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This Month

Risk management
Employee voice and organisational 
culture
Happiness at work
Measuring organisational alignment 
and performance
Organisational socialisation tactics 
and HR
Developing good transformational 
leaders
Inclusive leadership
Increasing entrepreneurship
The impact of adopting agile metho-
dologies
Developing expertise
Psychopaths
CSR

In the month’s Oxford Review we have a whole edition 
full of useful research briefings: 

This month's topics include: 

• Risk management
• Employee voice and organisational culture
• Happiness at work
• Measuring organisational alignment and 
performance
• Organisational socialisation tactics and HR
• Developing good transformational leaders
• Inclusive leadership
• Increasing entrepreneurship
• The impact of adopting agile methodologies
• Developing expertise
• Psychopaths
• CSR

Does the commitment of the board of directors of 
an organisation impact enterprise risk management 
implementation?

There has been a fashion in the research world recently 
for looking at what impact the commitment of senior mana-
gement has on a range of organisational issues such as 
employee commitment, trust, innovation etc. A new study 
looking at the impact that senior management’s commit-
ment to risk management has on Enterprise Risk Mana-
gement implementation and operation. Virtually all the 
studies report that senior management (Board of Director 
level, senior leaders and managers) report, unsurprisingly, 
that the senior leadership commitment is a key factor in just 
about every issue looked at.

But is it the same for Enterprise Risk Management 
implementation and operation?

These are some surprising findings in this study which 
anyone engaged in risk management will want to know 

Introduction
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about

Employee voice: cultural differences make a diffe-
rence

There has been an explosion of studies around 
employee voice (haw ready employees are to speak out 
and give feedback or voice concerns). The primary reason 
for this explosion in research interest around employee 
voice is the fact that it is associated with a wide range of 
positive outcomes for both employees and managers, as 
well as organisations. 

A new study conducted a wide-ranging literary review 
of previous peer-reviewed research to see what can be 
learned about how employee voice is impacted by national 
culture.It is clear that not every employee will feel the same 
level of capability to engage in employee voice behaviours. 
In part, this disparity between employees will be based on 
individual perceptions of safety and anxiety levels and indi-
vidual levels of trust and sense of effectiveness. Howe-
ver, this study wanted to know what impact national culture 
actually have on employee voice behaviours, particularly in 
multicultural organisations? 

This is very useful study for managers, leaders, HR 
and Org Dev professionals, particularly those working in or 
consulting to multicultural / multinational organisations. 
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Happiness at work and why it is important

Since 2000, there has been an increasing level of research and organisa-
tional interest around such constructs as  

• Job satisfaction 
• Engagement 
• Commitment 
• Well-being 
• Psychological capital (optimism, efficacy, resilience and hope) 
• Self-actualisation. 

In the main, the interest in these topics has been largely due to the strong 
connections that have been found between these positive attitudinal attribu-
tes or constructs and:  

• Employee productivity 
• Positive organisational outcomes, including productivity and 
profit 
• Creativity and innovation 
• Organisational ambidexterity 
• Competitive advantage 
• Market relevance

This new study wanted to find the predictors of happiness at work. It found 
that there are 12 primary workplace predictors  

Measuring organisational alignment and performance

The last 50 years of research into organisational performance has been 
marked by an increase in quantitative measures of organisational perfor-
mance. Quantitative measurement provides a level of objectivity and the ability 
to make comparative decisions based on ‘the numbers’. Alignment Whilst 
quantitative measurement is not everything when it comes down to unders-
tanding and analysing organisational performance, it has become increasin-
gly important. An important aspect of producing improvements in performance 
is the alignment of a range of elements within the organisation.  

The question is which organisational elements need to be aligned in order 
to produce the outcomes required? 

This important research briefing finds that there are three main elements 
that need to be aligned and that there are three types of measurement that 
can be used. 
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Organisational socialisation tactics: what they are and how HR 
systems affect them

The process of organisational socialisation refers to how individuals learn 
and acquire the social knowledge required to effectively operate and engage 
in their organisation. This has been an area of increasing interest to resear-
chers and individuals in organisations, particularly in organisational devolve-
ment and human resources. The effective socialisation of new members of 
an organisation has two primary impacts: 

• New members become more organisationally effective more 
quickly and 
• Quicker and more effective organisational socialisation is 
seen as a competitive advantage. 

A new study has conducted a review of previous research to see what 
can be learned about management socialisation tactics within organisations 
and how these are impacted by human resource systems. 

This research briefing will be useful for anyone in Human Resources and 
management who are concerned with integrating new staff into the organi-
sation.  

Predicting and developing good transformational leaders

New leaders are rarely adequately prepared before taking up the mantle 
of leadership. A number of previous studies have shown that many new 
leaders rarely understand the practice of transformational leadership as they 
commence their journey as leaders. Senior management and leaders require 
an effective leadership approach in order to engage in sound decision-making 
and behaviour, particularly in complex situations which are frequently distin-
guished by cognitive, emotional and physical overload. This is particularly 
the case for leaders and managers in the emergency services. Of the nume-
rous leadership styles, a transformational leadership (together with servant 
leadership) style provides the most relevant and suitable leadership respon-
ses to complex situations and, in particular, with adaptive organisations. 

A new study based on nursing leaders has found that few aspirant 
leaders understand transformational leadership or its role in creating change 
in complex adaptive systems. The research looks at how in increase to chan-
ces of new leaders taking on a transformational role. This briefing will be of 
particular interest to anyone in leadership development, executive coaching 
and organisational learning roles. 
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Inclusive leadership: What it is and how to achieve it

A significant drive in businesses in recent years has been to increase the diversity of employees 
throughout the organisation. Whilst some of this drive has been because of legislative changes, 
many more forward-thinking business leaders and CEOs recognise the strategic importance of 
having a more diverse workforce for a range of reasons including: 

• Increased levels of creativity and innovation 
• Increasing the pool of talent the organisation draws from 
• The use of different perspectives and thinking in problem-solving and business 
development 
• An increase in world perspective, particularly for organisations wishing to sell into 
international markets 
• A distinct competitive advantage 

A new study has reviewed the most recent research around inclusive leadership, what it is and 
how to do it. 

This research briefing will be of particular interest to leaders as well as anyone in HR, leadership 
development, executive coaching and organisational learning roles. 

The factors that increase entrepreneurship intentions

There has been a steady growth in interest within organisations around developing entrepreneu-
rial skills within the organisation. Largely, this increase in interest has been based on the understan-
ding that entrepreneurs think differently and tend to be more agile and creative, particularly in rapidly 
changing environments. The ability of entrepreneurs to capitalise on new technological advances, 
to innovate and adapt has been identified as a key factor towards developing a competitive advan-
tage and surviving in a world of hyper change. 

A new study has identified a range of factors that increase entrepreneurial intentions. In other 
words, what influences an individual to actually engage in entrepreneurship. 

This study will be useful to anyone interested in increasing entrepreneurial activity or developing 
an entrepreneurial culture in an organisation. 

The impact of adopting agile methodologies on an organisation

Agile working methodologies and principles are becoming increasingly prevalent, not only within 
the software and technology industries, but in many other types of organisation as well. Whilst there 
has been a deluge of research around agile methodologies, there has been little research on the 
impact of implementing and adopting agile on the organisation as a whole.  

A new study (2018) has looked at what impact the adoption and implementation of agile metho-
dologies has at an organisational level. 

This research briefing will be very useful for anyone thinking about or involved in the implemen-
tation and adoption of agile. 
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The paradox of expertise and why experts produce more but think less

There is a central paradox at the heart of expertise: experts consistently perform better than 
novices, whilst at the same time they engage in less thinking and energy than novices. A core ques-
tion that has intrigued psychologists for years is how can less thinking and cognitive processing 
produce better performance? 

A new study has proposed a new theory called the Context Retrieval and Updating model, or 
CRU for short. What the model has found is that there is a shift in the way the brain deals with infor-
mation as it progresses from novice to expert. This research briefing will be interesting to anyone in 
learning and coaching roles or anyone interesting in the development of expertise. 

Two different subtypes of psychopaths

Previous studies have found that in terms of psychopathy  

• About 1.2% of the adult population suffers from psychopathy 
• Estimates are that about 89% of the prison population have psychopathic tendencies and 
approximately 25% have been diagnosed with trait psychopathy 
• Approximately 21% of executive level leaders also show psychopathic symptoms 

This research briefing looks at a new study that finds that there are two different types of psycho-
path. One of which is associated to high functioning successful psychopaths most commonly found 
in senior management positions in organisations. 

What happens when an organisation engages in controversial CSR activities

CSR or corporate social responsibility has become an increasingly important issue for organi-
sations, customers, employees and stakeholders. Corporate social responsibility refers to an orga-
nisation’s moral and ethical stance and obligations. In particular in organisations, CSR comprises 
what the organisation stands for and what responsibilities it sees itself as having within and to wider 
society. Consumers, employees and stakeholders tend to want more than just good products and 
services. They tend to prefer to do business and work with organisations that take their corporate 
social responsibility seriously and play a positive role in wider societal issues. 

CSR is seen as an important issue for many leading organisations, but what happens if an orga-
nisation engages in contentious CSR initiatives and what is thew the impact on human resources, 
human resource management and organisational performance. 
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Does the commitment of the board 
of directors of an organisation 

impact enterprise risk management 
implementation?
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Keywords: enterprise 
risk management, board 
of directors, senior 
management commitment, 
chief risk officer, risk 
culture, risk, organisational 
risk

There has been a fashion in the research world recently 
for looking at what impact the commitment of senior 
management has on a range of organisational issues 
such as employee commitment, trust, innovation etc. A 
new study looking at the impact that senior management’s 
commitment to risk management has on Enterprise Risk 
Management implementation and operation. Virtually 
all the studies report that senior management (Board 
of Director level, senior leaders and managers) report, 
unsurprisingly, that the senior leadership commitment is a 
key factor in just about every issue looked at.

But is it the same for Enterprise Risk Management 
implementation and operation?

A new study used a large sample of 300 PLC’s across 
Malaysia and used hierarchical multiple regression 
analysis.

The whole aim of Enterprise Risk Management is to be 
able to maintain the organisation’s sustainability. For 
example, Enterprise Risk Management often includes the 
identification of misaligned internal processes, strategies 
and systems or the identification of disruptive technologies 
or competitors, as well as other risks like political, 
technological or economic. 

Enterprise Risk Management - Enterprise Risk Management, or ERM, is a collec-

tion of management tools to quantify, manage and reduce or deal with the organisa-

tion’s exposure to risk in order to reduce the impact of risk to the organisation’s opera-

tions. This means identifying and measuring both internal and external risks and being 

able to assess the level of risk posed and work out how to mitigate that risk, if it is big 

enough to be bothered with.

Does the commitment of the Board of Directors of an organisation 
impact Enterprise Risk Management implementation? 
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Findings

The study had some interesting findings:

1. There is no significant correlation between the 
commitment of an organisation’s senior leadership 
and its Enterprise Risk Management capability. 

2. There is, however, a significant correlation between 
the organisational culture and Enterprise Risk 
Management capability. The more there is a risk 
aware culture across the organisation the more 
effective its Enterprise Risk Management will be. 

Risk culture

A risk culture is defined as system of thinking and 
behaviour that actively thinks out risks to the organisation 
as a whole and takes action to mitigate that risk. This 
includes organisational voice behaviours or being in 
a culture where it is the norm to speak up if someone 
notices a problem, regardless of position, a culture 
where people are listened to and ideas for improvement 
are properly considered. Previous studies1 of the role of 
organisational culture in Enterprise Risk Management 
have found that the following factors need to be in place:

1. Continual conversation about the importance of the 
principles of Enterprise Risk Management

2. Constant communication and thinking across the 
organisation about the organisation’s current risk 
appetite and tolerance

3. Creating a common language around Enterprise 
Risk Management

4. Consulting employees about their role and ideas 
around risk management. 
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Conclusion

This is an interesting study which shows that the commitment of the senior 
leadership to Enterprise Risk Management has little effect or impact without 
their being a general pro-risk management culture.

Reference
Selamat, M. H., & Ibrahim, O. (2018). The Moderating Effect of Risk Culture 
in Relationship between Leadership and Enterprise Risk Management 
Implementation in Malaysia. Business Management and Strategy, 9(1), 244-
271.

Secondary reference

1. Register, L., & Larkin, M. (2005). Risk allocation in the private provision of 
public infrastructure”, International Journal of Project Management, 25(1), 69-
79. 

Overview

A new (2018) study has found that the commitment of senior 
leadership to risk management is not significantly correlated 
to the organisation’s Enterprise Risk Management capability 
or effectiveness. However, the study did find that having a pro 
Enterprise Risk Management culture is important. 
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Employee voice: cultural differences 
make a difference



Employee voice: cultural differences make a difference

Employee voice is currently one of the more topical areas of research in:

• HRM
• organisational behaviour
• organisational development 
• management
• leadership 
• industrial relations 
• psychology
• law
• political sciences
• economics research areas

Fig 1. Research volume for employee voice since 1900

The primary reason for the explosion in research interest around employee 
voice is the fact that it is associated with a wide range of positive outcomes 
for both employees and managers, as well as organisations.

Keywords: employee voice, culture, 
organisational culture, national culture, 
multicultural
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Employee voice

As would be expected with interest in the research area of employee voice 
spanning so many different disciplines, there are a range of slightly different 
definitions being used. However, across all of the research channels, the idea of 
employee voice really boils down to employee behaviour that is aimed at either 
suggesting improvements and/or raising complaints or dissatisfaction about 
work-related issues, through either formal or informal voice channels. These can 
include oral, written and other methods of communicating.

Conditions for employee voice

The primary issue with employee voice is that employees usually need to feel 
a level of safety in order to express either enhancements that can be made to 
the workplace or to complain, critique or express frustration or dissatisfaction 
to the manager, leader or other functions, like human resources.

Additionally, previous studies found that safety is not the only condition that is 
required in order for people to speak up. A second issue of effectiveness, or 
whether an individual feels that something will actually happen as a result of 
their speaking up, is also a predictor of employee voice behaviours.
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 As a result of these two conditions, safety and effectiveness, employee voice 
has come to be seen as a bit of a litmus test for organisational, leadership, 
and management health. The primary reason for this is that all employee 
voice behaviours are in effect challenging the status quo. The organisational, 
leadership and management reactions to employee voice are actually reactions 
to challenge. 

A healthy organisation, leadership and management should respond positively 
to challenge and with a learning orientation. Negative reactions to employee 
voice, however, are common and reduce safety, trust and a range of other 
organisational health characteristics. A range of previous studies have also 
shown that employee voice predicts, and is predicted by, organisational 
citizenship behaviours. These are the behaviours that employees engage in that 
are above and beyond those required by their job role and, as such, are also 
seen as major indicators of organisational, leadership and management health.

A new study

A new study by researchers from the School of Labour and Employment Relations 
at the Pennsylvania State University and the Department of Human Resource 
Studies at Tilburg University in the Netherlands conducted a wide-ranging literary 
review of previous peer-reviewed research to see what can be learned about how 
employee voice is impacted by national culture.

It is clear that not every employee will feel the same level of capability to engage 
in employee voice behaviours. In part, this disparity between employees will be 
based on individual perceptions of safety and anxiety levels and individual levels of 
trust and sense of effectiveness.
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Organisational culture

Engaging in employee voice behaviours has been identified as a core 
organisational cultural issue. As would be expected, in organisational cultures 
with low employee voice habits, it becomes significantly harder for individuals to 
feel that they can speak up. Conversely, in ‘high organisational employee voice 
cultures’, where people habitually speak up and offer suggestions for improvement 
or talk about problems and issues, and where there is a learning culture which 
results in change, it is significantly more likely that greater proportions of people 
will engage in voice behaviours.

National culture

Whilst this is common sense, less is known about the impact of national cultures on 
employee voice behaviours. Clearly, there are some national cultures, particularly in the 
West, where employee voice behaviours would be more of an accepted and expected 
norm.  On the other hand, there are other more permissive cultures, such as in some 
eastern countries, whereby the cultural norms are for employees to follow orders. Such 
cultures are unlikely to lead naturally to high levels of employee voice.

The question is, what effect does national culture actually have on employee voice 
behaviours, particularly in multicultural organisations?
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Two types of voice

Throughout the organisational research arena there are largely 
considered to be two forms of employee voice:

1. Informal 
2. Formal 

Informal voice

Informal voice refers to the opinions, suggestions, ideas and complaints that tend 
to be intimated during more casual conversations, emails, messages and meetings. 
Employees using informal voice channels usually carefully choose who they are 
expressing their opinions to in order to minimise risk to themselves. In terms of informal 
voice there are both direct and indirect channels. 

Direct channels of informal voice involve the individual being in a casual communication 
with their managers or other person in authority. Indirect channels are those whereby 
an individual will mention a suggestion or complaint to someone they know, who 
themselves either feel safer to then make a more direct approach to management 
or who have a more direct channel to authority. There tend to be people in most 
organisations who are either braver or perceive less risk and are more prepared to 
speak up and, therefore, become conduits for employee voice. These individuals tend to 
be part of an informal voice network.

Direct informal voice tends to be almost entirely based on trust. This is both trust that 
the recipient of the information (a person in authority) will both listen and be likely to 
respond positively in some way, preferably by taking action.

Organisational culture and norms usually predict the use of informal voice channels.
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Formal voice

This refers to a more structured approach of sharing ideas and concerns and tends 
to be significantly more standardised, with protocols. Formal voice channels are 
usually organisational systems, procedures and structures that are designed to reduce 
the discretionary powers of managers and leaders. In effect, they are policies and 
procedures that an organisation has implemented in order to ensure that people’s 
suggestions and complaints are listened to and engaged with at an organisational level. 
However, making a formal suggestion for a formal complaint, often feels of an entirely 
different nature to engaging in informal voice. Previous studies show that perceptions of 
risk inherent in formal voice situations, particularly in complaint scenarios, is significantly 
heightened. People tend to feel more reticent, depending on organisational norms, to 
engage in formal voice behaviours.

Additionally, studies have found that formal voice procedures and 
mechanisms send strong signals to employees about an organisation’s 
seriousness and interest in engaging with employees. Studies have found 
that, where employees perceive that formal direct voice channels are 
part of the organisation’s learning and can be used without detriment, an 
organisational culture tends to develop, whereby these channels are used. 
It has been found that, in these cases, voice safety and effectiveness are 
high.

Other studies have found that institutionalised rights to voice predict 
greater levels of informal and formal voice behaviours.

A study in 2017 found that formal voice mechanisms are usually only engaged 
in once informal voice behaviours have failed and the issue feels significant 
enough to move into a more formal procedure. What this study is saying, in 
effect, is that people usually engage in informal voice behaviours before trying 
more formal channels. Employees usually perceive greater risk in formal voice 
mechanisms.

e m p l O y e e  v O I C e :  C U lt U r a l  D I f f e r e N C e S  m a k e  a  D I f f e r e N C e 2 5



Findings - national cultures and employee voice

The study found there are a number of variables that exist within national cultures that will predict 
employee voice behaviours within organisations, particularly in multicultural scenarios:

1. Power distance. Power distance refers to the degree to which members 
of an organisation or culture are in agreement that power and authority 
should reside at the top of the organisation, or with the government. So a 
high, power distance culture believes that the power and authority should 
reside solely at the top of the organisation and that it is the employee’s 
job to do their bidding. Low power distance cultures have great belief in 
individual autonomy. Individuals from high power distance cultures tend to 
believe that employee voice  is not appropriate and usurps management 
authority. it is considerably more difficult to engage employees from 
power distance national cultures in employee voice initiatives than 
employees from low power distance cultures, such as the West.

2.  Uncertainty avoidance. People from 
high uncertainty avoidance cultures 
tend to rely on organisational norms, 
rules, rituals and bureaucratic practices 
in order to reduce and lessen the 
appearance of uncertainty. Previous 
studies have found that individuals 
from cultures that engage in uncertainty 
avoidance tend to consider change 
to be undesirable. Further, it has 
been found that the people from high 
uncertainty avoidance cultures consider 
uncertainty and ambiguity to be a crisis 
that needs to be resolved. The status 

quo is highly valued by people from such cultures. Formal voice channels tend to be 
seen by individuals from high uncertainty avoidance cultures as more appropriate 
and less destabilivsing than informal employee voice channels. The reason for this is 
that formal voice channels tend to mediate any challenge to the status quo, whereas 
informal voice chvannels tend to be perceived as creating uncertainty and ambiguity. 
From the perspective of individuals from high uncertainty avoidance cultures, informal 
employee voice channels tend to be perceived as too unstructured, chaotic and a free 
for all.
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3. In-group collectivism. In-group collectivism refers to the extent to which 
individuals within a culture tend to express and expect people to have 
pride, loyalty and be cohesive within that group. This is a form of group 
identification, whereby the identity of the group is more important than the 
identity of any one individual. In such cultures, individuals develop a strong 
sense of duty and obligation to the group to which they belong. Any voice 
behaviours that challenge the group or organisational interests, or which 
appear to come from self-interest, are highly likely to be considered as 
disruptive and threatening to the group cohesiveness and identity. Such 
cultures tend to severely reduce employee voice behaviours, particularly 
those that suggest that the group or organisation is not already perfect.

4. Performance orientation. Performance orientation refers to the 
degree to which people expect to be rewarded for performance 
improvement and good work. Such cultures have been found 
to value individuals who engage in organisational citizenship 
behaviours and go above and beyond what is required in their 
job descriptions. Cultures with high levels of performance 
orientation tend to value both formal and informal voice channels. 
Because performance is a key criteria, anything which enhances 
performance is considered to be valuable. Therefore, in such 
cultures, employee voice can be considered to be valuable. 
However, there are exceptions where employee voice results in a 
challenge to other people’s perceptions of their own performance. 
In such cases, employee voice may not be considered to be safe 
and effective.

5. Assertive orientation. This refers to cultures in which individuals are 
expected to speak up for themselves, be confrontational and act in their 
own self-interests, preferences and goals. Such cultures tend to highly 
value employee voice. Indeed, in high assertiveness cultures, employee 
voice is considered to be the norm.
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Conclusions

Clearly, in organisations and companies with a high percentage of employees 
from a largely homogenous national culture, the above findings are likely to predict 
engagement and comfort with employee voice behaviours. However, in multicultural 
organisations, it is highly likely that there is going to be a range of levels of 
engagement with employee voice behaviours. These are important findings, as they 
explain much of the variance in engagement with employee voice behaviours in 
organisations.

Given that employee voice has become an important issue within organisations, 
particularly in the West, and that this characteristic predicts a range of positive 
organisational outcomes, taking into account an employee’s cultural background is 
also important when trying to increase voice. 

This is the first significant research attempt to consider and measure the impact of 
the role of culture in the development of employee voice. As a result, these should 
be seen as the first steps and that more research is needed to really tie down the 
impact of culture on employee voice. The relationships between organisational 
culture and employee voice are likely to be considerably more complex than this 
paper suggests. Despite that, this is still an important and useful study. 

6. Cultural tightness. Cultural tightness is the degree to which individuals 
within a culture feel that they have to conform to the norms of that group 
and the strength of cultural sanctions for failure to do so. Studies in 2006 
discovered that looser cultural tightness tends tov promote employee cultural 
voice. However, the opposite is not always true and depends on the culture 
involved. So, tighter cultures that value performance and assertiveness tend 
also to be more likely to feel safe cultures in which to engage in employee 
voice. Whereas, cultures with higher levels of cultural tightness around group 
collectivism, uncertainty avoidance and high power distance are going to be 
considerably less comfortable engaging in employee voice behaviours.
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Employee voice

Reference

Kwon, B., & Farndale, E. (2018). Employee voice viewed through a cross-cultural lens. Human 
Resource Management Review.

Overview

A new (2018) study looking at employee voice has found that national 
cultural factors have a significant impact on the adoption of employee voice 
behaviours. In particular, it was found that:

1. power distance
2. uncertainty avoidance
3. in-group collectivism
4. performance orientation
5. assertiveness and
6. cultural tightness

all have a significant impact on employee voice.
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Happiness at work and why it is important
Since 2000, there has been an increasing level of research and 
organisational interest around such constructs as:

• Job satisfaction
• Engagement
• Commitment
• Well-being
• Psychological capital (optimism, efficacy, resilience and 
hope)
• Self-actualisation. 

In the main, the interest in these topics has been largely due to the 
strong connections that have been found between these positive 
attitudinal attributes or constructs and:

• Employee productivity
• Positive organisational outcomes, including productivity 
and profit
• Creativity and innovation
• Organisational ambidexterity
• Competitive advantage
• Market relevance.

Keywords: Happiness, 
positive attitudes, attitudes 
at work, employee 
productivity, positive 
attitudinal attributes
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Happiness at work

When viewed together the above positive attitudinal attributes 
are often encapsulated under the concept of happiness at work. 
Happiness at work refers to a positive subjective experience, positive 
individual traits, and a positive work environment that adds to an 
individual’s quality of life. There are two contributory aspects to 
happiness in any context:

1. Hedonia 
2. Eudaimonia 

Hedonia are the positive feelings of pleasure that are associated with 
acquiring material objects or the opportunities one wishes for.

Eudaimonia refers to the process of fulfilling or living up to one’s 
potential as a human being and includes being or becoming virtuous 
(honest, honourable, moral, good etc.). 

A new research review looking at what positive attitudinal constructs 
are related to and what are the predictors of happiness at work 
has been published by a team of researchers from the Faculty of 
Economics at the University of Valencia in Spain. 
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Findings

One of the key conclusions of the study was that being happy at work is a 
fundamental issue for most workers. 

Predictors of happiness at work

The review of research identified a wide number of factors that help to 
predict happiness at work.

Work context factors:

• Autonomy
• Flexibility
• Supportive supervision 
• Adequate staffing
• Workload management 
• Environmental clarity 
• Career development 
• Situational factors
• Justice
• Feedback
• Empowerment
• Trust
• Dignified treatment
• Lean management
• Work climate
• Fair salary
• Perceived external social prestige
• Job resources

Leadership factors

• Inspirational leadership 
• Transformational leadership 
• Authentic leadership 
• Creative leadership

Social interactions at work

• Collaboration
• Interpersonal relationships 
• High quality connections 
• Workers’ and managers’ relationship
• Pleasant interactions 
• High quality communication
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Personal resources

• Level of education
• Work family conflict 
• Negative emotions
• Morale
• Time perspective
• Personal resources 
• Resilience
• Authenticity
• Positive mood
• Proactive personality 

As can be seen, there are a large number of factors that predict happiness at work. 
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Key elements that develop happiness at work

Whilst there is variation from individual to individual, the study was able 
to identify twelve key predictors of contributing factors of happiness at 
work:

1. Relationships at work with fellow workers and managers
2. Engagement
3. Autonomy 
4. Dignified treatment at work and fairness
5. Pride in, and identification with, the organisation
6. The opportunity to use professional skills
7. Variety
8. Valued social position
9. Clarity (uncertainty is often a negative indicator of happiness) 
10. Pay
11. Career development opportunities
12. Having a proactive personality

The paper concludes that having a goal of increasing happiness at work 
has major benefits for the organisation (greater levels of innovation and 
flexibility), the employees (higher levels of engagement and health) and 
wider society in general (lower health bills and crime, for example).

Reference
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• 

Overview

A new (2018) study about happiness at work found that happiness has 
a range of organisational, individual and societal benefits and should be 
promoted as an organisational goal. The study also found that there are 
12 key predictors of happiness at work:

1. Relationships at work with fellow workers and managers
2. Engagement
3. Autonomy 
4. Dignified treatment at work and fairness
5. Pride in, and identification with, the organisation
6. The opportunity to use professional skills
7. Variety
8. Valued social position
9. Clarity (uncertainty is often a negative indicator of happiness) 
10. Pay
11. Career development opportunities
12. Having a proactive personality.
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Measuring organisational alignment and performance

The last 50 years of research into organisational performance 
has been marked by an increase in quantitative measures of 
organisational performance. Quantitative measurement provides 
a level of objectivity and the ability to make comparative decisions 
based on ‘the numbers’.

Alignment

Whilst quantitative measurement is not everything when it comes 
down to understanding and analysing organisational performance, it 
has become increasingly important. An important aspect of producing 
improvements in performance is the alignment of a range of elements 
within the organisation. The question is which organisational elements 
need to be aligned in order to produce the outcomes required?

Once these elements have been identified, then analysing and 
measuring them becomes an important ingredient in being able 
to improve or change organisational performance. Additionally, 
understanding what it is that is actually contributing to the current and 
prospective organisational outcomes is vital not just for day-to-day 
productivity but also in terms of organisational change. 

New study

A new study by a team of researchers from the University of Belgrade, 
Faculty of Organizational Sciences, in Serbia has produced a most 
useful and interesting paper.

The researchers firstly conducted an extensive review of previous 
research to work out which organisational elements need to be 
aligned in order to produce performance improvements and then work 
out how to measure them coherently.

Keywords: organisational alignment, 
organisation structure, organisation 
performance, measurement, measuring, 
organisational change, change
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Two levels of organisational alignment

The first thing that the researchers noted is that the aim of internal 
organisational alignment of elements is to allow the organisation to align 
itself to the external world. Therefore, there are two levels of alignment:

1. External alignment with the wider market and other external 
elements, such as the economy, technology, market need, social 
wishes, legal regulation, scientific research etc. The more aligned 
an organisation is with the external world the more relevant and 
desirable their products and services will be.

2. Internal alignment. This refers to whether or not the key elements of 
an organisation are working together in order to produce the required 
organisational outputs or performance.

The three primary elements of organisational alignment

Looking at all previous research, the researchers found that 
there are three primary elements that need to be aligned before 
changes within the organisation correlate with changes in 
performance:

1. Organisational structure
2. Behaviour formalisation
3. Performance measurement system
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Organisational structure

The organisational structure has been found to have a deep impact on performance at all levels. 
This includes both the formal organisational structure and the informal networks that develop 
within an organisation. Understanding the effectiveness of the organisational structure in being 
able to produce the outcomes desired is a core component of understanding organisational 
performance. In particular, the organisational structure influences:

1. Who has the authority and power to create change and make decisions?
2. What organisational activities take place and how work is allocated and delineated
3. How and to whom resources are allocated and prioritised

Organisational structure 
has a deep impact on 

performance at all levels
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Behaviour formalisation

This includes the extent to which “employee behaviour is guided and 
limited by rules and procedures” within the organisation. As a result, 
behaviour formalisation is closely connected to: 

• the organisational culture and subcultures
• how control is exerted within the organisation
• how decisions are made and who may make them
• who does what, how and why

Performance measurement system

The last element that plays a significant role in organisational 
performance has been found to be the performance measurement 
system. Another way of looking at this is what the span or system of 
accountability is within the organisation. This includes:

• the reward system
• diagnostic control systems
• performance management
• what gets measured 
• what attention and action is linked to these measures

Measurement of the elements

Measuring the variables of each of the elements is the next problem. 
For this the researchers turn to Robert Simons1 ‘Four levers of 
organizational design’. A number of studies subsequent to the 
publication of Simons’ work have found that three of the levers 
cannot only be measured but are also predictive of organisational 
performance:

1. Span of control – measure of the effectiveness of the structure
2. Span of accountability – measure of the effectiveness of the 

performance measurement system
3. Span of limitation – measure of the effectiveness of behaviour 

formalisation
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Span of control

The span of control refers to the size of the influence, permissions 
and resources assigned within a particular organisation. A shorthand 
version of the span of control is the number of subordinates over which a 
manager has influence. There are seven factors which influence the span 
of control held by a manager:

1. Geographical dispersion. If the branches of a business are 
widely dispersed, then the manager will often find it difficult to 
supervise each of them, as such, the span of control will be 
smaller. 

2. Worker capability. If employees are highly capable, need little 
supervision, and can be left on their own, the span of control will 
be wider, whereas where workers are less capable, require more 
supervision and guidance the span of control becomes narrower. 
This is because capable workers extend a manager’s span of 
control.

3. Manager capability. An experienced boss with good 
understanding of the tasks, good knowledge of the workers and 
good relationships with the workers, other managers and the 
leadership will be able to supervise more workers more effectively.

4. Management value-add. Managers that are adding value by 
training and developing new skills and decision-making capabilities 
in the workers will need a narrower span of control than one who 
is focused only on performance management. However, managers 
who are creating value-add are actually creating a wider span of 
control, whilst they need a narrower span of control to be effective, 
hence the value-add. 

5. Similarity of task. If the tasks that the subordinates are performing 
are similar in nature, then the span of control can be wider, as the 
manager can supervise and manage more people at the same 
time.
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6. Volume of other tasks. If the manager has other 
responsibilities, such as membership of committees, involvement 
in other projects, liaising with stakeholders, the number of direct 
reports will need to be smaller and the span of control gets 
narrower.

7. Required administrative tasks. If the manager is required to 
have regular face to face meetings, complete appraisal and 
development plans, discuss remuneration benefits, write job 
descriptions and employment contracts, explain employment 
policy changes and other administrative tasks, then the span of 
control is also reduced. Increases in administration decreases 
the span of control.

As has been previously noted2  ”One could argue that with larger spans, 
the costs of supervision would tend to be reduced, because a smaller 
percentage of the members of the organization are supervisors. On 
the other hand, if the span of control is too large, the supervisor may 
not have the capacity to supervise effectively such large numbers of 
immediate subordinates. Thus, there is a trade-off to be made in an 
attempt to balance these opposing tendencies.”

The measurement of the span of control is based on the sum of all 
positions below that particular position within the hierarchy and includes 
the resources, influence and level of authority that is assigned to 
that position. The researchers found the best way of measuring the 
span of control is to arrive at an average figure for the span of control 
of different levels and then make this a relative measure compared 
to subsequent years. The span of control figure comes from an 
assessment across a seven-point scalar.
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Span of accountability

Accountability refers the range of trade-offs inherent in the measure(s) for which a 
manager is accountable. Again, this is a measure from narrow to wide and again is 
measured on a 7-point scalar. 

Looking at how wide or narrow the gap is between the many trade-offs that exist 
within organisations gives a very useful indication about the internal alignment of 
the organisation with its productivity. This can be either through financial measures 
or non-financial measures. For example, having an understanding of how wide or 
narrow the gap is between the trade-off s that occur between product reliability and 
cost (time / money etc) (profit and loss) allows us to see the influence that aspect is 
having on productivity. 
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Span of limitation

Span of limitation refers to the range limitations that are inherent 
in activities to be defined by procedures, rules, norms and values 
across the organisation or part of the organisation. In essence, 
this is a measure of how limited or how much latitude people 
have within the organisation to be able to make decisions and 
act without permission. Again, this is measured on a seven-point 
scalar and takes into account three primary measures:

1. level of self-direction
2. level of security felt
3. level of feelings of benevolence towards others and the 

organisation

Previous studies found these three factors contribute significantly 
to organisational:

1. innovation levels
2. level of bureaucracy
3. supportive behaviours encountered

The span of limitation has a 
significant impact on innovation 

levels
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Findings 

The study found that the closer the alignment between:

1. span of control 
2. span of accountability 
3. span of limitation 

the better the following standardised business performance measures 
were :

1. organisational revenue / the number of employees
2. sectorial percentile revenue/average number of employees
3. earnings before interest, tax, depreciation and amortization 

(EBITDA) / average number of employees
4. sectoral percentile EBITDA / average number of employees

This relationship between the alignment of the spans of control, 
accountability and limitation and the organisational efficiency criteria 
detailed above is highly significant.
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Overview

A new (2018) study looking at whether organisational alignment 
correlates with organisational performance found that the alignment of:

1. Span of control – measure of the effectiveness of the structure

2. Span of accountability – measure of the effectiveness of the 
performance measurement system

3. Span of limitation – measure of the effectiveness of behaviour 
formalisation

correlate significantly with the following standardised organisational 
measures of performance:

1. Organisational revenue / the number of employees
2. Sectorial percentile revenue/average number of employees
3. Earnings before interest, tax, depreciation and amortization 

(EBITDA) / average number of employees
4. Sectoral percentile EBITDA / average number of employees.
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Organisational socialisation tactics: what they are and how 
HR systems affect them

The process of organisational socialisation refers to how individuals 
learn and acquire the social knowledge required to effectively operate 
and engage in their organisation. This has been an area of increasing 
interest to researchers and individuals in organisations, particularly 
in organisational devolvement and human resources. The effective 
socialisation of new members of an organisation has two primary 
impacts:

1. New members become more organisationally effective more 
quickly and

2. Quicker and more effective organisational socialisation is seen as 
a competitive advantage.

Conversely, ineffective organisational socialisation has been found in 
previous studies to:

1. Be the primary cause of employee turnover
2. Be disruptive
3. Be implicated in low productivity
4. Increase costs
5. Reduce organisational citizenship behaviours
6. Reduce loyalty
7. Reduce organisational outcomes.

A new study from the Department of Human Resource Studies at 
Tilburg University in the Netherlands has conducted a review of previous 
research to see what can be learned about management socialisation 
tactics within organisations and how these are impacted by human 
resource systems.

Keywords: socialisation tactics, organisational socialisation, human resource 
systems, HR systems, organisational socialisation tactics
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Socialisation tactics

Socialisation tactics refer to the ways in which people are helped to 
transition into an organisation to assist them in becoming effective as 
fast as possible. Previous studies have found that there are essentially 
six primary tactics used by managers in organisations to help new 
individuals socialise more quickly. Each of the six primary tactics exists 
on a bipolar continuum:

1. Collective versus individual socialisation. These tactics refer 
to whether or not new recruits into normalisation are gathered 
together in groups to be socialised or are socialised as 
individuals.

2. Sequential versus random socialisation. Does the socialisation 
process comprise a fixed sequence of stages or steps whereby 
an individual or group of individuals learns about the organisation 
and becomes socialised, or is the socialisation process less 
structured and based on opportunity and circumstance?

3. Formal versus informal socialisation. Is there a formal process 
of training, whereby new employees are separated from the 
current workforce to undergo a programme of socialisation, or is 
the socialisation process and learning occurring on the job with 
current employees?

4. Fixed versus variable socialisation. Is there a specific time period 
within which the socialisation process needs to occur or is this 
more open ended?

5. Serial versus disjunctive socialisation. Do newcomers get an 
experienced mentor, coach or tutor to help the socialisation 
process, or not?

6. Investiture versus divestiture socialisation. Is the socialisation 
process designed to incorporate the newcomer’s existing 
personality and characteristics (investiture), or does the process 
involve denying and reducing individualism to create a moulded 
character?
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Findings

The study at hand found that human resource systems within an 
organisation tend to reflect the type of organisational socialisation 
tactics used within the organisation, rather than the other way around. 
In effect, the study found that there tend to be cultures of organisational 
socialisation and that these drive the HR systems. Further, the study 
found that organisations rarely alter their socialisation tactics to meet 
the needs of individuals or different cohorts of newcomers. In other 
words, the study found that organisational socialisation tactics tend to 
become fixed and not responsive to the needs of different newcomers.

The study also found that different individuals and cohorts of 
newcomers do indeed tend to require different socialisation tactics to 
make the socialisation process more effective. This, it appears, is rarely 
a consideration within organisations. Secondly, the study found that 
most organisations only consider how to fit a newcomer or newcomers 
into their organisation. Rarely do organisations consider the strategic 
value of their new human capital and seek to learn what they can 
from the newcomers to improve the efficiency and effectiveness of the 
organisation.
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Overview

A new (2018) study looking at the socialisation tactics of organisations 
found that there are primarily six types of tactic:

1. Collective or individual 
2. Sequential or random 
3. Formal or informal 
4. Fixed or variable 
5. Serial or disjunctive
6. Investiture or divestiture.
7. 

However, overall, the study found whatever the profile of tactics an 
organisation uses tends to become fixed and not responsive to the needs 
of newcomers.

The study also found that organisations usually focus on how to get 
new recruits to fit within the organisation as fast as possible and rarely 
consider what they could learn from the new recruits to enhance 
organisational effectiveness and efficiency.
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Predicting and developing good trans-
formational leaders

New leaders are rarely adequately prepared be-
fore taking up the mantle of leadership. A num-
ber of previous studies have shown that many 
new leaders rarely understand the practice of 
transformational leadership as they commence 
their journey as leaders.

Senior management and leaders require an 
effective leadership approach in order to en-
gage in sound decision-making and behaviour, 
particularly in complex situations which are 
frequently distinguished by cognitive, emotional 
and physical overload. This is particularly the 
case for leaders and managers in the emergen-
cy services.

Of the numerous leadership styles, a trans-
formational leadership (together with servant 
leadership) style provides the most relevant 
and suitable leadership responses to complex 
situations and, in particular, with adaptive or-
ganisations. 

Keywords: leader, leadership, 
transformational leadership, 
leadership development
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A new study (2018) based on nursing leaders has found that few 
aspirant leaders understand transformational leadership or its 
role in creating change in complex adaptive systems. The study 
from the Oregon Health & Science University found that people 
tend to be promoted to management and leadership positions 
because they excel in their current role, rather than being pro-
moted due to identified leadership potential.

Previous studies found that without directed leadership devel-
opment ineffective leadership and management practices tend 
to become habituated, which, in turn, frequently leads to poor 
organisational outcomes.

The five behaviours of transformational leadership

The study at hand found that new leaders rarely have a clear 
understanding of the nature of transformational leadership, nor 
of the practices which develop it. The study identified five core 
behaviours which need to be understood by aspiring leaders,

1. trust building
2. acting with integrity
3. encouraging others
4. encouraging innovative thinking
5. coaching and developing people

New leaders rarely have a 
clear understanding of the 
nature of transformational 

leadership
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Complex adaptive systems

Due to the nature and speed of change, particularly technological 
change, many organisations these days are having to reorganise 
and become complex adaptive systems, rather than linear hierarchi-
cal processes. Such organisations need to adapt rapidly to external 
change. This means to a large extent that they need to become 
self-organising, good with uncertainty and evidence/feedback based. 
Such environments can rapidly become stressful for new leaders, 
who are probably more used to working to someone else's authori-
ty, deferring decision-making upwards and working in a more linear 
fashion.
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Findings

1. It is important to have leaders who can perceive and deal with 
reality based on sound evidence.
2. It is important that leaders can perceive the systems operating 
within and without the organisation. This includes the informal and 
unlabelled emerging systems that operate in every organisation.
3. It is important that leaders are chosen for their transformation-
al leadership potential, rather than expertise in their role.
4. It is important that potential transformational leaders are 
screened for emotional intelligence. The only single valid and reli-
able predictor of transformational leadership is an individual’s level of 
emotional intelligence. 
5. New leaders should be mentored. Transformational leadership 
attributes are most reliably developed through observation and imi-
tation. Other forms of leadership development have previously been 
found to be either ineffective (class based learning) or less effective 
(coaching). 
6. Education level is also a predictor of transformational leader-
ship behaviours (but secondary to emotional intelligence). The study 
found that people with a Master’s degree tended to display more 
transformational leadership attributes than people with just a first 
degree. Additionally, people with a first degree tend to show more 
transformational leadership attributes than people without higher edu-
cation. 
7. Reflective practice and evidence-based practice were also 
found to correlate with higher levels of transformational leadership 
capability.
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Overview

A new (2018) study of predictors of transformational leadership found that: 

1. It is important to have leaders who can perceive and deal with reality based on 
sound evidence.
2. It is important that leaders can perceive the systems operating within and with-
out the organisation.
3. That leaders should be chosen for their transformational leadership potential 
rather than expertise in their role.
4. The only single valid and reliable predictor of transformational leadership is an 
individual’s level of emotional intelligence.
5. Transformational leadership attributes are most reliably developed through 
mentoring.
6. Higher educational levels predict transformational leadership behaviours.
7. Reflective practice and evidence-based practice correlate with higher levels of 
transformational leadership capability.
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Inclusive leadership: what it is and how to achieve it

A significant drive in businesses in recent years has been to increase the 
diversity of employees throughout the organisation. Whilst some of this 
drive has been because of legislative changes, many more forward-think-
ing business leaders and CEOs recognise the strategic importance of 
having a more diverse workforce for a range of reasons including:

• Increased levels of creativity and innovation
• Increasing the pool of talent the organisation draws from
• The use of different perspectives and thinking in problem-solving 
and business development
• An increase in world perspective, particularly for organisations wish-
ing to sell into international markets
• A distinct competitive advantage

As a result of this drive for greater employee diversity, it has been rec-
ognised that all employees need to feel valued and their treatment needs 
both to make them feel that they belong and to leverage their unique 
talents. There are a range of challenges with this that go beyond just the 
avoidance of discrimination or bias. Inclusivity is a key component of any 
diversity strategy.

Inclusivity at work

Leaders and managers of teams and workgroups have been found to be 
the key to creating inclusivity at work. Previous studies have found that 
leadership and management of an organisation has a critical degree of 
influence over whether diverse employees are fully integrated into the or-
ganisation and their unique capabilities realised.

I n c l u s i o n  h a s  s t r a t e g i c 
i m p o r t a n c e
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A new study

A new study by a team of researchers from the Management Department, 
Fowler College of Business Administration, San Diego State University, 
Department of Organizational Leadership and Strategy, Marriott School of 
Management, Brigham Young University, Management Department, Col-
lege of Business, Colorado State University, and the Management Depart-
ment, College of Business, University of Wisconsin-Whitewater has con-
ducted a thorough review of research about inclusive leadership.

The researchers propose that inclusive leadership has a different set of 
aims and outcomes from other leadership styles such as transformational 
leadership and servant leadership, for example.
Primary characteristics of inclusive leadership

The primary characteristics of inclusive leadership are a set of behaviours 
and thinking that is aimed at creating the feeling of belonging and the em-
powerment of all group members within a workgroup. In particular, inclu-
sive leadership attempts to encourage all group members to leverage and 
use their unique knowledge, understandings, skills and values to have a 
positive outcome for the organisation and the group. 

Inclusive leadership behaviours

Typical behaviours of an inclusive leader include:

1. Supporting every member of a work team
2. Making sure that there is equality of opportunity across the team
3. Promoting and enhancing diverse contributions
4. Helping to highlight and promote individuals’ unique contributions
5. Challenging group members’ assumptions and biases

3  VA L U E S  O F  T H E  I N C L U S I V E 
L E A D E R :

P R O - D I V E R S I T Y  B E L I E F S
H U M I L I T Y

F L E X I B I L I T Y 
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Transformational leadership

The researchers found that transformational leadership differs from 
inclusive leadership in that transformational leadership tends to focus 
on motivating and developing individuals based on organisational 
needs. Inclusive leadership, on the other hand, is focused on gaining 
acceptance for individuals so that they can contribute their unique 
perspectives and capabilities.

Servant leadership

The researchers found that, whilst servant leadership focuses on 
ethical behaviour and putting workgroup/team members first and 
de-emphasising self-interests of the leader, servant leaders tend not 
to focus on group cohesion, a sense of belonging or on promoting the 
advantages of diversity. 

Inclusive leadership features

The researchers found that inclusive leaders tend to have 
three primary features:

1. Pro-diversity beliefs and values
2. Humility
3. Cognitive flexibility
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Two primary inclusive leadership activities

The study found that inclusive leaders tend to focus on two primary activities 
which have been found to have the biggest impact and best outcomes for the 
organisation:

1. Facilitating belonging. They achieve this through: 
2.  Supporting individuals in the team 
3.  Ensuring equality and opportunity
4.  Sharing decision-making across the group
5. Valuing uniqueness – this is usually achieved through:
6.  Encouraging diverse contributions
7.  Helping all group members contribute on an equal footing

The impact of inclusive leadership

The study found that the primary impact of inclusive leadership is:

1. Team members feel closer group identification, inclusion and belonging
2. Psychological empowerment at both individual and team/group levels

Organisational outcomes derived from inclusive leadership

The study found that inclusive leadership is particularly good at delivering the 
following organisational outcomes:

1. Higher levels of creativity and innovation
2. Greater levels of organisational flexibility
3. Higher levels of job performance
4. Reduced employee turnover.

Reference
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source Management Review, 28(2), 190-203.
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Overview

A new study looking at the characteristics, features, impact and outcomes of inclusive 
leadership found that inclusive leadership:

1. Develops a sense of belonging in diverse teams
2. Increases the unique contribution of diverse team members in multicultural teams
3. Develops closer teams
4. Increases creativity and innovation
5. Provides greater levels of organisational flexibility
6. Develops higher levels of job performance
7. Reduces turnover intentions.  

Editor’s note

Whilst inclusive leadership sounds great and is important in multicultural contexts it is not 
without its difficulties. Previous studies have found that where the leaders pay lip-service 
to an inclusive leadership style, usually in cases where the leader’s values do not sup-
port inclusion, in particular in terms of the leaders features laid out above:

1. Pro-diversity beliefs and values
2. Humility
3. Cognitive flexibility

the outcomes can often be negative. This is because of a lack of alignment between, the 
leader’s values, will, behaviour and actions. This often increases tensions rather than 
fostering and leveraging inclusion. 
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The factors that increase 
entrepreneurship intentions
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The factors that increase entrepreneurship intentions

There has been a steady growth in interest within organisations around 
developing entrepreneurial skills within the organisation. Largely, this 
increase in interest has been based on the understanding that entrepre-
neurs think differently and tend to be more agile and creative, particularly 
in rapidly changing environments. The ability of entrepreneurs to capi-
talise on new technological advances, to innovate and adapt has been 
identified as a key factor towards developing a competitive advantage and 
surviving in a world of hyper change.

As a result of this interest in entrepreneurship, there is an increasing 
amount of research interest looking at the most effective ways to enhance 
entrepreneurship development and education.

A new study by a team of researchers from Finland and Brazil has iden-
tified a range of factors that increase entrepreneurial intentions. In other 
words, what influences an individual to actually engage in entrepreneur-
ship.

Keywords: entrepreneurship, entrepreneurship education, entrepre-
neurial intentions, entrepreneurial competencies, entrepreneurial skills, 
innovation
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3 types of entrepreneurship education

Previous studies have found that entrepreneurship education and train-
ing tends to fall into three camps:

1. ‘About’ entrepreneurship – this form of entrepreneurial education 
tends to focus on the knowledge and theory of entrepreneurship.
2. ‘For’ entrepreneurship - this form of entrepreneurial education 
again focuses on more cognitive development of knowledge and dis-
creet skills in a workshop format, where participants develop their think-
ing and skills for entrepreneurship.
3. ‘Through’ entrepreneurship - this form of entrepreneurial educa-
tion is action based and focuses on helping individuals to develop the 
skills and competencies that support entrepreneurial behaviour, whilst 
they’re engaged in entrepreneurial activities.

 
Types of entrepreneurship development

The intention with through entrepreneurship education initiatives is to 
encourage live entrepreneurial activity by helping individuals create 
their own start-up and then supporting them in three primary areas:

1. Cognitive development – this refers to the development of the 
knowledge, skills and strategies required of successful entrepreneur-
ial engagement.
2. Affective development – this refers to the development of the 
mindset, values, attitudes, beliefs and emotion regulation required 
for successful entrepreneurship.
3. Conative development – which refers to developing and main-
taining the drive, motivation and achievement orientation required of 
a successful entrepreneur.

These three primary areas are in actual fact intellectual/reasoning 
and personality developmental processes.

It is vital to move from knowl-
edge-based learning about entrepreneur-
ship to hands-on learning ‘through’ real 

entrepreneurial activities.
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Innovations in entrepreneurship education

The researchers discovered that there are a number of innovative 
methods for this form of entrepreneurial development:

1. The iFactory. The iFactory is a space within which teach-
ers, coaches and students explore and experiment with innovative 
practices. It is, in effect, an entrepreneurial laboratory in which the 
students are encouraged to run experiments and learn how to think 
and orient themselves like entrepreneurs. The iFactory environment 
means that the teachers are facilitators and coaches helping to de-
velop the skills, competencies and attitudes required.
2. Amazing Business Train (ABT). The ABT refers to a real 
train that runs for 40 hours up and down the length of Finland. 
During this 40 hour,s students are immersed in the world of intensive 
practical, empirical and structured learning experiences that help to 
develop entrepreneurial thinking, competencies and attitudes under 
the guidance of entrepreneurial coaches. These coaches are a mix-
ture of educators and current entrepreneurs who help the students 
think about and plan their own start-ups.
3. cSchool. The cSchool or the "can-do-school" is a business 
start-up school, where students develop business ideas and learn 
through exposure to real companies and later stage start-ups. The 
students play an active role in the live problem-solving activities with-
in and from these real companies and start-ups. Like the ABT, the 
teachers are a mixture of educators and entrepreneur/coaches and 
the students are engaged in the real-life day-to-day problem-solving 
of a range of live entrepreneurial companies.
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Conclusions

The study found that:

1. It is vital to move from cognitive/knowledge-based learning 
about entrepreneurship to hands-on learning ‘through’ real entrepre-
neurial activities. 
2. Further, that the teachers need support from and need to form 
close relationships with active entrepreneurs outside of the education 
establishment. 
3. It is important that the educational methods move from teaching 
to coaching and that students have access to current entrepreneurs.
4. That educational support needs to encompass
a. knowledge and skills development
b. affective development - the mindset, values, attitudes and emo-
tion regulation capabilities of a successful entrepreneur
c. conative development - helping the students develop the mo-
tivation, will and achievement orientation that will help them deal with 
failure and other setbacks.
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Overview

A new (2018) study has found that there tends to be three types of 
entrepreneurship education:

1. Education about entrepreneurship that focuses on knowledge
2. Education for entrepreneurship that focuses on development of 
knowledge and skills
3. Education through entrepreneurship that focuses on develop-
ing a wide range of skills, knowledge, thinking, habits and attitudes for 
successful entrepreneurial engagement.

The study found that initiatives that developed the cognitive, conative 
and affective aspects of entrepreneurial engagement tend to be con-
siderably more successful than those that don't.
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The impact of adopting agile 
methodologies on an organisation
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The impact of adopting agile methodologies on an organisation

Agile working methodologies and principles are becoming increasingly preva-
lent, not only within the software and technology industries, but in many other 
types of organisation as well. Whilst there has been a deluge of research around 
agile methodologies, there has been little research on the impact of implement-
ing and adopting agile on the organisation as a whole.

A new study (2018) by researchers from Taiwan and Singapore has looked at 
what impact the adoption and implementation of agile methodologies has at an 
organisational level.

Agile

Whilst there are a number of iterations of agile methodology, many centre 
around what is known as the agile manifesto. The agile manifesto has four val-
ues and 12 principles:

The four values of agile

The four values of agile are:

1. Individuals interactions over processes and tools
2. Working software over documentation
3. Customer collaboration over contract negotiation
4. Responding to change over following a plan

Keywords: agile, agile development, organisational 
development, organisational culture, performance, 
organisational impact
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The 12 principles of agile

The 12 principles of agile methodology are:

1. Customer satisfaction through early and continuous delivery
2. Accommodate changing requirements throughout the development process
3. Frequent delivery of working product/software
4. Collaboration between the business stakeholders and developers throughout the project
5. Support, trust and motivate the people involved
6. Enable face-to-face interactions
7. Working software/product as the primary measure of progress
8. Agile processes to support a consistent development pace
9. Attention to technical detail and design enhances agility
10. Simplicity
11. Self-organising teams encourage great architectures, requirements and designs
12. Regular reflections on how to become more effective

The study

The study wanted to find out the impact on an organisation of adopting an agile methodology. The 
longitudinal study followed a multinational organisation called Titansoft through its adoption and 
engagement with agile over a five year period.

The main impacts of adopting agile

Based on previous studies of 16 other U.S.-based organisations, as well as other studies, re-
search found that there were three primary organisational level impacts:

1. An initial business stagnation
2. An almost immediate improvement in product quality
3. A significantly more positive organisational culture

The study found that 
the adoption of agile 

has a positive impact on 
organisational culture



S e p t e m b e r  2 0 1 88 2

Initial business stagnation

The study found that the organisation took approximately a year 
before financial and business benefits started to accrue for the organ-
isation. Clearly, this level of business stagnation needs to be taken 
into account for any organisation considering moving to agile. The 
reason for the business stagnation appears firstly to be the disrup-
tion that tends to occur following any significant organisation change, 
particularly to significant internal processes. Secondly, it appears that 
it takes some time for new customers to realise that the organisation 
has now had a consistent upshift in the quality and usability of its 
products.

Improvement in product quality

The primary aim of agile is to improve the quality of the products 
through constant and continual feedback from users. It is, therefore, 
not surprising that one of the outcomes of using agile business is an 
increase in customer satisfaction and product quality. Interestingly, 
the study shows that these improvements start to occur almost imme-
diately. However, there is a lag between these improvements occur-
ring and product trust developing in wider circles.

More positive organisational culture

Interestingly and surprisingly, the study found that the adoption of 
agile has a significant positive impact on organisational culture. In 
particular, it embeds listening and feedback into the working space. 
As trust in this process increases it starts to spread into the cultural 
space and has a knock-on effect for management and working rela-
tionships, whereby people are listening more across the organisation. 
Additionally, the study found that, initially, as agile is adopted, work-
ers who disagree with the move to agile tend to leave. This means 
that the organisation becomes populated with people who are more 
pro-agile and positive towards a more listening and responsive way of 
working and culture.
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Overview

A new 2018 study looking at the impact adopting agile has at an organisa-
tional has found agile implementation creates:

1. An initial business stagnation
2. An almost immediate improvement in product quality
3. A significantly more positive organisational culture.
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The paradox of expertise and why experts pro-
duce more but think less

There is a central paradox at the heart of expertise: experts 
consistently perform better than novices, whilst at the same 
time they engage in less thinking and energy than novices. 
A core question that has intrigued psychologists for years is 
how can less thinking and cognitive processing produce bet-
ter performance?

The standard understanding about this issue is that experts 
have acquired a set of skills (both physical and cognitive) and 
automated them. In effect, experts chunk sets of skills and 
lines of thinking into automated 'modules' that they can com-
bine rapidly in a range of different and new contexts. Essen-
tially, experts create cognitive shortcuts or routines.

So, rather than having to think through and deliberately take 
action, experts simply trigger a series of pre-programmed 
shortcuts. However, this does not explain how experts man-
age to combine these pre-programmed modules in new con-
texts.

Keywords: expertise, cogni-
tive control, context updating, 
series processing, automatic 
control, Context Retrieval and 
Updating

Context Retrieval and Updating

A new study from Vanderbilt University in the US has proposed a new 
theory called the Context Retrieval and Updating model, or CRU for short. 
What the model has found is that there is a shift in the way the brain deals 
with information as it progresses from novice to expert.

Novice processing

In novice situations, the learner has to go through a process in series 
using top-down control. What this means is that the learner has to process 
everything, in series, one step at a time within capacity of their working 
memory. 

This means that the processing is:

1. Step-by-step
2. Slower (takes time)
3. Deliberate
4. Increases the cognitive processing load
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Expert processing or automatic control

What the study found was that experts process very little within 
their working memory, with the load being transferred to the motor 
system for physical skills and other cognitive processes, such as 
speech systems, reasoning systems etc. that do not require working 
memory to function. This shift from working memory to automatic 
control through a cognitive system frees up the working memory 
and similar systems to process data about the context and novelties 
within the context.

Automatic control

Previous assumption about automatic control in expert systems was 
that it was essentially 'blind' and just running automatically. Howev-
er, the Context Retrieval and Updating model shows that the pro-
cessing is transferred from the working memory systems into other 
systems, such as the motor system (muscle memory), which frees 
up the working memory to focus on context and anomalies. This 
means that the automatic systems or modules that are transferred 
out of the working memory are still being controlled by the individu-
al.

Further, this means that the expert learns then to ‘chunk’ the impact 
of different contexts on their area of expertise and automate them 
in turn. This further frees up the load on the working memory and 
higher order cognitive systems. 
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How can less thinking 
and cognitive processing 

produce better 
performance?
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Overview

A new (2018) study looking at how experts differ from novices has found that 
with novices most of the processing is in higher order systems, such as working 
memory, which quickly become overloaded. Experts, on the other hand, have 
transferred much of the processing into automatic chunks or modules in lower 
order systems, such as the motor system, for example. This means that the ex-
pert frees up the working memory to consider the context and combine modules 
of automated output. Then what happens is that the expert starts to chunk or au-
tomate the different types of context for even faster processing. This means that 
the higher order systems, such as working memory, are freed up then to identify 
meta-patterns and so on, increasing the individual’s expertise.
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Two different subtypes of psychopaths

We have covered the dark triad of the three negative personality 
traits: Narcissism, Machiavellianism and Psychopathy a few times in 
our research briefings. 

Psychopathy in the population

Previous studies have found that in terms of psychopathy

• About 1.2% of the adult population suffers from 
psychopathy
• Estimates are that about 89% of the prison population 
have psychopathic tendencies and approximately 25% have 
been diagnosed with trait psychopathy
• Approximately 21% of executive level leaders also 
show psychopathic symptoms1

Psychopathy

Psychopathy is a personality disorder which is characterised by:

• Persistent antisocial behaviour 
• Manipulativeness
• Reckless and impulsive behaviour
• Inability to empathise 
• Unlikeliness to experience feel remorse 
• Tendency towards bold behaviours
• Lack of inhibition
• High levels of egotism
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A new study

A new study by a research team from Departments of Psychology and Psy-
chiatry and the Department of Psychiatry at the University of Wisconsin-Mad-
ison has found that there are two subtypes of psychopath:

1. High negative affect psychopaths 
2. Low negative affect psychopaths

Negative affect 

The term ‘affect’ in this (psychiatric) context refers to how we experience 
emotions. Positive affects are positive emotions like contentment, happiness, 
love and a positive self-image. Negative affects include anger, contempt, dis-
gust, guilt, fear, nervousness, agitation and poor levels of self-concept.

The successful psychopath

The study found that people who are what has become known as successful 
psychopaths (people who are high functioning and likely to get to senior posi-
tions in an organisation) tend to be low negative affect psychopaths.

Conversely, high negative affect psychopaths are much more likely to end 
up as criminals and in prison. Further, high negative affect psychopaths are 
significantly more likely to have been neglected, mistreated or abused in 
childhood.

The interesting thing about this is that it strongly suggests that psychopathy 
in itself is not a direct result of childhood trauma. 

High negative affect psychopaths 
are much more likely to end up 

as criminals and in prison
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Overview 

A new (2018) study found that there are two subtypes of psychopathy:

1. High negative affect psychopaths 
2. Low negative affect psychopaths

Successful psychopaths (people who are high functioning and likely to 
get to senior positions in an organisation) tend to be low negative affect 
psychopathy.

High negative affect psychopaths are much more likely to end up as 
criminals and in prison. Further, high negative affect psychopaths are 
significantly more likely to have been neglected, mistreated or abused 
in childhood.
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What happens when an organisation engages in contro-
versial CSR activities

CSR or corporate social responsibility has become an increasingly im-
portant issue for organisations, customers, employees and stakehold-
ers. Corporate social responsibility refers to an organisation’s moral 
and ethical stance and obligations. In particular in organisations, CSR 
comprises what the organisation stands for and what responsibilities it 
sees itself as having within and to wider society. Consumers, employ-
ees and stakeholders tend to want more than just good products and 
services. They tend to prefer to do business and work with organisa-
tions that take their corporate social responsibility seriously and play a 
positive role in wider societal issues.

Previous studies found that organisations that actively engage in cor-
porate social responsibility activities tend to have:

• better brand images
• better reputations
• enhanced employee commitment
• the ability to attract higher quality employees
• better levels of financial performance
• higher levels of organisational citizenship behaviours
• more positive, productive and innovative internal organisational 
cultures

As a result CSR is seen as an important issue for many leading or-
ganisations. 
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Corporate social responsibility as a weapon

Whilst organisational involvement in social activities is usually seen as 
a positive, there have been a number of recent situations where cor-
porations have used social and political activities to further their own 
agenda, as opposed to having a purely altruistic purpose. For example, 
some organisations like Chick-Fil-A in the United States have used 
their social engagement in order to promote their opposition to gay 
marriage.

The relationship between CSR, human resource management and 
organisational performance

A new study has looked at the issue of contentious CSR initiatives and 
the impact on human resources, human resource management and 
organisational performance.

Human resource management

Previous studies have found that organisations with more developed strategic 
management policies tend also to have stronger CSR policies. A wide number of 
studies have found strong links between the nature of human resource manage-
ment in an organisation and that organisation’s performance. Studies have also 
found that the connections between the knowledge, beliefs and feelings about 
an organisation that the employees and managers have has a strong impact on 
performance and tend to become apparent in their CSR involvement and initia-
tives.

However, it has been found that, where the corporate and social responsibility 
initiatives do not align with the organisational and management culture and the 
employees’ and stakeholders’ perceptions of the identity of the organisation, 
then there can be an increase in both performance and management concerns.

So, whilst aligned corporate and social responsibility can promote a positive 
image of an organisation and increase employee commitment and organisation-
al performance, misaligned and contentious CSR appears to have the opposite 
impact. This includes more management issues, conflicting corporate and or-
ganisational cultures and subcultures and lower performance outcomes.

Consumers, employees and stakehold-
ers tend to want more than just good 

products and services.
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Recruitment

Studies also suggest that socially controversial CSR actions tend to re-
duce the number of applicants for employment within an organisation, 
narrowing the pool from which the organisation can choose candidates.

Younger candidates, in particular, have been found to be susceptible 
to this phenomenon. Younger candidates have been found to be better 
informed and are more likely to know about controversial CSR actions 
and are significantly less likely to apply to organisations with dubious 
or controversial CSR backgrounds.

Organisational culture

In terms of organisational culture, studies have found that controversial 
CSR activities can result in an increase in intention to leave by current 
employees and coalesce the culture around those that support the 
controversial actions. This is the effect of narrowing the cultural diver-
sity within the organisation. Consequently, there is a negative knock-
on effect in terms of challenges to decision-making and creativity and 
innovation.

Additionally, there is some evidence to show that organisations that 
engage in controversial or dubious corporate social responsibility ac-
tivities tend to attract employees with more extreme ethical, social and 
political values, when compared with organisations with more tradition-
al CSR outlooks.

Compensation

A number of studies have found that employees working for organisa-
tions with strong ethically responsible and socially aligned CSR ini-
tiatives are willing to work for lower levels of remuneration than those 
working for organisations without a strong CSR component. This study 
strongly suggests that organisations with a controversial CSR back-
ground tend to have higher levels of compensation in order to attract 
high quality recruits unless, as mentioned above, those recruits happen 
to agree with the stance taken by the organisation.

Internal communication

There is a strong suggestion that the impact of controversial CSR ac-
tivities within an organisation, particularly in terms of human resource 
management and performance, is largely controlled by the level of 
communication about the rationale for the controversial CSR initiatives. 
However, the internal impact of some CSR initiatives, such as oppos-
ing abortion or gay rights, for example, can have such a polarising 
influence within the organisation that no level of communication ini-
tiative will have an impact on the consequences for management and 
performance.
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Conclusions

It is clear from this study that the nature of corporate social responsibility 
activities engaged in by an organisation has a direct impact on:

a) Employee recruitment
b) Employee retention
c) Employee compensation
d) Organisational performance
e) Human resource management
f) Organisational culture
g) Decision-making.

Controversial and misaligned CSR activities can harm an organisation’s 
human resource management activities and organisational perfor-
mance. Whereas aligned and socially considered ethical CSR activities 
can assist human resource management activities and organisational 
performance.
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Overview

The nature of CSR (corporate social responsibility) activities engaged in by an organ-
isation can have a direct impact on:

a) Employee recruitment
b) Employee retention
c) Employee compensation
d) Organisational performance
e) Human resource management
f) Organisational culture
g) Decision-making

Misaligned and socially controversial CSR activities can have a negative impact on 
all of the above organisational factors.
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