Jamaica

The University of the West Indies

Source: Rompho, 2008, Binden, Mziu & Suhaimi 2014, Świerk and Mulawa 2015.

In the BSC proposed by Kaplan and Norton (1992 and 1996) there were
four main conventional perspectives indicated:
1) Financial Perspective – Are we meeting the expectations of our Share-

holder?
2) Customer Perspective – Are we delighting (or at least satisfying) our

customers?
3) Learning and Growth Perspective – Are we prepared for the future?
4) Internal Process Perspective – Are we doing the right things?

These four traditional perspectives have been used in various studies
concerning BSC at universities (e.g. Sayed, 2012; Taylor & Baines 2012;
Zolfani & Ghadikolaei, 2013; Libing et al., 2014; Chalaris et al. 2014). In some
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cases, there were slight differences in the title and the order of presented
perspectives. Many studies propose also the modified version of perspectives to be measured in the specific context of universities, especially
adding to the conventional perspectives non-financial dimensions, concerning e.g. community participation, innovation, strategic partnership and
scientific research excellence that are crucial in case of universities. One
of the latest studies of Lin et al. (2016) proposes a modified BSC model of
learning and growth, internal operations, stakeholders and sustainability,
which are four aspects of the sustainability development concept. The
review of modifies perspectives of evaluation in the context of universities
are presented in table 2.
Table 2. The perspectives of BSC specific to the context of universities

Author

BSC Perspectives

Beard (2009)

Student learning results,
Student and stakeholder –focused results,
Budgetary, financial, and market results
Faculty and staff results
Organizational effectiveness results,
Governance and social responsibility results

Eltobgy and Radwan
(2010)

Educational and learning excellence,
Scientific research excellence,
Community Participation, environment
development and stakeholders, Financial
resources, Institutional capacity and
quality management

Philbin (2011)

Financial, people development Institute capability, Research output

Al-Ashaab et al. (2011)

Competitiveness, sustainable development, Innovation,
strategic partnership, Human capital, Internal business
processes

Li (2011)

Goals school, stakeholders satisfaction, Internal business
processes, Organization developing ability

Zhang et al. (2014).

Client, Teacher’s Contribution, Teaching and research Personal ascension
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Beard and Humphrey
(2014)

Student learning and process results, Customer-focused
results, Leadership and governance results, Budgetary
financial and market results

Lin et al. (2016)

Learning and growth, internal operations, stakeholders and
sustainability

Source: own elaboration.

Beard (2009)globalization , emerging technology, resource constraints, and
the consequences of unethical behavior. Leaders in business and education
are more often recognizing the importance of being customer focused by
identifying and separating value-added and nonvalue-added activities by
and in collecting information for performance evaluation and continuous
improvement. Leaders of educational institutions must answer these important questions: Are schools meeting their missions? Are schools offering
educational value to their students? Can schools improve their processes
and create additional value while containing or reducing costs? Are schools
effectively and efficiently using scarce resources such as intellectual capital,
state appropriations, other revenue sources, people, and time? Are there
management tools used in business that may be useful in higher education?
The answer to this question is yes, and the balanced scorecard (BSC, as well
as Karathanos and Karathanos (2005), describe the application of BSC at
the Wisconsin-Stout University, where 5 following main dimensions of BSC
have been measured and monitored:
1) Student-learning,
2) Student and stakeholders
3) Budget and finance
4) Faculty and staff
5) Organizational effectiveness

The list of measures used at the University of Wisconsin-Stout is presented in table 3.
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Table 3. Example of BSC at the University of Wisconsin–Stout

Dimensions

Measures

Student-learning

1. Freshman ACT scores
2. Freshman retention
3. “At risk” freshman retention
4. Active learning
5. Computer competency
6. Skill development
— Leadership
— Problem-solving
— Conflict resolution
—Communication
7. Diversity appreciation
8. Graduation rate
9. Student job placement
10. Employment in major field
11. Salaries of graduates
12. Annual income of alumni
13. Alumni rating of program effectiveness
14. Alumni development of active learning skills
15. Alumni appreciation of diversity
16. Skill assessment by employers
—Basic skills
—Communication
—Technical
—Organizational/problem solving
—Leadership

Student
and stakeholders

1. Freshman ratings of educational experience
2. Number of transfers “in” 3. Numbers that would attend again
4. Student satisfaction with campus environment
5. Alumni satisfaction with instruction
6. Alumni indication they would attend again
7. Employer ratings of graduates’ preparation
8. Board of Regents satisfaction with:
—Mission appropriateness
—Student outcomes
—Leadership
—Accountability
—Fulfilling mission
9. Community ratings of customer
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Budget and
finance

1. Tuition comparisons
2. On-campus room and board costs
3. Tuition revenues
4. Prioritization of funding
5. Budget allocation to instruction
6. Budget allocation to institutional support
7. Expenditures allocated to personnel
8. Year-end budget variances from budget plan
9. University reserves
10. Foundation assets
11. Dollars awarded to scholarships

Faculty
and staff

1. Key indicators of faculty and staff morale, well-being, and development
2. Employee satisfaction:
3. Voluntary faculty turnover
4. Classified staff grievances
5. Diversity:
— Women faculty
— Minority faculty
6. Discrimination and harassment
7. Faculty with doctorate
8. Professional development expenditures
9. Satisfaction with opportunities for training/professional development
10. Evaluation of Microsoft training
11. Safety training
12. Injury/accident rates
13.Workers compensation claims
14.Workers compensation experience

Organizational
effectiveness

1. Distinctive programs
2. Undergraduate curriculum 3. Federal grant expenditures 4. Laboratory-based instruction
5. Enrollment
6. Distance-learning opportunities
7. Audit compliance
8. Safety and security performance
9. Support services effectiveness:
—Current students
—Alumni

Source: own elaboration based on Karathanos & Karathanos, 2005.

A slightly different approach to BSC at universities was presented by
Ruben (1999)measurement, and the use of the infor-mation that results therefrom, but the question of what should be measured and how that information
should be used has been more problematic. One of the defining themes of
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contemporary organizational theory is the emphasis on information and
measurement for assessing, tracking and promoting organizational excellence. \” Information and Analysis \” is one of the seven categories in Malcolm
Baldrige criteria for performance excellence, and \” management by fact \” has
been a core value in the Baldrige framework (DeCarlo & Sterett, 1989, 1995;
MBNQA, 1988-1998 that generally indicates similar areas of BSC, however,
he stresses also the important dimension of the research that was omitted
in the previous proposals. He proposed a BSC framework for universities
based on the 5 main dimensions, described in table number 4:
1) Teaching/learning (Instruction),
2) Scholarship/research,
3) Public service/outreach,
4) Workplace satisfaction,
5) Financial issues.
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Table 4. Balanced Scorecard in universities according to Ruben

Dimension

INSTRUCTION

PUBLIC SERVICE/ OUTREACH

SCHOLARSHIP

Measures

PROGRAMS/COURSES
• mission clarity
• disciplinary standing
• need
• coherence
• rigor
• efficiency
•instructor qualifications
• currency /comprehensiveness of course
materials
• adequacy of support
services
• teaching-learning
climate
STUDENT OUTCOMES
• preferences
• selectivity
• involvement
• learning outcomes
• satisfaction
• retention
• preparedness
• placement
• life-long learning

• activity level/contacts
• selection for leadership
roles
• reputation
• meeting perceived
needs
• satisfaction levels
• contributions/funding
• preferences

PRODUCTIVITY
• presentations
• performances
• submissions
• publications
• funding proposals

Examples of stakeholders:
Prospective Students
University
Profession/Discipline
Research Agencies
Alumni
Families State
Employers Community
Governing Boards
Public at Large

Dimension

WORKPLACE SATISFACTION

FINANCE

Measures

Faculty, Staff
• attractiveness
• turnover
• compensation
• climate
• morale
• satisfaction

REVENUE
• funding levels
• endowments
EXPENDITURES
• operating expenses
• debt service
• credit ratios
• deferred maintenance

Source: own elaboration based on Ruben, 1999.

69

IMPACT
• publication stature
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• peer assessments
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The dimensions, key questions, targets and measures used in the Ohio
State University are presented in table 5.
Table 5. Balanced Scorecard in the Ohio State University

Dimension

Question

Target

Diversity:

How well do we
broaden and
strengthen our
community?

Increase campus
diversity, provide
better disability
access

% of students, staff, and faculty by gender and ethnicity;
Inventory program needs as
baseline; improvement over
time;

Students
learning
experience

How effectively
do we transfer
knowledge to our
students?

Improve students’
progress;
Increase student
satisfaction;
Improve graduate
program quality;

Retention and graduation
rates;
Higher Education Research
Institute student survey
data;
Graduate student placement;

Academic
excellence

What is our
contribution to
the creation of
knowledge?

Increase research
productivity;
Heighten national
reputation;

Counts of publications, citations, grants, and awards;
Number of departments
in top quartile of National
Research Council rankings

Outreach
and engagement

How effectively
do we transfer
knowledge to the
local, national,
and international
communities?

Increase technology
transfer activity;
Increase outreach to
community;

Number of licenses, patents,
and invention disclosures;
royalty income;
Number of programs and
services; number of people
served;

Resource
management

How well do we
develop and manage resources

Increase and diversify revenues;
Provide incentives
for entrepreneurial
initiatives;

% of revenue by category
over time;
Number of science and technology campus partnerships;

Source: based on Stewart & Carpenter-Hubin, 2000.

Also Binden et al. (2014) presented their proposal of the BSC project for
Higher Education, based on 5 stages that are described in table 6:
1) BSC readiness assessment and BSC training,
2) BSC design & development,
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3) BSC software automation,
4) BSC cascading,
5) BSC review.

Table 6. Balanced Scorecard framework for Higher Education

BSC Assessment
and Training

BSC Design &
Development

BSC Automation

BSC Cascading

BSC Review

Readiness assessment done by
Consulting Services
and sometimes
internally by the
organization in
order to provide
recommendation
and assistance in
prioritizing BSC
implementation,
including education,
strategic alignment,
and internal marketing.
The training should
include Introduction
to BSC, Intermediate
courses in Designing & Developing
BSC and advanced
courses in Cascading
Scorecards. Training
will give ideas on
the importance of
BSC as well and how
to make the best
out of BSC.

During the stage
of BSC design
and development, the ‘top
level’ strategy
maps should be
set. Together
with strategy maps the
measures and
targets should
be determined
as well. Another
important process that should
take place during
this stage are
the initiatives
concerning the
agreed implementation and
communication
guidelines. This
stage usually
ranges from
eight to twelve
weeks.

In this stage,
there are technicalities that will
take place like,
installing BSC
software the
server as well as
client side. This
stage usually
takes from one
to four weeks.

BSC cascading means
that there will
be multiple
scorecards
developed
and those
scorecards
are aligned
and cascaded
across multiple divisions
across the
whole enterprise.

During this
stage consulting
services should
review the
effectiveness
of the BSC and
should provide
recommendation for any
enhancement.
They should
perform a gap
analysis on
original requirements
versus what is
implemented
to see whether
the requirements are met
or not. Lastly,
in this stage,
there should
be included
the services to
fine-tune and
further optimize
the BSC.

Source: own elaboration based on Binden et al., 2014.

This framework may be used as a guide for the BCS implementation in
universities. Applying this framework gives an overview of all the components and perspectives that should be considered in HEIs’ BSC (Binden et
al. 2014, p. 41).
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Balanced Scorecard application in the University
of California – the pioneer approach
The University of California, one of the preeminence among worldwide research universities, at the beginning of the 1990s decided to adopt changes
concerning its management. This was due to a general feeling that the administrative management system that had supported the rise of the University
of California to the top-ranked universities worldwide, was no longer suited
to the new realities. The University has recognized at the root of the problem,
the need to shift from a primarily static and procedural management system
to a more dynamic system that could play a diagnostic, self-evaluation and
learning role in the same time (Hafner, 1998). The university wanted also to
become more accountable, focus on the future, become better in setting
strategic goals and performance objectives as well as more effectively track
progress over time in achieving the goals through a meaningful set of performance measures (Hafner, 1998). BSC, with the help of IBM consultants,
have been implemented in the University of California Office of the President,
the nine University of California campuses and three national laboratories
managed by the University. University of California San Diego (UCSD) was
the first university in the nation to adopt the Balanced Scorecard in 1993. In
recognition of its “innovative approach to cutting costs, solving problems,
and increasing efficiency, ICSD became the first university in the world to
be inducted into the Balanced Scorecard Hall of Fame.
Senior administrative managers from each campus participated in the
development of the overall vision and goals for business administration and
operations. This administrative group also served as a steering committee
over the life of the initiative by providing direction, prioritizing, solving problems, and encouraging and motivating their staff to participate (Brown, 2012).
In the California University, there were four main questions imposed with
the tactical objectives referring to each of them. The questions and objectives
are oriented in the table below.
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Table 7. Questions and Objectives of the BSC in the California University

Question

Objectives

How do
customers
see us?

• Identifying key customers and stakeholders;
• Development of customer satisfaction survey;
Identifying customer needs and requirements that were not being
addressed;
• Assessing the customer perception of the value and effectiveness of
services provided;

At what
must we
excel?

• Identifying the processes and activities that deliver critical services to
both internal and external customers;
• Design measures to access all core competencies such as productivity,
accuracy, cycle times, effective use of people and information resources;

How do we
look to our
stakeholders?

• Traditional financial indicators retain an important role in the university BSC initiatives, such as % Net operating ratio, % Reinvestment rate,
$ Debt capacity, or $ Research funding competitiveness;
• Set cost reduction and cost avoidance objectives at the operational
level;
• Set auxiliary revenue generation objectives and measures for auxiliary
services areas such as parking and bookstores;

Can we
continue
to improve
and create
value?

• Set measures and targets for factors such as workplace climate, employee morale, skill alignment;
• Establish professional development strategies and effective use of
technology;
• Develop surveys to asses leadership and management styles, morale,
communication, training and skills, motivation and reward.

Source: Hafner, 1998.

At the UCSD the traditional four dimensions of BSC have been applied.
UCSD places the vision, mission, and values of the organization at the center
of strategic planning and performance measurement activities. The UCSD
Balanced Scorecard uses 4 primary dimensions (perspectives):
1) Financial/stakeholder perspective: This measures how the university

approaches its resource providers through tools such as profit/loss statements, balance sheets, and budget reports. Departments can use results
to develop and implement revenue, cost saving, and budget strategies,
create a risk management program, and establish internal controls. The
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Financial Perspective emphasizes the stakeholder concern about how
efficient and effective the unit is at using its resources.
2) Internal process perspective: This measures productivity and effec-

tiveness of UCSD through benchmarks comparing UCSD with its peers in
order to build best practices and internal controls. The university declares
that it has used past results to develop process improvement projects
and cross-functional teams, as well as invest in new technology tools.
This perspective emphasizes excellence at performing internal processes
and in employee competencies.
3) Innovation & growth perspective: This measures how UCSD’s employ-

ees feel through measures such as the Staff@Work survey conducted
annually for staff. The past results are used to improve training and avenues
of communication and enhance the quality of work/life. This perspective
emphasizes continuous improvement and the creation of value.
4) Customer perspective: This measures how the university’s customers

see UCSD through customer surveys conducted annually for staff, faculty,
and students. Also in this dimension past results are used to facilitate
communication with customers through various channels, develop solid
and collaborative relationships, and foster positive relationships by ensuring staff is knowledgeable and well-trained. This perspective emphasizes
satisfying the needs of customers.
The BSC framework at the University of California is presented in picture
number 1. Each of the perspectives of the BSC was supposed to provide
a lens through which to view performance.
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Figure 1. Balanced Scorecard Framework at the California University

Source: based on Hafner, 1998.

Regarding the measures, the five business areas on each campus —
human resources, facilities management, environmental health and safety,
information technology, and financial operations — piloted the development
of common BSC measures. In order to communicate the performance architecture based on BSC approach, the University of California decided to
create a new website that presented in details its vision, mission, values, and
goals. The new website disclosed also the BSC approach adopted by the
university, its objectives, measurement teams, the results of measurement
and surveys concerning e.g. customer satisfaction. The website contained
also presentation materials and initiative status reports as well as white
papers on performance management related topics.
Based on the BSC, the university introduced also Performance Management process that followed 7 steps:
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1) Vision, goals, objectives;
2) KPIs, Balanced Scorecard;
3) Data collection and analysis;
4) Performance assessment;
5) Link to action and improvement plans;
6) Link to employee performance incentives;
7) Feedback, communication, learning.

The University of California performance architecture system based on
the Balanced Scorecard brought several contributions in maintaining and
enhancing organizational performance and excellence. According to the information published on the official website of UCSD, the use of the Balanced
Scorecard in Business Affairs encourages:
·· Alignment of Customer Priorities & Business Priorities
·· Ability to Track Progress Over Time
·· Evaluation of Process Changes
·· Identify Opportunities for Initiatives & Partnerships
·· Accountability to Constituents
·· Develop Action Plans & Set Strategic Direction
After 8 years of BSC application Hafner (1998) published the observed
results of this tool in the University of California, underlining that BSC has
helped sharpen the focus and better align the day to day activities with
longer strategies. It enhanced trust and facilitated better dialogue, the higher
level of employee involvement. It helped shape a culture of evidence, where
performance information is woven into the fabric of the UC administrative
management philosophy.

Conclusions
As pressures for performance measurement and accountability in universities mount, the need to rethink and reframe the excellence measurement
frameworks has never been more pressing. BSC may be an important tool of
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linking the vision, mission, strategies and operational activities of universities
together with a mapping of goals and objectives, as well as performance
evaluation. The main reasons for the BSC implementation by universities
are (Farid, Nejati & Mirfakhredini 2008, p. 35):
1) it is treated as a vital management tool (University of California at San Diego),
2) it enables assessment of academic program and planning processes

(Rossier School of Education at University of Southern California),
3) it may be used as a marketing tool to differentiate images in the higher

education market (UK and South Africa universities),
4) it is a tool for reinforcement of the importance of managing rather than

just monitoring performance,
5) it brings benefits to the accounting department heads — they were

supportive of the Balanced Scorecard applicability and benefits to accounting education programs.
Without the measurement, evaluation, profound analysis, benchmarking and
communicating of HEI’s key performance indicators there will be no accountability and transparency of universities. HEIs should become more entrepreneurial
and evaluate the effectiveness of their activities in order to be more competitive.
The Balanced Scorecard is a prominent tool that can be used to strategize and
monitor organizational performance and that gives bases for continuous benchmarking with the key elements of the strategic plan. The “balanced scorecard”
approach offers HEIs the opportunity to formulate a cascade of measures to
translate their missions into a comprehensive, coherent, communicable and
mobilizing framework for both external and internal stakeholders.
Concluding, it is important to underline that the approach of California
University presented above concerns a pioneer experience in the BSC application at universities that was furtherly developed by other universities
and was adjusted to the circumstances, requirements, and institutional
context of the followers. The detailed analysis may be a direction of future
research, analysis and comparison as translating the Balanced Scorecard
to the complex world of academia is still a challenge.
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ABSTRACT
Objective: This research examined the relationship of perceived supervisor empowerment
behaviors with important work and well-being outcomes in a sample of Egyptian managers and
professionals. Relatively little research has been undertaken on human resource management
in Egyptian organizations and even less during and following the Arab spring.
Methodology: Data were collected from 121 managerial and professional employees using
anonymously completed questionnaires. Respondents were relatively young, had university
educations, had short job and organizational tenures, and held lower level -management jobs.
All measures used here had been used and validated previously by other researchers.
Findings: Work outcomes included job satisfaction, organizational commitment, work engagement, exhibiting voice behaviors, workplace learning opportunities, psychological well-being and
intent to quit. Employee perceptions of supervisory empowering behaviors predicted their levels
of psychological empowerment. And both perceived levels of supervisory/leader empowerment
behaviors and self-reported feelings of empowerment had significant relationships with the
majority of work and well-being outcomes
Value Added: Relatively little research has been undertaken on human resource management
in Egyptian organizations and even less during and following the Arab spring. This will add to
the body of knowledge about Egyptian managers and other Arab regions.
Recommendations: Practical implications of these findings along with future research directions are offered. Practical applications include training supervisors on empowerment behaviors, and training all employees on the benefits of personal empowerment and efficacy and
ways to increase them.
Key words: Empowerment, work and wellbeing outcomes, Egyptian managers and professionals
JEL codes: F23,M5

Introduction
This study examined the relationship of perceived supervisor/leader empowerment practices, employee feelings of psychological empowerment
and important work outcomes among a sample of Egyptian managers and
professionals. To the best of our knowledge, empowerment research has not
been carried out in Egypt. In addition, empowerment research has typically
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focused on front-line employees in the service sector. The empowerment
concept has obvious relevance to the industrial sectors as well.

Empowering supervisors, psychological
empowerment and performance benefits
Herrenkohl, Judson and Heffner (1999; p. 375) defined empowerment as “a set
of dimensions that characterize an environments interaction with persons in
it so as to encourage their taking initiative to improve processes and to take
action.” Empowerment exists at two levels (Spreitzer, 1997) the macro-organizational environment that enhances levels of employee empowerment
involving its structure, policies, approaches to decision making, where the
locus 0f control reside,) and the micro presence of empowerment feelings
among employees, feeling encouraged to take risks, supported in exhibiting
initiative, and accessing information about organizational priorities. Individuals
also differ in that some employees are more likely to embrace empowerment
than others being more highly educated, more committed to their profession,
being at higher organizational levels, and having more self-efficacy). Individuals then have some choice in the levels of psychological empowerment.
Not surprisingly then, measures of empowerment have addressed both
organizational and individual levels. Mathews, Diaz and Cole (2003) created
and validated a measure of organizational empowerment that included
three dimensions. Control of workplace decisions-level of employee input
and involvement in decisions and policy making; Dynamic structural framework-organizational guidelines indicating potential levels of employee input
to decision making and control of their workplace; and Fluidity in information
sharing – employees are provided with all information on company objectives, rewards, and clients/customers. Arnold, Arad, Rhoades and Drasgow
(2000) created a measure of leader empowerment behaviors that included
five dimensions: Leading by example, Informing employees, Coaching
employees, Showing concern for the welfare of employees and interacting
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with them, and using Participative decision making. Spreitzer (1996, 1995)
created and validated a measure of personal or psychological empowerment that had four dimensions: Meaning, Competence Self-determination
and Impact. There are predictable links between macro and micro-level
indicators with organizational level factors increasing individual level responses. In addition, employee feelings of empowerment would be reflected
in more favorable work and well-being outcomes.
These measures have been employed in studies carried out in the hospitality sector. Kazlauskaite, Buciuniene and Turauskas (2012), using the Matthews,
Diaz and Cole (2003) measure of organizational level empowerment and the
Spreitzer (1995) measure of psychological empowerment, examined the
role of both levels of empowerment in the HRM-performance linkage. They
collected data from 211 front-line service employees at 30 upscale hotels
in Lithuania. They reported that organizational empowerment was positively
related to psychological empowerment, job satisfaction and affective commitment. In addition, psychological empowerment and affective commitment
mediated the relationship of organizational empowerment on self-reported
quality of service. Dewettinck and van Amaijde (2010) used the Arnold et al.
(2000) measure in a study of 381 front-line employees working in four service
organizations and found that leadership empowerment behaviors increased
levels of both job satisfaction and affective commitment, with psychological
empowerment partially mediating these relationships.

Elements of an empowering workplace
Several writers have proposed workplace factors associated with higher
levels of employee empowerment in addition to those discussed above
(Mathews, Diaz & Cole, 2003; Arnold, Arad, Rhoades & Drasgow, 2000;
Dewettinck & van Amaijde, 2010). Thus, Bowen and Lawler (1992) proposed
four factors: sharing of information with employees about the organization’s performance, rewarding employees based on their performance and
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their performance improvements, giving employees the power to make or
challenge decisions, and providing them the knowledge and skills so employees can contribute to organizational performance. Seibert, Wang and
Courtright (2011) developed a model based on meta-analysis that included
antecedents and consequences of psychological and team empowerment.
Four contextual factors were associated with higher levels of psychological
empowerment: high performance management characteristics, social-political support, leadership behaviors and job/work characteristics. Individual
characteristics (e.g., self-confidence, self-efficacy) also were related to levels
of psychological empowerment. Psychological empowerment, in turn, was
positively associated with job satisfaction, organizational commitment, and
job and contextual performance. These findings existed at both individual
and team-levels of analysis.

Organizational and psychological empowerment
Lawler, Mohrman and Benson (2001) suggest that over seventy percent of
workplaces have initiated some type of empowerment effort in at least part
of their workforce. Since the empowerment concept seems to be a good fit
for organizations, studies on the potential benefits of empowerment have
been reported, and it was positively related to higher levels of customer-oriented behaviors.

Human resource management in the Egyptian
context
The Egyptian economy has been perming at a low level for several decades.
Unemployment rates, particularly among women and recent university
graduates, are high (Burke & El-Kot, 2011). Egypt has high rates of poverty,
a low standard of living, and relatively high rates of illiteracy. Economic and
political uncertainty is high as Egypt has had six different governments since
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the Arab Spring revolution in 2011. Tourism, manufacturing and construction
were particularly damaged. Corruption and nepotism were major problems
in the public sector, the largest employer in Egypt.
Thus the need to improve productivity and organizational performance is
high. Unfortunately many managers are not knowledgeable about effective
human resource management practices and policies. These factors may, in
the short run, increase interest in human resource management practices,
in making greater use of their employee talents with empowerment being
an element in these efforts.

Human resource management and performance
in Egyptian organizations
There are examples of the benefits to Egyptian organizations from the application of human resource management practices. Atteya (2012) collected
data from 549 supervisors working in the petroleum industry. Human resource
practices included training, use of rewards and incentives, performance
evaluation, recruitment, selection and career development efforts. ‘she
reported that greater use of these human resource management practices
influenced job performance indirectly through job satisfaction, organizational
commitment, organizational citizenship behaviors, lower intentions to quit
and less criticism of their organizations. Burke and El-Kot (2014), using data
from 88 Egyptian small- and medium sized enterprises, reported that greater
use of various human resource management practices was associated with
greater perceived effectiveness of their small and medium-sized enterprises
and generally higher effectiveness this year than last.

The present study
In this study we consider the relationship of employee perceptions of supervisor/leader empowerment behaviors, levels of felt psychological empow90
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erment, and important work and well-being outcomes (e.g. job satisfaction,
affective organizational commitment, work engagement, engaging in voice
behavior, potential learning opportunities, intent to quit and psychological
well-being) among Egyptian managers and professionals.

Research model
Our research framework proposes a link between supervisory empowerment
behaviors, levels of psychological or personal empowerment, and various
work and well-being outcomes.
We examine the following general hypotheses.
1) Supervisor empowerment behaviors will be positively associated

with psychological empowerment levels of managers and professionals.
2) Both supervisory empowering behaviors and managerial feelings of

psychological empowerment will be related to more positive work and
well-being outcomes controlling for the effects of personal demographic
and work situation characteristics.

Method
Procedure
All data were collected using anonymously completed questionnaires in
English. A team of MBA students approached employees in a range of organizations in Alexandria and Cairo soliciting their participation. One hundred
and twenty one surveys were returned, either immediately or within a short
period of time. The response rate was estimated to be approximately seventy-five percent. The sample is best described as a convenience sample.
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Respondents
Table 1 presents the personal demographic and work characteristics of
our sample (n=121). Most were male (64%), worked full time (95%), were 30
years of age or younger (68%), were married (53%), without children (55%),
had high school educations (50%), worked in their present organizations
and positions for five years or less (59% and 84%, respectively), held lower
level management positions (30%), had supervisory responsibilities (76%),
worked between 41 and 50 hours per week (45%), a majority earned more than
80,000 Egyptian pound salaries (32%), slightly more worked in the service
sector than in manufacturing (51%), worked in organizations of varying sizes
up to several thousand with a slight majority working in firms of 50 or fewer
employees (30%), and worked in a variety of departments (e.g. accounting,
marketing, production human resources).
Table 1. Demographic characteristics of sample

Gender

N

%

Age

N

%

Male

77

63.6

30 or younger

57

49.1

Female

44

36.4

31-40

45

38.8

41-50

9

7.8

51 or older

5

4.3

Work status

Marital status

Full time

114

95.0

Single

64

52.9

Part-time

6

45.0

Married

57

47.1

Parental status

Education

Children

54

44.6

Bachelors

95

78.5

Childless

67

55.4

Masters

21

17.4

Doctorate

5

4.1

Income

Organizational level

25,000 or less

27

23.1

Non-management

30

24.8

25,001-50,000

32

27.3

Lower management

36

29.8
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50,001-75,000

20

17.1

Middle management

30

24.8

75,001 or more

38

32.5

Senior management

25

20.7

Manufacturing

59

49.2

Yes

90

75.6

Service

61

50.8

No

29

24.4

Sector

Supervisory duties

Work hours

Job tenure

40 or less

51

42.1

5 years or less

102

84.3

41-50

54

44.7

6 years of more

19

15.7

51 or more

16

13.2

Organizational
tenure

Organization size

5 years or less

71

58.9

50 or less

36

29.8

6-10 years

29

23.9

51-500

33

22.2

11 years or more

21

17.4

501-4000

31

25.6

4001 and above

21

17.4

Source: own work.

Measures: Personal and work situation
demographics
Personal and work setting characteristics were assessed by a number of
single items. The former included: gender, age, current work status, current
marital and parental status, income, and level of education. The latter included hours worked per week, organizational level, job tenure, organizational
tenure, Organizational size, employment sector, and whether respondent
had supervisory duties. These items served as control variables in some
of our analyses.

Supervisory empowerment behaviors
Arnold, Arad, Rhoades and Drasgow (2000) created a measure of empowering leader behaviors that included five dimensions: Coaching, Informing,
Leading by example, Participative Decision Making, and Showing concern/
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Interacting with their team. Each was measured by five items. Respondents
indicated how frequently their supervisor exhibited each behavior on a five
point Likert Scale (1=Never, 3=Sometimes, 5=Always).
Leading by example (α =.90) – an item was “Leads by example.”
Participative decision making (α =.93) – one item was “Encourages work
group members to express their ideas/suggestions”.
Coaching (α=.93 ) – an item was “Suggests ways to improve my work
group’s performance.”
Informing (α =.92) – one item was “Explains how my work group fits into
the company.”
Showing concern/Interacting with the team (α =91.) – an item was “Shows
concern for work group members’ well-being.”
Scores on these five dimensions of leader empowerment were significantly and positively correlated (mean inter-correlation being .77 (p<.001).
Thus the five dimensions were combined into a total leader empowerment
measure (alpha=.97).

Work outcomes: Seven work outcomes were
included
Psychological empowerment
Psychological or personal feelings empowerment was measured by a twelve
item scale developed and validated by Spreitzer (1996, 1995). This measure
included four dimensions, each addressed by three items. Respondents indicated their agreement with each item on a seven-point Likert scale (1=Very
strongly disagree; 4=Neutral, 7=Very strongly agree).
Meaning (α=.92.) – “The work I do is meaningful to me.”
Competence (α=.78) – “I am confident about my ability to do my job.”
Self-determination (α=.76) – “I have significant autonomy in determining
how I do my job.”
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Impact (α=85) – “My impact on what happens in my department is large”.
Scores on these four dimensions were significantly and positively correlated (mean inter-correlation being .40 , p<.001). Thus scores on the four
dimensions were combined into an overall psycho9oogical empowerment
measure (alpha=.87).
Job satisfaction was assessed by a seven item scale (α=. 84) developed
by Taylor and Bowers (1972). Respondents indicated their agreement with
each item on a five-point Likert scale (1-Very dissatisfied, 3= Neither satisfied
nor dissatisfied; 5=Very satisfied. One item was “all in all, how satisfied are
you with the persons in your work group?”

Work engagement
Three aspects of work engagement were assessed using measures created
by Schaufeli, Salanova, Gonzalez-Roma and Bakker (2002). Respondents indicated their agreement with each item on a five point Likert scale (1=strongly
disagree, 3=neither agree nor disagree, 5=strongly agree).
Dedication was measured by five items (α= 89) – one item was “I am proud
of the work I do.”
Vigor was assessed by six items (α=.67) – an item was “At my work I feel
bursting with energy.”
Absorption was measured by six items (α=.76) – one item was “I am immersed in my work.”
Scores on these three measures were positively and significantly inter-correlated (mean inter-correlation being .64, P<.001) thus they were combined
to form a composite work engagement measure (alpha=.88).

Learning opportunities
Workplace learning potential was assessed using a twelve item scale developed by Nikolova, Van Ruysseveldt, DeWitte and Syroit (2014). Four learning
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potential opportunities were considered, each measured by three items. Respondents rated the applicability of each item to their current work situation
on a five point Likert scale (1=Not applicable at all, 5=completely applicable).
These four dimensions and a sample item follow.
Reflection (alpha=.68) – ”In my work I am given the opportunity to contemplate about different work methods”.
Experimentation (alpha=.52) – “In my job I can try different work methods
even if that does not deliver any useful result.”
Supervisor (alpha=.78) – “My supervisor helps me see my mistakes as
a learning experience.”
Coworkers (alpha=.76) – “My colleagues tell me if I make mistakes in my work.”
All of the inter-correlations among the four dimensions were positive,
with four of the six being statistically significant. The four dimensions were
then combined into a composite measure (alpha=.76), the average inter-correlation being .28 (p<01).
Organizational affective commitment was measured by a six item scale
(α=.92) created by Meyer and Allen (1997). Respondents indicated their
agreement with each item on a five-point Likert Scale (1= Strongly disagree,
3=Neither agree nor disagree; 5= Strongly agree). One item was “I am proud
to tell others I work at my organization”.

Employee Voice
Employee voice behaviors were assessed by a six item scale (α=. 92) developed by Van Dyne and LePine (1998). Respondents reported how often they
engaged in voice behaviors in their workplaces by indicating the frequency
of each item on a five point Likert scale (1=Never, 3=sometime, and 5=Very
frequently). One item was “I speak up in my workplace with ideas for new
projects or changes in the way we do things.”
Intent to quit was measured by two items (α=81) used by Burke (1991).
Respondents indicated “yes or no” for both items. One item was “Are you
currently looking for a different job in a different organization?”
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Psychological well-being
Psychological well-being, the absence of psychosomatic symptoms was
measured by 19 items (alpha=.90) developed by Quinn and Shepard (1974).
Respondents reported how often they experienced each psychosomatic or
physical symptom in the past year (e.g. headaches) on a four point frequency
scale (1-never, 4-often).

Results
Supervisory/leader empowerment behaviors and
psychological empowerment
Table 2 shows the results of a hierarchical regression analysis in which the
measure of psychological empowerment was regressed on three blocks of
predictors entered in a specified order. The first block of predictors were
selected personal demographic characteristics: (n=3) and included sex, age
and education. The second block of predictors were work situation characteristics (n=3 and included organizational level, job tenure and organizational
size.) The third block of predictors was the measure of perceived supervisory/
leader empowerment behaviors (n=1). When a block of predictors accounted
for a significant amount or increment in explained variance (p<.05) on a given
dependent variable, individual items within such blocks having significant
and independent relationships with the dependent variable were identified.
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Table 2. Supervisor Empowerment Behaviors and Psychological Empowerment

Psychological Empowerment
(n=241)

R

R2

ΔR2

P

.15

.03

.03

.NS

43

.18

.15

.001

.48

.23

.05

.01

Personal demographics
Work situation characteristics
Organizational level (.13)
Supervisor empowerment (.24)

Source: own study.
The following comments summarize these results. First, respondents
at higher organizational levels indicated higher levels of psychological empowerment (B=.31)). Second, respondents reporting higher levels of supervisory/leader empowerment behaviors also indicated grater psychological
empowerment (B=.24)).

Supervisor empowerment behaviors,
psychological empowerment and well-being
outcomes
Table 3 presents the results of hierarchical regression analyses in which the
seven work and well-being outcomes were separately regress on four blocks
of predictors. The first block of predictors (n=3) included personal demographics (sex, age, level of education). The third block of predictors included
the measure of perceived supervisor/leader empowerment behaviors (n=1).
The fourth and final block of predictors was the measure of psychological
empowerment (n=1). When a block of predictors accounted for a significant
amount or increment in explained variance on a given dependent variable
(p<.05), individual items or measures within these blocks having significant
and independent relationships with this variable (p<.05) were identified.
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Table 3. Empowerment and Work and Well-being Outcomes

R

R2

ΔR2

P

.27
.44
.61
.63

.07
.20
.36
.39

.07
.13
.16
.13

05
.001
.001
.05

.33

.11

.01

.42
.52
.56

.18
27
.31.

.11
.07
.09
.04

Work engagement (N=118)
Personal demographics
Work situation characteristics
Supervisor empowerment (.16)
Psychological empowerment(.51

.20
.30
.41
.60

04
.09
.16
.21

Learning opportunities (n=117)
Personal demographics
Work situation characteristics
Supervisor empowerment (.40)
Psychological empowerment (.22)

.15
.26
.50
.54

.02
.-7
.26
.29

Voice behavior (n=118)
Personal demographics
Work situation characteristics
Supervisor empowerment
Psychological empowerment(.46)

.20
.36
.38
.55

.04
.13
.14
.31

Work and Well-Being outcomes
Job satisfaction (n=119)
Personal demographics
Work situation characteristics
Organization size (-.15)
Supervisor empowerment (.37)
Psychological empowerment (.20)
Organization commitment (n=119)
Personal demographics – Sex (-.28)
Work situation characteristics
Organizational size (-.23)
Supervisor empowerment (.27)
Psychological empowerment (.23)
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.04
.05
.07
.19

.02
.05
.18
.04

.04
.09
.01
.17

.05
.001
.05

NS
NS
.01
.001

NS
NS
.001
.05.

NS
.05
NS
.001
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Intent to quit (n=118)
Personal demographics
Work situation characteristics
Supervisor empowerment (.28)
Psychological empowerment

21
.28
.38
.38

.04
.08
.15
.15

.04
.04
.07
.00

NS
NS
.01
NS

Psychological well-being(n=119)
Person demographics
Work situation characteristics
Supervisor empowerment
Psychological empowerment

.19
.30
.32
.33

.04
.09
.10
.11

.04
.06
.01
.00

NS
NS
NS
NS

Source: own study.

The following comments are offered in summary. First, managers and professionals working in smaller organizations were more job-satisfied (B=-.15);
managers and professionals reporting higher levels of supervisor empowering
behaviors and higher levels of psychological empowerment were also more
job-satisfied (Bs=.37 and .20, respectively.) Second, managers and professionals indicating greater supervisor empowerment behaviors and higher
levels of psychological empowerment were also more work engaged (Bs=.16
and .51, respectively.) Third, males, managers and professionals working in
smaller organizations, those reporting higher levels of supervisory empowerment behaviors, and those indicating higher levels of their own psychological empowerment were more organizationally committed (Bs=-.28, -.17,
.27 and .23, respectively.) Fourth, respondents indicating more supervisory
empowerment behaviors and higher levels of psychological empowerment
indicated a greater number of potential learning opportunities (Bs=.40 and
.22, respectively.) Fifth, respondents indicating greater psychological empowerment, not surprisingly, engaged in more voice behaviors (B=.46.) Sixth,
managers and professionals indicating higher levels of supervisor empowering behaviors were less likely to intent to quit (B=-.28.) Finally, no predictor
variables had significant and independent relationships with self-reported
psychological well-being, the absence of psychological symptoms.
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Supervisory empowering behaviors had significant relationships with
five of the seven work and well-being outcomes (not engaging in voice behavior or psychological well-being); psychological empowerment also had
significant relationships with five of the seven outcomes (not intent to quit
or self-reported psychological well-being).

Additional observations
Some broader observations can also be drawn from these findings. Not
surprisingly, individuals at higher organizational levels reported both more
supervisory/leader empowerment behaviors and higher levels of their own
psychological empowerment. It is possible to instill characteristics of the experiences of these higher level respondents (more influence, more discretion)
into employees at lower organizational levels. Managers and professionals
working in larger organizations reported fewer supervisor empowerment
behaviors and lower levels of their own psychological empowerment suggesting that larger organizations, perhaps being more bureaucratic and less
personal, face a greater challenge in increasing empowerment.

Discussion
We found support for our two hypotheses (see tables 2 and 3). First, levels
of supervisory empowerment behaviors were significantly and positively
related with employee feelings of psychological empowerment (see table
2). In addition, one work situation characteristics emerged as a significant
predictor of psychological empowerment (see table 2). Individuals at higher
organizational levels perceived higher levels of supervisor empowerment
behaviors. Second, levels of psychological empowerment were generally
positively related with work and well-being outcomes, with the exception of
employees’ quit intentions and levels of employee well-being. The variance
on our measure of employee well-being – the absence of symptoms – was
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limited as the sample was generally young and in relatively good health. Our
results were generally consistent with previous writing and research carried
out both in tourism and hospitality and other sectors reviewed above. In addition, these results replicate the findings from our previous work investigating
these same concepts in a sample of service employees from five-star hotels
in Turkey and managers and professionals in the manufacturing sector in
Turkey. Third, levels of employee psychological empowerment were significantly and positively related with five of the seven work and psychological
well-being indicators, neither with intent to quit nor psychological wellbeing/
absence of psychological symptoms. Variance on these two outcomes was
restricted as few respondents intended to quit and the relatively young age of
the respondents resulted in relatively low levels of psychological symptoms.

Practical implications
This investigation has shown that higher levels of supervisor empowering
behaviors was associated with positive outcomes, which is consistent with
a large body of emerging research findings in studies carried out in various
industrial sectors (Burke et. al., 2015a, 2015b; Zemke & Schaaf, 1989). But the
empowerment concept may be more appropriate and easy to implement in
some sectors than others good fit for every organization and sector (Greasley
et. al, 2005; Bowen & Lawler, 1995, 1992). Quinn and Spreitzer (1997) propose
seven questions that executives should consider about the fit of empowerment with their business environment and organizational characteristics.
But the implementation empowerment practices will be a difficult challenge
(Ahearne, Mathlieu & Rapp, 2005). There is usually tension between management’s desire for control and employee feelings of empowerment. There is
also a gap between manager’s opinions of levels of employee empowerment
and employee feelings of empowerment (Hales, 2000). Implementing an
empowerment initiative is a major organizational change, and with all major
organizational change efforts, many fail or fall short.
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Based on our work and the work of others (see Spreitzer, 2008 for a review) empowerment practices have the potential to yield positive outcomes
for both employees and workplaces. A number of ways to increase levels of
empowerment of both front line employees and managers have been identified. These include increasing employee participation in decision making,
delegating authority and control to these employees, creating more challenging work roles through job redesign, leaders sharing more information, and
leaders providing more coaching and mentoring to their staff. At the micro
level, increasing levels of employee self-efficacy through training and more
effective use of their work experiences will increase personal empowerment
and improve work outcomes (Maddux, 2002).

Limitations of the research
The present research has shortcomings which should be noted to better
consider the findings. First, all data were collected using self-report questionnaires with the small risk of response set and common method biases.
Second, all data were collected at one point in time making it challenging
to address issues of causality. Third, all respondents came from the two
largest cities in Egypt thus the extent to which our findings would generalize
to managerial and professional women and men is indeterminate. Fourth, it
was not possible to determine the representativeness of our sample as well.

Future research directions
The size and nature of our sample made this an exploratory investigation of
empowerment in Egyptian organizations, to our knowledge the first Egyptian
study on empowerment. The results, consistent with our hypotheses and
previous research findings from other countries and other industries, indicated that supervisory empowering behaviors were associated with valued
individual and organizational outcomes. As a consequence, undertaking
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future research in Egypt which examines empowerment is warranted and
should include larger and more representative samples of managers and
professionals. In addition, including outcomes measures of a more objective
nature such as absenteeism, managerial ratings of job performance, and
actual job performance evidence would strengthen conclusions about the
potential benefits of empowerment in organizations. Finally, initiating efforts
to increase levels of empowerment, where appropriate, and evaluating these
efforts, would provide meaningful information to organizational leaders.

Footnotes
Preparation of this manuscript was supported in part by Arab Academy for
Science, Technology and Maritime Transport and York University. We thank
those assisting in the data collection and our respondents.
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Measuring Change in ‘Hybrid
Factories’: Longitudinal Study
of Japanese Manufacturing
Subsidiaries in Poland
ABSTRACT
Objective: This article illustrates how, on the subsidiary level, the mixture of management
practices in Japanese manufacturing subsidiaries operating in Poland changes over time.
Methodology: Study represents the first, rigorous, longitudinal replication of Japanese Multinational Enterprise Study Group hybridization studies conducted using the original methodology.

Tomasz Olejniczak, Masato Itohisa, Tetsuo Abo, Hiroshi Kumon

Researchers visited eight original research sites and measured changes after fourteen years in
six of them.
Findings: The results indicate significant change in terms of manufacturing practices as well
as in the localization of management. On the other hand, there has been practically no change
in terms of equipment, organizational culture, and procurement methods.
Value Added: Article contributes to the existing literature in two ways. First it confirms dynamic nature of hybridization trough a longitudinal exploration of changes that took place in
management practices. Secondly, it combines JMNESG methodology with the most recent
developments in research methods, increasing its clarity and replicability thus paving a way for
future longitudinal studies of hybridization.
Recommendations: Based on this research future studies could replicate JMNESG studies in
various locations and contexts thus providing further insights into the nature of change in the
hybrid factories operating around the world and the nature of Japanese management over the
last 20 years.
Key words: Japanese subsidiaries; hybridization; production management; Poland.
JEL codes: M16
This work was supported by the National Science Centre under Grant number 2014/13/N/
HS4/02156.

Introduction
Hybridization is a well-established concept both in the organizational and
institutional theory and in the field of International Business (IB) (Abo, 2015;
Becker-Ritterspach, 2009; Bills, 2010). In the latter field, for many years hybridization has been synonymous with ‘japanization’ (Turnbull, 1986; Bratton,
1992; Oliver & Wilkinson, 1988; 1992) as Japanese companies were among
the first non-Western companies which attempted a large-scale transfer
of their unique management routines. Even though over the years the term
“japanization” gave way to a broader notion of “hybridization” and on a macro
scale to divergence-convergence debate (Pudelko, 2005; Witt, 2008), it
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continues to be strongly associated with Japanese multinational companies. Among studies of hybridization, the study initiated by Tetsuo Abo and
Hiroshi Kumon and conducted by numerous researchers from a Japanese
Multinational Enterprise Study Group (JMNESG) deserve special attention
as one of the longest-running efforts in data collection about operations
of multinational subsidiaries. The study began in the late 1980’s and has
been consistently carried out for more than twenty-five years as a result
accumulating data from more than 500 Japanese subsidiaries located in
more than thirty countries on five continents (Abo, 2015). Even when the
“Japanese management” debate was gradually abandoned and the study
faced increasing criticism (Abo, 2007; Giroud, 2015; Strange & Kawai, 2015),
JMNESG researchers persisted amassing impressive amounts of data and
observations concerning the Japanese subsidiary operations worldwide.
However, despite conducting field research over a long period of time, once
studied subsidiaries were never revisited in order to check the change that
has occurred in terms of hybridization. One important exception has been
a study of hybrid factories in United States conducted in 1989 and again in
2001, during which JMNESG researchers visited 32 and 37 at respective points
in time and out of which 18 plants were overlapping between the two time
periods (Kawamura, 2010, p. 80). The final analysis, however, was conducted
for the two different samples rather than overlapping subsidiaries and the
discussion focused on changes in the production system in the United States
rather than company-level changes in organizational routines. As a result, to
this day, we still know very little about how “hybrid factories” change over time.
This study aims to fill this gap by revisiting a group of Japanese subsidiaries located in Poland, which were studied by JMNESG researchers in 2003.
It contributes to the literature in two ways. First, it is the first-ever rigorously
designed and carried out longitudinal replication of the original JMNSEG
study which aims at measuring the change in terms of “hybridization” on
a subsidiary level. Second, it addresses the methodological issues raised
by the critics by combining the original JMNESG 5-point scale methodology
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with the most recent developments in qualitative research including mixed
methods (Creswell & Clark, 2007; Edmonds & Kennedy, 2016), IB case studies
(Marschan-Piekkari & Welch, 2011), longitudinal research (Hassett & Paavilainen-Mäntymäki, 2013) and qualitative coding techniques (Saldana, 2015).

Literature review
An overview of the “hybridization” debate jungle
The debate concerning hybridization has been going on for years and the
concept itself appeared under various names in various fields of inquiry
including production technology, culture, strategy, and institutional theory
(Adler, 1999; Becker-Ritterspach, 2009). In the broadest sense hybridization
can be defined as a “process of transfer and adaption of a complex organizational system from one social context to another resulting in a completely
new system is neither a copy of the original model nor a replica of existing
local patterns” (Westney, 1999, p. 385). The origins of this debate can be
traced back to early studies of Japanese multinationals, which were the
first heavily studied population of non-Western companies (Westney, 2009).
The earliest studies concerning the Japanese companies (Abegglen, 1958;
Yoshino, 1969; Dore, 1973) have a revealed a number of unique characteristics and deep socio-cultural embeddedness of Japanese management
and production practices. Consequently, when Japanese companies began their foreign expansion in the United States and the United Kingdom,
researchers focused on the issue of international transfer of Japanese
business practices coining the term “japanization” to describe a mixture
of Japanese and local practices (Turnbull, 1986; Oliver & Wilkinson, 1988;
1992). As the early studies dominated by the cultural approach gave a way
to focus on production management and manufacturing (Keeley, 2001) this
term gradually gave way to a more neutral and general term of “hybridization”
(Adler, 1999). Most notable work in this period was done by Boyer (1998),
who refined the concept of hybridization by adding a production model to
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an existing dichotomy of host and home country institutional contexts and
noted that hybridization is an on-going process that can involve a two-way
interaction rather that a straightforward transfer of practices. The function
of manufacturing production played also a central role in research done by
Japanese scholars, who argued that Japanese companies both at home and
abroad undergo a continuous evolutionary process that is centered around
development of their manufacturing capabilities (Cho, 1994; Fujimoto, 1999).
Other researchers combining hybridization with the patterns of organizational
learning in Japanese multinationals started coming up with interesting typologies of different hybrid models in terms of HRM (Bird, Taylor & Beechler,
1998). In the 2000’s, the debate about hybridization shifted to a macro perspective in the form of convergence divergence debate (Pudelko, 2005). On
the other hand, it became increasingly dispersed as the growing number of
researchers began conducting studies of individual management practices
in traditional locations such as Europe (Morris et al. 2000; Yokozawa, et al.
2012) or the United States (Gump, 2006), but also in China (Gamble, 2010),
Southeast Asia (Ngoc, 2009), or South America (Sparkes & Miyake, 2000). All
these studies confirmed selective transfer of Japanese practices and their
gradual adaptation to local conditions. Despite important contributions of
each study, any comparative analysis became impossible due to the different
research approaches, indicators, and narrow research questions.
In the recent years, hybridization studies has continued to diversify even
more, both due to the constant changes in host country context as well as
shifts in the traditional management methods of Japanese MNCs (Pudelko,
2009; Sekiguchi et al. 2016). Some researchers have extended the notion of
hybridization to non-Japanese samples (Meardi & Tóth, 2006; Becker-Ritterspach, 2009). The concept of hybridization has gradually been extended
beyond the manufacturing as researchers begin to develop new concepts
like ‘hybrid managers’ (Schlunze, 2012), which focuses on the roles which
expatriate managers play in the subsidiaries and in MNCs. Some studies
also begin perceiving hybridization as a mixture of cross-sectoral rather
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than cross country practices (Bills, 2010). Despite some notable efforts to
summarize the debate (Becker-Ritterspach, 2009), it is safe to say that to
this day it remains a ‘theoretical jungle’, which is atomized, unstructured, and
somewhat detached from the mainstream of organizational theory.

The uniqueness of JMNESG hybridization study
and its criticism
Particularly when seen in the context described above, JMNESG study
stands out as a uniquely consistent and long-lasting effort in data collection.
It is unparalleled both in terms of geographical scope and historical length.
Similarly to other studies concerning the transfer of Japanese management,
JMNESG study began in the late 1980’s in the United States (1988–1989),
where the core assumptions and methodology was formed (Abo, 2015). Then,
it has been consistently carried out for more than 25 years by numerous
researchers, who collected data from more than 500 Japanese subsidiaries located in more than thirty countries on five continents, including North
America (1989 and 2000–2001); East Asia (1992–1993); UK and Western
Europe (1997–1998); South America (2001 and 2006); China (2002); Central
and Eastern Europe (2003); and, most recently, Africa (2009–2013). What
is most striking about JMNESG hybridization research is that, through all
these years and rounds of empirical field studies, it has been consistently
applying the same research instrument based on twenty-three qualitative
criteria grouped in six dimensions and a five-point scale of application/adaptation (Abo, 2015), which in its core represents the underlying dilemma
of local responsiveness and global integration (Bartlett & Ghoshal, 2002)
faced by MNEs all over the world. The definition of hybridization according
to that model was a mixture of Japanese practices transferred and applied
in a subsidiary and practices adopted locally (Abo, 1994). Due to this fact
JMNESG researchers have resulted in an enormously rich, coherent dataset consisting of measurements of degrees of hybridization in subsidiaries
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all over the world, which constitutes a unique point of reference for future
follow-up studies, replications, and comparative research.
Despite its notable contributions in recent years, the traditional definition
of the hybridization and JMNESG studies, in particular, have come under an
increased deal of scrutiny. Main points of concern usually focus on several
issues including the lack of consensus on the underlying paradigm (Abo,
2007); the issue of dynamic changes in local and global context and their
influence on the content of the 23 criteria (Abo, 2007; Strange & Kawai, 2015);
the issue of dynamic changes on the subsidiary level and the influence of
Japanese expatriates and other organizational actors (Giroud, 2015); and
the perceived need to combine hybridization study with some mainstream
theories like knowledge management or expatriate roles (Strange & Kawai,
2015) or evolutionary theory (Olejniczak & Itohisa, 2017).
One of the key misunderstandings concerning JMNESG studies is related to
its underlying paradigm and methods. Historically, hybridization studies began
as cultural inquiry amidst height of the “Japanese management” debate and
were focused on deep understanding of the new context in which Japanese
subsidiaries were functioning. Since at the time qualitative studies were still
in their formative period, JMNSEG researchers presented their results in the
form of quantitative scale (Abo, 1994), despite being predominantly focused
on understanding the socio-cultural context and despite utilizing predominantly qualitative methods of data collection and analysis (i.e. observation,
unstructured interviews, inter-subjective analysis). In addition first empirical
data was gathered in Japanese factories in the United States (Abo, 1994),
which resulted in drastic, polarizing distinction between “Japanese” and
“local” practices. Ironically, the increasing recognition of the research and
popularity of the methodology resulted in the adoption of the methodology by
an increasing number of researchers operating within the positivist paradigm
in the fields of management and IB. Consequently, the measurement using
twenty-three criteria has become a standard and the study has been replicated
in various countries with subsequent rounds of research and quantitative
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results began to be compared in separation from the original socio-cultural
context. These developments, although expanding the scope of the study,
triggered a wave of criticism from the point of view of positivist/functionalist
paradigm critics, criticizing the study for lack of objectivity, clarity, and validity
of comparisons between different cultural and time contexts (Abo, 2007).
The issue of dynamic changes in local and global context and their influence
on the content of the 23 criteria (Abo, 2007; Strange & Kawai, 2015) is a wide
subject considered by JMNESG researchers almost from the inception of
the theory. As years go by, both the Japanese management model and the
local socio-economic conditions of host countries continue to change (Sekiguchi et al., 2016). The question is if and how to account for these changes
in the application-adaptation model and the content of 23 criteria without
compromising the consistency of the measurement.
The issue of dynamic changes on the subsidiary level, on the other hand,
has largely overlooked potential contribution of the JMNESG studies. Despite gathering micro-level data trough laborious process of field visits of
individual subsidiaries, JMNESG researchers tend to present results on an
aggregated level of geographic regions, thus losing most of the contextual
insights. Consequently. some commentators call for a more focused studies which analyse how ‘hybrid’ factories evolve over time and what factors
and organizational actors contribute to that process (Giroud, 2015) or how
subsidiary roles as knowledge creators change over time including the
possibility of reverse knowledge transfer (Zhang et al., 2013).
Finally, some commentators argue that hybridization studies would
benefit from focusing on some of the existing hot topics in the mainstream
IB such as the knowledge transfer between parent and the subsidiary, the
influence of ownership structures and corporate-governance mechanisms
on strategy or the roles of expatriates (Strange & Kawai, 2015). Other authors
argue that hybridization study might benefit from merging with existing mainstream organizational theories such as evolutionary approach (Olejniczak
& Itohisa, 2017).
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Summary and Research Gap
In the context of the discussion presented above, we argue that JMNESG
study is a uniquely consistent study offering a wealth of potential contribution
but has so far failed to do so due to a lack of rigorously designed longitudinal studies concerning hybridization, as a result of which we still know very
little about how hybrids change over time. This study will aim at addressing
two out of four issues mentioned above. First we will clarify the underlying
paradigm and methodology and focus on showing how the methodology
can be applied to measure change that takes place on a subsidiary level.
Due to space limitation the wider issues of dynamic changes in the nature
of Japanese management and their influence on the application-adaptation
model, as well as the issue of combining hybridization with one of the existing mainstream theories have to be excluded from this article and left to
the consideration of JMNESG researchers. Following paragraphs describe
our research approach.

The Context
This study investigates the development of Japanese subsidiaries in the context of Poland. Given the scarcity of research concerning foreign subsidiaries
in emerging economies in general (Brewster et al., 2016) and former socialist
economies in particular (Meardi, 2002, 2007; Meardi & Toth, 2006; Berber et
al. 2017), our study has the potential to provide new insights in this context.
Poland provides an interesting ground for analysing development of MNE
subsidiaries due to relics of its socialist past including strong labour unions,
low labour productivity and a high level of social benefits (Weinstein & Obloj,
2002; Moczydłowska, 2012). While the rapid pace of transformation attracted
FDI, making Poland one of the largest recipients of FDI in the region (Cieślik
& Ryan, 2002), it has also led to high levels of unemployment and a restructuring of the workforce. In recent UNCTAD reports (2016), Poland has been
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classified as a ‘developed’ economy, as its labour costs continue to grow as
it experiences a shift towards knowledge intensive sectors and R&D centres.
We focused on Japanese FDI, first because of the focus of the original
study but also because Japanese FDI has played important roles in foreign
host countries in general and the socio-cultural differences between Japan
and Poland specifically. While most FDI in Poland originate from Western
Europe, Japan has also become an important investor since the late 1990s/
early 2000s (Cieślik & Ryan, 2002). Japanese subsidiaries in Poland represent an interesting “second wave” of Japanese FDI in Europe’s emerging
economies. Given the fact that the first wave of Japanese FDI occurred in
the UK and Western Europe in the 1970s and 1980s, these relatively young
subsidiaries in emerging economies offer a unique possibility of conducting
interviews with local managers employed since the subsidiary’s establishment,
which might have been impossible in much older Japanese subsidiaries in
Western Europe (Abo, 2007). Despite their interesting characteristics, little
is known about Japanese subsidiaries in Poland. Given the increasing interest in quantitative studies based on the Toyo Keizai database of Japanese
subsidiaries which includes CEE (Ando, 2016; Beamish, 1997; Gong, 2003),
providing an in-depth process perspective on this population of companies
seems a potentially important contribution.
Finally, the Japanese subsidiaries in Poland were chosen because of
substantial socio-cultural differences between the two countries, which
might influence the process of subsidiary development. According to Hall’s
classification, the two countries are positioned on opposing sides, where
Japan is a high context and Poland a low context culture (Hall, 1990; Gesteland, 2005), which could potentially have influence on employee relations
and communication with employees. When using Hofstedes’ (2001) dimensions we find significant differences in the time orientation dimension and to
a lesser extent in both masculinity-femininity and power distance dimensions.
Even where Hofstedes’ dimensions show some surprising similarity in the
dimension of ‘uncertainty avoidance’, a closer comparison with the GLOBE
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study reveals that this similarity is only at the level of desired values rather
than actual practices. In addition, results of the GLOBE study indicate that
Poland and Japan differ in the areas of assertiveness, performance orientation, institutional collectivism and humane orientation, and places the two
countries in different country clusters: Poland in the Eastern Europe cluster
and Japan in the Confucian Asia cluster. All of these contextual issues suggest the importance of the proposed study.

Methodology
The main research question this study aims to answer is: “What changes took
place in the degree of hybridization of Japanese subsidiaries in Poland?”.
In addition to answering this question, we will try to identify the key contingency factors, which influenced the process in each of the criteria. In order
to overcome the existing scepticism towards the JMNESG methodology,
we have decided to strictly follow procedures of the most recent methodological literature (Creswell & Creswell, 2017). Consequently, we will begin by
clarifying our research design, starting with an underlying paradigm, research
method and strategy, all the way to specific techniques and procedures of
data collection and analysis. The following paragraphs present the results
of our efforts to clarify the procedures applied by JMNESG researchers and
translate them into the universal language of research methodology.

Paradigm
Being aware of the criticism resulting from a misunderstanding concerning
the underlying paradigm of the JMNESG study, in this study we have decided
to employ a pragmatic paradigm (Mackenzie & Knipe, 2006), which gives
a priority to answering the key research question. Following this assumption, we aimed at describing hybridization from various perspectives using
a mixture of qualitative and quantitative approaches. Quantitative approach
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was embodied in twenty-three predefined criteria and five-point scale of
“adaptation-application” adopted from previous JMNESG studies. Qualitative
approach was embodied by remaining open to various interpretations of the
observed phenomena and changes that took place in the subsidiaries. Consequently, we drew the line of paradigmatic separation between the quantitative
results in the form of twenty-three criteria, which measure hybridization and
qualitative interpretations concerning the reasons for change. In addition, it
is important to mention that in line with the original assumptions of JMNESG
methodology, we gave priority to qualitative approach throughout the study.

Research Method and Strategy
Staying aware of the pragmatic paradigm we have decided to employ mixed
methods (Creswell & Clark, 2007), which require researchers to make three
key decisions concerning the timing, focus, and mixing of qualitative and
quantitative methods (Edmonds & Kennedy, 2016). Research design that we
applied can be described as an embedded case study design (Edmonds &
Kennedy, 2016), in which the usage of methods is sequential (first quantitative
then qualitative), while the focus of the entire study remains on qualitative
data, providing rich interpretations in the context of the case. As a result,
quantitative data in the form of the hybridization score were first embedded and analysed in the context of each case and only then aggregated to
a country level in order to compare interpretations concerning the nature
and reasons of change.
The strategy of data collection was a longitudinal, multiple, comparative
case study (Yin, 2009). The case study method provided the ideal strategy
that guaranteed methodological rigour, while sustaining the contextual
richness of each single case. In line with the three principles of data collection, we have utilized multiple sources of data, developed a case study
database, and maintained a chain of evidence between the results and the
original data (Yin, 2009, p. 114). Longitudinal aspect was dictated by the
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nature of the study as a replication and revisiting of the same subsidiaries
after fourteen years. As it has been the first replication there has been no
specific rationale behind the time period. The period was long enough to
produce some significant changes especially given the major events that
took place during that time including accession of CEE to European Union
in 2004 and financial crisis of 2009-2010. At the same time the period was
concise enough to allow for retrospective interviewing concerning the reasons behind changes that took place, all of local respondents were present
in the subsidiary throughout the entire period and were able to recall the main
changes and their rationale. In addition, the rigour and validity of the study
was guaranteed by the participation of researchers conducting the original
2003 study and obtaining access to their original notes and observations.
The measurement of reality was conducted in two separate points in time,
i.e. 2003 and 2017. Since both times data collection focused on the present
conditions, it was free from the main biases of retrospective studies such
as recall and spoiler effects (Van de Ven & Huber, 1990; Golden 1997). The
only exceptions were interpretations concerning the reasons for change,
obtained directly from respondents based on retrospective interviewing.
Finally, the comparative aspect of the study was managed by separating
longitudinal analysis from across-case comparative analysis. Each study
site was first analysed separately in the form of a longitudinal case study
(40–60 pages each) and then cross-analysed along corporate profiles and
the twenty-three criteria.

Data Collection and Analysis
In line with the case study methodology and the replication objective of
the study, we have focused on data collection in research sites that were
visited in the 2003 study. Out of eight research sites visited in 2003, only six
remained in operation in 2017. One company was liquidated in 2011, and the
second company has been taken over by a non-Japanese entity and under121
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went significant changes in terms of management and production process.
Although we managed to conduct interviews in both of these companies,
one with a Japanese manager responsible for the company closure and the
second with local managers that remained in the company under the new
ownership, both of these companies were excluded from the final analysis.
Consequently, full-fledged data collection and analysis was conducted for
six out of the original eight research sites. In each of these sites, we have
conducted a field visit including an interview with both Japanese and Polish
managers and a factory tour followed by a Q&A session. Interviews were
semi-structured and followed the logic of the twenty-three criteria. All interviews were recorded and conducted in English or Japanese, plus, in some
cases, native language was used. For presentation purpose, we translated
relevant passages into English here. In preparation for the visit, we have
collected a wide array of information from secondary sources, including
websites, press releases, TV appearances, and business reports. During
the visit, each company provided us with a filled-in questionnaire presenting
the company profile and a presentation containing some primary data about
their organization. Table 1 presents the summary of the companies and data
collected about each of them.
Table 1. Summary of the collected data

Industry

PAE

Automotive

Scale

Large

Mode of
investments

Brownfield

Top manager’s
nationality

Respondents

Length
of interviews

Number
of pages
of secondary
data

Polish

Polish
President
Japanese
Advisor
Polish
Management
Board

2 h 3 min

442
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PAI
(takeover)

Automotive

Large

Greenfield

Polish

Polish
Factory
Director

38 min

244

1 h 21
min

163

PAM

Automotive

Large

Brownfield

Japanese

Japanese
Production
Director
Polish HR
Manager

PAT
(closed)

Automotive

Large

Greenfield

Japanese

Last
Japanese
President

3 h 13
min

113

Japanese

Polish
President
Japanese
Management
Board
Polish HR
Manager

2 h 29
min

960

Japanese

Japanese
President
Polish
Factory
Director
HR Specialist

3 h 31
min

434

Japanese

Japanese
President
Polish
Production
Director
Polish HR
Director

2 h 14
min

293

Polish

Polish
President
Japanese
Production
Director

2 h 27
min

172

17 h 56
min

2821

PAV

PAW

PEK

POX

Automotive

Automotive

Electronics

Other

Large

Large

Large

Large

Greenfield

Brownfield

Greenfield

Greenfield

Source: own elaboration.

Data analysis was conducted using coding methods (Saldana, 2015). In
the first stage of coding we have applied attribute coding technique (Saldana,
2015, p. 82) to clarify the current profile of the company. This was followed
123

Tomasz Olejniczak, Masato Itohisa, Tetsuo Abo, Hiroshi Kumon

by the structural coding technique (Saldana, 2015, p. 98), which followed
the twenty-three criteria selecting relevant data required for scoring the
level of application or adaptation. Based on the first stage of coding, we
have prepared a case study for each company, including company profile,
description of the current state of routines in line with the twenty-three
criteria, 2003 and 2017 research notes, and a score comparison table with
an explanation of the rationale behind the score. Based on the case study
and research notes, in line with the original JMNESG methodology, a oneday-long scoring session attended by all four researchers was performed.
During the session, each of the twenty-three criteria for each company were
discussed in order to reach the inter-subjective agreement concerning the
result. The scoring reasons for each criterion were based on data collected
in the companies and were noted down in a summary table included in the
case. For the sake of transparency, the scoring session was recorded, which
permits, if needed, to go back to the rationale of the score. The result of this
stage of analysis was summarized in a quantitative form of the diagram and
the degree of change between the 2003 and 2017 results.
Subsequently, the second stage of coding was conducted using causation coding technique (Saldana, 2015, p. 186) and axial coding technique
(Saldana, 2015, p. 244) in order to identify the influencing factors in each of
the twenty-three criteria and provide explanation for causal relationships.
The results of this analysis aimed at answering the second, more qualitative
part of the research question. The results of the analysis are presented in
the following paragraphs.

Findings concerning change in 23 criteria
The findings concerning the degree of hybridization are presented in line
with the logic of JMNESG underlying methodology of six groups and twenty-three criteria. Since one of the subsidiaries studied was closed down in
2011 and the other was taken over by a non-Japanese company in 2014,
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both were excluded from the study. Consequently, for the sake of rigour, the
comparison is based on the scores between six exactly same companies.
Figure 1 presents the overview of individual scores in the twenty-three criteria and the difference between 2003 and 2017 results. Table 2 presents
a detailed summary of the scores for 2003 and 2017, the degree of change
that took place between these two time periods and the degree of variance
in each category.
Figure 1. Results for 23 criteria

Source: own elaboration based on the results of analysis.

Table 2. Scores in 23 criteria including degree of change and variation
POLAND
(2003)
n=6
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I Work organization and administration

II Production
management

III Procurement

IV Group consciousness

V Labour relation

VI Parent–subsidiary relations

(1) Job classification

4,5
(4,4)*

3,7

-0,8

0,5

(2) Multifunctional skills

2,8 (2,8)

3,5

0,7

1,0

(3) Education and training

3,5 (3,6)

4,3

0,8

0,5

(4) Wage system

2,8 (2,8)

3,8

1,0

0,4

(5) Promotion

2,8 (2,9)

3,7

0,8

0,8

(6) First-line supervisor

2,5 (2,5)

3,7

1,2

0,8

(7) Equipment

4,3 (3,6)

4,2

-0,1

0,4

(8) Maintenance

2,7 (2,7)

3,5

0,8

0,5

(9) Quality control

3,2 (3,2)

3,8

0,7

0,4

(10) Process management

3,0 (3,0)

4,0

1,0

0,0

(11) Local content

2,2 (2,1)

2,3

0,2

0,8

(12) Suppliers

2,3 (2,5)

2,3

0,0

1,0

(13) Procurement method

2,7 (2,6)

3,2

0,5

0,8

(14) Small-group activities

2,0 (2,0)

3,2

1,2

1,2

(15) Information sharing

3,2 (3,5)

4,0

0,8

0,6

(16) Sense of unity

3,3 (3,3)

3,7

0,3

0,8

(17) Hiring policy

3,3 (3,1)

3,7

0,3

0,5

(18) Long-term employment

3,5 (3,4)

3,7

0,2

0,8

(19) Harmonious labour
relations

4,2 (4,1)

3,5

-0,7

0,8

(20) Grievance procedure

3,3 (3,4)

3,5

0,2

0,8

(21) Ratio of Japanese
expatriates

1,7 (1,5)

1,2

-0,5

0,4

(22) Delegation of authority

3,3 (3,3)

3,0

-0,3

0,9

(23) Position of local
managers

3,5 (3,0)

2,2

-1,3

1,2

AVERAGE

3,07

3,37

0,3

0,5

* The scores in ( ) represent 2003 score as calculated for N=8. For the sake of rigour, we compare the
scores between six exactly same companies.
Source: own elaboration based on the results of analysis.
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The result of measurement and the reasons for change for each group
of criteria are discussed in the following paragraphs. Due to non-disclosure
agreements made with the companies, data can only be presented in an
anonymized and aggregated fashion without presenting the individual scores
of each company.

Group I: Work Organization and Administration
In this group, we observe a significant change in the direction of “application” in almost all of the constituting criteria. The only exception was (1) “Job
classification”, in which the score decreased from 4,5 in 2003 to 3,7 in 2017.
This means that the number of job grades have increased from the original
division into two categories of “direct’ and “indirect” employees to multilevel
hierarchies, including operators, senior operators, group leaders and various
types of technical staff. In all cases, these developments were justified by the
need for creating advancement opportunities for employees, rapidly developing their competences. The score for (2) “Multifunctional skills” changed
from 2,8 to 3,5. In reality, this meant changing from a limited use of job rotation
within the line to extensive use of job rotation within and sometimes between
the production lines, as well as the use of competency matrices, employee
assessment, training, and career development. The score for (3) “Education
and training” changed from 3,5 to 4,3, which represented a shift from a training
process based on intensive training in Japan, OJT, and specialized training
programmes to development of internal training centres called “dojos”,
standardization of training materials based on Japanese templates, and
development of internal trainers capable of conducting basic training while
maintaining strong relationship with Japan for the purpose of new technologies and production lines. The score (4) “Wage system” increased from 2,8
to 3,8 which represents significant change in the direction of individualized
pay. In reality, this meant that, while the number of job grades increased,
the relationship between the actual wage and basic wage stipulated in the
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contract and influenced by country regulations diminished. Wage in the
majority of subsidiaries was increasing based on complex bonus systems,
which calculated attendance, performance, quality, experience, and tenure.
The main distinction between wages in Polish subsidiaries and the ideal
Japanese system was a wide disparity between the wages of management
and employees. Similarly to wages, the score in (5) “Promotion” changed
from 2,8 to 3,7. This meant that the majority of promotions were conducted
internally and in many cases companies had employees who changed from
the operator level to middle or even top management positions. Finally, the
score in criterion (6) “First-line supervisor” changed from 2,5 to 3,5, which
represents the change in competences of line leaders and supervisors.
Due to short time of operations in 2003, leaders were only responsible for
maintaining the quality and some personnel affairs. In 2017, their responsibilities additionally included assessment, training, coordination of small
group activities, personnel management and planning, and to some extent
setting production standards.

Group II: Production Management
In the area of production management, we could observe a very limited
change in terms of equipment coupled with significant change in terms of
production routines and manufacturing capability. There has been virtually
no change in the score (7) “Equipment”, representing the ratio of Japanese
equipment used by subsidiaries, as it was 4,3 in 2003 and 4,2 in 2017, meaning
that all companies used mostly Japanese equipment. This, quite obviously,
illustrates the rigidity of equipment investments, which tend to be stable
over long periods of time. The minor shift in the direction of localization
represents efforts of some subsidiaries to localize the equipment due to
cost-cutting or demands of the local customers who required its use. The
remaining three criteria represent significant change in the direction of
application. The score for (8) “Maintenance” changed from 2,7 to 3,5, which
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represents some change in terms of the internalization of maintenance
by employees. Although in all companies maintenance was performed by
specialized technical staff, they were recruited and trained internally. In addition, some companies experimented with TPM and line employees were
increasingly involved in basic maintenance such as cleaning and checks.
The score for (9) “Quality control” changed from 3,2 to 3,8, which indicated
change in terms of including quality control in the production process and
involving line employees in quality control and kaizen activities. All companies
were awarded multiple quality awards by their clients, which proves that they
were able to produce reliable quality on levels comparable to Japan. Finally,
in (10) “Process management” we noted a surprising jump from 3,0 to 4,0. In
reality, this was represented by the significant increase in the diversity and
technological complexity of product portfolio coupled with the decrease in
the scale of production batches. All subsidiaries moved from limited product
portfolios produced in large batches and delivered to one or two key clients
to delivering small batches of multiple products to various clients, including
top brands of Japanese and European manufacturers like Toyota, BMW,
Mercedes, and Porsche. In terms of management, such portfolio required the
flexibility of employee skills, production planning, quick refitting of machines,
the flexibility of production line, all the while maintaining a high level of quality.

Group III: Procurement
The area of procurement shows where the changes have probably been the
most limited. The score for (11) “Local content” changed only slightly from
2,2 to 2,3, which indicates both that resources and components are mostly
locally sourced from the EU and that there has been a small change in favour
of importing components from Japan, mostly due to the increasing variety
of product portfolio. Similarly, the score for suppliers has remained at the 2,3
level, which indicates that suppliers are non-Japanese companies and, in most
cases, local. Finally, the score for (13) “Procurement method” has increased
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slightly from 2,7 to 3,2. This means that, even though the relationships with
suppliers were still transaction-based, there has been some effort in the
direction of strengthening cooperation and improving the quality of supplies.

Group IV: Group consciousness
The area of group consciousness covers varied areas of developing small
group activities and information systems while developing a strong egalitarian
organizational culture. As a result, the change varied in some criteria being
bigger than in others. The score for (14) “Small-group activities” changed
significantly from 2,0 in 2003 to 3,2 in 2017. In reality, this meant that the
majority of subsidiaries implemented kaizen activities and some of them were
experimenting with the implementation of quality circles. In subsidiaries, which
implemented Quality Circles, employees were working under the supervision
of team leaders or QC specialists in order to develop problem-solving skills,
and some circles already had the experience of participating in international
competitions. The score for (15) “Information sharing” increased slightly
from 3,2 to 4,0, which meant that the majority of companies succeeded in
developing company-wide information systems, including regular meetings
with management, morning meetings, information boards, TVs, and newsletters. Finally, the score for (16) “Sense of unity” changed only slightly from
3,3 to 3,7. This resulted from a large disparity in efforts put into bringing the
employees together. Some subsidiaries proactively organized events and
activities, while others relied on employee-based networks and initiatives.
All companies had classical symbols of Japanese egalitarianism, such as
unified work clothes, common space offices, cafeterias, and parking lots.

Group V: Labour relation
The change in the area of labour relations was limited. The score for (17)
“Hiring policy” increased from 3,3 in 2003 to 3,7 in 2017, which represented
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an increase in attention paid to the selection of candidates. Although some
companies used temporary work agencies, the majority closely cooperated
with local technical schools and universities and organized internships in
order to attract candidates early on. Hiring processes involved standard CV
screening, interviews with direct supervisors and managements, and, in some
cases, technical and manual tests. Despite formal recruitment, due to the
lack of labour force or difficult working conditions, the companies could not
be very picky about their employees. The score for long-term employment
increased only slightly from 3,5 to 3,7. In reality, this meant that, although
companies did not have specific policies concerning avoidance of layoffs, the
employees had long tenures and low turnover. Some companies managed to
avoid layoff during crisis while others had to conduct them or use temporary
employees. The score for (19) “Harmonious labour relations” has decreased
from 4,2 to 3,5, which resulted from the appearance of labour unions and
work councils in the majority of the researched subsidiaries. Although in
the majority of subsidiaries the relationships were cooperative, there were
some cases of minor demonstrations or difficult wage negotiations. Finally,
in terms of (20) “Grievance procedure”, there was virtually no change as
the score shifted from 3,3 to 3,5. This indicated a small improvement in the
on-going solving of employees’ claims, however the majority of companies
utilized more formal channels such as HR department, grievance boxes, and
satisfaction surveys.

Group VI: Parent–Subsidiary Relations
The final group of criteria related to parent-subsidiary relation presents
a curious mixture of management localization and sustained strategic control. The score for (21) “Ratio of Japanese expatriates”, which in 2003 was
merely 1,7 in 2017, decreased even further to 1,2. This means that in the
majority of companies the ratio of Japanese managers was 1% or less. At
the same time, the score for (22) “Delegation of authority” decreased only
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slightly from 3,3 to 3,0, which meant that, despite long years of operations,
subsidiaries were still dependent on Japanese or regional HQ in terms of
R&D, production technology, procurement scheduling, sales and delivery,
and major investments that needed to be approved by Japan. This was
also related to (23) “Position of local managers” in which the score changed
from 3,5 to 2,2. In reality, it meant that all major positions were occupied by
local managers, while Japanese expatriates occupied only some of the top
positions. Although that was the case in many subsidiaries, in those where
the CEO was local, Japanese were still present in the semi-official roles of
advisors, responsible for the coordination, maintaining the relationship with
HQ. Due to the strategic reliance on HQ and access to information, Japanese
expatriates still had the upper hand in terms of management. Interestingly,
some subsidiaries had negative experiences with over-localization of management and decided to bring back Japanese expatriates to improve the
labour relations.

Findings concerning change in 4 perspectives
Results discussed above can be viewed using the 4-Perspective Evaluation,
which is an alternative tool for analysing the degree of hybridization in the
studied subsidiaries focusing on the “method” and “results” of application
of “human” and “material” elements (Abo, 1994). The “material-results” and
“human-results” aspects refer to directly bringing-in sets of production
equipment, or directly dispatching trained employees from Japan to the
local subsidiaries. In contrast, “material-method” and “human-method”
refer to the application of the material and human management methods,
which are themselves characteristic of the Japanese style management
and production system. The significance of the 4-Perspective Evaluation
lies in its ability to distinguish between whether a firm puts priority upon
transplanting the methods of the Japanese management and production
system by the means of bringing in Japanese expatriates and equipment or
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rather by developing an independent and self-reliant local operation. Figure
2 summarizes the change that has occurred in these aspects.
Figure 2. Summary of change in 4 perspective evaluation

Source: own elaboration based on the results of analysis.

First of all, results indicate that subsidiary employment practices were
gradually developed and employees acquired skills necessary in order to
support the traditional Japanese-style manufacturing as the score in ‘Human
method’ changed form 3,22 to 3,68. Second of all, the scores in ‘Material
method’ changed from 2,83 to 3,50, which indicates that a progress has been
achieved in terms of maintenance, quality control and procurement methods.
The score in ‘Human result’, which changed from 2,58 to 1,67 indicates that
this has been achieved despite decreased involvement of Japanese expa133
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triates, which indicates that subsidiary became increasingly self reliant sand
that the Japanese system became rooted in local context of the subsidiary.
As mentioned earlier, due to long-tern nature of the equipment investments
and complex yet relatively stable nature of the supplier arrangements the
score for ‘Material result’ remained virtually unchanged on the 2,94 level.

Discussion: Measuring Change in ‘Hybrid
Factories’
This study is the first rigorous, longitudinal replication of JMNESG studies
reporting on the changes that took place over time on a subsidiary level. In line
with our expectations and previous studies (Cho, 1994; Fujimoto, 1999; Giroud,
2015) we found that Japanese hybrid factories are susceptible to change
over time, which is focused on development of organizational capabilities
in the area of manufacturing accompanied by the decreasing involvement
of Japanese expatriate staff. In the light of convergence-divergence debate
(Pudelko, 2005), our findings produce mixed results, which confirm a mixture
of convergence and divergence, at the same time making the case for the
notion of hybridization. Although we have found that, on average, subsidiary
routines in the majority of areas tended to converge with the classically defined
Japanese management or flexible manufacturing techniques (McDuffie & Pil,
1999), some practices diverged in rather unpredictable ways, depending on
the short-term volatility of the labour market and supply chains, changes in the
strategic role of the subsidiary, or development of new services and IT tools.
There were also areas such as equipment, strategic role of the subsidiary,
organizational culture, employment practices and relationships with suppliers,
that remained quite stable over time. In the context of cultural differences
between Japan and Poland we found that Polish culture might somewhat
impede developments in terms of small-group activities and strong sense of
unity. In addition, we found some variance in the degree of change between
the subsidiaries, which could only partially be explained by the industry or
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mode of investments. Interestingly, our findings are somewhat contrary to the
ethnocentric tendencies of Japanese companies pointed out by the literature
(Kopp, 1994; Keeley, 2001; Froese & Kishi, 2013). Subsidiaries in Poland since
their inception tended to press for the localization of management, giving
as a reason the need to cut the costs or the limited number of expatriates
available growing number of subsidiaries. Our findings offer some interesting
insights concerning external internationalization of Japanese subsidiaries
as local managers were becoming increasingly involved in the global pool
of human resources through largely inpatriation and to a much lesser extent
as bridge individuals (Sekiguchi, et al. 2016). Interestingly enough we found
that extreme or too rapid localization brought about some problems related
to local managers abusing their authority. Consequently, the minimum levels
of Japanese expatriate presence were maintained. These expatriates were
also necessary to avoid breaking the link of cooperation with the Japanese
mother companies which tended to restrain strategic maturity of the subsidiaries by maintaining reliance in terms of planning, purchasing, R&D and
technological. This strategic reliance may be an important impeding factor
when considering the progress that ‘hybrid’ factories make over time (Giroud,
2015; Strange & Kawai, 2015).
Our second contribution was related to combining JMNESG methodology with the most recent developments in research methods. By clarifying
the origins of the hybrid study we have found that the key concerns about
the JMNESG study result from the misunderstanding about its underlying
paradigm. While the Abo’s research began as an exploration of socio-cultural contextual differences between Japan and the USA (Abo, 1994), due to
quantitative way of presenting its results it gradually came to be associated
with the positivist paradigm and narrowly treated as a quantitative measure
of Japanese management transfer to worldwide locations (Abo, 2007). In
this article, we argue that the approach to JMNESG methodology fits well
with the pragmatic paradigm, which accounts for combination of qualitative
and quantitative ways of inquiry. Although the future of hybridization studies,
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application-adaption model and 23-criteria requires an in-depth debate
especially in light of the constant changes both in the global and Japanese
manufacturing practices, there is no doubt that, JMNESG studies represent
one of the biggest and richest studies, while the twenty-three criteria provide a valuable measuring tool and tracking device of the change occurring
in each of the Japanese subsidiaries over the world. Consequently, this
article shows how to combine the original JMNESG methodology with the
most recent developments in qualitative research including mixed methods
(Creswell & Clark, 2007; Edmonds & Kennedy, 2016), IB case studies (Marschan-Piekkari & Welch, 2011), longitudinal research (Hassett & Paavilainen-Mäntymäki, 2013) and qualitative coding techniques (Saldana, 2015). We
found that 23-criteria provide great tool for structuring both interviews and
observation, while offering a holistic overview of the subsidiary. The clarity
and reliability of data collection and analysis was improved trough research
protocols, codifying inter-subjectivity, interview and discussion recording,
triangulation, and qualitative coding methods, which help to maintain the
chain of evidence between the results and data. In our view, by applying these
research methods, the transparency, reliability, and replication potential of
JMNESG hybridization studies could be significantly improved and they can
continue providing a wealth of insight into the changing nature of Japanese
hybrid factories.

Limitations and Future Research
This study is not without certain limitations, which can be addressed in
future studies.
First of all, we have conducted our empirical study on the Japanese
subsidiaries in Poland and thus, our findings are bounded by the narrow
context of a single country (Cieślik & Ryan, 2002; Cieślik & Kąciak, 2011).
The context of a single host country does not permit comparative analysis
between countries in the search of potential socio-cultural differences.
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Further studies could however replicate the studies conducted by JMNESG
researchers in Hungary, Czech Republic and Slovakia, thus providing further
interesting comparative insights about the nature of change in the hybrid
factories operating in CEE countries.
For the sake of methodological rigour, this study utilized the original
criteria (Yuan, 2006; Abo, 2007) and does not discuss the change that took
place both in the nature of Japanese management and in the shape of local
routines over the last 20 years. The discussion about these changes lies far
beyond the scope of this article.
As far as the longitudinal methodology is concerned the measurement
of reality was conducted in two points in time, based on data separate from
the interpretations of the respondents, however the interpretations concerning the reasons for the process of change were obtained directly from
the respondents based on retrospective interviewing techniques and are,
therefore, subjected to recall and spoiler effects (Van de Ven & Huber, 1990;
Golden 1997). In order to limit these biases, both respondent and source
triangulation was used (Yin, 2009).

Conclusion
This study illustrates how the mixture of management practices utilized by
Japanese manufacturing subsidiaries in Poland changed over time. It represents the first rigorous longitudinal replication of hybridization studies, conducted using the original methodology of Japanese Multinational Enterprise
Study Group. The main objective of the article was to measure change at the
subsidiary-level using JMNESG methodology and providing an example of
a replication study, which could serve as benchmark for future replications.
Although this study constitutes merely a first, modest step in a much broader
discussion about the future of JMNESG studies and hybridization debate, we
believe that addressing the issues raised in this article will allow more fruitful
studies of studying the past and future of Japanese business.
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