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Abstract

Organizational Culture, Job Satisfaction, and Customer Satisfaction: A Quest for a Relationship

This study investigated the relationship between Organizational Culture, Job Satisfaction, and
Customer Satisfaction, and whether a causal relationship existed where Job Satisfaction
mediates the relationship between Organizational Culture and Customer Satisfaction in the

Pharmaceutical Industry in the Khartoum State in the Sudan.

The field study consisted of three factories randomly selected through the SPSS involving the
sales representatives of the three factories as well as their clients. A quantitative survey
methods using questionnaires was used to collect and analyze data. Three questionnaires were
used. One questionnaire is to elicit the organizational culture type (OCAIl), the other is for
measuring overall job satisfaction level (JSS), and the third questionnaire is for measuring the
overall customer satisfaction level (CSQ). This study has two groups of population. One
population is the sales representatives of the three factories, (27, 26, and 5 for F1, F2, and F3
respectively), the other population is the customers of these factories (66 for the three

factories).

The finding of this research indicates that the foreign pharmaceutical organizations (2 factories)
are dominated more by the Market Culture type, while the Sudanese local organization ( 1
factory) is dominated more by the Hierarchal Culture type. Another major finding is that all the
three constructs, organizational culture, job satisfaction, and customer satisfaction enjoy a

statistically significant correlation among themselves, while there is a statistically significant

Vi



causal relationship between organizational culture and customer satisfaction mediated by job
satisfaction. Yet another result is that the level of both job satisfaction and customer
satisfaction for the three sample organizations is negative (dissatisfaction), and it is found that
this industry is dominated by male sales representatives, while customers are mostly females.

Both sales representatives and customers are graduates, young with few years of experience.

Based on the results and findings of this study, some recommendations for leaders and
practitioners were suggested. Organizational leaders need to identify the kind of organizational
culture prevailing in their organizations, and what impact it has on different organizational
outcomes, such as job satisfaction and customer satisfaction. Also, leaders should realize the
importance of treating staff (sales representatives) as internal customer, as research indicates
that customer satisfaction is just a reaction to employee satisfaction, based on this reality, the
old conventional wisdom that “the customer runs the company” may now be re-phrased as
“both employee and customer run the company”. For Human Resource Managers, this study
recommends that it imperative for the human resource leaders, as change agents, to educate
and train themselves on organizational culture issues and the impact it has on other
organizational dimensions. Also, it is suggested that the type of the prevailing organizational
culture to be included in the advertisement for vacancies, as it will help candidates to know
what kind of organization is it. Employment is a kind of long term engagement, and as such it
needs to be initiated on clear grounds. Mismatch of the organizational values, and those of the
candidate will lead to loss on both sides, and this is why it is important that selection of new

hires be based on “culture-fit” dimension as well. Finally, this study suggest that it is time for

Vi



human resource people to engage into communication with customers and use their feedback

on trainings and evaluation of the front line staff (sales representatives).
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Chapter One - Introduction

1.1 Background

Societies are made up of organizations whether social, political, business or otherwise.
One is born in a family which is the first form of an organization to teach the child the
good and the bad, the wrong and right. Then one goes to school, which is another form
of an organization where formal learning takes place, from kindergarten up to university
education and beyond. After that one may go to some business organizations to
practice what has been formally or informally learned in order to produce something of
value to oneself and to the society at large.

The latter form of organizations, the business organizations, is the one where people
spend most of their lives, interacting and dealing with different people in different
businesses in different places whether local or international. The world is becoming
boundaryless and globalization is the landmark of the new millennium that made the
world like a small village with unprecedented technological advancement that brought
people and business together in an amazing conglomerate.

The interaction between people on one side and organizations on the other side has
yielded certain values, behavior and attitudes that, have together, been named as”
organizational culture”. Recent research has proven that business success in different

countries depends, to large extent, on identifying, understanding, and considering the



culture of the hosting country. This is why the study of organizational culture has been
given much attention both at the academic and business levels.!

Organizational culture might mean different things to different people. Scholars have
not yet agreed upon a one single definition to settle on, but have identified some
frameworks that may help in identifying and classifying the phenomenon of
organizational culture. The most popular definition of organizational culture is that of
Schein who wrote, “Culture is what the group learns over a period of time as that group
solves its problems of survival in an external environment and its problems of internal
integration”.

One of the most inspiring definitions to the researcher, the one that have sparked this
research in the first place is the one provided by the father of culture, Geert Hofestede
when he defines cultures as” the software of the mind”. To the researcher this
definition depicts culture as the program that shapes how the mind operates and how
the organs execute.

It follows nicely then that business organizations are nothing but the people working in
them. Studying organizational behavior means studying the behavior of the people
working in these organizations.

The last twenty years or so have witnessed a flood of research on the impact of
organizational culture on many organizational outcome or variables. Among the most

important organizational variables are job satisfaction and customer satisfaction.

! Erich B. Bergiel, Blaise j. Bergiel, John W. Upson, “Revisiting Hofestede’s Dimensions: Examining the Cultural
Convergence of the United States and Japan”, American Journal of Management, Vol., 12(1), page 69




To the mind of the researcher, business lies at the junction of three types of people.
There are people, who make or manufacture a product or design a service (producers),
and people who buy them (customers) and the people who sell them (sellers). These
transactions of producing, selling and buying do not take place in vacuum;
Organizational culture constitutes the platform where they take place.

There is no scarcity in the organizational culture literature on the theories and
instruments that define and measure organizational culture traits. The Competing
Values Framework (CVF) is one of the most popular theories developed by Quinn and
Cameron® who also developed the Organizational Culture Assessment Instrument (OCAI)
to classify, assess and compare organizational cultures. This instrument has gained
sound reliability and validity in different studies in different countries. The Competing
Values Framework (CVF) identified 4 types of organizational cultures, the Clan, the
Adhocracy, the market, and the Hierarchy cultures. Each cultural type has a distinct sect
of values that differentiates it form the others. The (OCAI) measures six dimensions in
any organization in order to identify the prevailing culture, although, different type of
cultures may normally co-exist to varying degrees within the same organization.
However, there would always be one dominant type of culture in any organization. The

six dimensions that are measured by the OCAI are the: The Dominant Characteristics;

2 Shipla Sharam Bhaskar, Shikha N. Khera, “Employee Satisfaction-Customer Satisfaction Link: A Literature Review
of theoretical Explanations”, Interdisciplinary Journal of Contemporary Research in Business, Vol. 4, No. 11, (2013),
page 626

* Ibrahim Bin Zahari, Abdel Mohamed Ali Shurbagi,” The effect of organizational Culture and the Relationship
between Transformational Leadership and Job Satisfaction in Petroleum Sector of Libya”, International Business
Research; Vol. 5, No. 9, (2012), page91




organizational leadership; management of employees; the organizational glue; strategic
emphasis; and criteria for success.”

Job satisfaction has captured the interest of many organizational scholars due to its
direct impact on organizational performance. It has also been looked at from different

dimensions. According to Noor>”

the multiregional definitions however provide a more
elaborate type of definition resulting in several dimensions of the job satisfaction
construct being conceptualized and operationalized as facets such as satisfaction with
pay, promotion, co-workers, nature of work and communication”. This is the approach
or dimension this research will take. One more reason for the importance of job
satisfaction is that front line employees (sales representatives); symbolize the
organization in the eyes of the customer. The organization does not go the customer,
the employee does®.

Paul Spector, an American psychologist, defined job satisfaction as “An affective or
attitudinal reaction to a job”. Based on this definition, he has developed his famous Job
Satisfaction Survey (JSS). Paul Specter’s definition and questionnaire are both adopted
in this study. The Job Satisfaction Survey consists of thirty six statements that describe
nine facets of jobs satisfaction: satisfaction with pay, promotion, supervision, benefits,

contingent rewards, operating procedures, co-workers, nature of work and

communication.

*Ela Oney-Yazici, Heyecan Giritli, Gulfer Topcu-Oraz, Emrah Acar, “ Organizational Culture: The case of Turkish
Construction Industry”, Engineering, Construction and Architectural Management”, Vol. 14, No 6, (2007), pages

519-524

> Noor Harun Abdul Karim, “ Investigating the Correlates and Predictors of Job Satisfaction Among Malaysian

Academic Librarians”, Malaysian Journal of Library & Information Science, Vol. 13, No. 2, (2008), page 70
® Abdul Hassan, Abdelkader Chchi, Salma Abdul Latiff,” Islamic Marketing Ethics and Its Impact on Customer

Satisfaction in the Islamic Banking Industry”, Journal of King Abdulaziz University, Vol 21, No. 1 (2008), page 37



Customer satisfaction is one of the most areas that have recently been thoroughly
researched in business. Business survival and growth depends largely on how much
customers perceive and value the product and or services rendered to them.

No doubt, customer satisfaction is the cornerstone of any business. No customers, no
business. But the researcher also argues that, no employees, no business, and no
employees, no customers. So there is an obvious connection between employee
satisfaction and customer satisfaction a fact that most leaders are either not aware of
or they do not recognize it at all or they recognize but just ignore it. Customer
satisfaction has been the central focus for many studies in recent research, especially so
in the era of service economy. Customer satisfaction has been defined differently by
different scholars, but among the most famous definitions is that of Oliver who defines
customer satisfaction as” The result of an evaluative process that contrasts pre purchase
expectations with perceptions of performance during and after the consumption”.
Based on this definition, Parasuraman, developed a questionnaire that contains
statements to depict the customer perception and feelings about a certain product or
service in five factors that are important for customers. The questionnaire used in this
study is an amended version of the original Parasurman one. The researcher added the
communication dimension which is thought to be vital and important for customer
satisfaction. This aims to connect employee satisfaction to customer satisfaction;
therefore, communication is the only tool to engage the two with each other. The 5
dimensions measured in this study are: dependability; responsiveness; access;

competence; and communications.



This research is particularly interested in finding how organizational culture traits and
job satisfaction facets as well as customer satisfaction dimension are correlated and
impact each other in the Pharmaceutical manufacturing Sector in the Sudan. This Sector
consists of a wide range of organizational types, i.e. local and foreign, public and private
investments. The impact of this Sector on the health and well being of the Sudanese
citizens is obvious and of high importance due to many reasons including, but not
limited to, the increasing rate of diseases coupled with increasing rate of consumer
awareness.

Leaders of the Pharmaceutical Sector need to be informed of the type of organizational
culture prevailing in their organizations and how does it affect the level of job
satisfaction of their employees and consequently on customers satisfaction.
Understanding industry and organizational characteristics will help in reducing or
eliminating factors that may lead to job dissatisfaction and consequently lead to
customer dissatisfaction. Also, the Pharmaceutical Sector is an industry where quality of
products and services are second to none and it can’t be compromised for any other
reasons, i.e. prices.

Current research has proven the link and relationship between organizational culture,
job satisfaction, and customer satisfaction. Most of the previous research has explored
the relationship between any two combinations of these three constructs, but this
research intends to explore them together in one study in order to further investigate
the relationships and correlations as well as whether or not job satisfaction variable is

mediating the relationship between organizational culture and customer satisfaction.



In other words is there a three-way relationship where the existence of job satisfaction
and customer satisfaction is dependent on the type of the prevailing organizational

culture.

1.2 Problem Statement

Prior research confirms the impact of organizational culture on many organizational
outcomes such as organizational performance, job satisfaction, employee turnover,
customer satisfaction and others. Numerous studies have been conducted on
organizational culture, job satisfaction and customer satisfaction whether as single
variables or any combination thereof. As of yet, it has not been known that there is
study that investigated the relationships between these variables in one research like
this one. Also, the mediating role of the job satisfaction on customer satisfaction needs
further investigation, especially in the Sudanese business context. For example does
employee satisfaction mediate the relationship between organizational culture and
customer satisfaction? Does customer satisfaction depend on employee satisfaction?
This current study expands on the existing research to further explore the kind and level
of relationship that may exist betweens the three variables in the Sudanese context
using the Pharmaceutical Industry as the case study. The following conceptual model or
framework might help to illustrate the relationships between the Independent variable
(Organizational Culture), the mediator (the Job satisfaction) and dependent variable

(Customer satisfaction).



Figure 1: Research Model

Job Satisfaction (MV)

- Pay - Promotion
- Supervision - Benefits
- Contingent rewards - Co-workers

- Operating Procedures - Nature of work
- Communication

Organizational Culture (1V)
Customer Satisfaction (DV)

- Dominant Characteristics
- Organizational leadership
- Management of People

- Dependability - Responsiveness
- Access - Competence
- Communication

- The organizational Glue

- Strategic Emphasis
- Criteria for success

Source: the Researcher

1.3 Research Questions:

There are several questions that this study aims to answer, these are:

1. What is the dominant organizational culture in the sample organizations?
2. What is the level of overall job satisfaction in the sample organizations?
3. What is the level of overall customer satisfaction in the sample

organizations?

4. To what extent does a relationship exist between organizational culture and
overall job satisfaction in the sample organizations?

5. To what extent does a relationship exist between organizational culture and

overall customer satisfaction in the sample organizations?



10.

11.

12.

Is job satisfaction mediating the relationship between organizational culture
and overall customer satisfaction?

To what extent does a relationship exist between overall job satisfaction and
overall customer satisfaction in the sample organizations?

To what extent does organizational culture differ among the sample
organizations?

To what extent does overall job satisfaction level differ among the sample
organizations?

To what extent does the overall customer satisfaction differ among the
sample organizations?

To what extent does a relationship exit between overall job satisfaction and
some selected demographic variables of employees in the sample
organizations?

To what extent does a relationship exit between overall customer
satisfaction and some selected demographic variables of customers in the

sample organizations?

1.4 Significance of the Research:

This research has provided an in depth knowledge in the area of organizational culture;

job satisfaction; and customer satisfaction in the pharmaceutical industry in the Sudan,

and is among the few studies that put these three variables in one research. Therefore,

its results are thought to be of great help to organizational leaders in the following

manner:



Help leaders and human resource managers of the pharmaceutical industry in the
Sudan to identify the type of culture prevailing in their organization;

Help leaders and human resource managers of the pharmaceutical industry in the
Sudan identify the overall level of their sales representatives;

Help leaders and human resource managers of the pharmaceutical industry in the
Sudan to identify the overall level of their customers;

Help leaders and human resource manages of the pharmaceutical industry in the
Sudan to recognize the impact that organizational culture has on overall job
satisfaction;

Help leaders and human resource managers of the pharmaceutical industry in the
Sudan recognize the impact that organizational culture has on overall customer
satisfaction;

Help leaders and human resource manager of the pharmaceutical industry in the
Sudan recognize the link between overall job satisfaction of the sales
representatives of their organization with the overall satisfaction of their
organizations customers;

Confirm to leaders and human resource managers of the pharmaceutical industry in
the Sudan that front line employees (sales representatives) resemble the
organization in the eyes of the customer;

Organizational culture plays an important role in shaping social groups perceptions
about an organization. Therefore, this research offers significant implications for

positive social change within organizations. Ensuing form the discussion and
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recommendations of this study is the importance of how internal aspects of
organizational culture can shape, positively or negatively, the attitudes of employees
external behavior which ultimately affects overall organizational image and
performance.

9. It draws the attention of the leaders of the pharmaceutical industry in the Sudan
that organizations are like people and have their peculiar personalities, and how this
personality is internally perceived by employees reflects on the wider society and
thus may deny the organization from having essential high level caliber that are
important for the business. We know from social talk and image that some
organizations enjoy high reputation and others that are not. For example, in the
Sudan, Kenana Sugar Company and DAL Group of Companies enjoy high public
image because the majority of their staff are seen to be satisfied.

10. It asserts that employee satisfaction is as important as customer satisfaction and
customer satisfaction is a reflection of employee satisfaction.

11. It helps link customer satisfaction, to internal organizational issues like leadership,

people management, organizational glue; strategic focus issues and success criteria.

1.5 Research Objectives:

This study aims to achieve:

1. lIdentify the kind of organizational culture prevailing in the present sample using the
Competing Values Framework(CVF);

2. Compare the results of this study to previously established relationships in the
literature in the field of organizational culture, employee and customer satisfaction;

11



3. Measure, using the Job Satisfaction Survey(JSS), the overall level of job satisfaction
in the sample organizations; and

4. Find the relationship between the three variables in sample organizations.

1.6 Research Hypotheses:

This research argues that there are statistically significant relations between the three
constructs, organizational culture, job satisfaction, and customer satisfaction it sets to
investigate, and accordingly it assumes that:
H. 1 There is statistically significant correlation between organizational
culture and overall job satisfaction.
H. 2 There is statistically significant correlation between organizational
culture and overall customers’ satisfaction.
H. 3 There is statistically significant correlation between overall job
satisfaction level and overall customers’ satisfaction level.
H. 4 There is statistically significant casual relationship between
organizational cultures; overall customer satisfaction where overall job
satisfaction is mediating the relationship between organizational culture and
overall customer satisfaction.
H. 5 There is statistically significant negative correlation between overall Job
Satisfaction and market organizational culture.
H. 6 There is statistically significant negative correlation between overall Job

Satisfaction and hierarchy organizational culture.
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H. 7 There is statistically significant negative correlation between overall
customer satisfaction and market organizational culture.

H. 8 There is statistically significant negative correlation between overall
customer satisfaction and hierarchy organizational culture.

H. 9 There is statistically significant correlation between the demographic
variables of the employees (gender, age, education and tenure), and the
dominant organizational culture; overall Job satisfaction and overall

customer satisfaction.

1.7 Research delimitations:

This research was limited to the investigation of three variables, namely, organizational
culture, job satisfaction, and customer satisfaction in the Pharmaceutical Sector in the
State of Khartoum, Sudan. The Study included only 3 factories that compose only 15% of
the total population (19) of factories in Khartoum State using sample groups. One group
is the sales representatives from each factory to measure their opinions and perceptions
about the organizational culture in these factories as well as the level of their
satisfaction with some facets of their jobs. The second group is officials of the
pharmacies of the health institutions that buy the products of these factories in order to

find the relationship between the two groups or populations.
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1.8 Previous Relevant Studies

This section briefly highlights and summarizes the most relevant and recent studies that
have explored the relationships between the three variables of this research, namely,

Organizational culture, job satisfaction and customer satisfaction.

The researcher have cited relevant studies that issued in the last three years, 2011,

2012, and 2013, with exception of only 2 studies which were issued in 2003, and 2008.

It needs to be noted, however, that the researcher couldn’t find studies that used the
three constructs in one study; therefore, the previous relevant studies are those that
use any combination of the three, i.e. organizational culture and job satisfaction,
organizational culture and customer satisfaction; and job satisfaction and customer

satisfaction.

The following pages describe these studies and highlight, the title, the author, the
University or journal and date, the hypotheses, the methodology, and the outcome of

each study.

1. Organizational Culture and Job Satisfaction
Study # 1:
1. Title: Impact of Organizational Culture Type on Job Satisfaction Level of
Employees’ in Different Organizations of Lahore, Pakistan
2. Author: Shamaila Gull

3. University, Journal and Dates
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- University : University of the Punjab, Qaid-e-Azam Campus, Lahore,
Pakistan

- Journal: International Journal of Academic Research in Business and
Social Sciences, Vol., 2, No. 12.

- Dates : December 2012

Hypotheses

Ho: Culture is not a predictor of Job Satisfaction.

H1: Culture is a predictor of Job Satisfaction

Ho: Employees working under CLAN culture type are not satisfied with
their jobs.

H1: Employee working under CLAN culture type are satisfied

Ho: Employees working under ADHOCRACY culture type are not satisfied
with their jobs.

H1: Employee working under ADHOCRACY culture type are satisfied

Ho: Employees working under HIERACHY culture type are not satisfied
with their jobs.

H1: Employee working under HIERARACHY culture type are satisfied

Ho: Employees working under MARKET culture type are not satisfied with
their jobs.

H1: Employee working under MARKET culture type are satisfied

Methodology

Cross-sectional, deductive approach;
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Study # 2:

Questionnaires.  Organizational culture is measured by using the
Organizational Culture Assessment Instrument (OCAIl), while Job
Satisfaction is measured by using the Minnesota Satisfaction
Questionnaire (MSQ).

Analysis was performed on data using SPSS 19.

Outcome

Following are the key findings of this study:

Those who work under Clan culture type are satisfied with their jobs and
their jobs.

Those who work under Adhocracy culture type are satisfied with the jobs.
Those who work under hierarchy culture type are not satisfied with their
jobs.

Those who work under Market culture type are not satisfied with their
jobs.

Culture is a predictor of jobs satisfaction.

Title: Organizational Culture and the Job Satisfaction-Turnover Intention
Link: A Case Study of the Saudi Arabian Banking Sector.

Authors: Abdullah Aldhuwaihi, Himanshu K. Shee, and Pauline Stanton
University, Journal and Dates

University: Victoria University, Australia,
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World Journal of Social Sciences, Vol. 2, No. 3

Dates: May 2012

Hypotheses

la: Clan and adhocracy culture types are positively correlated to job
satisfaction

1b: market and hierarchical culture types are negatively correlated to
jobs satisfaction

Job Satisfaction is negatively correlated to turnover intention.
Organizational culture (clan, adhocracy, hierarchy, and market)
moderates the relationships between job satisfaction and turnover
intentions.

Methodology

Descriptive and correlational research designs.

Questionnaires. Organizational culture measured by using the
Organizational Culture Assessment Instrument (OCAIl), while Job
Satisfaction measured by using the Job Satisfaction Survey (JSS).

Data analyzed using SPSS 20.

Outcome

Clan and adhocracy culture types are positively correlated to job
satisfaction;

Market and hierarchy, contrary to previous studies, didn’t correlate

negatively with job satisfaction.
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- Organizational culture moderates the relationship between job

satisfaction and turnover intentions.

Study # 3:

1. Title: Organizational Culture and Job Satisfaction

2. Author: Daulatram B. Lund

3. University, Journal and Dates
- University: University of Nevada, Reno, Nevada, USA
- Journal: Journal of Business & Industrial Marketing, vol. 18, No. 3
- Dates: 2003

4. Hypotheses

- The influence of organizational culture types n employee job satisfaction
will range from best to worst along the continuum of organization
processes (clan and adhocracy) to mechanistic processes (Hierarchy and
market).

5. Methodology

- A self-administered structured questionnaires. Organizational culture
measured by adapting the Organizational Culture Assessment Instrument
(OCAI). Job satisfaction measured by a questionnaire adapted from
Wright and Cropanzano (1998).

6. Outcome
- Being familiar with the dominant culture(s) can help management assess

inherent strengths and limitations of their strategies.
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The success of mergers and acquisitions does not only depend on the
economic synergies of the merging entities, but largely on the
compatibility of the cultures of the merging entities.

Job satisfaction is important in such a turbulent economy as it reduce the
likelihood of leaving, and this needs to be strengthened by the type of
dominating organizational culture. Research revealed that clan and
adhocracy are more associated with job satisfaction than hierarchy and

market culture.

2. Organizational Culture and Customer Satisfaction:

Study # 1:

Title:  The link between organizational learning culture and customer
satisfaction
Authors: Angelos Pantouvakis and Nancy Bouranta

University, Journal and Dates:

University of Piraeus, Piraues, Greece and University of Western Greece,
Agrinio, Greece,
Journal of learning organization, vol. 20, No. 1

Date: 2013

Hypotheses
H1. Organizational learning culture will have a direct and positive effect on

customer satisfaction.
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H2a: Organizational learning culture will have a direct and positive effect on

customer satisfaction.

H2b: Organizational learning culture will have an indirect and positive effect

on customer satisfaction.

H3: Job satisfaction will have a direct and positive effect on customer

satisfaction.

H4: The organizational learning couture’s effect on customer satisfaction will

be mediated by employee job satisfaction, and this relationship will be

moderated by employee education level. Specially, the indirect effect of

organizational learning culture on customer satisfaction via employee job

satisfaction will be stronger when employee education is high than when

employee education is low.

Methodology

- Measure: The questionnaire consisted of 21 items split into three survey
instruments that measure organizational learning culture, job satisfaction
and customer satisfaction.

- Sample: Three companies from different service sectors (port,
automobile service repair and supermarket.

Outcome

- Organizational culture is directly and positively related with job

satisfaction.
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Study # 2:

- Organizational culture directly and significantly influences customer
satisfaction.

- Employee job satisfaction is positively related to customer satisfaction

Title: Exploring the relationship among organizational culture, customer

satisfaction and performance in multinational corporations in Nigeria.

Authors: Udegbe, Scholastica ebarefimla, Afobunor, S. A. N. and Udegbe,

Maurice Iniedegbor.

University, Journal and Dates

e University: Lagos State University, Ojo, Lagos, Nigeria.

e Journal: Australian Journal of Business and management Research, Vol. 1,
No. 11

e Dates: February, 2012

Hypotheses

1. Culture does not influence work practices

2. Culture has no profound impact on the way customers perceive the

organization.

3. MNCs in Nigeria do not tend to maintain the organizational culture of their

home countries in their host countries.

4. There is no relationship between organizational culture, customer

satisfaction and organizational performance.
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Study # 3:

Methodology

Measure: A structure questionnaire.

Sample: Multinational Corporation in Nigeria.

Outcome

Culture influences work practices;

Culture has profound impact on the way customers perceive the
organization;

MNCs in tend to maintain the same organizational culture of their home
countries within their host of countries” operations;

There is a relationship between organizational culture, customer

satisfaction and organizational performance.

Title: Linking organizational culture and customer satisfaction: Results from

two companies in different industries.

Authors: Micheal A. Gillespie, Daniel R. Denison, Stephanie Haaland, Ryan

Smerek, William S. Neale.

University, Journal and Dates

University:  Linfield College, McMinnville, OR, USA, University of
Michigan, Ann Arbor, MI, USA.

Journal: European Jouranal of Work and Organizational Psychology, Vol.
17, Issue 1,

Dates: 2008
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Hypotheses

1. Business units with higher scores on the trait of involvement will also have

more satisfied customers

2. Business units with higher scores on the trait of consistency will also have

more satisfied customers

3. Business units with higher score on the trait of adaptability will also have

more satisfied customers

4. Business units with higher scores on the trait of mission will also have

more satisfied customers

5. The four cultural traits will relate to customer satisfaction to varying

degree. The hypothesized order from strongest to weakest is: adaptability,

mission, involvement and consistency.

Methodology

- Measure: Survey Questionnaire — Denison Organizational Culture Survey
(DOCS)

- Sample: 2 organizations, one in the home building industry and one in
the automobile industry.

Outcome

- Organizational culture related strongly and positively with customer

satisfaction.

23



3.

Job Satisfaction and Customer Satisfaction

Study # 1:

Title: Employee Satisfaction, customer satisfaction, and financial

performance: An empirical examination

Authors: Christina G. Chi, Dogan Gursoy

University, Journal and Dates

University: Washington State University
Journal: International Journal of hospitality Management, Vol. 28

Dates: 2009

Hypotheses

There is a positive relationship between customer satisfaction and
employee satisfaction;

The relationship between employee satisfaction and financial
performance is mediated by customer satisfaction;

There is a significant indirect positive relationship between employee
satisfaction and financial performance;

There is no significant direct relationship between employee satisfaction
and financial performance.

There is a significant positive relationship between customer satisfaction

and financial performance.
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Study # 2:

Methodology

Sampling methodology.

Survey questionnaires

Outcome

There is a direct relationship between employee satisfaction and
customer satisfaction;

There is a direct relationship between customer satisfaction and financial
performance;

The relationship between employee satisfaction and financial
performance is mediated by customer satisfaction, and therefore it may

not be easily identifiable.

Title:  An impact of Employee Satisfaction on Customer Satisfaction in

Service Sector of Pakistan

Authors: Adeel Daniel ; Muhammad Askar; Hafiz lhsan-Ur-Rehman; and

WahabShahbaz

University, Journal and Dates

Universities: University of Punjab and Muhammad Ali Jinnah University,
Islamabad.
Journal: Journal of Asian Scientific Research, Vol. 2, No. 10

Dates: 2010
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Hypotheses

Hypothesis 1

Ho: There is no association between customer satisfaction with perception
of service quality, perception of relationship value, employee coordination,
customer loyalty and employee behavior and customer.

H1: There is an association between customer satisfaction with perception of
service quality, perception of relationship value, employee coordination,
customer loyalty and employee behavior and customer.

Hypothesis 2

Ho: There is no association between employee satisfaction with perception
of work resources, perception of relations value, leadership and reward
system.

H1: There is an association between Employee satisfaction with perception
of work resources, perception of relationship value, leadership and reward
system.

Hypothesis 3

Ho: There is no correlation between employee satisfaction and customer
satisfaction.

H1: There is a positive correlation between employee satisfaction and

customer satisfaction.
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Study # 3:

Methodology

- Measure: Survey Questionnaires for Employee satisfaction and customer
- Population: The Service of Pakistan

Outcome

- Satisfied employees retain satisfied customer

Title: The relationship between employee and customer satisfaction in the
balanced scorecard

Authors: D G Gous; AY Habtezin; F N S Vermaak and H P Wolmarns
University, Journal and Dates

e University: University of Pretoria, South Africa

e Journal: SAJEMS NS 9, No. 3

e Dates: 2006

Hypotheses

H1: There is no significant relationship between measures of employee
satisfaction and employee satisfaction.

H2: There is no significant relationship between measures of customer
satisfaction and customer satisfaction.

H3: There is no significant correlation between employee satisfaction and
customer satisfaction.

H4: There is no significant association between measures of employee

satisfaction and measures of customer satisfaction.
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H5: Measures of employee satisfaction of customer satisfaction are not

correlated.

H6: There is no significant association between employee satisfaction and

measure of customer satisfaction.

Methodology

- Measure: Survey questionnaire

- Sample: Employees of airline Company.

Outcome

- There is significant relationship between customer satisfaction and
employee satisfaction.

- Measure of employee satisfaction and measures of customer satisfaction
have positive associations.

- The correlation between customer satisfaction and the measures of
employee satisfaction are positive.

- There is a positive association between employee satisfaction and

measures of customer satisfaction.
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2.1

Chapter 2 - Literature Review

Organizational Culture:

The study of organizations as Gerloff’ argues is no doubt essential to our modern society
as they form part of our experiences and innovations, yet our individual well being is

largely affected, directly or indirectly, by a number of organizations.

According to R Daft?, organizations are “social entities that are goal-directed,
deliberately structured activity systems with identifiable boundaries”. According to

him, this definition has four key elements: These are:

1. Social Entities. Organizations are composed of people and groups of people.

The building blocks of an organization are people and their roles. People
interact with each other to perform essential functions in organizations.
Goal-Directed.  Organizations exist for a purpose or purposes. An
organization and its members are trying to achieve an end. Participants may
have goals different from those of their organization, and the organization
may have several goals. But organizations exist for one or more purposes
without which they would cease to exist.

Deliberately structured Activity Systems. Being activity systems means that

organizations perform work activities. Organizational tasks are deliberately

’ Gerloff, Edwin A. Organizational Theory and Design : Strategic Approach for Management, McGraw-Hill
International Editions, Singapore, (1985), page 4
8 Daft, Richard L. Organizational Theory and Design. 3™ Edition, West Publishing Company, St. Paul, USA (1989),

page 10
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subdivided into separate departments and sets of activities. The subdivision
is intended to achieve efficiencies in the work process. The deliberate
structure is used to coordinate and direct separate groups and departments.
4. Identifiable Boundary. The boundary identifies which elements are inside
and which are outside the organization’s jurisdiction. Membership is
exclusive to the organization that the employee belongs to. Members
normally have some commitment or contract to contribute to the
organization in return for money, prestige, or other gains. The organization
must maintain itself as an entity distinct from the environment. A visible
boundary is necessary characteristic of organizing. When random pieces of
scrap metal are organized, they become a machine distinct from other
machines. When sounds are organized, they become a song that is distinct
from other noise. When people are organized into a company to accomplish

a goal, they become a social entity distinct from other companies.

Although organizations, as social systems have existed on earth with the
existence of man, it is not up until the verge of the World War 1 that some
thinkers have realized the importance of managing organizations as we see it

todayg.

? Drucker, Peter, F, The new Realities. Cox and Wyman Itd, Great Britain (1989), page 214
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Organizational Theory, as a discipline of studying and managing organizations,
has begun with the revelation of the Bible as one eminent scholar assumes™.
The author goes on to summarize the development of organizational theories
and identify the early contributors into the field of Organizational Theory. He
classified the theorists into four schools of thoughts. 1° the classical schools that
viewed organizations as closed systems created to achieve goals in an efficient
manner.  This school represented by Frerick Talyor and his scientific
management principles, and Henri Fayol and the principles of organizations, and
it argues that its theory is applicable for all situations which posed server critique
on the theory due to this statement. 2™ The human relations school emphasizes
the social nature of organizations as they are made up of tasks and people. This
school is represented by Elton Mayo and the Hawthorne Studies, and Douglas
McGregor and his famous theories X and Y. 3" the contingency approach school
which argues that there is no one best way to manage and as a result came up
with the “Principles Backlash” by Herbert Simon, and the “Environmental
Perspective” by Katz and Kahn. The 4™ school focused on the political nature of
organizations which put some limits to the decision making due to conflicting
forces within the organization. This school is lead by March and Simons’s

“Cognitive Limits to Rationality” and Pfeffer’s “organizations as Political Arenas”.

10 Robbins, S. P., Organization Theory: Structure, Design and Applications. Prentice-Hall International Editions,
New Jersey (1987), page 475
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Daft'! defines organizational theory as “a macro examination of organizations
because it analyses the whole organization as a unit”. He describes
Organization Theory as the sociology of organizations while organization
behavior is the psychology of organizations. The first deals with groups and the

later deals with individuals.

During the late 1950s and 1960s, the field of organizational Psychology began to
differentiate itself from Industrial Psychology with a growing emphasis on work groups,
patterns of norms and beliefs that cut across different groups. As the need to
understand organizational and inter-organizational relationships grew, concepts from

Anthropology, and Sociology began to influence the field*%.

Some authors like Peters and Waterman™® argue that managers will discover powerful
tools to enhance organizational efficiency if they pay more attention to the values,

norms, beliefs and ideals of their human resources.

There is an agreement, among the field writers, and as seen from the literature review
on organization culture that the year 1982 has witnessed the popularity of the concept
of organization culture as we deal with it today. This was largely due to the commercial
success of a number of bestsellers books that spoke of culture under various guises,
namely Theory Z, (Ouchi, 1981), In Search of Excellence ( Peters & Waterman, 1982), and

Corporate Cultures ( Deal & Kennedy, 1982, Pascale and Athos’s (1982), the Art of

1 Op. cit, page 26

12 Schein, E. “Organizational Culture”, American Psychologist, Vol. 45, No. 2,(1990 ), page 109

3 Peter, Thomas J, and Waterman, Robert Jr, In Search of Excellence, Lessons from America’s Best-Run Companies.
Harper & Row, Publishers, New York, (1982), page 15
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Japanese Management: Application for American Executives. These four seminal books
suggested that a deeper, more complex anthropological approach was necessary to
understand crucial but largely invisible aspects of organizational life. This strong turn to
organizational culture brought new insights and thinking into the role, importance, and
characteristics of organizations as perceived from a cultural view point, Ouchi and

Wilkins.**

In Theory Z, Ouchi,”® focuses on the Japanese way of management and proposes that
involved workers are the key to improved or increased productivity. His work brought
about the quality circles movement which prevailed in the 1980s and 1990s. Peters and
Waterman'® assert that besides the involvement of the workers, the system within
which employees work is also of great importance. This was supported by a research
study of 1300 major American organizations and the conclusion was that the dominant
theme of American management practice will need to change or transform
organizational culture more towards participative organization that pay much attention

to employee needs as a major corporate strategy.

Later in 1995, Denison and Mishra'’ highlighted two approaches to organizational
culture research. The phenomenological approach focuses on the emergent of culture

as a phenomenal nature of organization. This means that business organizations, like

1 Ouchi, William, G, and Wilkins, Allan L “Organizational Culture”, Annual Review Sociology, Vol. 11,(1981), page

460

1 Ouchi, William G, and Price, Raymond L. “Hierarchies, Clans, and Theory Z: a new perspective on organization
development” Organizational Dynamics, Vol, 7, No. 2 ( 1978), pages 1-8

1 Op.cit, page 72

v Denison, Daniel, R and Mishra, Aneil K. “Toward a Theory of Organizational Culture and Effectiveness”.
Organization Science, Vol. 6, No. 2,(1995), pages 204-205

33



2.1.1

living beings, develop, over time, the kind of rules, rituals that suits their situation and
mind. The 2" approach however, is the functionalist approach, which emphasizes the

predictable impacts of organizational culture on business organizations.

Definitions and concepts of Organizational Culture:

Not long ago, the term “organizational Culture” was confined to some intangible
rituals of an organization such as policy manuals that contain guidelines on issues like
dress codes, working hours, discipline and the like. Leaders, who normally have great
impact in shaping the culture of an organization, have only recently discovered the
importance and power that the organizational culture carries. These leaders or
founders contributed a lot to their organizational cultures by being the heroes who
continuously tell stories about their organizations, which then became not only
folklores, but a social fabric that bond employees together®®

Organizational culture studies have been characterized by being more heterogeneous
than homogenous. This is due to the fact that this new field has emerged as a result of a
merger of so many fields of study like anthropology, sociology, industrial psychology,
and lately management, just to name a few. And as a result, there is no one single
dominant discipline, but rather a mixture of approaches each trying to depict and

analyze organizational culture through its own lenses. 19

'8 John Marshall and Matthew Adamic . “The Story is the Message: Shaping Corporate Culture”, Journal
of Business Strategy, Vol. 31, No. 2,(2010),pages 18

9 Op.cit, page 459
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By 1952, Kroeber and Khuckhohn, as cited by ott®, have identified 164 definitions of
organization culture and today there are certainly even more definitions of
organizational culture than they were at that time. It seems, from the literature review
the word “culture” has many meanings and connotations, and when combined with the
word “organization”, we are just inviting more confusion to the term. According to
Schein®, “Organizational Culture develops over time when a group of people have
shared experiences and history long enough to form a common understanding to deal
with its internal integration and external adaptation, and as such there may not be a
dominant and overwhelming culture, but instead there will always be subcultures that
develop over different times within one organization and can even be conflicting with
each other”. The same source, however, suggests that “any definable group with a
shared history can thus have a culture, and therefore, there may be subcultures within
an organization. Although there may be tendency for integration and consistency, but

sometimes, subculture may be independent or even conflicting with one another”.?

As seen from the literature, organizational culture has been viewed differently by
different scholars, and there isn’t one single approach on how they look at it, let alone
a unified definition that one may conclude with, but one can briefly go over the most

commonly cited definitions by well known scholars in the field of organizational culture.

20 Ott, J Steven, The Organizational Culture Perspective. The Dorsey Press, Chicago, (1989), page 51
2 Op. cit, page 111
2 Ibid, page 111
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To many, Pettigrew was the first writer who formally used the term “organizational
culture’. Pettigrew®® defined culture as “Culture is the system of such publicly and

collectively accepted meanings operating for a given group at a given time”.

Hofestede, as cited by Shili** who is considered as the father of national culture,
defines organizational culture as” the collective programming of the mind which

distinguishes the members of one human group from another”.

One of the most commonly cited and used definition of culture is that of Schein 2 in
which he states that organizational culture is” a pattern of basic assumptions that a
given group has invented, discovered or developed in learning to cope with its problems
of external adaptations and internal integration, and that have worked well enough to
be considered valid, and, therefore, to be taught to new members as the correct way to

perceive, think and feel in relation to those problems”.

Denison?® emphasis that organizational culture, “refers to the underlying values, beliefs
and principles that serve as a basis for an organization’s management system as the set
of management practices and behaviors that both exemplify and reinforce these basic

principles”.

23Andrew M. Pettigrew. “On Studying Organizational Cultures”. Administrative Science Quarterly, Vol. 24, No. 4,
(1979), page 574

2% Shili Sun. “Organizational culture and its Themes”. International Journal of Business and Management. Vol. 3,
No. 12, (2008), page 138

> Schein, Edger, H., Organizational Culture and leadership. John Wiley & Sons, Inc. San Francisco, (2010), page 18
2 Denison, D.R. . Corporate culture and organizational effectiveness. John Wiley and Sons, New York,(1990), page

2

36



According to Mats®’ , another famous writer in the field sees culture as an
encompassing idea and a way of thinking that indicates certain direction of an
organization rather than describing a reality for possible study. He defines culture as
“shared orientation to social reality created through the negotiation of meaning and the
use of symbolism in social interaction”. The author goes on to explain that some writers
emphasize materiality and social structure as basis of their view of organization culture,
and accordingly they take a different path on their definition of organization culture.
According to this view, culture is understood to be “a system of common symbols and
meanings, not the totality of a group’s way of life. It provides the shared rules
governing cognitive and affective aspects of membership in an organization and the

means whereby they are shaped and expressed”.

It is clear that most contemporary definitions of culture embrace one or more elements
of what Pettigrew 2® describes as a family of concepts. Prominent components to
Pettigrew’s family of concepts include” values, beliefs, assumptions, myths, rituals and
symbols” which organizational members share in common and which guide their every

day survival.

In conclusion, the above definitions highlight many perspectives or approaches to
organizational culture, but they look similar and emphasis more or less certain set of

expressions that are not far from each other. This shows the importance of

7 Mats Alvesson, in Neal M. Ashkanasy, Celeste P M Wilderom, Mark F. Peterson, The Handbook of
Organizational Culture and Climate, 2" edition, Sage Publications, California (2011), page 14
28 Op.cit, page 547
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2.1.2

organizational culture and the significance of the role it plays in today’s business

organizations.

Importance and Functions of Organizational Culture:

Review of the current literature on organizational culture clearly indicates its growing
popularity as a result of the importance that both scholars and practitioners place on
the essential role it plays. Schein *° suggests that organizational culture is even more
important today than any time before for a number of reasons. First, the increased
competition, globalization, mergers, acquisitions, alliances, and various workforce
developments will need a greater attention to what bonds people of different
backgrounds together and direct them toward as common goal. Second, there is a
continuous need to integrate group efforts across organizational units in order to
improve and enhance efficiency, quality and speed of designing, manufacturing, and
delivering products and services. Third, product, process and strategy innovations
would require shared values in order to implement them, especially so when
introducing new product or technology. Fourth, culture is an essential factor in

facilitating communication and support of teamwork.

Eric and Yvonne®® argue that “organizational culture plays greater role in adapting the
external and internal changes because for a number of corporations, as intellectual

assets, as opposed to material assets, which constitutes the main source of value to the
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* Eric G. Flamholtz and Yvonne Randle, “Corporate culture, business models, competitive advantage, strategic
assets and the bottom line”, Journal of Human Resource Costing & Accounting, Vol.16, No. 2, (2012), page 78
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organization. Therefore, maximizing the value of employees, as intellectual assets,
requires a culture that promotes their intellectual participation and facilitates both

individual and organizational learning, new knowledge creation and application, and the

a1 . . . "
willingness to acquire and share knowledge among organizational members .

Deal and Kennedy31 argue that culture “is the single most important factor accounting
for success or failure of organizations. This is because organizational culture has some
essential features that contribute to this”. To justify their view, they provide a number
of reasons. First, successful companies have values or beliefs that lie at the heart of the
corporate culture. Second, there are Heroes — the people who embody values and
make them walk within the organization. A third feature is that there are rites and
rituals; these are the routines of interaction that have strong symbolic qualities where
people normally will follow without questioning. Finally, the culture network factor
plays a great role as an informal communication system, or the hidden hierarchy of

power in the organization, in holding members of the organization together.

Confirming the above significance of the role that the organizational culture assumes in
organizations, Peters and Waterman>? assert that there a psychological link between
organizational culture and business performance. Culture can be looked at as a reward
of work; employees sacrifice a lot to the organization and culture is a form of a vehicle

that carries and materializes the reward for them.

31 Deal, T., & Kennedy, A., Corporate cultures. Basic books, New York,(2000), page 13
32 Op.cit, page 14
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Researchers like Schein®®* emphasize “that organizational culture does matter as day to
day business decisions need to take into consideration the operative cultural forces in
order to avoid unanticipated and unwanted consequences”. He further asserts “that
when cultural factors taken seriously, some results could have been properly predicted
and negative results probably prevented”. However, some authors such as Sathe ** think
that an organization’s culture can also be a liability. This is, according to him, because
shared beliefs, values and assumptions can interfere with the needs of the business and

lead people to think and act inappropriately.

Organizational culture, as a shared values and beliefs, have been proven by many
researchers that it does affect organizations in different ways. Linda® pointed out
several important roles that organizational culture may play in organizations; these can

be summarized as follows:

- It conveys sense of identity. Organizational culture carries and symbolizes the image
and the brand of an organization that make its members proud to be identified with
it;

- It facilitates commitments by providing a feeling of attachment and being part of
something large than the self. A common purposes, a mission etc;

- It promotes social system stability by enforcing and reflecting how positive is the

work environment as perceived by employees;

33 Schein, E, The Corporate Culture Survival Guide, Jossey-Bass Publishers, San Francisco, (1999), page 3

3 Sathe, V. . Culture and related corporate realities, Homewood, IL: Irwin, (1985), page 21
35 Smiricich, Linda, “Concepts of Culture and Organizational Analysis, ”Administrative Science Quarterly, Vol. 28,
No 3, (1983), pages 345-346
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- It shapes and guides employee behavior by helping them to make sense of their

surroundings.

According to Karl 3 organizational culture creates a homogeneous set of assumptions
about decision making which make compliance with the rules and standards far more
easy. It also helps to shape employees behavior in cases of emergency and when there

are no precedents to follow.

Charles Handy37 adds more functions to the organizational culture which only indicates
how powerful it is. First, the organizational culture defines the boundaries between one
organization and others. Culture to an organization is like a character to a person. No
two organizations are the same. Second, Culture serves as a control mechanism by
guiding and shaping employees behavior and thus helps them to sort out what works
here and what is not. Third, Culture as liability is hard to change over a short period of
time, and therefore, it may creates barriers to organizational change, diversity,

acquisitions and mergers.

To reinforce the above roles of organizational culture, Antony38 asserts that
organizational culture affects attitudes, labor turnover, and the quality of services
provided. Also Culture is a significant factor in determining the successful adoption of

new ways of doing things, like technology.

*® Karl E Weick “ Organizational Culture as a Source of High Reliability”, California Management Review, Vol. XXIX,

No. 2, (1987), pages 112-124
37 . . . .
Handy, Charles, Understanding Organizations. Penguin books, London, (1999), pages 182-183

% Anthony L. Hemmelgam, Charles Glison, Lawrence R. James, “Organizational culture and Climate: implications

for services and Intervention Research”: American Psychological Association, Vol. No. 1,( 2006), pages 73-84
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2.1.3

Most importantly according to Steve and Ron*’, the organizational culture might play a
negative role, and be a liability when it is not in congruence with what required
improving organizational performance. As such it is going to hinder, not help, the

organization to easily adapt to changes that are, sometimes is dictated on it.

Literature review shows, with confidence and evidence, that organizational culture is an
important theme and phenomena that needs to be taken serious in order for

organizations to reap its benefits.

Models and Typologies of Organizational Culture:

What organizational cultures are made of or what makes them is an arguable concept.
Organizational culture and its perceived role in the success or failure in organizations
depend largely on the discipline a researcher or a writer is using. Scientists of major
disciplines look at culture from their own perspectives, and thus reach different models

. . 4
of organizational culture™.

According to Daniel Dauber et al*!, organizational culture has been subjected, for some
decades to research from different disciplines, and there were many models and
typologies that addressed it. A revision of the current literature shows three main

categories of research. 1* the dimensional approach which tries to assess

¥ Steve Simpson Ron Cacioppe, “Unwritten ground rules” Transforming organizational culture to achieve key
business objectives and outstanding customer service” leadership & Organizational Development Journal: Vol. 22,
No. 8, (2001), page 396

%0 Lesley Willcoxson & Bruce Millet, “The Management of Organizational Culture”, Australian Journal of
Management & Organizational Behavior, Vol. 3, No. 2, page 97

* Daniel Dauber, Gerhard Fink and Maurice Yolles. “A configuration Model of Organizational Culture”. Sage open”:
downloaded from sgo.sagepub.com. May 20,2013
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organizational culture along some scales in order to define their relationship, 2" is the
interrelated structure approach which tries to relate the concept of organizational
culture to other organizational characteristics, ie. Structure, strategy etc,. According to
the same source, this type of research is often the theoretical base for empirical studies,
and it is the most useful for organizational studies. Finally, the typology approach which
tries to group organizational cultures into predefined sets without necessarily show the

relationship between each cluster and another.

The following pages focus on some of the most cited models and types of organizational

culture.

Models of organizational culture are plenty in the literature and they attempt to
diagnose and describe organizational culture for better understanding and
conceptualization of its definition and components. Therefore, only three prominent
models of organizational culture, namely Schein three level models, Denison
Organizational Culture Model, and finally Competing Values Frame work (CVF), will be
explored in more details to gain better understanding of how the phenomenon of the
organizational culture has been conceptualized by different famous scholars in the field.
More focus will be placed on the Competing Value Framework (CVF) as it will be the

model the researcher will use for the purpose of this research.
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According to Hatch®’,  some researchers argue that these models oversimplify a
complex concept, but she admitted that, these models also help in conceptualizing this

phenomenon and give guidelines to future researches on the topic.
1. Shein’s Three layer Organizational Model:

Schein®, as reflected in figure 2.1, proposed one of the most cited models in the
organizational culture literature. He identified and differentiated between three
elements of culture by treating basic assumptions as the essence or the core of the
culture, and values and artifacts are observed manifestations of the cultural essence.
He also argues that these levels depend on each other in a sequence, the basic
assumptions, the values and then the behaviors. The following table shows or depicts

Schien’s model

42 Hatch, Mary Jo, “The Dynamics of Organizational Culture” The Academy of Management Review, Vol. 18, No.
4, (1993), pages 678-679

* Schein, Edgar, H. “Coming to a New Awareness of Organizational Culture”, Sloan Management Review, Vol. 25,
No. 2,(1984), page 3
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Figure 2: Schein’s Model of Organizational Culture:

Artifacts: e Visible but not decipherable
e Technology
o Art
e Visible and Audible Behavior

Pattern

Values: e Greater level of awareness
e Testable in the physical
environment

e Testable only by social consensus

Basic Assumptions: e Taken for granted

e Relationship to environment. .
e Invisible
e Nature of reality, time and space.

e Preconscious
e Nature of human nature
e Nature of human activity

e Nature of human relationships

Adapted from, Shein, E, “Coming to a New Awareness of Organizational Culture” Sloan

Management Review, Vol. 25, No. 2,(1984), page 4

Schein, in the above model distinguishes between the three layers in order to avoid
conceptual confusion. The three layers will be discussed in more details in the following

pages.
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Layer 1: Artifacts.

Du Toit*, explains that artifacts are visible, obvious expressions and manifestations of
culture. They consist of its constructed physical and social environment. They are
tangible and audible demonstrations of behavior supported by organizational norms,
values and assumptions. They range from aspects such as architecture, office design,
language, rituals and celebrations. At this level researchers, when examining
organizational culture, might focus on physical space, the technological output, written
and spoken language, artistic productions and overt behavior of the group. Confirming
the same, Rozalia,® argues that Schein model is an intuitive one as it pictures
organizations as icebergs, and it depicts artifacts as the elements that appear on the
surface, like dress, furniture, technology, buildings but at the same time are not easy to
interpret or understand and by themselves they do not mean much to the outside

observer.
Level 2: Values.

Values, according to Michelle et al*® are conscious and explicitly articulated and form
the bases and guiding principles to govern people or group behavior. Also, value

indicates what employees of an organization see as right or wrong or what one can do

* Willie Du Toit, “The Discriminant Validity of the Culture Assessment Instrument”, A comparison of Company
Cultures”, South Africa Journal of Human Resource Management, Vol. 1, No. 1, (2003), pages 77-84

* Rozalia klara Bako. “Organizational Discourses As Status And Symbols”, Act universitatis Sapienntiae, Philolgica,
2, (2010), page 154

* Michelle E. Kaarst-Brown, Scott Nicholson, Gisela M. Von Dran, and Jeffery M. Stanton, “Organizational Cultures
of Libraries as Strategic Resource”,Library Trends, Vol. 53, No. 1, (2004), pages 35-56
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and one cannot do. In the same line of thought, Stanford*’, posits “that the set of
values to employee are like constitutions to countries. When values are well
communicated through the company mission, vision, annual reports, and presentations,

they then form the way that staff should conduct”.

Du Toit*®, states that “norms relate to values in that they indicate what the expectations
are amongst the staff of the organization while norms set the unwritten or unspoken

rules that govern the actions relevant to certain situations”.

17 values are seen by the organization member as guide-lines or

According to Esra et a
maps that explicitly or implicitly that guide people behavior towards a desirable

outcome that influence individuals to act in a certain way”.

From the researcher experience, values and norms are essential in building informal
structure that sometimes may conflict with the formal structure of the organization.
Informal structures identify who are the heroes here to refer and revert to them in
certain occasions. Heroes in the informal structure, made by the values and norms of
the organizations, and are normally consulted in how to interact with the formal
structure. This researcher suggests that values and rituals are the platforms where the
artifacts operate, and where the basic assumptions, and beliefs, which are the software

of the mind, are made or imported.

* Naom Standford, Organization culture, Profile books Itd, London, (2010), page 56
- Op.cit, page 78

* Esra Akta, Isik Cicek, and Mithat Kiyak “ The Effect of organizational Culture on Organizational Efficiency: The
Moderating Role of Organizational Environment and CEO Values” Procedia Social and Behavioral Sciences, Vol. No.
24, (2011), page 1563
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Level 3: Basic Underlying Assumptions and Beliefs.

Schein®®, argues that “values at level 2 are hard to see directly, and in order to make
sense of them, one might need to interview some staff to attach some meaning to those
values. Basic underlying assumptions are the real reasons for the explicit behavior one

III

can see and feel”. He goes on to say that “underlying assumptions are unconscious and
taken for granted and they do shape or determine how the group members perceive,
think and feel. Basic assumptions are learned and they are formed by the espoused

values once they start work in solving the group problems, they turn into unquestioned

assumptions”.

One of Schein’s™* key assertions is that the changes in culture flow from the higher to
the lower levels, with the “basic underlying assumptions’ being the highest level. In
Schein’s model, the higher levels drive the lower levels and introducing change at a

higher level can bring transformative change throughout all the lower levels, Hatch®2.

Schein®?, in his book, Corporate Culture Survival Guide, gave a more clear understanding
and illustration of the basic underlying assumptions which he called” the shared Tacit
Assumptions”. To him, “tacit assumptions are a product of the history of the founders
who made the company and during time, they have imposed their own beliefs on how

do they want the company to run and look like. New comers take it for granted and do

>0 Op.cit, page 3
*! Ibid, page 679

>3 Ibid, page 19
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not question these assumptions as they become so inculcated into the mind of the

current staff”.

The researcher, from his experience, does confirm the above idea of Schein. In the
company where he works now, the founders have made solid basic assumptions that
were not easily breakable. Assumptions like promotions according to numbers of years
one stays on the job, a guaranteed end of year bonus regardless of the Company
performance and similar ones were not taken into consideration when a transformation
program was implemented, as a result, the program was seen by many as a failure, both

on morale and production levels.

2. Denison Model of Organizational Culture

According to Cengiz Yilmaz et al®* Denison’s “Organizational Culture Model tries to
clarify the relationship between an organization’s culture and one of its most essential
outcomes” effectiveness”. Unlike Schein’s model, it builds more on surface-level values
and the organizational practices associated with them. As shown in figure 2.2 below,
Denison and Mishra® identified four organizational traits that may facilitate or inhibit

organizational performance.

> Cengiz Yilmaz and Ercan Ergun “Organizational culture and firm effectiveness: an examination of relative effects
of culture traits and the balanced culture hypothesis in an emerging economy”, Journal of World Business, Vol. 43
(2008), pages 292

> Op.cit, page 212-216
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Figure 3: Denison Organizational Culture Model
External

Flexible Stable

Internal Focus

Source: Adapted from Denison website, www.denisonconsulting.com.

The four organizational traits illustrated above are briefly described below:

e Involvement:
This trait consists of building human capabilities, ownership and responsibilities.
Organizational cultures characterized as highly involved strongly encourage employee

involvement and create a sense of ownership and responsibility. They depends more on
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informal, voluntary and more implied control systems rather than formal, explicit,
bureaucratic control systems.

Consistency:

This trait provides a central source of integration, coordination and control.
Organizations that are consistent normally develop a mind set of management systems
that support internal system of governance based on mutual understanding by
organizational members. These types of organizations have shared values, among their
members, that prevent deviation from what the group used to do.

Adaptability:

Adaptability is the power of quickly, and adequately receiving, interpreting and acting
upon signals coming from the business environment. Organizations that are
characterized as highly adaptable, normally share strong norms and beliefs which
identifies and recognize what is happening in their environment and how the
organization should deal with them in order to survive.

Mission:

Mission trait is vital for organizations as it defines a long term direction for the
organization by articulating its business and social goals. The mission defines a clear
direction in order to have a clear course of action for the organization and its members.
As shown in figure 2.2 above, the four traits are quite integrated. Consistency and
involvement deal with the internal issues facing the organization, while mission and
adaptability traits address external matters that the organization may need to confront.

Reading the same figure from different angle, the model can be divided into horizontal
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and vertical pairs. Horizontally, the adaptability and mission traits focus on the
relationship between the organization and its external environment while the
involvement and consistency focus on the relationship between the organization and its
internal dynamics. Vertically, the model can be divided in another way. Mission and
consistency traits focus on the stability and direction of the organization, while the
adaptability and Involvement focus on the organizational readiness for flexibility and
change.

3. Competing Values Framework (CVF)

The Competing Values Framework (CVF) has been cited by several writers as one of the
most used and extensively researched model in the organizational culture literature.
This is attributed to its comprehensiveness and practicality as a tool to measure and
indicate different organizational outcomes, i.e. organizational change, and
developmentSG.

According to Tianyuan et al®’, the Competing Values Framework has initially been
developed to identify factors affecting organizational effectiveness, but the model later
proved to be more useful in integrating most of the organizational culture dimensions.
This view is also held by D Kokt and CA van der Mersi’® as they argue that “the
Competing Values Framework links the political, strategic and other organizational

outcomes based on the idea of the shared values, and the assumptions and

> Igo, Ton and Skitmore, Martin, “Diagnosing the Organizational culture of an Australian Engineering Consultancy
using the Competing Values Framework”,_Construction Innovation Vol. 6, No. 2, (2006), page 6

> Tianyuan Yu, and Nengquan Wu. “A Review of Study the Competing Values Framework”, International Journal
of Business and Management, Vol. 4, No.7, (2009), pages 37-40

*% D Kokt and CA van der Merwe. “Using the Competing Values Framework (CVF) to Investigate Organizational
Culture in a Major Private Security Company”._SAJEMS NS 12, No.3 (2009), pages 343-347
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interpretations that depict the culture of an organization”. They further explain that
“the Competing Values Framework is one of a few models that allow the comparison of
different organizational cultures, and this is why it has been acclaimed to be one of the
most 40 influential models in the history of business management”.

I°° explains that the name of the Framework indicates that it treats different

Judy et a
contrasting and contradicting values that may be found in any one organization. For
example, the organization would need to be flexible in order to be able to adapt to its
external environment, but at the same time, it is required to be stable and controlled.

According to Scott et al*®, the Competing Values Framework has four quadrants, which
have been given different names and labels by different writers, including the
developers themselves. Quinn and Rohrbrough, the developers, originally called the
guadrants like, the human relations model, the open system model, the internal process
model, and the rational goal model. Denison and SpretzerGl, gave them different names
like the group culture, the developmental, the hierarchal, and the rational cultures.
Also, according to Denison and Spreitzerez, Quinn and Cameron later labeled them as
the clan, the adhocracy, the hierarchal and the market as figure 2 illustrates. The latter

labeling is the most cited in the literature, and this is what the researcher will use for

the purpose of this research.

> Judy H. Gray and lain L Densten. Towards an Integrative Model of Organizational culture and Knowledge
Management., International Journal of Organizational Behavior, Vol. 9, No.2, pages 595

60 Scott, Tim, Russell Mannion, Huw Davies and Martin Marshall “
Culture in Health Care: A Review of the Available Instruments” Health Services Research, Vol. 23,
No.3,(2003),pages 923-945

®! Daniel R. Denison and Gretchen M. Spreitzer, “ Organizational culture and Organizational Development: A
Competing Values Approach”, Research in Organizational Change and Development, Vol. 5, (1991), pages 3-7

6 Ibid, page 1

The Quantitative Measurement of Organizational
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Figure 4: The Competing Values Framework

Clan Culture

Cultural Values:

Flexibility
A

Adhocracy Culture

Cultural Values: Creativity,

Cohesion, moral, HRM Growth, cutting-edge output

Leader type: Facilitator, Leader type: Innovator,

Internal Mentor, parent entrepreneur, visionary  pyternal
) (" output .
Focus \_/ Focus

Cultural Values: Efficiency,| Cultural Values: Market share,

timeliness, smooth

functioning

goal achievement, beating

competitors

Leader type: Coordinator, Leader type: Hard-driver,

Hierarchy Culture

v Market Culture
Control

Source: Yun Seok Choi, Minhee Seo, David Scott and Jeffery J. Martin” Validation of the
Organizational Culture Assessment Instrument: An Application of the Korean Version”, Journal
of sport Management, Vol. 24, No. 2, (2010), page 173

(*) Adhocracy in this context is a kind of a culture that may prevail in an organization with

certain characteristics.
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The above figure provides a conceptual representation of the organizational culture
according to two notable dimensions: internal/external focus and stability and flexibility
structures, where each of the quadrants falls in one of the two dimensions with specific
characteristics and leadership styles appropriate to the prevailing or dominant cultural

type, whether it is a clan, adhocracy, Hierarchal or market type of culture.

The figure above is composed of four quadrants each describing a specific cultural type.
According to Kokt and Merwi®®, “what makes this model unique is that it contains
subcultures and it argues that that there is no single culture in any one organization,
rather on the contrary that there are always different cultures living together, but there
may be a dominant one. These different cultures compete to achieve different
stakeholder’s objectives”. The same authors further postulate that “the model provides
three different values in order to assess different cultures. 1%, it offers a descriptive
content of organizational culture, and Z”d, it defines certain organizational dimensions
that help evaluating and comparing the difference/or similarity of organizational
cultures, and finally, it suggests tools and techniques to analysis culture in
organizations”®*.

Now each of the four quadrants, namely, Clan, Adhocracy, Hierarchy, and Market will be

65
|

briefly described in the coming pages. According to Denison et al™>, the four quadrants

are:

6 Op.cit, page 344
* Ibid, page 5
& Op.cit, page 18

55



e Clan Culture:

This type of culture occupies the upper left corner of the model. It has an internal
dimension, and inclined more towards the development of the human resources.
This is why it is called, according to some writers, the Human Resources Model, as it
represents the Human Relations School of management thought. In this type of
culture, values like group maintenance, belongingness, teamwork are normally
dominant. Leaders of this type of culture tend to be more participative, considerate,
and supportive and encourage integration and communication through teamwork.
In such culture, decisions tend to be made through consensus, as much as this is
possible.

Kokt®®, elaborates more on this type of culture by describing it as family type
business culture, and it represents the Japanese paternalistic style of management
spread in the 60s and the 70s, and to him, “this type of culture is more like an
extended families than an economic set up”.

e Adhocracy Culture:

As shown in the figure, this culture lies in the upper right quadrant of the model.
According to Denison et al®’, “the inclination of this kind of culture is outwards
towards flexibility and change with a clear focus on the external environment. This
type of culture nurtures values such as growth, resources acquisition, and creativity
while giving considerable attention to the outside world. Leaders appropriate to this

kind of cultural type need to be visionary, entrepreneurship and risk-takers”.

o Op.cit, page 346
& Op.cit, page 6
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Judy®, explains more by asserting that “members in this type of culture are normally

bonded together through challenge, inspiration and delivery”. Tianyuan et al®
argues “that this type of culture is most of the time temporary and is changed
whenever the task is over, but it can be used again if the need arises”. They go on
to add that this culture type is normally dominant in fast paced industries like, the
space, the software development and the film making, and the consulting firms and
their likes.

e Hierarchy culture:
This culture is situated in the lower left quadrant of the figure model. This type of
culture is more inward focused and it promotes values like conformity, efficiency,
coordination. Organizations dominated by this type of culture normally pay much
attention to issues like execution of rules, policies and regulations. The purpose is
centered on system stability, maintenance, and tight internal control, and members
are bonded together by insuring job security, order, written rules and regulations.
Leaders of this type of culture are conservative; details oriented, and consider
technical business issues are of high importance to them, as Denison and
Spreitzer’°"demonstrate.

Esra et al’!

, posit that organizations where this culture is dominant are characterized
by clear organization structures, job descriptions and policy manuals. Success on this

cultural type is largely dependent on conformity to rules and how the employee

o Op.cit, page 5
% Op.cit, page 595
70 Op.cit, page 5
" Op.cit, page 1563
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performs his job according to the established policy manuals without breaking the
system.
e Market Culture:

According to Denison and Spreitzer72, this culture lies at the lower right quadrants of
the figure model and is more outwards culture that emphasizes values like growth,
goal fulfillment, achievement, productivity and company overall performance.
Leadership style where the market culture is dominant needs to be directive, goal
oriented, and instrumental in guiding the company to its desired strategic goals.
Kokt and CA van der Merwi’®, argues that this culture is externally oriented, and
places much focus on positioning the organization within its outside market like
suppliers, competitors, customers, and the kind of challenges that might face the
organization from its external environment. The major area of concentration and
concern is the economic transaction that the organization carries or performs with
the external forces. Also considerable attention is being paid to planning, goal

setting, productivity, and efficiency.

72 Op.cit, page 5
3 Op.cit, page 364
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2.14

Measuring and Assessing Organization Culture:

Measuring organizational culture would first require an agreement or a consensus on
what makes it. What are the components that when put together one will see or feel a
culture? A quick survey of the current organizational culture literature result in an array
of different views as an answer to the question, what makes a culture? Deal and
Kennedy, as cited by Edwin’*, proposed 5 dimensions for organizational culture, while
some prominent scholars in the field like Hofestede et al’®, provide six organizational
cultural dimensions that would need to be measured. Hofestede himself started his
organizational culture dimensions by four, and then 5 and lately six dimensions. This
clearly shows that there is no one single approach to follow in order to describe

organizational culture.

Thoughts and instruments on what to measure in organizational culture have taken two
paths, and consequently each of the many instruments available is using one of the two
approaches. The two approaches are the Typological and the Dimensional. The
Typological approach normally classify organizational culture into groups or a
predefined sets, while the dimensional approach try to link and relate parts of the
organizational elements to one another. There are many instruments for each of the

two approaches, each instrument services different objectives.

74 Op.cit, page 208

7!

> Hofestede G., Geert J. Hofestede, and Michael Minkov, Cultures and Organizations: Software of the Mind.

McGraw Hill, New York, 3" edition, (2010), page188
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According to Tobias et al ’®, using one instrument depends largely on the purpose. For
example, typological instruments try to explain or interpret organizational culture as an
end in itself, while dimensional ones try to assess culture to measure organizational
outcomes like job satisfaction, organizational performance in order to effect some

change that is required to align organizational culture with its strategic goals.

Measuring organizational culture, has always been confronted by the question “why
measure culture”? Schein’’, tried to given some answers to this compelling question.
He explains that by measuring their culture, organizations will know whether the
current culture is in line with the intended goals. This exercise helps define or pinpoint
the gaps that exist between the current prevailing culture and the desired one, and thus
organizations leaders will think, according to the results of the gap analyses, of the
appropriate interventions to enhance their organizational capabilities necessary for its
survival and growth. Normally, organizations carry out certain organizational culture
analyses when, for example, introducing transformational programs like a new
technology, a merger or acquisition for better internal integration and or external

adaptation to their business environment.

In the previous paragraphs, the researcher has tried to derive answers from different
scholars to the question what and why shall we care about measuring or assessing
organizational culture, but it may equally be important to ask how organizational culture

is measured?

’® Tobias J, Tim Scott, Huw T. O Davies. “Instruments for Exploring Organizational Couture: A Review of the
Literature” Public Administration Review, Nov/Dec,( 2009), page 1092.
7 Op.cit, page 301
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When reviewing the literature on how to measure organizational culture, one will be
surprised by the number of instruments available. Tobias et al’® have identified 70
available instruments. In this review, only three of the most cited ones will be briefly
explained. These are, the Denison organizational culture survey/or scale, which is built
on the Denison Organizational Culture Model discussed earlier, and the Organizational
Culture Inventory which is one of the most globally used instruments, finally the
Organizational Culture Assessment Instrument, which is based on the Competing values

Framework also explained earlier being the model that will be used in this research.

Each of the three instruments has an official website that gives and updated information
about its instrument. These websites will be cited as a reliable source of information

and as confirmed by the opinions of prominent writers in the field.

Denison consulting is the owner of the Denison Organizational Culture survey or scale as
it is sometimes called. According to the website’®, this instrument has been developed
by Professor Daniel Denison 20 years back and ever since it has been popular and used
by as many as 5000 organizations worldwide to assess the effectiveness of their
organizational culture. The website gives further reasons for the benefits that their
clients have gained. These include benchmarking against world class organizations using
the database of the developers in order to enhance the best practices their field or

industry. The Denison Organizational Culture Survey has 60 items that evaluate specific

78 Op.cit, page 1089
”? www.denisonconsulting.com, retrieved, June 26, 2013
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cultural dimensions in each of the four traits of the Denison Model, mission,

consistency, involvement, and adaptability.

According to the Human Synergeticgo, the owner of the Organizational Culture Inventory
(OCl), this instrument has been developed 30 years back and has become one of the

I81, asserts that the

leading tools used to measure organizational cultures. Pierre et a
(OCl) is administered to serve purposes like initiating, directing and managing
organizational change programs, facilitate mergers, acquisitions and strategic
partnerships. Also it is helpful when transforming the culture of the highly performing
units within the same organization, to lower performing units. The (OCl) measures 12

items and in 12 dimensions grouped into three organizational traits, constructive,

passive-defensive, and aggressive-defensive.

The Organizational Culture Assessment Instrument (OCAI) has a website called “OCAl
Online”, where the most recent information about it is published. According to the
website®?, this instrument is based on the Competing Values Framework Model (CVF)
which has been described earlier. Ever since its inception, this instrument has been used
by more than 10,000 organizations worldwide in different industries, whether in the
public or private sectors. What distinguishes this instrument is that it argues that many
cultures may exist within one organization, although culture may be dominant over

others. The website goes to illustrate the usefulness of this instrument. 1%, it is helpful

80 www.humansynergetics.com, retrieved June 27, 2013

& pierre A. Balthazard, Robert A. Cooke, Richard E Potter “Dysfunctional culture, dysfunctional organization”.
Journal of Managerial Psychology, Vol. 21 No.8, (2006), pages 712-713

82 www.OCAl.com, retrieved June 27, 2013
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in shaping the overall organization culture and its distribution within the organization.
2" 1tis timely and focused as it measures only 6 dimensions that mostly contribute to
organizational success, therefore, it facilitates the quick and easy implementation of
change programs. 3" it helps shaping both the current and the desired culture of the
organization in the same exercise. It is a manageable Instrument as it is guided by step-
by-step methodology, and finally it is involves all employees and as a result, it also
measures other organizational outcome like employee satisfaction. Yun et al®, confirms
that the OCAI instrument is universal and is used across wide range of businesses. He
also confirms that it uses 24 cultural items divided into four organizational culture types,

the clan, the Adhocracy, the hierarchal and the market.

In order to execute any of the above Instruments, the DOCS, the OCI or the OCAI, one
would need to apply a research methodology in order to explore organizational culture.
This is an area where there is almost consensus among the field writers. According to
Standford®®, these methodologies are the quantitative, qualitative or a mix of the two.
The quantitative methodology normally uses questionnaires or surveys to tap the
participants’ opinions or views on certain organizational culture dimensions, and as such
is quick, cheap and easy to manage, but some writers like Hofestede argue that this type
of surveys contain an element of bias. The other type, according to Stanford, is the
guantitative methodology where methods like interviews; group discussions and focus

groups are used to probe more into the organizational culture dimensions and this

Byuns. C, Minhee Seo, David Scott, Jeffrey j Martin, “Validation of the Organizational Culture Assessment
Instrument: An Application of the Korean Version”. Journal of Sports Management, Vol. 24, No2, (2010), pages
169-172

8 Op.cit, page 29
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2.2

reduces the researcher’s bias, but it is a slow, costly and time consuming, especially in

large organizations.

To overcome the above limitations, Hofestede®*advocates that organizational culture as
complex phenomenon should not be left to any one methodology to handle it, and

suggests a combination of qualitative, quantitative, a mix of the two methodologies.

Job Satisfaction:

Ishfag et al®®, argue that the concept of job satisfaction was sparked by the studies of
Taylor in the year 1911 in which he found that workers may be more motivated by
factors like, incentive pay, promotions, recognition of good performance, and the
availability of opportunities to advance their career. Taylor concluded in those studies
that these factors do affect the morale and job satisfaction of the worker which in turn
leads to increase of productivity, the ultimate objective of any organization. Talyor in
his famous landmark book “Principles of Scientific Management” argued that there was
only one way to perform a given task. This book has profoundly contributed to the
change brought about in the industrial production practices of skilled labor and

piecemeal work towards the more modern approach of assembly lines and hourly rate.

¥ Hofstede, G. Attitudes, “Values and Organizational Culture: Disentangling the Concepts” Organization Studies,
Vol.19, No.3,(1998), page 479

8 Ishfag Ahmed, Muhammad M. Nawaz, Naveen Igbal, Imran Ali, Zeeshan Shuakat, and Ahmad Usman, “Effects of
Motivational Factors on Employees Job Satisfaction: A Case Study of University of the Punjab , Pakistan”,
International Journal of Business and management, Vol. 5, No. 3, (2010), page 72
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According to Kumar and Singh®/, Hoppock was the first to introduce the term “job
satisfaction” in the literature when he reviewed a number of studies relating to the
subject of job satisfaction. From this review, Hoppock, observed that job satisfaction is
function of many variables like psychological, physiological and environmental factors.
According to the same source, another contribution to the topic of the job satisfaction
was the Hawthorne studies carried out between the years 1924-1933 by Elton Mayo of
the Harvard Business School. These studies found the effects of various conditions, like
illumination, on the productivity of workers. As a result, it has been noted that changes
in the work conditions may increase or enhance productivity; this is called “Hawthorne
Effect”. This finding strongly showed that workers have other purposes than just pay
which paved the way for researchers to investigate those purposes/or factors affecting

workers productivity.

Some scholars argue that the Maslow’s Hierarchy of Needs is the first theory that tried
to answer the above question by laying down the foundation for job satisfaction. This
theory, as will be explained later, argues that people seek to satisfy 5 specific needs in
their life span, namely, physiological, safety, social, self-esteem and self-actualization
needs. This theory was a land mark for other researchers to investigate workers needs

and wants.

8 Naresh Kumar and Vandanda Singh, “Job Satisfaction and Its Correlates”, International Journal for Research in
Economics & Social Sciences, Vol. 1, No 2, (2011), page 12
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2.2.1

Importance and Factors Influencing Job Satisfaction:

18, posits that in today’s competitive environment managers are compelled

Barbara et a
to take care of their employees in order to be competitive and remain so in the

international markets. In doing so, companies realized that the concern for people

comes first, and their job satisfaction is required to be positive as much as it can be.

Lack of job satisfaction causes many organizational problems. It may affect employee
productivity and loyalty to the organization. Also, unsatisfied employees normally
spend much of their time thinking of leaving the service of the company instead of
thinking how to enhance the quality of their performance. Lack of job satisfaction is
also seen as a sign of poor people management which might harm the reputation of the
organization and reflects on its image and its ability to attract the kind of caliber

required for its operation, Aziri®®

Jamie and Greg®, indicates a social concern for job satisfaction as the work experience,
whether positive or negative, will have deep social impact on the life of the individuals.
Therefore, organizations are required, among other things, to cater for the social life of

their employee. Confirming the importance of the job satisfaction in hospital, Marina et

# Barbara Bigliardi, Alberto Ivo Dormio, Franscesco Galati, and Giovanni Schiuma, “ The impact of organizational
culture on the job satisfaction of knowledge workers” The international journal of information and knowledge
management systems, Vol. 12, No. 1, (2012), pages 36-37

8 Aziri B, “Job Satisfaction: literature review”, Management Research and Practice, Vol 4, No. 4, ( 2011), pages 77-

86

% Jaime Cano, Greg Miller, “An Analysis of Job Satisfaction and Job Satisfier Factors Among Six Taxonomies of
Agricultural Education Teachers”, Journal of Agricultural Education, ( 1992), page 9
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al’?, postulate that hospital staff will not be in a position to fully meet the patient needs

if their own needs are well taken care of, thus endangering patient lives at some points

or at least serving them with the minimum degree of attention and care.

The number one reason for the importance of the job satisfaction as an area of study
comes directly from the fact that it concerns people working in the organization. Itis a
known fact that an organization is nothing but the people working in it and they
constitute its unbeatable competitive advantage. A happy worker is a productive
worker, and as such most organizations are forced to make efforts to introduce ways

and means that will add value to their staff, Shah et al®?

On a different dimension, Mucahit®, argue that job satisfaction is a vital factor in
implementing the concept of total quality. Total Quality depends, among other things,
on the commitment of both the employee, who does the job, and the management of
the organization, therefore, a dissatisfied employee will hinder the process of improving

quality in the organization.

According to Wadhwa et al*®, the importance of the job satisfaction has compelled both

researchers and practitioners to look for factors and variables that contribute to the

' Marina, K, Kaja P, Rein L. and Maie THetloff, “ The progress of reforms: job satisfaction in a typical hospital in

Estonia”, International Journal for Quality in Health Care, Vol. 16, No. 3, (2004), pages 253-261

% Syed Munir Ahmed Shah, Mohammad Salih Memon, Minhon K. Laghari. “The impact of Organizational Culture

on the Employees’ Job Satisfaction: A study of Faculty members of Public Sector Universities in Pakistan”.
Interdisciplinary Journal Of Contemporary Research in Business, Vol. 3, No. 8, ( 2011), page 847

% Mucahit Celik, “A Theoretical Approach to the Job Satisfaction”. Polish Journal of Management Studies, Vol . 4,

(2011), page 7.
o Daljeet S. Wadhwa, Manoj Verghese, DAlvinder S. Wadhwa. “A study of Factors Influencing Employee Job
Satisfaction — A study in Cement Industry of Chhattisgrah”, International Journal of Management & Business

Studies, Vol. 1, No. 3, ( 2011), pages 109-111
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enhancement of the satisfaction of their employees. Job satisfaction is a personal
feeling and what motivates one employee may not necessarily motivate another, as
satisfaction to some writers, is the state of mind of the worker. Therefore, there are
factors that relate to the employee and others that relate to the organization or the
work itself. These are called internal and external variables. Internal factors are
composed of things like feeling of independence, feeling of control, feeling of
achievement, feeling of association and belonging, self-esteem, and other similar
factors. External variables are those belong to the work itself or its environment such as

relationship with colleagues, high salary, good benefits and services etc.

According to James et al®®, job satisfaction factors are as different as the organizations
and the individuals in them. In order to judge on job satisfaction, researchers need to
look at a number of characteristics that compose a job. To them, variables like pay,
promotion, co-workers relations, company policy, supervision and customers are among

the ones that should not be missed.

The famous Job Characteristics Model (JCM) developed by Hackman and Oldham in
1976, as cited by Timothy and Ryan”® argue that “jobs that contain intrinsically
motivating characteristics lead to higher levels of job satisfaction”. This Model

identified five core characteristics, these are:

% James Boels, Ramana Madupallis, Brian R. and John A Wood, “Facets of salesperson job satisfaction”, Journal of

Business & Industrial Marketing, Vol. 22, No. 5, (2007), pages 311-321
% Timothy A. Judge and Ryan Klinger, “Job Satisfaction: Subjective Wellbeing at Work”. Journal of Applied

Psychology, Vol. 90, page 399
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1. Task Identity — the degree to which one can see his or her work from beginning to
end;

2. Task significance — the degree to which one’s work is seen as important and
significant;

3. Skill variety — the extent to which job allows one to do different tasks;

4. Autonomy — the degree to which one has control and discretion over how to
conduct one’s job; and

5. Feedback- the degree to which the work itself provides feed-back for how one is

performing the job.

According to the model, jobs that contain the above elements are most likely to be

motivating than others that do not.

The Society for Human Resources Management (SHRM), is the world’s largest
association devoted to the Human Resources Management. It Represents more 250,000
members in 140 countries, the Society serves the needs of the Human Resources
professionals and advances the interests of the Human Resource profession. Founded
in 1948, the Society has more than 575 chapters affiliated chapters in the United States,

and some subsidiary offices around the world ( www.shrm.com)®’. The researcher is

an old member of this organization.

This prestigious organization used to carry out an annual employee satisfaction survey

for the last 10 years, the latest of them was in the year 2012. In this survey, jobs

97
www.shrm.com
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satisfaction factors have witness some fundamental changes that are attributed to
social, economic changes or a change of the work place itself. For example, in last year
survey, only two factors remained among the top five contributors when compared to

those of 2002.

The Survey found the top five aspects of job that contribute most to the job satisfaction

are:

1. Opportunities to use skills and abilities;

2. Job security;

3. Compensation and pay;

4. Communication between employees and senior management; and

5. Relationship with immediate supervisor.

As seen from the above, this survey does confirm that factors contributing to job
satisfaction are changeable, from time to time, and from place to place and from gender

to gender.

The results of the job satisfaction survey mean much to organizations, as job satisfaction

is major contributor to achievement of the company overall objectives.

Having seen the historical development of the job satisfaction concept, its importance,
and the many factors that make it happen, one would ask a simple questions what is job

satisfaction.
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2.2.2 Definition of Job Satisfaction:

There is quite a debate on the definition of the job satisfaction. Some writers see it as a
feeling while other see it as a perception that have been formed due to the interaction
of many different influences, organizational, environmental, situational, etc. , while
other researchers see it as a gap between a perceived and expected outcome,

Stebbins®®

Despite its wide spread usage in literature and everyday life of organizations, and
among practitioners as well as academic circles, the term job satisfaction remains
controversial like most of the organizational behavior terminologies. In the following
pages, the most commonly cited definitions of the job satisfaction will be briefly

described.

According to McCormick and ligen®®, job satisfaction is an attitude or a belief which
describe a conscious state, and it is a “specific subset of attitudes held by organization
members. It is the attitude they have toward their jobs. Stated another way, is is their

affective response to their jobs”.

Aziri'®, argue that different researchers see job satisfaction from different angles, and
therefore have different approaches to it. He defines job satisfaction as” Job

satisfaction represents a feeling that appears as a result of the perception that the job

% Lloyd H. Stebbins, “An Investigation of Individual Job Satisfaction as an Outcome of Individual Perception of
organizational culture”, Unpublished PhD Dissertation, TUI University, College of Business Administration, 2008,

page

% Ernest J. McCormick and Daniel ligen, Industrial and Organizational Psychology, 8" edition, Unwin Hyman Ltd,
London, 1987 page 309

100

Op. cit, page 77
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enables the material and psychological needs”. To him, job satisfaction is an outcome of
many facets that result in meeting the employee material and psychological needs or

requirements.

According to the same source, Hoppock, defined job satisfaction as” any combination of
psychological, physiological and environmental circumstances that cause a person
truthfully to say | am satisfied with my job”. This definition implies that job satisfaction
is a function of many aspects put together to generate a feeling of satisfaction toward

one’s job.

Locke’s definition, as cited by Clark™®, has been regarded as classical reference for the
meaning of job satisfaction as he connects the idea of workers wellbeing back to the
idea of scientific management. He defines job satisfaction as” a pleasurable or positive

emotional state resulting from the appraisal of one’s job or job experience”,

Spector, another famous scholar in the field, as cited by Olorunsola'® defines job
satisfaction as “A cluster of evaluative feelings about the job”. He identified a number
of job related factors that affects job satisfaction, such as “pay, promotion, supervision,

benefits, contingent, rewards, and communication”.

101
102

Andrew E. Clark, “Job Satisfaction in Britain”, British Journal of Industrial Relations, 34:2 ( 1996), pages 189-217
E. O. Olorunsola. “ Job Satisfaction And Gender Factor Of Administrative Staff in South West Nigeria

Universities” Contemporary Issues in Education Research, Vol. 3, No. 10, (2010), pages 51-
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2.2.3

One more definition of the concept of job satisfaction comes from Kalleberg'®® who
defines it as “An overall affective orientation on the part of the individuals toward work

roles which they are presently occupying”.

The lack of consensus on the definition of job satisfaction is well articulated by

Golembiewski*®*

, Who argues that the issues with job satisfaction or motivation are not
only the lack of a comprehensive definition, but also the need for having an umbrella

concept or a theory that helps in understanding it.

Theories of Job Satisfaction

A review of the current literature on job satisfaction talks about two related and
interchangeable concepts. These concepts are the job satisfaction and work motivation
concepts. The researcher thought it would be better to clarify the relationship between
the two concepts. This is important because in the literature, motivation theories are

the job satisfaction theories.

105is” a label for

Work motivation, as defined by Campell and Pritchard, cited by Wanda
the choice to expend a certain amount of effort, and the choice to persist in expending

effort over a period of time”, while job satisfaction, as defined Alberta®®® is ” The result

of various attitudes possessed by an employee towards his or her job”. To the

103

Arne L. Kalleberg, “Work Values and Job Rewards: A theory of Job Satisfaction”, American Sociological

Association, Vol. 42, No. 1,(1977), page 126

104
105

Glowensiki
Wanda Roos, “ The Relationship Between Employee Motivation, Job Satisfaction, and Corporate Culture”,

South Africa Journal of Industrial Psychology, Vol. 34, No. 1, page 55

106

Alberta Yaa Graham, “ A survey of job satisfaction of senior staff of the University of Cape Coast”, Prime Journal

of Social Science, Vol 1, No. 2, (2012), page 12
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researcher, motivation is seen as the drive that makes one choose a certain job while,
satisfaction is the feeling of being happy doing that job, thus job satisfaction comes as a
result of the choices one makes. Also, motivation theories try to identify the personal
needs that are required to be fulfilled, and once they are, then job satisfaction happens
to varying degrees. Therefore, these concepts are interlinked, as motivation is the

effort to fulfill a need, and job satisfaction is how you feel filling that need.

Marina'?’, gave a good clarification on how researchers approached the topic of
motivation at the workplace. She argues that there are two prevailing streams, ones

that is “ top-down”, and the other is “bottom-up”.

The top-down approach is a management view point on what motivates an employee to
perform well in his or her job, it is an imposed approach on the employee, and this
school is well presented by Fredric Taylor (Taylorim), the “ Economic man” which holds
that people are lazy by nature, and they will only be motivated by money. This
approach deals with the employee as an “object” that needs to be managed from the

top neglecting the environmental conditions that surround him or her.

The bottom-up school of thoughts is more personalized and takes the employee himself
as the “subject” of study and focuses on the behavior of the human at work from a
more psychological view point in order to identify the satisfiers and dissatisfies. This

school is well represented by Elton Mayo and the Hawthorne studies representing the

107 Op.cit, pages 253-261
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“humanistic” approach to the management of people. This approach is now leading the

current and best practices of the management of the human resources in organizations.

Aslo, according to Saif et al'®, theories of job satisfaction are normally grouped into
Content and Process theories. Process theories like, Behavior Modification, Cognitive
Evaluation Theory, Goal Setting Theory as well as other similar theories, and Content
theories like Maslow’s Needs Hierarchy, Herzberg’s Two Factor Theory, McGregor
theory X & Y, and the like. Content Theories focus more on the identifying the needs
and the drives of the staff and how are they being prioritized by the employee. Experts
have acknowledged different types of needs like biological, psychological, and social
ones and categorized them in levels such as primary, secondary, and high needs that

require to be fulfilled in order to motivate an employee.

Following is a brief description of the three most widely cited ones in the field of job
satisfaction and will be discussed according to their chronological appearance in the

literature.

1. Maslow’s Hierarchy of Needs Theory — The Original 5-stages Model - (1943)
Maslow’s Hierarchy of Needs Theory founded 70 years back is still a dominant and
one of the most popular theories of motivation in the management and organization
behavior literature. The theory provided a conceptual framework to explain how

human needs are organized in ascending order beginning with the most crucial, the

198 s5ifuddin Khan Saif, Allah Nawaz, Farzand Ali Jan and Muhammad Imran Khan, “Synthesizing the Theories of

job-satisfaction Across the Cultural/Attitudinal Dimensions” Interdisciplinary Journal of Contemporary Research In
Business, Vol. 3, No. 9, (2012), pages 1382-1385
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physiological needs, the being needs. He based his theory on the concept of
deprivation, domination, gratification, and activation, which means that a needs will
dominate when the person is deprived from it, and once it is relatively met, then it

paves the way for the next higher one to appear and dominate, and so on, Wahba

and Bridwell*®

110
d

According to Mcleod™™, the hierarchy of needs have once been called the theory of

5 stage or needs; the physiological, the safety, the belonging, self-esteem, and self-
actualization, but in the year 1970 Maslow extended his theory to include three
more needs, the cognitive, aesthetic, and the transcendence needs. This study

focuses on the original 5 needs, as shown in the following figure.

Figure 5: Maslow’s Hierarchy of Needs

s
/
/
Self

Actualization

Esteem:
Need for Prestige

Higher Order needs Social:
The need to develop close associations

Safety:
The need for protection

Lower order needs:
Physiological: the need for food, clothing, shelter, sex, etc

Source: Worlu, Rowland E. K, “ The Validity of Herzberg’s Dual-Factor Theory on Job Satisfaction
of Political Marketer” African Research Review, Vol. 6, No. 24, (2012), page 40

Mahmoud A Wahba, Lawrence G. Brdiwell. Maslow Reconsidered: “A review of Research on the Need
Hierarchy Theory”, Organizational Behavior and Human Performance, Vol. 15, (1976), page 515

MclLeod, S. “Maslow’s Hierarch of Needs”. Simply Psychology. Retrieved from
www.simplypsychologoy.org/maslow.html. 23/7/2013

76


http://www.simplypsychologoy.org/maslow.html

The beauty of Maslow’s theory is that it tried to describe the life of a human being like a
journey starting by the basic and concrete needs to the most abstract and divine ones.
This theory gives an interpretation for the life mission theory that argues “man has a
huge and fundamental talent that can be realized both in private and professional life”,
and the theory further argues than once we know what are our needs are, then it
becomes own responsibility to fulfill them, thus having a plan of life based on this
theory. Maslow believed that the happy person is the one who is able to fulfill the eight

needs, but very few have succeeded.

111

According to Maslow "7, the 5 need are:

1. The Physiological Needs:
The Physiological and sometimes called the lower needs, are the basic drives,
such as hunger, thirst, sex. They are the most important of all, as individuals,
first in their life would all seek to gratify these needs, they would not be
concerned much with the safety, belonging, esteem and self-actualization needs.
Once they are relatively fulfilled, their strength start to decrease and they seize
to be a motivator any more.

The researcher argues that Maslow’s physiological needs, according to Islam, are
innate instincts (,}3‘)5) that people are born with; therefore, fulfilling them will

not be the responsibility of the company as there will be no company that

provides sex, for example, as a motivator or satisfier for its employees. Also, if

1 Abraham H. Maslow, Motivation and Personality, 2" Edition, Harber & Row Publishers Inc, New York, (1970),

pages 36-47
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an organization provides water and food would they be motivators? definitely
not.

The Safety Needs;

The Safety needs refers to security, stability, dependency, protection, and need
for structure, order, law and regulations. To gratify the safety need, an
individual requires a safe, orderly, predictable, and lawful world where he or she
can feel secured from human or non-human made disasters. In societies where
racial conflicts are dominant, like the case of Sudan, these needs have priority
over the belonging and esteem ones. Security comes next to physiological
needs, and once they are fulfilled their power or domination decrease and opens
the air for the next higher needs.

The Belonging and Love Needs;

The feeling for relationships with the people dominates at this stage, when the
physiological and safety needs are gratified. One will start to look for friends,
wife, an affiliation to a group, a family, a tribe, and so on. He or she would want
to be part of someone or some ones. The first two needs will now be easier to
accomplish or fulfill when the person is part of a group where food, sex, and
security are more of group activity than an individualistic ones.

The Esteem Needs;

It is quite natural that when people have fewer issues to do with their hunger,
sex, safety, and belonging, they strive more for a more abstract power that fills

them. Issues like confidence, high regard for one self, dignity, self-respect, for
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themselves and for others and by others. The Esteem need is more prevailing
nowadays in the western societies where there is no fear of hunger, or disorder.
The above needs are called “D-needs” or deficiency need as they occur when
there is a deprivation of a certain need.
5. The Need for Self-Actualization

This is the highest need in the first version of this theory. It simply refers to need
for the individual to become everything he or she can or is capable of becoming.
This need is called the “B-need”, the need for being as it maintains the individual
interest without feeling hunger or deprived of something, rather it increases
because the other four needs have well been met, and the person now wants to
stretch his potential to the maximum he or she can reach. One special
characteristic of this need is that unlike the other four, it has no end as the more

one gets, the more one wants.

Despite the importance and wide acceptance of Maslow’s Theory of Motivation, but has

. . ey e . . 112
also received its share of criticism. According to Francis

, This theory is not well
structured, and conceptually is not well integrated. Also, the theory seems too simple
and has not been tested and validated. The self-actualization concept lacks a clear

definition. He further confirms that Maslow himself confesses that his work might not

conform to the conventional psychological experimentation criteria.

2 Francis Helighen. “A cognitive-systemic Reconstruction of Maslw’s Theory of Self-Actualization”, Behavioral
Science. Vol. 37, (1992), page 39
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2.

Herzberg’s Two-Factors Theory (1959)

Herzberg’s Two-Factor, and sometimes called motivation-hygiene theory, has been
and still is one of the most well received theories of motivation in the literature.
Herzberg, in 1959, has conducted a semi structured interview with 200 engineers
and accounts to get an analysis of their feelings toward their jobs. This study was
carried in nine USA companies where employees were asked to describe the time
when they felt extremely good or bad about their jobs. Answers about good feelings
are considered to be related to job contents, and they are called, motivators. Bad
feelings are attributed to the reasons dealing with the job context- external factors,
and they are called, hygiene factors, Tech and Amna™*2.

Hackman'** contend that Herzberg Two-Factor theory is by far the most influential
theory of job satisfaction and work motivation. It argues that there are certain
factors inherent in the job itself that causes motivation, as well as certain factors
that are hygiene factors, and by themselves they do not motivate, but they prevent
dissatisfaction. By so doing, this theory has brought about what is called in the
human resource management “job design and redesign”. When managers look for
reasons to make their staff perform better they are actually referring to Herzberg

two-factor theory to design their jobs in way that motivates staff.

113

pages 73-94
114

Richard J.

Teck Hong Tan and Amna Waheed “Herzberg’s motivation-hygiene theory and job satisfaction in the Malaysian
retail sector:

the mediating effect of love of money”. Asian Academy of Management Journal, Vol 16, No. 1 (2011),

Hackman “Work Redesign and Motivation”. Professional Psychology, Vol. 11, No 3, (1980), page 447
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To the researcher Maslow has done one thing that is still valid today. If one wants to
know what motivates an employee, he simply needs to ask him or her. This is
bottom-up approach which has been described earlier.

One of the best papers that describe the motivation-hygiene theory is that of Tietjen
and Myers'*>, who postulate that the essence and contribution of Herzberg theory is
its argument that in order to know what motivates and employee you need to know
his or her attitudes by probing their state of mind to provide pragmatic information
about motivation.

To form or establish his theory, Herzberg originally wanted to answer three basic
questions. 1%, how can one specify the attitude of any individual toward his or her
job?, 2"% What causes these attitudes, and 3'd, what are the consequences of these
attitudes. Herzberg concluded that the starting point to motivate and individual is
to understand his attitudes, and ask him or her of what motivates them. From the
analysis of the questionnaires he designed the motivators, and the hygiene factors.
Maslow didn’t assume those factors, instead they were a result of the study he has
done and based on the answers to the three basic questions, he developed two
distinct sets of factors. One list of factors causes happy feelings or good attitudes in
the individual, and they are job related, they are intrinsic to the work itself, while the
other group of factors may not cause happiness, but their absence will contribute to
a state of dissatisfaction. These are external to the job but they constitute the

environment within which the job is being done.

5 Mark A. Tietjen and Robert M. Myers “Motivation and Job satisfaction”, Management Decision, Vol. 36,No. 4,

(1998), pages 226-231.
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The first group, which are called the motivators (job factors), include:
e Recognition;

e Achievement;

e Possibility of growth;

e Advancement;

e Responsibility; and

e Work itself.

The other group of factors, which are called hygiene factor ( external to the job) include:

e Salary;

e Interpersonal relations with supervisor; subordinates and peers;
e Company policy and administration;

e Working conditions;

e Factors in personal life;

e Status; and

e Job security.

In this theory, Herzberg argues that satisfaction and dissatisfaction are not two differing
ends of one continuum, but two different and distinct sets altogether. According to
Herzberg, as cited by the same source, the opposite of job satisfaction is not
dissatisfaction, but rather “no satisfaction”. Take the example of the availability of

transportation. If transportation is not available one day, for any reason, employees will
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be dissatisfied, that particular day, but the availability of it doesn’t bring job satisfaction.

These are two different things.

Figure 6: Herzberg Two Factor Theory

Extrinsic Factors (Hygiene) \

e Salary

e  Supervision

e  Relationship

e Policy

e Working Condition

>D Job Satisfaction
Intrinsic Factors (Motivator)

e Achievement
e Advancement
e  Work itself

e Recognition

e Responsibility _/

Source: Adapted from: Farhan Mehboo, Niaz A Bhutto, Sarwar M. Azhar, Fallahuddin Butt, “
Factors Affecting Job Satsifaction Among Faculty Members, Herzberg Two Factor Theory
Perspective: A Study of Shah Abdulatif University, Ind, Pakistan”, Asian Journal of Business and
Management Sciences, Vol. 1, No 12, page 4.

The two-factor theory of motivation has been exposed to some criticism. House and
Wigdor, as cited by Graham and messner''®, have criticized Herzberg on four levels.
First, the methodology followed to identify critical incidents that causes employees
feelings whether good or bad is not questionable. Second, rates are required to
evaluate the behaviors of respondents and this may result in rater contamination.
Third, there was no measure of overall satisfaction of job, and finally, the variable
contained in the situation was not treated in defining the relationship between the level

of job satisfaction and worker productivity. Also, this theory has been criticized on the

1% Michael W. Graham and Philip E. Messner “Principals and job satisfaction”, International Journal of Educational

Management, Vol. 12, No. 5, (1998), pages 196-202
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assumptions it made. It assumes that all employees are the same, all situations are the

same; and there is one best way.

In response to the last part of the criticism, the researcher argue that the theory didn’t
assume that employees are the same, but it said that in order to motivate an individual,
you need to understand his or her behavior, thus making each and every employee

different from one another. This theory is easily generalisable.

To Confirm the above statement, Worlu and Chidozie', in a study of the Nigerian
political environment, argue that this theory is a good alternative to Maslow’s one and
results of replicating Herzberg theory do support his assumptions in a totally different

employees, situation, and environment.

3. McGregor’'s X & Y Theory (1960)
At the Sloan School of Management, 5th Anniversary Convocation, Douglas
McGregor started the debate on how to manage the “human Side” of the
organization”. By so doing, he challenged the management of organizations to
reconsider the way it manages its people, thus putting the first brick in the human
relations school. He formulated his ideas and observations into a theory called X &
Y, which lately shaped a number of human resources management practices. In this

theory, McGregor argues that the management style of a manager is a function of

"7 Rowland E. K. Worlu and F. C. Chidozie, “The Validity of Herzberg’s Dual-Factory Theory on Job Satisfaction of

Political Marketers”, African Research Review, Vol. 6, No 24, (2012), pages 39-43
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his or her believes about their subordinates, and therefore, McGregor assumes that

there two sets of managerial attitudes dominating the work place, Heny and Arief'®

According to the same source, two different assumptions about managing people in

organizations shape their managerial style. If the management classifies its staff

according to theory X (authoritarian style), then their leadership style is

characterized by:

e Work organization, planning and decision making is the sole responsibility of the
management and workers has no participation into these organizational duties;

e People are centrally controlled and well directed and supervised and there is
little room for delegation;

e Motivation is the responsibility of the management;

e There is a lack of trust between management and its employees.

This is the top-down approach mentioned earlier.

When management classifies its staff according to theory Y (participative style, the

opposite view about people, and then the management will be more characterized

by:

e Decision can be delegated to employees at lower organizational levels;
e Employees are — by nature — cooperative and with the right kind of leadership,

they won’t be passive or resistant;

18y, Heny K. S. Daryanto and Ir. Arief Daryanto, “Motivational Theories and Organizational Design”, AGRIMEDIA

Vol. 5, No. 1, (1999), pages 56-63,
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e Employees have the abilities, the willingness to be productive, assume
responsibility, and are self motivated, the management role is to provide the
right environment for such qualities to dominate;

e Management can trust employee.

One best descriptions of the assumptions of McGregor Theory X and Y came from Ott**?,

who provided good record of Theory X and Y Assumptions as follows:

1. Theory X Assumptions:

e Management is responsible for organizing the elements of productive
enterprise- money, material, equipment, people, - in the interest of the
economic ends;

e With respects to people, this is a process of directing their efforts, motivating
them, controlling their actions, modifying their behavior to meet the needs of
the organizations;

e Without active intervention by management, people would be passive, even
resistant to organizational needs. They must therefore be persuaded, rewarded,
punished, and controlled. Their activities must be directed. This is management
task in managing workers;

e The average person is by nature indolent and works as little as possible;

e The average person lack ambition, dislikes responsibility, and prefers to be led;

119 Steven Ott, The Organizational Culture Perspective, Brooks/Cole Publishing Company, Pacific Grove,

California, 1989, page 156
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e The average person is inherently self-centered and indifferent to organizational
needs;

e The average person is by nature resistant to change;

2. Theory Y Assumptions:

e Management is responsible for organizing the elements of productive
enterprise- money, material, equipment, and people- in the interest of the
economic ends;

e People are not by nature passive or resistant to organizational needs. They have
become so as a result of experience in organizations;

e The motivation, the potential for development, the capacity for assuming
responsibility, the readiness to direct behavior toward organizational goals are
present in people. Management does not put them there. It is a responsibility of
management to make it possible for people to recognize and develop these
human characteristics for themselves;

e The essential task of management is to arrange organizational conditions and
methods of operation so that people can achieve their own goals by directing

their own efforts toward organizational objectives.

Ramesh and Che **°contend that Theory X and Y is an idea developed by McGregor and
appeared in his famous book “The Human Side of Enterprise” in the 1960. They

describe theory X as the style of management and leadership that dominated the

120 Ramesh K. M. Mohamed and Che S. M. Nor, “The Relationship between McGregor’s X-Y Theory Management

Style and fulfillment of Psychological Contract: A literature Review”. International Journal of Academic Research
in Business and Social Sciences, Vol. 3, No.5, (2013), pages 715-720
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management thinking as a result of the scientific movement school, where an
authoritarian style is required to control people and productivity, and it constitutes a
negative way of looking at and dealing with people. While on the other hand, theory Y
is the opposite of theory X it is built on a more positive thinking about people; hence the
leadership style that follows this theory is more participative. This theory sparks the
beginning of the human school of thinking on how to management “the human Side of

the Enterprise”. In Wall Street Journal, Murray*?, wrote:

“As an alternative to Theory X, McGregor offered up Theory Y, Which rests on these

assumptions:

e The expenditure of physical and mental effort in work is as natural as play and
rest.

e External control and threat of punishment are not the only means for bringing
about effort toward organizational objectives. Man will exercise self-direction
and self-control in the services of objectives to which he committed.

e Commitment to objectives is a function of the rewards associated with their
achievement

e The average human being learns, under proper conditions, not only to accept

but to seek responsibility.

21 Allan Murray , “To Motivate Staffer, Are Carrots Better Than Sticks” (2010) Retrieved from www.WJS.com,

10/8/2013.
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e The capacity to exercise a relatively high degree of imagination, ingenuity, and
creativity in the solution of organizational problems is widely, not narrowly,
distributed in the population

e Under the conditions of modern industrial life, the intellectual potentialities of

the average human being are only partly utilized.

In those six assumptions lie the roots of modern management. The goal is to create
conditions that make them want to offer maximum effort on their own. Unleashing the
imagination, ingenuity and creativity of your employees can multiply their contributions

many times over, simple stuff, but powerful consequences.

However, like most of the social sciences theories, theory X and Y has its limitations.

I'22 the essence of McGregor theory is that it emphasizes self

According to Porter et a
control and self-direction compared to organizational and system control over the
employee. This argument of self-control and self direction can’t be generalized in most
situations. There are positions, like the cashier for example, who normally holds big
amounts of cash money in his or her custody, and therefore, it would be risky to leave
the control for the employee to decide. Also, the situation where self-control or self-
direction is to exercise is not clear in McGregor theory X and Y. Another vital reason for

the self-control and self-direction to be exercised is that people are different, and some

may not be willing or able to practice self-control and self-direction, and take decisions,

122

Lyman W. Porter, Edward E. Lawler Ill, J Richard Hackman, Behavior in Organizations. McGraw-Hill, Inc,

Singapore, 1975, page 493
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2.2.4

or participate into those ones that concern their jobs. This inhibition may be as a result

of their past experience in life or in other organizations where they have been working.

The researcher has been a practicing manager for over thirty years, and | do confirm
that the issue of self-control and self-direction need to be on case by case basis and it
can’t be generalized. | had some of my managers, who are afraid of making decision of
their jobs, and always wanted to be guided or closely supervised. So, it all depends on

the situation, the employee, and the kind of job in hand.

To conclude, managers need to be careful when implementing theory Y on their staff
and answers the questions as to when- the situation, the who- the employee, and why-
the job is the kind of job | should leave it for the employee to exercise self control and

self-direction.

Measuring Job Satisfaction:

Job satisfaction is a well researched area in organizational management and theories. It
is assumed that lack of job satisfaction causes negative organizational outcomes on
organization performance, employee turnover, productivity, low morale and some other

. . . 12
organizational dysfunctions, Saane et al*®.
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N. van Saane, J. K sluiter, J. H. A. M Verbeek and M. H. W. Frings-Dresen , “Reliability and validity of instruments

measuring job satisfaction-a systemic review”, Occupational Medicine, Vol. 53, No. 3, (2003) pages 191-200
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According to Astrauskaite et al'**, despite much research on job satisfaction, but still
they areissues that need attention, among them is the many instruments acclaimed to
measure job satisfaction in the work place. Saane et al*®,in a systematic review of the
instruments measuring job satisfaction have identified 29 instruments being currently in
use. According to the same source, these instruments differ widely both in their

specialization, generalization, validity, reliability, industry and the like.

Lise and Timothy126

, argue that the two most extensively validated employee
satisfaction instruments are Job Descriptive Index (JDI), and the Minnesota Satisfaction
Questionnaire (MSQ). In addition to these two instruments, Ozkan et al**’ add another
two important instruments, the Need Satisfaction Questionnaire, which developed
according to Maslow’s hierarchy of needs theory, and one of the latest developed

instruments, the Job Satisfaction Survey (JSS) developed by Professor Paul Spector in the

year 1985.

Three of the above four instruments will be briefly described in the following pages,
these are the Job Descriptive Index (JDI), the Minnesota Satisfaction Questionnaire

(MSQ) and the Job Satisfaction Survey (JSS).

124

Milda Astruaskaite, Raimundaas Vaitkenicius, and Aidas Perminas , “Job satisfaction Survey: A confirmatory

Factor Analysis Based on Secondary School Teacher’s Sample”, International Journal of Business and Management,
Vol. 6, No. 5, (2011), pages 41-42

125
126

Op.cit, page 195
Lise M. Saari and Timthy A. Judge, “Employee Attitudes and Job Satisfaction”, Human Resource Management,

Vol. 43, No. 4,(2004) pages 395-407

127

Okzan, Tutuncu, and Deniz Kucukusta, “Relationship between Job Satisfaction and Business Excellence:

Empirical Evidence from Hospital Nursing Department” Journal of Comparative International Management, Vol. 9,
No. 2, (2006), pages 1-13
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1. The Job Descriptive Index (JDI)

It took 10 years of study for the researchers’ Smith and her colleagues in order to
develop and evaluate The Job Descriptive Index (JDI) which was completed in the
year 1969 when they wanted to develop a measurement tool for job and retirement
satisfaction and now is widely used in measuring job satisfaction, Price?®.
According to the same source, the JDI is among the very few measurements that

|129

have been subjected to the test of quality. Okzan et al™, explain that the JDI

includes factors such as type of job, remuneration, promotion, supervisory

management, and job associates. According to Jaime and Jamie'*

, the JDI measures
18 job items on a five-point Likert type scale, with responses starting from 1 (
strongly disagree to 5 ( strongly agree). Lise and Judge®!, have reported something
different on the number of items the JDI measure. They argue that the JDI assesses
5 job dimensions, pay, promotion, coworkers, supervision, and the work itself, and
they also confirm that the JDI is reliable and has been well validated. This point has

been confirmed by Ernest and Daniel who say that “the JDI is well developed and

used widely”.

Price’®, commented that “Smith and her colleagues have recommended that

researchers need to use 5 pages in order to administer the JDI, one page for each job

128

Price, James L, “Handbook of organizational measurement”, International Journal of Manpower, Vol. 18, No.

4/5/6/, (1997), pages 305-489
129 Op. cit pages 1-13

130

Jaime X. Castillo and Jamie Cano” Factors Explaining Job Satisfaction Among Faculty”, Journal of Agricultural

Education, Vol. 45, No. 3, (2004), pages 665-74
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Op. cit, pages 395-407

132 Op.cit, pages 305-489
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satisfaction dimension. The length of the scale has been cited as one of the major

limitations of The Job Satisfaction Index”.

The Job Satisfaction Survey (JSS)

Spector133

, the author of this instrument, argue that he has developed it for three
main reasons. First, there is a need to develop an instrument to cover the human
services industry as the instruments in use at the time have a number of limitations
which he wanted to overcome. Second, the JSS was intended to cover subscales in
the measurement of the job satisfaction, a dimension was also absent in the
currently used scales like the JDI. Third, he wanted to have a shorter scale in
comparisons to those in use.

According to Nor and Mansor™*, in their study of the occupational stress among
male personnel in one base of the Malaysian Navy, has described the JSS as a useful
instrument that included 36 items testing nine job factors, namely, pay, promotion,
supervision, fringe benefits, contingent rewards, operating procedures, co-workers,
nature of work, and communication.

Confirming the importance and usefulness of the JSS, Gholami et al'*

, gave three
reasons as to why they have chosen the Job Satisfaction Survey over other

instruments in order to carry their study. 1%, the JSS covers the sub domain of the

133

Spector, Paul, E “Measurement of Human Services Staff Satisfaction: Development of the Job Satisfaction

Survey”, American Journal of Community Psychology, Vol. 13, No.6, (1985), pages 693-713

134

Nor. L M. Bokti and Mansor A. Talib ” A preliminary study on the Occupational Stress and Job Satisfaction

among Male Navy Personnel at a Naval Base in Lumut, Malaysia”, vol. 2, No. 9, (2009),page 302.

135

Gholami, F. M., Talebiyan D, and Mohammadian M ” Reliability and validity of “ Job Satisfaction Survey”

guestionnaire in military health care workers”. Iranian Journal of military Medicine, vol. 13, No. 4, (2012), pages

241-246
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job satisfaction, a value that is not found in similar instruments. 2" the JSS, unlike
most of the prevailing instruments it relatively uses smaller number of questions
covering more field. Finally, the JSS uses Likert type scale with 6 options given to the
respondent while other instruments use the typically traditional likert type scale
with only five options. This scale gives wider choice for the replier than other
instruments do. According to the source, the reliability and validity of the JSS
guestionnaire are very satisfactory in measuring job satisfaction in the military
health care staff.

The Minnesota Satisfaction Questionnaire (MSQ)

According to the Psychology Dictionary™®, the Minnesota Satisfaction Questionnaire
(MSQ) “is a questionnaire which examines the level of job satisfaction work has, first
developed by the University of Minnesota but now used across the Country”. It got

the name after the place where it has been developed, the University of Minnesota.

’” adds that the MSQ has been developed by researchers working in a

Stanley13
program called “Work Adjustment Project” which started in the year 1957 by Weis,
Dawis, England, and Lofquist and based on a theory called “work adjustment”.
According to the same source, the MSQ measures both intrinsic and extrinsic job

factor, based on Maslow’s theory of motivation. Also, the MSQ has two forms, a long

one an short one. The long one consists of one hundred items in a Lkert type

1
137

3 www.psychology Dictionary.com
Stanley, Peter Waskiewics, “Variable that Contribute to Job Satisfaction of Secondary School Assistant

Principals”, Unpublished Doctoral Thesis, Virginia Polytechnic Institute and State University, ( 1999),pages 52-55
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format. Price®®

explains that the short format of the MSQ measured the job
satisfaction for people from the district of Minneapolis-St Paul area selected from
different professions, namely, assemblers, clerks, engineers, janitors-maintenance
men, machinists, and salesmen and it consists of 20 questionnaire items on Likert

type scale. Fiona and Alan®™*®

argue that the MSQ has been widely used in
management research and more appropriate for a wide range of research
application in empirical studies. They confirm that the MSQ have been tested and
proved to be acceptable, and is also simple format and easy to administer, the short

form only takes 5 minutes to fill while the long form takes about 15-20 minutes to

fill.

The researcher will use The Job Satisfaction Survey (JSS) for the purpose of this research.

This section of the literature review has covered the importance, the development, and
measurement of the concept of the job satisfaction and briefly described each of the
above dimensions in order to build a strong argument of its importance, and why should
it be taken serious both at the research and practice levels. Being a human resources
manager, general manager, director, and a consultant in this field for almost thirty years
now, | can easily confirm that the Sudanese private and public sectors do not take the
issue of job satisfaction as serious as it should be. 1 have once suggested to my
managing director to carry such an exercise he said “Do open the door against us”. He

already knows that his employees are not satisfied, but he doesn’t want to confess and

138 Op.cit, page 15

Fiona Edgar and Alan J. Geare ” Employee voice on human resource management” Asia Pacific Journal of
Human Resources, 43: (2005), page 361
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confirmed it. In the best run organizations, employee satisfaction is a major key

performance indicator (KPI) of the person who is running the organization.

2.3 Customer Satisfaction:

According to Jan and Ander**, economies are determined by the driving force of the
demand of the people; therefore, efforts focusing on customers, the people who buy
and use the products or services, are essential. In the vast growing global economy and
the severe and intense competition as a result of the virtual marketing across borders,
the attention to customer issues is becoming even more important than any time
before. This situation called for studies to seek new approaches and methods to take
business firms to leading positions in their markets. Among these approaches and

methods is the notion of customer satisfaction.

Kottler and Levy141, famous gurus of marketing, argue that the issue with the idea of
“customer satisfaction” is which customer?. Organizations serve many customers, like;
employees, suppliers, consumers, stakeholder, shareholders, etc. Although all are
important, and the company need to strike a good balance among those diverse group
of customers, but the commonly used term “ customers” means to many organizations,

those who buy the product/ or service.

140

Jan A. Eklof and Anders Westlund, “ Customer Satisfaction Index and its role in Quality Management”, Total

Quality Management, Vol. 9, Nos, 4 &5, (1998), page 580
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Philip Kotler and Sidney J. Levy, “ Broadening the Concept of Marketing”, Journal of Marketing, Vol. 33, No. 1,
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Michael and James'*?

, the authors of “Re-engineering the Corporation”, explain that
organizations need to redesign their processes to meet customer requirements in an
effort to make customers happy with what they buy. There is no such an idea like “ the
customer”, instead, “ this customer”, customers are becoming so demanding to their
own individual terms and conditions, thus the power of the market has now shifted
from the producer to the consumer. They state that “consumers expect and demand
more; because they know they can get more. Technology, in the form of sophisticated,
easily accessible data bases, allows service providers and retailers of all kinds to track
not only basic information about their customers, but their preferences and
requirements, thereby laying a new foundation for competitiveness”. In support of the
above, Emrah'®, refers to the practice under the concept of total quality management
is defined as “the culture of an organization committed to customer satisfaction through
continuous improvement”. Despite the fact that this “culture” differ greatly across
countries and industries, but business firms need to try their level best to satisfy the
need and the expectations of their customer regardless of their point of domicile. Total
Quality Management, however, has certain principles and guidelines which can be

operationalized in different organizational settings to secure greater market share in

order to enhance and increase their profits, and reduce their costs.
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Michael Hammer and James Champy, Re-engineering the Corporation, Nicholas Brealey Publishing Limited,

London, (1995), pages 18 & 19.
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An idea on the same line comes from Olga’** who contends that “Quality = customer
satisfaction”, as the consumer normally compares the quality he or she expects with the
actual one he or she experiences, thus if quality is not convincing, the consumer won’t

be happy or satisfied with the product or service and vice versa.

2.3.1 Developments and Definitions of the Concept of Customer Satisfaction:

Studying customers is an old idea which dates back to the beginning of the ninetieth
century when famous retailers moved from the “let the customer be aware” concept to
the “let the customer be satisfied”. This marked an enormous shift in the thinking of
the merchants, where the focus is not only to have an educated customer but a more

delighted one®®.

Later in the century, Kotler et al**® reversed the conventional organization charts where
customers are placed at the bottom of the organization structure. In their model, the
customer heads the organization in a clear indication that the customer runs the
company and everyone in it is there to serve him or her. The following figure shows this

concept.

Olga V. Krivobokova, “Evaluating Customer Satisfaction as an Aspect of Quality Management”, International
Journal of Social and Human Sciences, Vol. 3, (2009), page 283

Jonthan D. Barsky, World-Class Customer Satisfaction, Richard D. Irwin, Inc (1995), page 2
Philip Kotler, Kevin L. Keller, See H. Ang, Siew M. Leong, and Chin T. Tan, Marketing Management, 5t Edition,
Prentice Hall, Bangkok, (2009), page 132
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Figure 7: Reversed Organizational Chart
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Source: Biljana Angelova, “ Measuring Customer Satisfaction with Service Quality Using

American Customer Satisfaction Model 9ACSI Model)”, International Journal of Academic

Research in Business and Social Sciences, Vol. 1, No. 3, (2011), page237

The nineties have witnessed a leap development in the concept of customer satisfaction.
According to Thoresten and Alexander*®’, the evidence of this development is clear in the
design of the many customer satisfaction indices both at the industry and national levels. The
same sources goes on to say “Customer Satisfaction has developed extensively as a basic

construct for monitoring and controlling activities in the relationship marketing concept”.

" Thorsten Henning-Thurau and Alexander Klee, “ the Impact of Customer Satisfaction and Relationship Quality

on Customer Retention: A Critical Reassessment and Model Development”, Psychology and marketing, Vol. 14,
(1997), page 738
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William**® argues that “without customers there is no business”. He explains this
because there is an emerging new management philosophy that takes the lead and
pride in the quality of the services they provide and the customer care they render to
their end users. This change is brought about due to many reasons, like economic,
social and customer awareness of what he or she pays for. Customers are looking for

value for money, what | pay against what | receive.

One land mark of the development of the concept of customer satisfaction was the
launch of the American Customer Satisfaction Index (ACSI) in the year 1996, and was
gradually recognized by governments and companies alike within the United States of
America as well as worldwide, but the Swedish Customer Satisfaction Barometer was

developed first in the year 1989 to serve the same purpose’®.

Joan and Joseph15°, concluded, during their review of the literature on customer
satisfaction, that there is no unanimously accepted definition of this concept. The lack of
agreement on the definition of customer satisfaction poses a number of issues for
customer satisfaction research and Practice. 1%, each researcher needs to select his or
her own definition and justify it for his or her study, Z”d, the operationalization of the
definition will be subject to different views. Finally the results and interpretation of the
data will also going to be different. As a result, replication and testing of theories is

going to be a problem, as the definitions of the constructs composing the theory are not

William A. Band, Creating Value for Customers, John Wiley & Sons, Inc., Canada, (1991), pages V and VI.
Claes Fornell, Michael D. Johnson, Eugene W. Anderson,” The American Customer Satisfaction Index: Nature,
Purpose, and Findings”, Journal of Marketing, Vol 60, (1996), page 7

Joan L. Giese and Joseph A. Cote, “ Defining Customer Satisfaction”, Academy of Marketing Science Review,
Vol. 200, No. 1, (200), page 1.
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agreeable. However, their literature review revealed that there are commonly three

shared components in most revised definitions, these components are:

1. Customer satisfaction is a response (emotional or cognitive).

2. The response pertains to a particular focus such as expectations, product, consumption
experience, etc; and

3. The response occurs at a particular time (after consumption, after choice, based on

accumulated experience”.

Therefore, satisfaction is a process of three basic components, a response pertaining to a

particular focus determined at a particular time.

In this respect, Victoria®!, quoted two popular definitions: McDougal, according to her ,
defines customer satisfaction as “overall attitude towards a service provider”, while
Zineldin said that it is” an emotional reaction to the difference between what customer

anticipate and what they receive”.

Olga™?, defines customer satisfaction as “the sense of satisfaction that a consumer feels
when comparing is preliminary expectations with the actual quality of the acquired
product”. In this definition, Ogla argues that customer satisfaction is quality driven whether
it is a product or service. To the researcher, this definition is too narrow. Although there is
no doubt that quality is an essential driver of customer satisfaction, but it is not the only

factor that result in satisfaction.

1 Victoria Bellou, “ Achieving long-term customer satisfaction through organizational culture”, Managing Service
Quality”, Vol. 17, No. 5, (2007), page 510
152 .

Op.cit page 283
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According to Maria and Demenico™?, customer satisfaction can be defined as “a function of
the discrepancy between a consumer’s prior expectations and his or her perception

regarding the purchase”.

2.3.2 Importance of Customer Satisfaction and Factors Affecting It:

Deming, as cited by Muhammad and Tarig154 said” Customer-driven quality of service or
product is viewed as a success striving factor”. According to the same source, although
customers are not listed in the balance sheet of organizations, but considered by many
as an asset. Customer satisfaction, due to economic reasons, has become a goal for

companies in today’s competitive global markets.

I155, customer satisfaction is essential for business

To some writers, like Dawn et a
organization as well as non-business organization, like Non-government Organizations
(NGOs), at least for three major reasons. First, Customer satisfaction is one of the best
methods to evaluate the company product or service. Second, Customer judgment,
although sometime is subjective, is an important feedback for the product or service
provider. Third, customer satisfaction is most likely lead to customer loyalty to the
brand and thus would yield continuous purchases. In addition, the researcher adds that

customer feedback is an essential element in enhancing the features or price of an

existing product or service and in developing a totally new product or service. Research

153

Maria lannario and Domenico Piccolo, “ A New Satisfaction Model for the Analysis of Customer Satisfaction”,

Quality Technology and Quantitative Management, Vol. 7, No. 2, (2010) page 278
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Muhammad Maalik, Tarig H. Khan, “ Impact of Organizational Context on Key Determinant of Customer

Satisfaction in Banking Sector of Pakistan”, Interdisciplinary Journal of Contemporary Research in Business, Vol. 3,
No. 2, (2011), page 1055
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Dawn lacobucci and Amy Ostrom, Ken Grayson, “ Distinguishing Service Quality and Customer Satisfaction: The

Voice of the Consumer”, Journal of Consumer Psychology, Vol. 4, No. 3, (1995), page 339.
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and development departments rely heavily on customer measured expectations and

feedback as indicators of what is needed or required.

The importance of assessing and managing customer satisfaction is becoming one of
the best practices and one that “must-do” for companies in order to remain in the
competitive market or even alive. In the production line, it is extremely essential for
the company to analyze its product to identify elements that are  important to
customers.  This analysis is called the “importance-performance Analysis” and
is critical in effectively utilizing company scarce resources to the best benefit of both the

company and the customer®®.

Naik et al**’, explain that customer satisfaction has impact on the profitability of every
organization as when customer have good perception on the quality of the product or
service, they normally transfer their satisfaction to at least nine to ten people. It is
estimated, according to the same source, that nearly 50% of the American business is
built on the unofficial “word of mouth” that spread through customer to their
acquaintances. It has also been confirmed by Griffin, as cited by the same source, that a
meager or little increase in customer satisfaction can increase profit by not less than

25%.

156

Kurt Matzler, Franz Bailom, Hans H. Hinterhuber, Birgit Renzi, and Johann Pichler, “ The asymmetric relationship

between attribute-level performance and overall customer satisfaction: a reconsideration of the importance-
performance analysis”, Industrial Marketing Management, Vol. 33, (2004), page 271
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C. N. K. Naik, Swapna B. Gantasala, Gantasala v. Prabhakar, “ Service Quality (Servqual) and its Effect on

Customer Satisfaction in Retailing”, European Journal of Social Sciences, Vol. 16, No. 2 (2010), page 234
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Reinforcing the importance of customer satisfaction, another confirmation comes from
Eugene et al™®, who confirm that organizations that achieve high customer satisfaction
reap high economic return. For example, in one company, an annual one-point increase
in customer satisfaction has resulted in a net value of 7.48 million US dollars over a

period of 5 years.

The importance of the customer satisfaction has firmly been argued by Robert and
William**® when they pointed out that in the past 20 years more that 15000 academic
articles have published in on the topic. According to one survey, over 90% of the
responding companies have indicated their reflection of the customer satisfaction in the
mission of their companies. The authors concluded by saying “Satisfying customers is

fundamentally a sound principle”.

Edwards*®, gave a number of points to guide companies to ensure good customer
satisfaction, he called these points as the “the basic rules for customer satisfaction”,

here is a brief description of the points.

1. Involve Top management
2. Know the customers;
3. Let the customers define what attributes are important;

4. Know the customers’ requirements, expectations and wants;

158

Eugene W. Anderson, Claes Fornell, and Donald R. Lehmann, “ Customer Satisfaction, Market share, and

Profitability: Findings from Sweden”, Journal of Marketing, Vol. 58, (1994), page 63

159

Robert A. Peterson and William R. Wilson, “ Measuring Customer Satisfaction: Fact and Artifact”, Journal of the

Academy of Marketing Science”, Vol. 20, No. 1, (1992), page 61
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18-19

Edwards, George, “ Keeping Customer Satisfied”, International Journal of Marketing”, Vol. 6, No 2, (2010)pages
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5. Know the relative importance of customers’ decision criteria;

6. Gather and trust the data;

7. Benchmark the data against the competitors’ , and identify the competitive
strengths and weaknesses;

8. Develop cross-functional action plans that enhance strengths and correct
weaknesses;

9. Measure performance continually, and spread the data throughout the firm;

10. Be committed t o getting better and better and better

It is quite evident from the above literature citation, and a lot more that exceeds the
scope and interest of this section, that customer satisfaction is by no means a luxury for
companies to do or not to do. It is a “must-to-do” exercise for companies and
governments alike. The question now is what are the factors determining or affecting
customer satisfaction?. In the following pages, the researcher will cast light on some of

these dimensions.

Although there is no commonly agreed list of customer satisfaction drivers, as factors
affecting this differ largely from industry to industry and from place to place and the

like.

However, there are common shared concepts among different writers in the field. of
the commonly used dimensions will briefly be discussed here, and in order to minimize
repetition, the researcher will provide summary of the three major sets of these of

dimensions, which are also overlap with one another.
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The work of Parasuraman et al*®!, is considered by many as the pioneer work that provided
a list of common drivers for customer satisfaction regardless of the type of service or
product. They argue that these factors fall into ten key categories that describe the

attributes of customer satisfaction. Here is a summary and definitions of these constructs.

1. Dependability:

This factor means that the organization need to be consistent in performing the service
right the first time and is trustworthy, it is reliable, and there when needed. This
dimension involves the accuracy of billing, records keeping, and delivering the service in
the appropriate time and place.

2. Responsiveness:

This refers to the willingness of the company personnel to provide the service in a timely
manner and this involves giving quick service without loss of time, quick feedback to the
customer when needed, and issuing of slips or invoice without delay.

3. Competence:

Competence normally concerns the front and back office personnel and the degree of
knowledge, skills and attitude with which they serve the customer.

4. Access:

This factor involves the easiness of acquiring or buying the service and its availability to
customers. The service can be provided by phone, i.e. lines are not always busy or hard

to access, customer normally get attended to rather immediately, minimal waste of

181 A Parasuraman, Valarie A. Zeithaml, Leonard L. Berry,” A Conceptual Model of Service Quality and Its

Implications for Future Research”, Journal of Marketing, Vol. 49 (1985), pages 46-47
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time on hold; waiting time to receive a service in a queue like banks or supermarkets;
operations hours are appropriate to most customers, i.e. like 24 hours operations;
locations of the product or service is also accessible to most of interested customers.

5. Courtesy:

Courtesy is important as it shows the politeness, cleanliness and friendliness of the
contact personnel like receptionists, telephones, and the way they receive, treat and
cater for customers. This leaves a lasting impression on customers as they build
personal relations with contact personnel. Customers take emotions back with them,
not only their purchases.

6. Communication:

This is one of the most effective dimensions in customer care and retention. It deals
with handling customer in the language they prefer and understand, i.e no jargon, just
simple warm words can play miracles. Also increasing the level of sophistication with
the elite group of customers and come down to earth with the normal ones.
Communication is vital because it involves softly and nicely educating the customer
about the service, how must it costs, how it operates, how problems may be handled.

7. Credibility:

Credibility means a lot to many customers. It involves whether or not customers will
trust or believe the company represented by the person they deal with; the degree of
rapport they build with the contact person; the company name and reputation is of vital
importance to customers. Customers nowadays want to deal with brand names,

companies that built to last in order for them to trust the service or product continuity.

107



8. Security:

This is the personal and physical security of the customer; the confidentiality of the
information he or she reveals or his financial security. The personal security example in
the Sudan is with the teller machine of some banks and in some areas of the capital for
example. Few customers will be willing to use the ATM (Automatic Teller Machine) if
the security person is not present there at the machine. There is a fear of robbery and
even murder in some parts of the Sudanese capital, especially so in the outskirts of the
city.

9. Understanding/Knowing the customer:

Understanding the customer involves personalizing the deal with him or her. Front line
personnel need to pay individualized attention to each and every customer and seek to
cater for his specific needs, giving choices, showing places, recognizing regular
customers and calling them by names, rendering special kind of help to people with
special needs or disabilities. This is again an emotional experience that the customer
will take home with him or her. Purchases get finished, but such a personal experience
gets lasted for long.

10. Tangibles:

The last factor, according to Parasuraman and his colleagues, is the tangibles. This
feature includes things like the physical location of the facility; appearance and elegancy
and tactfulness of the personnel; the availability of the tools and equipments used to
serve the customer, i.e. trolleys, loading/unloading equipments; tags on the shelves;

and the like.
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It is worth mentioning that the authors confirm that these factors may overlap in some
areas, and they do not constitute an exhaustive list. The authors themselves, in a 1990
study, as cited by Naik et al'®® have brought these determinants to only five, the
Tangibles; the Reliability; the Responsiveness; the Assurance; and the Empathy. These
are the factors; the researcher will investigate when measuring the customer

satisfaction for the purpose of this study.

Confirming what has been said before, that there are numerous drivers depending on
many variables like country, industry, age, and the like, Manish and Sima®®®, provided

only five dimensions or determinants of customer satisfaction, namely:

1. Physical Aspect:
This refers to physical layout of the store or the selling place, and its appearance.
Retails outlets need to be spacious, with convenient parking space, and good looking
and clean environment.

2. Reliability:
Reliability means that outlets keep their promises, especially those advertised for, like
price deductions, and do things right the first time. Front line staff needs to avoid
arguing with customers and try to prove them wrong.

3. Personal Interaction:
Contact personnel need to be polite; neat, personalize the service, helpful, and instill

confidence and trust in customers and they serve the customer with passion.

162 Op.cit, page 233

Manish Madan and Sima Kumari,” Determinants of Retail Customer Satisfaction: A study of Organized Retail
Outlets in India”, Delhi Business Review, Vol. 13, No. 1 (2012), page 119
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4. Problem Solving:
Store personnel are competent and authorized to immediately attend to customer
complains like handling returns or exchanges.

5. Policy:
The company or the store, in this case, should have a clear policy on shopping; quality of

the goods or services they sell; the operating hours etc.

It is noticeable to the researcher that except element number five, the other first four
drivers are almost identical to those of Parasuraman and his colleagues referred to

before.

d*®* in a recent article this

One last citation in this part comes from Jayshree and Ahma
year (2013). In this study the authors have provided eight determinants of customer
satisfaction. Again, some of these are overlapping with the previously quoted ones

either in the name of the factor; its meaning or both but he added a new dimension as

well. The eight factors are:

1. Tangibility:

This driver like Parasuraman last factor, it means that the service should be
individualized by giving the customer special attention, while employees behavior
toward customers need to be with trust and builds confidence. Also the physical
facilities need to be appealing to the customer, and the transactions should be error

free.

164Jayshree Chavan, Faizan Ahmad,” Factors Affecting On Customer Satisfaction in Retail Banking: An Empirical
Study”, International Journal of Business and Management Invention, Vol. 2, No 1, (2013), page 58
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2. E-Fulfillment:

This is a new dimension and it deals with e-shopping, i.e internet on-line shopping.
Customers who deal through the internet require employees to be available online to
answer queries promptly and customer feel that their transactions are safe and
trustworthy.

3. Convenience & Availability:

Convenience and availability factor speaks, for example, about the spread of the ATM (
Automatic Teller Machine) in different locations including remote areas, and the
appropriateness of the operating hours to different type of customers, i.e. those who
work late.

4. Accuracy:

The Company needs to keep its promise and deliver business transaction according to
certain times and dates, while providing non-conventional services like on-line or phone
banking with a high degree of correctness and promptness.

5. Responsiveness:

Here, responsiveness is reflected in the elegance and neatness of the frontline
employees and their readiness to attend to customer queries on time. ATM services, for
example, need to be provided on a 24 hours basis in a swift and easy way.

6. Empathy:

This factor relates to treating privileged customers separately, not with the crowd. This

category of customers is highly demanding and each has specific needs to be met,
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therefore employee servicing this type of customers should be well selected and well
trained.

7. Promptness:

Services provided to customers need to be delivered without waste of time. Contact
employees should know exactly how to perform and discharge their duties. When we
apply this factor to the Sudanese market, one would argue with confidence, and as a
result of many personal experiences, that it is totally lacking. Sudanese, in general, in
the service industry, serve the customer with less attention and with a noticeable
degree of recklessness.

8. Personal Assistance:

Personal Assistance factor reflects in employees having the business acumen and
tactfulness to answer customer queries while convincing customers that the company is

investing in the latest technology relevant to its business.

The above three cited articles on the determinants of customer satisfaction and the
similar ones in the literature have been criticized by Robert'®® on different fronts, like
the similarities and differences of the constructs that are thought to bring about
customer satisfaction. The following points explain his view on the debate currently
happening in this area. Customer satisfaction is build around meeting the expectations
of the customer, but it has been proved by a number of researchers that determinants

of customer satisfactions have multiple facets and can’t be easily listed and generalized.
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Robert Johnston,” The Determinants of service quality: satisfiers and dissatisfiers”, International Journal of

Service Industry Management, Vol. 6, No. 5 ( 1995), pages 53-54
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The above studies are cases in point. Also, these drivers differ from one industry to
another as customers of the banking industry, for example, have different expectations
from those in retailing industry for example. On the other hand, researcher themselves
kept adding or deleting to and from the same list they recommended in earlier studies.
Replications of these studies by different researchers confirm and some time
disconfirms the results of other researchers. For example, in a study carried out by
Johonston et al, as reported by the same author, was supportive of that of Parasuraman
but they recommended to add two more factors to the list and came up with a list of 12

dimensions.

As can be understood from the literature review, customer satisfaction largely depends
on the expectations of the customer; it is a culture driven thing at the national,
personal, industry, geography or race levels. For example, one would solidly argue that
customer expectations in the Sudan, for the same service or product, is different from
those in the Gulf and those in the Gulf are different from those in the West generally.
This is more clearly seen in the importation of cars for example where one finds the
same model of a car is different from one country to another in order to meet different
expectations of different people. Yet, the benefits of these studies can’t be neglected as
they provided a benchmark list to which a researcher may add or delete based on a

number of variable factors as we have seen in the previously quoted studies.

113



2.3.3 Models and Theories of Customer Satisfaction:

Customer satisfaction, as described in the latest section, is a popular topic in marketing
practices and academic research alike. As we have seen, there is no consensus neither on
the definition of customer satisfaction, or on its conceptualization. There are many models
and theories on customer satisfaction, the most popular three of them will be discussed
briefly in this section, namely, Kano model of customer satisfaction, Oliver expectancy

disconfirmation theory, and the three factors theory.

Kano Model of Customer Satisfaction:

According to Ting'®®, Kano’s model was developed by the Japanese professor Noriaki
Kano and his colleagues in the year 1984 and still is being used widely in different
industries. The model, describes three types of relationships between the degree of
customer satisfaction and their fulfillment levels. These attributes, as called by
Professor Kano, are the must-be, one-dimensional and attractive attributes. 1%, the
“must-be” attributes, are the most essential features of the product or service, and their
absence will cause customer dissatisfaction, but their presence doesn’t produce
customer satisfaction. Examples of such attributes are the major operating devices of
an electronic machine. Every customer will expect such a device to be attached to the
product; therefore, the customer will be unhappy if the device, like a remote control for

example, where as if it there, this will not lead to customer satisfaction. According to
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Ting Wang and Ping Ji, “ Understanding customer needs through quantitative analysis of Kano’s model”

International Journal of Quality & Reliability Management, vol. 27, No. 2 (2010), pages 174-175
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Hsin-Hung et al 16737 the one-dimensional attribute is relative to the quality of the
product or service. When the quality of the product or service is high, so will be the
higher the customer satisfaction, and when the quality of the product or service is low,
so will be the customer satisfaction. 3rd, Attractive attributes are the extra features that
attract customer to prefer one product or service over those provided by the
competitors. Such attributes like fancy colors, extra hand for carrying a device or folding
it, will produce more than expected customer satisfaction, but their absence doesn’t

cause customer dissatisfaction as they were not originally expected by the customer.

Figure 8: Kano Model:
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167 Hsin-Hung Wu, yung-Tai Tang, Jyh-Wdi Shyu,” An integrated approach of Kano’s model and Importance-
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(2010), page
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Source: Kurt Matzler, Hans H. Hinterhuber, “How to make product development
projects more successful by integrating Kano’s model of customer satisfaction into
quality function deployment”, Technovation, Vol. 18, No. 1 (1998), page 29
2. The Expectancy Disconfirmation Theory:

In their review and comparison of the current models of consumer satisfaction and
dissatisfaction, Sunil and Clark'®®, described this theory as the most dominating theory
in the customer satisfaction/dissatisfaction domain since the early 1970’s. It basically
assumes that “the consumer has preconceptions of the product or service attributes
and benefits he or she wants to reap. The post purchase or actual usage of the product
then will reveal to the consumer the real performance of the product or the real value
of the service”. According to this theory there are three expected results. 1%, if the
product proved to perform better than the perceived or expected performance, then
positive disconfirmation (happiness) occurs. In this case, there is likelihood that this will
lead customer satisfaction and reinforce customer beliefs and enhances or promotes
future purchase possibilities, and also improves the producer image by communicating
this feeling to friends and colleagues. 2" in case the consumer evaluation of the
product performance or service quality is lower than expected, then negative
disconfirmation (unhappiness) takes place. Negative disconfirmation normally weakens
the chances of repeated purchases and, as a result, the consumer may look for
alternative product or service with the competitors or service providers. The last

possible situation is when the performance of the product or the quality of the service

168 . . . . . . . .
Sunil Ervelles and Clark Leavitt, “ A comparison of current models of consumer satisfaction/dissatisfaction”,

Journal of consumer satisfaction, dissatisfaction and complaining behavior”, Vol. 5 (1992), pages 104 -106
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equals the perception of the consumer, then something called” simple confirmation”
(neutral) occurs. Here the consumer is not for or against the product or the service, but
still he or she might easily be attracted by the available alternatives when chance arises.
To the researcher, this is a pragmatic theory as most consumers do hold prior perceived
value of the product or service and then they compare their pre-purchase conception to
their post purchase experience and make a decision according to one of the three
possible results described before.
3. Three Factors Theory:
Johan and Kurt'®® gave a good description of the three factors theory of customer
satisfaction. According to them, this theory was originated in the year 2002 by Matzler
and Sauerwein imitating Herzberg 2-factor theory of job satisfaction. In their theory,
Matzler and Sauwerwein argue that there are 3 main satisfaction factors that companies
need to identify and design their policies accordingly. These are:
e Basic factors ( dissatisfiers).
Like those of Kano, these are the minimum required features of a product or service
that they are expected by the customer and their lack of fulfillment will lead to
customer dissatisfaction while their provision does not cause customer satisfaction.
These basic features are considered by the customer as prerequisites and taken-for-
granted. Their fulfillment or lack of it is directly related to customer satisfaction or

lack of it.

1% Johann Fuller and Kurt Matzler,” Customer delight and market segmentation: An application of the three-factor

theory of customer satisfaction on life style groups”, Tourism Management, vol. 29, (2008), page 117
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Excitement factors (satisfiers):

These are the factors or features that their provision increases customer
satisfaction. The level of performance on these factors causes customer satisfaction
as they are regarded as a necessity, but their absence does not cause customer
dissatisfaction. Excitement factors are not expected by the customer and their
provision supervises the customer and brings more joy and delight to him or her as
their expectations have been exceeded.

Performance factors ( hybrid):

Such factors may normally bring satisfaction if fully fulfilled or exceeded customer
expectations, but may also cause customer dissatisfaction when not properly or

170

adequately fulfilled. Matzler and Sauwerwein™"", the founders of the theory explain

that the performance factors can cause both satisfaction and dissatisfaction.

2.3.4 Measurement of Customer Satisfaction:

Measuring customer satisfaction is not a luxury anymore. It is about the company
performance; profit; and competitive advantage in order to achieve long term
survival growth and market leadership. Customer satisfaction, when properly and
timely monitored, it provides importance insights and signals regarding the product,
the service and the relationship of the customer with the company. It also gives

indications of the customer pre and post purchase behavior’*.
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According to Mathew and Christinem, customer satisfaction and its measurement
have caught the intention and interest of both academic and practitioners alike in
the last twenty years or so. At present, measuring customer satisfaction is a key
performance indicator of the company performance which allows benchmarking
with competitors and industry standards. The same author explains that, more than
200 American companies have participated in a 1994 survey to address customer
satisfaction assessment. The survey results show that 90% of the surveyed
companies indicated that they continuously measure, monitor and manage their
customer satisfaction and relations.

Emrah!”

, gave some good points as to why measuring customer satisfaction is
beneficiary to any business. 1%, it shows how good or bad are the business
processes geared to customers are working, and consequently where improves may
need to be made. 2", identify what type and magnitude of change, whether in
processes; quality; delivery; or other business areas need to introduced. Finally, it
allows management to be aware of their customer requirements and needs in order
to direct or redirect the business accordingly. The same sources goes on to add
“before measure something it must be known what will be measured and why. The
measurement program need to answer the, who, what, when, where, how and why

guestions that are essential for success”. The answers are:

o Who will measure customer satisfaction? The answer is everyone.
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o What must be measured? Everything and anything that affects customer.

o When must you measure? All the time.

o Where do you measure? Throughout the entire company and every process
that has effect on customer satisfaction and quality.

o How do you measure? Throughout establish performance standard and
criteria that are quantifiable to evaluate performance against numbers and
data.

o Why you measure? To learn how to improve quality and increase customer

satisfaction.

The American Customer Satisfaction Index (ACSI) is one of the internationally recognized
indices that measures customer satisfaction at the national and company levels,
although the American Customer Satisfaction Index (ACSI) wasn’t the first to be
designed, but it gained popularity quite quickly compared to other indices. For example,
Sweden built the first national level measurement system of customer satisfaction in the
year 1992, and the same American author built the American Index in the year 1996, yet
we find that the American Index is more widely used both in government and industry.
Both Indices have been developed by Dr. Fornell and his colleagues from the Michigan
Universitym. This model paved the way to many other measures in other western
countries like, German, Norwegian and Swiss in addition to a unified one for the whole
of Europe. According to the same source, almost all the Customer Satisfaction Indices

(CSlIs) are typical in measuring customer satisfaction, despite some minor variations due

74 Op.cit page 7
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to cultural characteristics of different nations; therefore, the American Customer
Satisfaction Index (ACSI), taken as a sample or a representative of all other indices, will

be briefly described below.

According to the ACSI website!’®

, “the American Customer Satisfaction Index is an
independent national benchmark of customer satisfaction in the quality of products and
services available to household consumers in the United States. The ACSI benefits
business researchers, policymakers and consumers alike by serving as a national

indicator of the health of the US economy, and as a tool for indicating and enhancing

the competitiveness of individual firms and predicting future profitability”.

The Business Dictionary176 defines the American Customer Satisfaction Index as”
relatively new (released in October 1994) economic indicator that measures the
satisfaction of the US household customers with the quality of goods and services (both
local and imported) available to them. It divides goods and services into seven
segments: (1)finance and insurance,(2)manufacturing durables,(3) manufacturing
nondurables,(4)public administration and government,(5)retail,(6)services, and(7)

communication, transportation and utilities”.

Biljana and Jusuft”’

, explain that the American Customer Satisfaction Index (ACSI) is
designed to measure the national customer satisfaction on the quality of goods and

services across American companies. It is the only consistently used measure across-

75 www.ACSl.com About ACSI, retrieved, 25t August, 2013.

6 www.BusinessDictionary.com retrieved, ZOth, October, 2013.
77 Op.cit pages 241-243
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industry and government. Currently, it is being used across 39 industries, 200 private
sector companies, two types of local government services, and the US postal service.
The ACSI is a weighted average of three questions that measure overall satisfaction,
satisfaction compared to expectations, and satisfaction compared to “ideal”
organization. As shown in the below figure, the ACSI, being a cause-and-effect model,
with the drivers (causes) on the left side, the perceived quality, the customer
expectations, and the perceived value, while satisfaction sits in the middle of the model,
and the outcomes( the effects), are on the right side of, the customer complaints and

the customer loyalty.

Figure 9: The American Customer Satisfaction Index Model

Perceived Customer
Quality Complains

Perceived Customer Satisfaction

Value (ACSI)
Cust Customer
ustomer

Loyalt

Expectations yaity

Source: Biljana Angelova, and Jusuf Zekiri, “Measuring Customer Satisfaction with Service
Quality Using the American Customer Satisfaction Index (ACSI Model)”, International Journal of
Academic Research in Business and Social Sciences, vol. 1, No. 3, (2011), page 241
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The same authors state that the factors in the ACSI model are measure by several
guestions to evaluate their importance. These factors are the perceived quality, which
the most important factor in measuring the overall satisfaction and it looks at the recent
experience with the market; the perceived value, which the relative value of the product
or service compared to its price or cost., and finally, the customer expectations, which
evaluate the customer anticipation of the quality of the product or service both pre and

post purchase experience.

Despite its wide popularity, the American Satisfaction Index has been less criticized
compared to similar tools. Johnson et al'’® have raised some points that the ACSI have
missed. 1%, the model doesn’t accommodate or have a place for the word-of-mouth
(WOM), when positive it does has profound impact on customer satisfaction. 2"
according to the model, complains are consequences of satisfaction while it may be
considered as a driver rather than a result. Third, quality and value affect customer
loyalty in a direct way as they are prime source of customer satisfaction. In the model
these factors are affected by the cumulative satisfaction index. 4™ the link between

quality and value has no theoretical support.

However, the American Customer Satisfaction Index will remain as leading tool in
measuring customer satisfaction both locally within the United States of America as well
as globally in other developed countries where most of them use it as the benchmark to

develop their own.

178 Michael D. Johnson, Anders Gustafsson, Tor W. Andressen, Line lervik, Jaesung Cha “ The Evolution and Future

of National Customer Satisfaction Index Models”, Journal of Economic Psychology, Vol. 5, No.2, (2011), page 15
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3.1

Chapter 3 — Research Methodology

This Chapter displays the research methodology that has been followed in studying
the research problem and its related aspects including the research population, the
sampling method and size, as well as the statistical methods used for the analysis of

the research data.

Research Design

Before deciding on what type of methodology the researcher will use, there are a
number of factors that need to be considered. These include time, efficiency and
effectiveness of the methodology to be selected. As this research is a descriptive and
correctional one, so the quantitative method is thought to be most appropriate for the
purpose of this study. This research used the questionnaire tool for the collection of
data. Questionnaires, as qualitative methods, have some major advantages over other

methods, some of these advantages include:

e Easyto apply and simple for the respondents to fill out;

e Cheap;

e Time saving;

e |t provides choices for the respondents to choose from; and

e The respondent fills the form at his or her own pace and time.
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3.2

3.3

Target Population

Population for the purpose of social science research has been defined in different ways
by different scholars. According to Amitav and Suprakash'’®, population is” an entire

group about which some information is required to be ascertained”.

This study explored a number of constructs on organizational culture, job satisfaction
and customer satisfaction as experienced and expressed by the respondents. There are
two groups of respondents in this study, the first group is the medicine manufacturing
factories, represented by the sales representatives of each factory, and the second
group is the pharmacies of the health institutions (government, private or non-
government organizations (NGOs) that buy the products of any of the three factories. In
other words, the factories have two groups of population, the internal customers
represented by sales representatives, and the pharmacies of the health institutions
represented by those who are authorized to buy the products of the factories on behalf
of their instuitions. The sales representative is the link between the factory and its

customers.

Sampling and Sample Size

One critical element in sampling the population is defining which source of materials
can be chosen. This source, termed” the sampling frame” is generally a container or an

official list of some form; such as list of factories in a city or state, a list of pharmacies in

179

Amitav Banerjee and Sprakash Chaudhury, “Statistics without tears: Population and Samples”, Industrial

Psychiatry Journal, Vol., 19, No. 1, (2010), page 60.
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one city or area, or health institutions in the locality. In this study, the list of the
factories and the list of Health institutions were provided by the concerned government
authorities in the Sudan. Factory lists have been provided by the Ministry of Industry
and the Registrar of Companies in the Khartoum State, while the list of Health
Institutions has been provided by the General Directorate of Health Services in the

Khartoum State as well.

To minimize sampling errors, the stratified random sample is used and the sample size is
determined, taking into accounts, two major factors that normally affect the sample
size. One factor is the variability of the population, and the other factor is the degree of
precision required in the results. For this research, the sample size is made up according

to the following statistical equation

-1

1 N-11] k
217%

“INTTN PQ
Where N=population size, P=population proportion, Q=1-p, k=desired level of
precision, Z is the value of the normal standard coordinate for a desired level of
confidence, 1-a.

Again, due to the characteristics of the population of this study, the simple
random sampling is thought of to be the most appropriate as there is high
homogeneity among the two populations as the two groups are mostly
graduates of school of pharmacy. In order to determine how many factories will

represent the Pharmaceutical Industry, the researcher applied the above
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3.4

statistical equation, and the result was 3 factories. Then in order to select the
three factories, the 19 operating factories were subjected to the SPSS, version
20, to randomly select the names of the three factories that represent the
industry.. The second sample, the health institutions, were also randomly
selected by the data collectors when distributing the questionnaire, on the
condition that the institution must be dealing with at least one of the three
factories, and the sample size for each factory must not be less than 30

participants.

Procedure:

After thoroughly researching the relevant literature, the researcher has chosen
to use three questionnaires forms to investigate the hypotheses of this study.
The selected questionnaires forms, namely, the OCAI, the JSS, and the CSQ, are
all based on sound theoretical backgrounds. Most respondents, speak and write
Arabic, so the researcher has translated the three questionnaires contents into
Arabic, and presented them to high level university professors and some
practitioners in the field for the purpose of ensuring the face validity of their
contents. Some important and valuable remarks were received and incorporated
into the final copy of the questionnaires.

Also, some meetings were held with the general managers of the three factories
to convince them with the rationale for the research and seek their confirmation

and permission to participate in the study. It was agreed, in these meetings, that
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3.5

the researcher will administer the questionnaires (the OCAI and the JSS) himself
in order to facilitate the process and answer any queries that might arise. The
researcher then held different meetings with the sales representatives of each
factory and explained the purpose and benefits of the study and ensured the
confidentiality of the information provided. In the same meeting, the researcher
has distributed the questionnaires forms to the sales representatives, 27 for
Factory 1, 26 for Factory 2, and 5 for Factory 3. Being small sample, all the
guestionnaires were distributed and collected the same day.

In order to distribute the customer satisfaction questionnaire forms to the
Health Institutions, a team of four data collectors was hired to distribute and
collect the questionnaires forms. Due to this practical method, 66
guestionnaires forms were distributed and collected. This operation continued

for 10 working days.

Instruments — Methods of Data Collection:

As discussed in Chapter 2, this study is descriptive and correlational one; therefore, it
requires a quantitative method to collect its data. Also, due to the scattered and
fragmented nature of the data, different sources and methods were used to collect
data. Primary data is collected through the use of questionnaire, while secondary data

was collected from its different sources within the government authorities.

Three instruments, translated into Arabic- using two questionnaire forms- have been

administered to collect data for this research. The organizational culture dimensions
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and job satisfaction facets have been merged into one questionnaire in order to make it
easy for the respondents and save their time. The respondents are the sales
representative staff in each factory. The second questionnaire form is the customer
satisfaction questionnaire designed for the customers — the medicine procurement
personnel in each health institution. Section one in each questionnaire form is designed
to collect data on the demographic variables of the sample, such as gender, age, level of
education and tenure. Below is a brief description of the three instruments and their

scoring methodology:

A. The Organizational Culture Assessment Instrument (OCAl):

The OCAI questionnaire consists of 24 items describing 6 domains (4 statements for
each domain) of the organizational culture. According to the Competing Value
Framework (CVF), these domains normally co-exist, to varying degrees, in any
organization, although one of them will be more dominant than others.
Respondents are asked to give a score for each statement ranging from 1 to 5 on a
5-point likert type scale. The respondent gives the higher score to the statement
that closely describes his or her opinion about the existence of the domain. The six
domains are dominant characteristics; organizational leadership; people
management; organizational glue; strategic focus and criteria for success.

The Original OCAl is scored out of 100, but the researcher opted to make the scoring
on a 5-point likert type scale for two main reasons. First, the original scoring,
according the official website of the OCAI, can’t be analyzed using the SPSS. The

second reason was to unify the scoring methodology throughout the study in order
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for the results to be homogenous and relate to each other. Respondents are asked
to rate their opinions as follows:
1. Never true;

2. Slightly true;

3. Partly true;
4, Mostly true; and
5. Completely true.

. The Job Satisfaction Survey ( JSS)

The Job Satisfaction Survey (JSS) contains 36 items covering 9 areas, namely,
satisfaction with pay, promotion, supervision, benefits, contingent rewards,
operating procedures, co-workers, nature of work and communication.

The JSS is scored on a 6-point Likert type scale. Respondents are asked to rate their
opinion on a scale from 1-6 as follows:

1. Disagree very much;

2. Disagree moderately;

3. Disagree slightly;

4. Agree slightly;

5. Agree moderately; and

6. Disagree very much
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3.6

C. The Customer Satisfaction Questionnaire (CSQ)

The Customer Satisfaction Survey (CSQ), consists of 42 items covering 5 dimension
of customer satisfaction, namely, Reliability; Responsiveness; Access; Competency;
and Communication.
The CSQ uses a 5-point Likert type scale. Respondents are required to explain or
express their opinion on a scale from 1-5 as follows:

1. Agree very much;

2. Agree;

3. Do not know;

4. Disagree; and

5. Disagree very much.
Respondents need to rate their opinion about the three factories in the same sheet.
This also thought of as a convenient way than giving the respondent three separate

guestionnaires, one for each factory.

Statistical Methods:

In order to test the hypotheses of this research, the Statistical Package for the Social
Sciences (SPSS) was used. This software package developed by the famous IBM
Company is proven and widely used in the social science research. Both its descriptive

and inferential statistics were used to analyze the collected data.
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3.6.1 Descriptive Statistics:

”n

Babbie and Mouton, as cited by Leigh'®®, defined descriptive statistics as
computations describing either the characteristics of a sample or the

relationship among variable in a sample.”

Descriptive statistics are presented in the form of frequencies, percentages,

means and standard deviations.

3.6.2 Inferential Statistics:

Babbie & Mouton, as cited by Leigh'®!, explained that the inferential statistics
are used to make judgments or inference about larger population from the data

a small sample drawn from the population.

Inferential techniques were used to determine relationships between variables
and whether differences among the variable exist or not. This research used the

following inferential techniques to test its hypothesis.

1. Pearson Product Moment Correlation
The Pearson Product Moment Correlation (PPMC) is defined by Anasatsi and
Urbina, as cited by Leigh'®?, as “a technique that considers the person’s
position in the group as well as his or her deviation above or below the group

mean”.

180 Leigh Zwaan, “ Assessing Organizational Culture in a Private Hospital in the Western Cape”, Unpublished Mini-

thesis”, 2006, page 63.
18 Op.cit, page 63
182 Op.cit, page 63
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The PPMC is normally used to assess the degree of relationship between the
dimensions of a survey.

The same author explains that the correlation coefficient could be perfectly
negative or perfectly positive. A value of -1 is a perfect negative correlation
while a +1 is a perfectly positive correlation.

Analysis of Variance (ANOVA)

According to Dominick and Derrick™®®, ANOVA, is a technique used to “test
the null hypothesis that the means of two or more populations are equal
versus the alternative that at least one of the means is different”. In this
study, the ANOVA analysis was used to determine whether respondent’s
perception to the culture traits in the three factors is significantly different or

not.
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Dominick Salavatore, and Derrick Reagle. Statistics and Econometrics, 2 Edition, McGraw Hill, 2002, page 92
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Chapter 4 — Data Analysis and Discussion

This chapter presents; analyses; and discusses the results of this study. The
chapter is divided into four sections. Section one presents and explains the
reliability of each instrument for each factory; the second part depicts the
statistics of the demographic variables of each factory in the study, these
variables include, gender, age, level of education, and level of
experience/tenure; section three highlights the results of the descriptive
statistics of the three variables in each factory which are organizational culture;
job satisfaction; and customer satisfaction. The last section concludes by the
showing correlations and means analyses between the same three variables
using correlational techniques such as Pearson, ANOVA, and t-test; and
regression analyses. Some graphics like pie charts will be used for more

illustrations where appropriate.

The Organizational Culture Assessment Instrument (OCAl), the Job Satisfaction
Survey (JSS), and the Customer Satisfaction Questionnaire (CSQ), are made of 24;
36; and 42 statements respectively. The 24 statements of the OCAI, are
distributed among 6 dimensions, like the Dominant Characteristics,
Organizational Leadership, Management of Employees, Organizational Glue,
Strategic Emphasis; and Criteria of Success. The 36 statements of the JSS are
made of 9 facets such as Pay; Promotion; Supervision; Fringe Benefits;
Contingent Rewards; Operating Conditions; Coworkers; Nature of Work; and
Communication where each facet has 4 statements to describe it. The CSQ 42
statements are made of 5 factors, like Dependability; Responsiveness; Access;

Competence; and Communication.
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Field Study

This study was meant to investigate the relationship between organizational
culture; job satisfaction and customer satisfaction variables in the
pharmaceutical industry in the Khartoum state of the Sudan. Initially, the
intention was to obtain a large sample that would better represent the private
and public sectors of the industry but some factories opted not to participate in
this study, therefore, this study is mostly representative of the foreign
investment sector and private/family business sector. This is because 2 out of
the 3 factories are of foreign investment type, while the third factory is a small

local/family business set up. The public sector is not represented in this study.

According to the records of the Ministry of Industry, the Pharmaceutical Industry
in the Sudan is a relatively modern sector. It started to emerge in the year 1961
with the inauguration of Chemical Industries Factory in Khartoum North, and
Nicholas Badrian Factory in Wad Medani. Both factories have soon stopped due
to high custom taxes. As of today, there are about 23 factories out of which 19
are operating including public; private; and the foreign investment sectors. The
World Health Organization (WHO) report in the year 2010 indicates that the ratio
of pharmacists to population in the public sector in the Sudan is 0.39/10,000.
What is rather more recent than the industry itself is the introduction of the
“sales representatives” job. In the recent past, customers used to go to the
factory and pick up their orders, but now a days sales representatives exert good
efforts to convince the customer to buy the products of their factory. This
situation may be because of two main reasons, 1%, the intensification of
competition, and entrance of the foreign companies into the Sudanese
Pharmaceutical market that lead to the reduction of sales, and Z"d, is that
Sudanese pharmacists are experiencing a change of perception about working

as sales persons.

135



The three factories that have randomly been selected for the field study are Al
Hikma Pharmaceutical (F1); Tabuk Pharmaceutical (F2); and CityPhama (F3). The
first two organizations (F1 and F2, are foreign investments, while the third one,
F3, is a small Sudanese family business. All of these factories are operating in
Khartoum State. Below is a brief description of each of them.

According to Ahmad*®, Factory 1 is a subsidiary of a large Jordanian
Pharmaceutical Group consisting of 28 facilities distributed in 12 countries
around the world, including Sudan. This group is considered the fourth largest

pharmaceutical group in London Stock Exchange.

This facility entered the Sudanese market in 1982 as drug importer and
distributor. It has two local agents, at the time, who are responsible for sales
and distribution of drugs. In 2011, the Company has started manufacturing
pharmaceutical products. This facility employs about 200 staff out of which 35

employees are in the sales department.

Factory 2, is a branch of a Saudi Pharmaceutical Company established in the year
1994 as a subsidiary of an international Pharmaceutical Group. In the year 2010,
the Group had an expansion strategy outside its home country, and Sudan was
chosen to be the first country to implement this strategy. This facility was
founded in 2010 when the Group bought an operating facility from another
foreign investment company. This facility contributed to the Sudanese
Pharmaceutical market by producing a number of pharmaceutical products like
life-saving drugs. This factory employs over 250 staff out of which 30 employees

are working in the sales department.
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Ahmed, Mustafa Anas, Examining The Success of Generic Pharmaceutical Industry: The case of Hikma

Pharmaceutical in Sudan”, Unpublished MBA Dissertation, March 2014
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Factory 3 is a fairly small local Pharmaceutical Company of family business
nature. It was founded in the year 1999 to produce high quality pharmaceutical
products for local and regional markets. It employs more than 50 Sudanese

staff, out of which 5 are in the sales department.

The Pharmaceutical industry has been chosen for this study for several reasons.
First, pharmaceutical industry produces medicines and other stuff that enhances
the quality of life of citizens. Once it has been said that the major three enemies
of all humanity are illiteracy, illness and poverty. To the researcher, illiteracy is
the poorness of mind and illness is the poorness of body, and poverty is the
result of both of them. Another fact is that poorness of mind follows the
poorness of body, hence comes the importance of health. The old sayings still
hold correct, “fit body, fit mind”, and “poor in mind, poor in money”. 2”d, drugs
are made by people for people. People are the means and the end at the same
time therefore; this industry is the most important of all industries. 3" the
enhancement of health, or lack of it, has a profound impact on the economic and
social aspects of every person and the society and life in its entirety. 4™ all
international efforts in establishing sustainable development in the
underdeveloped countries, start first by building a healthy and competitive
humans in the targeted countries. 5™ there are no similar studies tapping such

issues in this industry in the Sudan.

This study mainly hypothesizes that there is a significant statistical correlation, in
each factory, between the Organizational culture type; the overall job
satisfaction level of its staff (sales representatives in this study), and the level of
its overall customers satisfaction (Officers in the health institutions who are

responsible for procurement of drugs from the sample organizations).

Employees of each factory as well as its customers have been asked to fill out 3

survey instruments (questionnaires). These are, the OCAI developed by
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Professors Quinn and Cameron; the JSS developed by Professor Paul Spector,
both instruments have been extensively used in research to examine the
relationship between the culture of an organization and the overall level of
employees’ job satisfaction respectively. The third questionnaire is the
Customer Satisfaction Questionnaire, which is developed to measure the overall
customer satisfaction level for each factory. All these instruments have been

subjected to reliability tests.

4.1 Reliability of the Measurement Instruments:

A number of writers assert the importance of the reliability concept, among these
writers is Drost™®> who defines reliability as” the extent to which measurements
are repeatable — when different persons perform the measurements, on different
occasions, under different conditions, with supposedly alternative instruments
which measure the same thing”. The same author goes on to illustrate that there
are many ways and techniques to estimate the reliability of a scale, among the
most widely used techniques is the Cronbach Alpha coefficient. Also, there is no
agreement among the scholars on the level of acceptance of the reliability of an

assessment. Some like, Dawn and Adam?®®

argue that the Cronbach alpha
coefficient level ranges between 0-1, where 0 indicates no internal consistency and
| indicates the maximum degree of interrelatedness. In reality, the acceptance
level may range from 0.3 to 0.7 in some cases. This study used Cronbach Alpha
Coefficient to test the reliability of each of its instruments dimensions and
subscales. Tables from 1 to 3 show the reliability of each instrument for each
factory. Data for the three factories is presented in one table in order to

consolidate and minimize data. Only high and low scores of reliability is described

below.
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1.1.1

Reliability of the Organizational Culture Assessment Instrument:

Table 4.1 below shows Alpha Cronbach coefficient for the Organizational Culture
Assessment Instrument. For F1, the Alpha Cronbach coefficient ranges between
0.36 and 0.58, and for F2 the Alpha Cronbach coefficient ranges between 0.18
and 0.65, while for F3, it ranges between -0.07 and 0.74. Except for the market
culture for F2, F3, The entire reliability coefficient is within the acceptable level

of reliability.

Table 1 - Reliability of the Organizational Culture Assessment Instrument

1.1.2

Dimension/factory | F1 F2 F3

0.54 | 0.45 | 0.58

Clan

Adhocracy 0.58 | 0.59 | 0.21
Market 0.36 | 0.18 | -0.07
Hierarchy 0.39 | 0.65| 0.74

Overall Reliability | 955 | 056 | 0.53

Reliability of the Job Satisfaction Survey:

The below table 4.2 provides the Cronbach Alpha reliability coefficients of the
JSS facets for the three factories. The Alph Cronbach reliability coefficient for F1
ranges between 0.73 and 0.80 and for F2, the Alpha Cronbach reliability
coefficient ranges between 0.64 and 071, while for F3, it ranges between 0.49
and 0.73. The entire reliability coefficient is within the acceptable level of

reliability.
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1.1.3

Table 2: Reliability of the Job Satisfaction Survey

Job Satisfaction Facet | F1 F2 F3

Pay 0.76 | 0.67 | 0.49
Promotion 0.77 | 0.65 | 0.56
Supervision 0.76 | 0.69 | 0.77
Fringe Benefits 0.80 | 0.65 | 0.59

Contingent Rewards | 0.73 | 0.66 | 0.52

Operating Conditions | 0.80 | 0.69 | 0.76

Co-workers 0.77 | 0.69 | 0.69
Nature of Work 0.75 | 0.71 | 0.58
Communication 0.75 | 0.64 | 0.73
Overall Reliability 0.79 | 0.70 | 0.69

Reliability of the Customer Satisfaction Questionnaire:

The below table 4.3 indicates the Cronbach Alpha reliability coefficients for
customer satisfaction for each factory. The Alpha Cronbach coefficient for F1
ranges between 0.45 and 0.66 and for F2, the Alpha Cronbach coefficient ranges
between 0.65 and 0.74, while for F3, it ranges between 0.58 and 0.69. The

entire reliability coefficient is within the acceptable level of reliability.
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Table 3: Reliability of the Customer Satisfaction Questionnaire

Customer Satisfaction | F1 F2 F3
Factor

Dependability 0.59 | 0.74 | 0.58
Responsiveness 0.45 | 0.65 | 0.69
Access 0.55 | 0.72 | 0.50
Competence 0.66 | 0.70 | 0.58
Communication 0.52 | 0.71 | 0.69
Overall Reliability 0.61 | 0.75 | 0.66
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4.2 Population Statistics:

The tables that follow from 4.4 to 4.11 and their corresponding figures 4.1 to 4.8

present the population for the employees and customers of each factory. The

population variables, for both employees and customers, are the gender, the

age, the level of education and the level of experience/tenure.

1. Employees

A. Gender

The below table 4.4 indicates that for F1, the majority, almost (90%), n=27, of

the sales representatives are males, a bit more than 1/10th (11.1%), n=3, are

females, and for F2, little less than 2/3rd (61.5%), n=16 are males, and a little

more than 1/3rd’ (38.5%), n=10, are females, while for F 3 a little less than 2/3rCI ,

(60%), n=3,are males, and more than 1/3rd (40%), n=2, are females

Table 4: Distribution of employees by factory and gender

Gender

male

F1

F2

F3

-N

%

%

%

24

88.9

16

61.5

60

female

11.1

10

38.5

40

Total

27

100

26

100

100
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Fig (4.1) Distribution of employees by factory and gender
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B. Age

Table 4.5 below shows that, for F1 over half (59.3%) of the respondents,

n=16 are in the age group between 30-39, and a little bit more than 1/3

rd

(33.3%), n=9 are in the age group between 20-29, and for F2 more than

2/3™ (69.2%) , n=18 are in the age group between 20-29, while (30.8%), n=8

are in the age group between 30-39, while for F3 the majority (80%), n=4 are

in the age group between 20-29, and (20%), n=1is in the age group between

30-39.
Table 5: Distribution of employee by age
Age F1 F2 F3
N | % N | % N | %

20.00-29.00 |9 [33.3|18(69.2 |4 |80.0
30.00-39.00 |16 |59.3 |8 [30.8|1 |20.0
40.00-49.00|2 |7.4 |00|00 |O00]|O00
Total 27 1100 [26|100 |5 | 100
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C.

Level of Education

As shown in table 4.6 below, for F1, a big majority of almost 9/10" of the

sample (88.9%), n=24, are graduates and (11.1%)(n= 3 are postgraduates,

and for F2 a big majority (88.5%), n=26 are graduates, and (11.5%) n=3 are

postgraduates, while for F3, all the respondents (100%) , n=5 are graduates.

Table 6: Distribution of employee by level of education

Level of Education | F1 F2 F3

Postgraduates 3 |11.1(03|11.5|00 |00
Graduate 24| 88.9|23|88.5|05|100
High School 00|00 |00|00 |O00|O00
Total 27 | 100 | 26| 100 | 05 | 100
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Figure (4.3) Distribution of employee by level of education
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D. Years of Experience/Tenure

As evident from the below table 4.7 that for F1, well over % (77.8%) of

the respondents, n=21 have an experience between 1-5 years and for F2,

(14.8%), n=4 have an experience between 6-10 years, while for F3 the

majority (80.8%), n=21 have an experience between 1-5 years.

Table 7: Distribution of employee by years of experience

Years of Experience | F1 F2 F3
<=.00 1 (37 |3 |[11.5|00 |00
1.00 - 5.00 21177.8|21|80.8|5 | 100
6.00 - 10.00 4 |1148|2 |7.7 |00]|00
11.00 - 15.00 1 (3.7 |00[00 |00 OO0
Total 27 | 100 |26 | 100 |5 | 100
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2. Customers

A. Gender

The below table 4.8 reveals that for F1, over half of the respondents (54.5%),

n=31 are females and only (45.5%), n=26, are males, and for F 2 more than half

of the respondents (54.6%), (n=31)are females, and o (45.6%), n= 26 are males,

while for F3, over half of the respondents (52.1%), n=25 are females and a little

less than half (47.9%) of the respondents, n=23 males.

Table 8: Distribution of customers by gender

Gender

male

F1

F2 F3

-N

%

30

45.5

26 | 45.6 |23 |47.9

female

36

54.5

31 | 544 | 25|521

Total

66

100

57 | 100 |48 | 100

40 A

35 A

30
25 A
20 A
15 A

10 -+

H male

H female

F1

F2

F3
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Figure 4.5) - Distribution of customers by gender

B. Age

The table 4.9 reads that for F1, over half (57.6%) of the respondents, n=38 are in

the age group between 20-29, and (28.8%), n=19 are in the age group between

30-39, and only one respondent is in the age group between 50-59, and for F2,

most (57.9%) of the respondents, n=33 are with the age group between 20-29,

and (28.1%) of the respondents, n=16 are in the age group between 30-39, while

only one customer is in the age group between 50-59, while for F3, the customer

age distribution is that a little more than half (54.2%), n=26 are in the age group

between 20-29, while a little more than 1/3rd (33.3%), n=16 are in t he age

group between 30-39, while only one customer is in the age group between 50-

59.

Table 9: Distribution of customers by age

Age F1 F2 F3
20.00-29.00 | 38 | 57.6 {33 | 57.9| 26 | 54.2
30.00-39.00 |19 | 28.8 |16 |28.1 |16 |33.3
40.00-49.00|5 |76 |4 |70 |2 |42
50.00-59.00|1 |15 |1 |18 |1 |21
60.00+ 3 |45 (3 |53 |3 |63
Total 66 | 100 |57 | 100 |48 | 100
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C. Level of Education

As can be seen from below table 4.10 for F1, the majority (69.7%) of the
respondents, n=46 are graduates, and (28.8%), n=19 are postgraduate, while
only one respondent (1.5) is a higher school leaver, and for F2, the majority
(68.4%) are graduate, n=39, while, (29.8%) , n=17 are postgraduates, and only
one respondent (1.8%) is a high school leaver, while for F3 the majority
(70.8%), n=34 are graduates, and (27.1%), n=13 are postgraduates, and one

respondent (2.1%) is a high school Leaver.

Table 10: Distribution of customers by level education

Level of Education | F1 F2 F3

% N | % N | %
Postgraduates 191288 |17(29.8|13|27.1
Graduate 46 | 69.7 |39|68.4 34708
High School 1 |15 1 (18 |1 |21
Total 66 | 100.0 | 57 | 100 | 48 | 100
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D. Years of Experience/Tenure

As evident from the below table 4.11, the majority in each factory has between

1-5 years experience in their current job.

For F1, well over three quarters

(77.8%) of the respondents, n=21, and for F2, the majority (80.8%) of the

respondents, n=21, while for F3 all of the respondents (100), n=5

Table 11: Distribution of customers by years of experience

Years of Experience | F1 F2 F3
<=.00 1 (37 |3 |[11.5|00 |00
1.00 - 5.00 21177.8|21|80.8|5 | 100
6.00 - 10.00 4 |1148|2 |7.7 |00]|00
11.00 - 15.00 1 (3.7 |00[00 |00 OO0
Total 27 | 100 |26 | 100 |5 | 100
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4.3

Descriptive Statistics

Business organizations continuously face and confront operational challenges.
One of the most possible, but neglected reason, might be the organizational
culture type that dominates the firm. Recent research has confirmed the impact
the organizational culture has on organizational issues such as job satisfaction

and customer satisfaction levels.

This section of the Chapter presents the descriptive data that has been collected
through the questionnaires, and analyzed through the SPSS. The following tables
show the frequencies; means; standard deviations; ranks in order to indentify
the dominant organizational culture as well as the overall job and customer
satisfaction in each factory separately.

A. Organizational Culture Type

The below table 4.12 shows the dominant organizational culture type in each
factory. All factories are presented in one table to minimize and consolidate
data. The dominant culture is identified by the highest mean score as shown in
the below table. For F1, the market culture with a mean of 12.3 is the most
dominant culture, while for F2, the market culture with a mean of 13.27 is the
most dominant culture, and for F3, the Hierarchy culture with a mean of 15.4 is

considered the most dominant culture.

Table 12: Organizational Culture type

Organizational Type | F1 F2 F3

Mean | SD | Mean | SD | Mean | SD
Clan 9.7 2.3 1131 | 1.83 | 10.2 | 1.48
Adhocracy 104 |23 1238 |1.77 | 838 1.79
Market 123 |2.6|13.27 |1.64 | 114 | 251
Hierarchy 8.7 2.0|11.04 | 2.75 | 15.4 | 5.59
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B. Job Satisfaction Survey

1. Frequencies of Job Satisfaction Statements for the three sample

organizations

As can be seen from table 4.13 below, that 74.9% of the participants

agree very much that they feel a sense of pride in doing their job, while

55.2% of the participants disagree very much that the many rules and

procedures making doing a good job difficult.

Table 13: Frequencies of Job Satisfaction Statements

Statement | Disagree very Disagree Disagree Agree Agree Agree very
(*) much moderately slightly slightly moderately much
N % N % N % N % N % N %

1 29 50.0 15 25.90 4 6.90 3 5.20 |5 8.60 2 3.40

2 11 19.0 10 17.20 15 2590 |4 6.90 | 11 19.00 7 12.10

3 5 8.6 3 5.20 3 5.20 6 103 | 16 27.60 25 43.10
0

4 13 22.4 16 27.60 9 1550 |4 6.90 |5 8.60 11 19.00

6 10.3 11 19.00 7 12.10 13.8 | 10 17.20 16 27.60

0

6 32 55.2 6 10.30 12 20.70 |1 1.70 |4 6.90 3 5.20

7 0.0 3 5.20 1 1.70 2 3.40 | 16 27.60 36 62.10

8 4 6.9 6 10.30 5 8.60 6 103 |6 10.30 31 53.40
0

9 8 13.8 0 0.00 7 12.10 (19 | 32.8 | 17 29.30 7 12.10
0

10 24 41.4 17 29.30 6 1030 |5 8.60 |2 3.40 4 6.90

11 6 10.3 5 8.60 5 8.60 11 | 19.0 | 15 25.90 16 27.60
0

12 3 5.2 7 12.10 1 1.70 4 6.90 | 12 20.70 31 53.40

13 29 50.0 13 22.40 5 8.60 121 | O 0.00 4 6.90
0

14 2 3.4 14 24.10 9 15.50 | 6 103 | 14 24.10 13 22.40
0

15 7 12.1 10 17.20 11 19.00 |17 | 293 |7 12.10 6 10.30
0

16 3 5.2 4 6.90 3 5.20 10 | 17.2 | 12 20.70 26 44.80
0

17 3 5.2 3 5.20 4 6.90 8 13.8 | 13 22.40 27 46.60
0

18 5 8.6 8 13.80 3 5.20 3 5.20 | 14 24.10 25 43.10

158




19 23 39.7 9 15.50 10 17.20 | 4 6.90 |6 10.30 6 10.30

20 16 27.6 12.10 7 12,10 |13 | 224 |10 17.20 5 8.60
0

21 5 8.6 5 8.60 12.10 |3 5.20 15.50 29 50.00

22 15 25.9 13 22.40 8 13.80 | 12 | 20.7 13.80 2 3.40
0

23 15 25.9 15 25.90 10 17.20 | 7 121 | 9 15.50 2 3.40
0

24 12 20.7 15 25.90 8 13.80 | 8 13.8 | 5 8.60 10 17.20
0

25 0 0.0 1 1.70 1 1.70 5 8.60 | 12 20.70 39 67.20

26 17 29.3 9 15.50 15 2590 |7 121 | 6 10.30 4 6.90
0

27 1 1.7 2 3.40 0.00 5 8.60 | 6 10.30 44 75.90

28 29 50.0 10 17.20 0.00 5 860 |1 1.70 13 22.40

29 26 44.8 10 17.20 10 1720 |3 5.20 | 3 5.20 6 10.30

30 2 3.4 1 1.70 2 3.40 8 13.8 | 16 27.60 29 50.00
0

31 5 8.6 7 12.10 6 1030 | 4 6.90 | 10 17.20 26 44.80

32 14 24.1 13 22.40 16 27.60 6.90 |4 6.90 7 12.10

33 13 22.4 11 19.00 5 8.60 13.8 | 15 25.90 6 10.30
0

34 2 3.4 5 8.60 16 27.60 | 4 6.90 | 12 20.70 19 32.80

35 2 3.4 6 10.30 5 8.60 103 | 20 34.50 19 32.80
0

36 8 13.8 8 13.80 10 17.20 | 7 121 |7 12.10 18 31.00
0

Total 395 18.9 298 143 246 | 11.8 23 | 114 | 338 16.2 574 | 27.5

7

159




2. Means and Standard Deviations of Job Satisfaction Statements for the

three sample organizations

Table 14.14 below shows that most participants (mean 5.5) strongly

agree that they feel a sense of pride in doing their work, while most

participants (mean 2.969) moderately disagree that they feel they are

being paid a fair amount for the work they do.

Table 14: Means and Standard Deviation of Job Satisfaction Statements

Rank Statement M Interpretation SD Rank
Highest Rank | | feel a sense of pride 5.5 Strongly Agree 1.09625 | 35.5
statement In doing my job
Lowestrank | | feel | am being paid a fair 2.069 Moderately 1.46134 1
statement amount for the work | do Disagree

3. Overall Job Satisfaction Level for the three Factories

Below table 4.15 shows the level of job satisfaction for each factory. For F1,

the level of job dissatisfaction is 70.4% (n=19), and for F2, the level of job

dissatisfaction is 69.2 (n=18), while for F3, the level of satisfaction is 60%

(n=3)
Table 15: Job Satisfaction levels
F/N Dissatisfied Ambivalent Satisfied
Those who neither satisfied nor dissatisfied
F1(n=27) |19 |70.4 |5 18.5 3111
F2 (n=26) | 18 | 69.2 3 11.5 5 119.2
F3(n=5) 3 60 2 40 0|0
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C. Customer Satisfaction Survey

1. Frequencies of customer Satisfaction statements for the three sample
organizations
A. Dependability factor
Below table 4.16 shows that a little less than half of the participants
(42.7%, agree very much that the factory products arrive in the
required quantities, while, more than 1/3™ (41.5%) of the participants
disagree very much that it never happened they lost an order of

didn’t reach them.

Table 16: Frequencies of customer satisfaction for the three sample organizations

Statement (*) | Agree very | Agree Do not know | Disagree Disagree
much very much
N % N % N % N % N %
1 45 | 274 |97 |59.1|11 6.7 9 55 |2 1.2
2 8 49 |11 |6.7 |20 122 |90 |549 |35 |213
3 70 | 427|183 |50.6|5 3.0 3 18 |3 1.8
4 11 |67 |13 |79 |31 189 |76 |46.3 (33 |20.1
5 31 | 189 |52 |31.7]|14 8.5 57 |348|10 |6.1
6 1 06 |2 1.2 |18 11.0 |75 | 457 |68 |415
7 36 | 220 |72 |439]26 159 |19 |116 |11 |6.7
8 9 55 |7 43 |33 20.1 |87 |53.0]28 |17.1
9 33 |20.1 |41 |25.0]33 20.1 |40 (24417 |104
Total 244 | 16.6 | 378 | 25.8 | 191 | 13.0 | 456 | 31.1| 207 | 14.1
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v ® N o

Trust that factory products are delivered on time without delay.

Do not trust that factory products are delivered exactly to the specified place.
Trust that factory products are delivered in the ordered quantities.

Do not trust that factory products are of high quality compared to the
competition.

Depend on factory products in meeting my customer needs without resorting to
alternatives.

It happened that | lost an order and it not delivered to me.

| believe the advises and promises given by the factory representative.

Do not trust that the factory is keen in helping me controlling my accounts.

Trust that the factory is able to provide advanced products.
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B. Responsiveness
From the below table 4.17 it appears that less that 1/3™ of the
participants(28.7%) agree very much that the factory representative
is always responding whenever the customer calls, yet a meager ratio
of 13/3% of the participants disagree very much that when they want

to place an order the factory representative is not responding.

Table 17: Frequencies of customer satisfaction for the three sample organizations

Statement(*) | Agree very | Agree Do not know | Disagree Disagree very
much much
N % N % N % N % N %
1 47 | 287190 |549]13 7.9 13 |79 |1 0.6
2 17 10.4 | 12 7.3 19 11.6 |97 59.1 | 19 11.6
3 14 |85 |96 |585 |35 213 |15 |91 |4 2.4
4 4 24 21 12.7 | 22 13.3 95 57.6 | 23 13.9
5 38 | 233 |75 |46.0| 25 153 |22 |135]3 1.8
6 19 11.7 | 18 11.0 | 84 51.5 29 17.8 | 13 8.0
7 7 4.2 14 8.5 84 50.9 |38 23.0 | 22 133
8 3 18 |12 |73 |73 445 |64 |39.0] 12 7.3
9 27 16.5 | 47 28.7 | 72 43.9 17 104 |1 0.6
10 22 | 135 |18 |11.0] 39 239 |65 |399 |19 11.7
Total 131 | 123 | 257 | 24.0 | 308 |28.8 (302|283 |71 6.6
*key:
1. The factory representative is always responsive when | call to place an order or follow up a complaint.
2. When | enquire about information on the available products, or monthly promotions, the representative is
always responding.
3. When I call on the phone, the waiting period is acceptable.
4.  When | need to place an order through the representative, he/she is not always responding.
5. I'm always provided with promotions and market campaigns without delay.
6. The factory manager is not easily accessible when | request meeting him/her.
7. Being busy with their internal tasks, doesn’t prevent employees from immediately responding to me when |
go to the factory.
8. The factory is not always responsive when | ask for a detailed accounting statement.
9. Factory staff is very responsive in handling any complain or a problem.
10. The factory representative is not always responsive when | face a problem with the near to expire products.
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C. Access

Table 4.18 below depicts that a little less than 1/3"™ (29.3%) of the
participants agree very that the factory is always providing me with the
products quickly and easily, while disagree that the factory doesn’t

arrange regular visits for the representative to attend to customer needs

Table 18: Frequencies of customer satisfaction for the three sample organizations

Statement(*) | Agree very | Agree Do not know | Disagree Disagree
much very much
N |% [N |% [N |% N |[% |N |%

1 48 (293|194 |573 |12 7.3 7 43 |3 1.8

2 4 2.4 7 4.3 53 323 |81 |494 |19 11.6

3 37 226 |64 |39.0]36 220 (24 (146 |3 1.8

4 19 116 | 27 | 165 |8 4.9 88 |53.7]22 |134

5 45 27.6 | 69 |423]23 141 | 20 123 | 6 3.7

6 11 | 6.7 |33 |20.0]|34 206 |74 448 |13 |79

7 31 189 |58 | 354 | 34 20.7 |32 |195|9 5.5

8 13 |79 |26 | 159 28 171 |82 |50.0|15 |91

9 37 | 226 |37 |226 |40 244 |34 |20.7 |16 |9.8

Total 245 | 16.6 | 415 | 28.1 | 268 | 18.2 | 442 | 29.9 | 106 | 7.2

*key:

1. The factory always avails my orders quick and with ease.

2. The factory doesn’t provide good accounting services in order to know customer
debts; outstanding payments; and to solve customer financial problems.

3. The factory always provides the technical support for the use of its products.

4. The factory doesn’t always arrange regular visits for the representative to follow
up customer needs.

5. The factory always provides an efficient and effective customer complains follow
up services.

6. The factory doesn’t always a product mix that mostly meets customer needs.

7. The factory always provides valuable advisory services to the customer on the
product market conditions and orders.

8. The factory doesn’t always provide a dedicated representative to follow up
customer orders on the phone.

9. The factory always avails a representative to handle customer complains.
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D. Competence
The below table 4.19 indicates that about 2/3™ (30.1%)o f the
participants agree very much the factory representative is
scientifically knowledgeable in the products he or she sells, while
more than 1/4™ (25.6%) of the participants disagree very much that

the factory representative is not polite and respectful.

Table 19: Frequencies of customer satisfaction for the three sample organizations

Statement(*) | Agree very | Agree Do not Disagree Disagree
much know very much
N % N % N % N % N %
1 49 |(30.1|66 |405|17 |104 |23 |14.1 |8 4.9
2 6 3.7 |22 |13.4 |34 |20.7|80 |48.8| 22 13.4
3 50 309 |72 |44.4 |24 148 |10 | 6.2 6 3.7
4 2 1.2 11 |66 |47 |283 |78 |47.0]| 28 16.9
5 48 294 | 69 |423 |36 22.1 |3 1.8 |7 4.3
6 24 | 146 |32 | 1957 43 |59 |36.0]|42 25.6
7 38 | 232196 |[585(22 |134 |5 30 |3 1.8
8 4 24 |3 1.8 |8 49 |108 | 65941 25.0
Total 221|169 | 371 | 283|195 |14.9 | 366 | 279 | 157 | 12.0

*Key:

1. The factory representative is scientifically competent on the products.

2. The factory representative doesn’t have the ability; flexibility; and competence
to handle and solve customer complains.

3. The factory representative is aware of the products he/she markets as well as
the market prices.

4. The factory representative is not aware of the market conditions and he/she has
no adequate knowledge with the market controls and practices.

5. The factory representative is trustworthy and of high integrity in what he/she
exhibits.

6. Factory representative doesn’t politely and respectfully behave with me.

7. Factory staff treats customer complains satisfactorily.

8. Factory representative doesn’t always dress appropriately.
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E.

Communication

As can be seen from table 4.20 below that well over 2/3™ (36.6%) of
the respondents agree very much that the customer will never
hesitate to call the factory when there is a need, while, a little more
than 1/5™ (20.1%) of the respondents disagree very much that they

feel their communications are of no use or benefit to them.

Table 20: Frequencies of customer satisfaction for the three sample organizations

Statement(*) | Agree Agree Do not know | Disagree Disagree very much
very much
N % N % N % N % N %
1 22 13.4 | 57 34.8 | 49 29.9 | 29 17.7 | 7 4.3
2 3 1.8 25 15.2 | 58 354 | 69 421 |9 5.5
3 42 | 255|194 | 5708 4.8 20 | 1211 0.6
4 7 4.3 7 4.3 48 29.4 | 81 49.7 | 20 12.3
5 60 [366 |77 |[47.0] 10 6.1 4 24 |13 7.9
6 9 5.5 17 104 | 17 104 |88 |53.7]|33 20.1
Total 143 | 145 | 277 | 28.2 | 190 | 19.3 | 291 |29.6 | 83 8.4
e Key
1. |feel that the factory avails the best communication tools;
2. | feel that the available communication tools are operating with high
efficiency;
3. | feel that factory staff communicate with me in language that |
understand;
4. Factory operating hours are not helping the communication process.
5. Inever hesitate to call whenever there is a need.
6. Sometime | feel that my communication with the factory is of no

benefits to me.

166



2. Means and Standard Deviations of customer satisfaction statements

A F1

Table 4.21 below on the Dependability factor shows that the highest
ranked statement disagreed upon is “ | depend on the factory
products to satisfy my clients needs without resorting to alternative
products”, and the lowest ranked statement disagreed upon very
much is” It happened that | lost an order and didn’t reach me”.

As for the Responsiveness factor, the highest ranked statement
where participants “do not know” is” Being busy with their internal
tasks is not preventing employees from immediately responding to
me when | go to the factory”, yet the lowest ranked statement is”
When | call the factory representative for an order or a complaint
he/she always responds”.

On the Access factor, the highest ranked statement is” The factory
always provides a representative to attend to customer complains”,
while the lowest ranked and disagreed upon statement is” the factory
always avails the products quick and with ease.”

On the competence factor, the highest ranked and disagreed upon
statement is” The factory representative is of high integrity and
trustworthiness in what he exhibits, and the lowest ranked and also
disagreed upon statement is” Factory representative doesn’t always
dress appropriately”.

On the communication factor, the highest ranked and where
participants” do not know” statement is” | feel that the factory
provided the best communication tools”, while the lowest ranked and
disagreed upon statement is” | never hesitate to call when there is a

need is”.
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Table 21: Mean and Standard Deviation for Customer Satisfaction

Factor Dependability M Interpretation | SD Rank
Highest Rank statement 5 2.5254 | Disagree 1.2506 |9
Lowest rank statement 6 1.7119 | Disagree very 0.69607 | 1
much

Highest Rank statement 7 3.339 | Do not Know 0.92121 | 10
Lowest rank statement 1 1.9492 | Disagree 0.89873 | 1
Highest Rank statement 9 2.7458 | Do not Know 1.25387 | 9
Lowest rank statement 1 1.8983 | Disagree 0.8241 1
Highest Rank statement 5 2.5593 | Disagree 4.13676 | 8
Lowest rank statement 8 1.8475 | Disagree 0.66472 | 1

Highest Rank statement 1 2.7119 | Do not know 1.01796 | 6
Lowest rank statement 5 1.8475 | Disagree 1.01393 | 1
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B. F2

Table 4.22 indicates that for the Dependability factor, the highest ranked
and where participants” Do not know” statement is “I depend on the
factory products to satisfy my client’s needs without resorting to
alternative products”, while the lowest ranked very much agreed upon
statement is” Trust that factory products delivered in the ordered
guantities”.

As for the Responsiveness factor, the highest ranked and agreed upon
statement is “Meeting the factory manager is not easy when | request it”,
while the lowest ranked and disagreed upon statement is” When | call
the factory representative for an order or a complaint he/she always
responds”.

On the Access factor, the highest ranked and where participants” do not
know” statement is” The factory always provides a representative to
attend to customer complains”, while the lowest ranked and disagreed
upon statement is” the factory always avails the products quick and with
ease.”

For the Competence factor, the highest ranked and where participants”
do not know” statement is” factory representative is aware of the prices
of the products as well as those prevailing in the market”, while the
lowest ranked and disagreed upon very much statement is” Factory
representative doesn’t behave with polite and respect with me”.

On the Communication factor, the highest ranked and where participants
“do not know” statement is” | feel that the communication tools are not
operating with high efficiency”, while the lowest ranked and disagreed

upon statement is” | never hesitate to call when there is a need”.
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Table 22: Mean and Standard Deviation for Customer Satisfaction

Factor Dependability M Interpretation | SD Rank
Highest Rank statement 5 2.8596 | Do not Know 1.28784 | 9
Lowest rank statement 3 1.7018 | Disagree very 0.77839 | 1

Factor

Responsiveness

much

l

Highest Rank statement 6 3.5789 | Agree 4.10552 | 10
Lowest rank statement 1 1.9825 | Disagree 0.8761 |1
Highest Rank statement 9 2.7193 | Do not Know 1.35955 | 9
Lowest rank statement 1 1.9123 | Disagree 0.87179 | 1
Highest Rank statement 3 2.9474 | Do not Know 494043 | 8
Lowest rank statement 6 1.6316 | Disagree very 0.5865 1
much
Highest Rank statement 2 2.6667 | Do not Know 0.87287 | 6
5 1.9825 | Disagree 1.1416 |1

Lowest rank statement
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F3

Reading from below table 4.23 it shows that for the Dependability
factor, the highest ranked and where participants “ do not know”
statement is” | depend on the factory products to satisfy my client’s
needs without resorting to alternative products”, while the lowest
ranked and very much disagree upon statement is” Trust that factory
products delivered to me in the ordered quantities”.

As for the Responsiveness factor, the highest ranked statement
where participants “do not know” is” Being busy with their internal
tasks is not preventing employees from immediately responding to
me when | go to the factory”, yet the lowest ranked statement is”
When | call the factory representative for an order or a complaint
he/she always responds”.

On the Access factor, the highest ranked and where participants “do
not know” statement is” The factory doesn’t always provide product
mix that meet customer needs”, while the lowest ranked and
disagreed upon statement is” The factory always avails my needs
quick and ease.

As for the Competence factor, the highest ranked and where
participants “do not know” statement is” the Factory representative
doesn’t have the ability; competence to handle and solve customer
complains”, while the lowest ranked and very much disagreed upon
statement is” Factory representative doesn’t behave with polite and
respect with me”.

On the Communication factor, the highest ranked and where
participants “ do not know” statement is” Factory operating hours do
not help the communication process”, while the lowest ranked and
disagreed upon statement is” | never hesitate to call when there is a

need”.
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Table 23: Mean and Standard Deviation for Customer Satisfaction

Factor Dependability M Interpretation | SD Rank
5 2.9792 | Do not Know 1.26305 | 9
Highest Rank statement
3 1.6042 | Disagree very 0.57388 | 1

Lowest rank statement

much

Factor responsiveness || R
7 3.3958 | Do not know 1.02604 | 10
Highest Rank statement
1 1.9792 | Disagree 0.81187 | 1
Lowest rank statement
Factor Access [ R
6 2.875 | Do not Know 1.14157 | 9
Highest Rank statement
1 1.9583 | Disagree 0.82406 | 1
Lowest rank statement
Factor competence | AR
2 2.625 | Do not Know 1.04423 | 8
Highest Rank statement
6 1.6667 | Disagree very 0.55862 | 1

Lowest rank statement

much

Factor communication |
4 3.2292 | Do not Know 6.07835 | 6
Highest Rank statement
5 2.1458 | Disagree 1.20265 | 1

Lowest rank statement
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3. Overall Customer Satisfaction Level

Below table 4.24 shows the level of customer satisfaction for each

factory. For F1, the ambivalent rate is 98.3% (n=58), and for F2, the level

of customer dissatisfaction is 56.1 (n=32), while for F3, the level of

satisfaction is 50% (n=24)

Table 24: Customer Satisfaction level for the three factories

Factory/ Dissatisfied | Ambivalent ( neither Satisfied
Level of Customer satisfied, nor

Satisfaction dissatisfied)

F1(n=59) 30 | 51.0 29 490 |0 0.0
F2 (n=57) 32 | 56.1 25 43.9 0 0.0
F3 (n=48) 24 | 50.0 23 47.9 1 2.1
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4.4 Correlation and Mediation:

This part of the chapter deals with the correlations analysis that show whether scales
within dimensions are associated or not with one another, and to what degree is the
significance of that association and whether it is positive or negative. The strength of
the relationship is indicated by the correlation coefficient factor which is normally
between -1 and 1. The perfect negative relationship is described as -1, while the perfect
positive one is denoted by 1. A correlation between variables means that they
increase together in the same direction, if the correlation is positive or decrease
together in the same direction, if the correlation is negative. The significance of a
relationship is normally described by a p-value when it is smaller or equal to .05 or 0.01.
These correlations were generated using the Pearson Correlation Coefficient scale in
the SPSS software.

Mediation, on the other hand, as defined by Baron and Kenny187, “mediator explains
how an external event takes on internal significance and why such effect occurs”.
Authors have identified four steps to measure the mediating effect of an independent
variable (one variable) on the criterion (outcome) variable, where there should be an
intervening variable (mediating variable), when the relationship between these

variables ID,MV and DV, is established, then it said that a casual relationship between

the three variables exists as shown in the following diagram:

187

Reuben M. Baron and David A. Kenny, “the Moderator-Mediator Variable Distinction in Social Psychological

Research: conceptual, Strategic, and Statistical Considerations”, Journal of Personality and Social Psychology”, vol.
51, No. 6, (1986), pages 1173-1177.
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The four steps are:

1. Show the casual variable is correlated with the outcome. Use Y as the criterion
variable in a regression equation and X as a predictor. This is to establish that there
is an effect that may be mediated;

2. Show that the casual variable is correlated with the mediator. Use M as the
criterion variable in the regression equation and X as a predictor, treading the
mediator as an outcome variable;

3. Show that the mediator affects the outcome variable. Use Y as a criterion variable
in a regression equation and X and M as predictors; and

4. Establish that M completely mediates the X-Y relationship.

In the following pages, Pearson correlations will be examined separately for each

factory first, and then the mediation between the variables of the study.

44.1 Factoryl

A. Correlations between Organizational Culture and Overall Job
Satisfaction

Table 4.25 below shows positive and negative significant correlations

between the Market culture and some facets of the job satisfaction scale.

The most notable is the statistically negative correlations between

Market culture and the overall job satisfaction levels at -0.459*
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Table 25: Correlations between Organizational Culture and Overall Job Satisfaction

1 2 3 4 5 6 7 8 9 10
Clan Pearson Correlation | .429* | 0.217 | .414* | -.111- | 0.155 0.219 | 0.367 | 0.352 | 0.371 .440*
Sig. (2-tailed) 0.026 | 0.278 | 0.032 | 0.581 | 0.44 0.273 | 0.06 0.072 | 0.057 0.022
Adhocracy | Pearson Correlation | -.185- | -.185- | -.378- | -.095- | -.195- -.146- | 0.056 | 0.285 | -.344- -.231-
Sig. (2-tailed) 0.355 | 0.356 | 0.052 | 0.636 | 0.329 0.467 | 0.78 0.15 0.079 0.247
Market Pearson Correlation | -.135- | -.237- | -.279- | -.107- | -.457-* | -.234- | -.358- | -.340- | -.395-* | -0.459-*
Sig. (2-tailed) 0.501 | 0.234 | 0.159 | 0.597 | 0.017 0.24 0.067 | 0.083 | 0.042 0.016
Hierarchy Pearson Correlation | -.155- | 0.09 0.099 | 0.121 | 0.12 -.067- | 0.068 | 0.282 | -.041- 0.094
Sig. (2-tailed) 0.44 0.656 | 0.625 | 0.549 | 0.551 0.742 | 0.735 | 0.154 | 0.838 0.641

*. Correlation is significant at the 0.05 level (2-tailed).

**_Correlation is significant at the 0.01 level (2-tailed).

*
~
(¢]
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B. Correlations between Organizational Culture and Overall Customer Satisfaction

Table 4.26 below shows positive and negative significant correlations
between the Market culture and some factors of the customer
satisfaction scale. The most notable is the statistically negative
correlations between Market culture and the overall customer

satisfaction levels at -0.503*

Table 26: Correlations between Organizational Culture and Overall Customer Satisfaction

Organizational 1 2 3 4 5 Overall
culture Custom
Satisfaction

Pearson

Clan Correlation | .439* 0.285 0.313 | 0.016 419* .383*
Sig. (2-
tailed) 0.022 0.15 0.112 | 0.938 0.03 0.048
Pearson

Adhocracy Correlation | -.027- -.116- 0.139 | -.279- -.259- -.233-
Sig. (2-
tailed) 0.892 0.564 0.489 | 0.159 0.191 0.241
Pearson -

Market Correlation | -.280- -.245- .287- | -.350- -.260- -0.503-**
Sig. (2-
tailed) 0.157 0.218 0.147 | 0.074 0.19 0.007
Pearson

Hierarchy Correlation | 0.23 0.143 0.306 | -.176- 0.077 0.091
Sig. (2-
tailed) 0.248 0.476 0.121 | 0.381 0.701 0.652

*_Correlation is significant at the 0.05 level (2-tailed).
**_ Correlation is significant at the 0.01 level (2-tailed).
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C. Correlations between Overall Job Satisfaction and Overall Customer Satisfaction

Table 4.27 below indicates except for the pay and dependability,

competence, and communication, most scales have significant positive

correlations with one another. The most positive significant correlation is

between the overall customer satisfaction and the overall job satisfaction

which is 0.979 at a p-value of 000

Table 27: Correlations between Overall Job Satisfaction and Overall Customer Satisfaction

Dependabilit Responsivenes Access Competenc Communicatio Overall Customer
y s e n Satisfaction
! Pearson Correlation 0.219 .522%* .597** 0.328 0.358 .654**
Sig. (2-tailed) 0.273 0.005 0.001 0.095 0.067 000
2 Pearson Correlation .454* 0.288 .406* 0.346 0.2 .581**
Sig. (2-tailed) 0.017 0.146 0.036 0.077 0.318 0.001
3 Pearson Correlation 0.116 0.269 0.083 .544** .539%* .592**
Sig. (2-tailed) 0.563 0.175 0.679 0.003 0.004 0.001
4 Pearson Correlation -.274- 0.269 0.126 .423* 0.056 0.316
Sig. (2-tailed) 0.167 0.175 0.532 0.028 0.781 0.109
> Pearson Correlation 0.202 .547** .382* .604** 0.324 .765**
Sig. (2-tailed) 0.313 0.003 0.049 0.001 0.099 000
6 Pearson
Correlation .503** 0.129 0.299 0.245 0.341 .487%*
Sig. (2-tailed) 0.007 0.521 0.129 0.219 0.082 0.01
7 Pearson
Correlation .414% 0.217 0.273 0.377 0.295 .553%*
Sig. (2-tailed) 0.032 0.277 0.168 0.053 0.136 0.003
8 Pearson
Correlation 0.197 0.342 .450%* .516%* .409* .691%*
Sig. (2-tailed) 0.325 0.08 0.019 0.006 0.034 000
9 Pearson .514%*
Correlation 0.284 .679%* * 0.35 .448* 723%*
Sig. (2-tailed) 0.151 000 0.006 0.074 0.019 000
10 | Pearson .564*
Correlation 0.377 .594%* * .685%* .549** .978**
Sig. (2-tailed) 0.052 0.001 0.002 000 0.003 000

* Correlation is significant at the 0.05 level (2-tailed).

** Correlation is significant at the 0.01 level (2-tailed).
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D. Correlations between Organizational Culture, Job Satisfaction and

Customer Satisfaction

As can be seen from table 4.28 the there is statistically significant
relationship between the three variables of the study, the organizational
culture, overall job satisfaction and overall customer satisfaction As
hypothized, there is a statistically significantly negative correlation
between the dominant organizational culture, overall job satisfaction and
overall customer satisfaction at the levels of -0.459* and -0.503*
respectively, while there is statistically positive correlation between
overall job satisfaction and overall customer satisfaction at the level of
0.978**. The relationship results between organizational culture; overall
job satisfaction; and overall customer satisfaction, clearly indicate that

the relationships between the three variables are statistically significant.

Table 28: Correlations between Organizational Culture, Overall Job Satisfaction and Overall

Customer Satisfaction

Variables Overall Job Satisfaction Overall Customer Satisfaction
Organizational Culture  0-.459-* -0.503-**
Overall Job Satisfaction 0.978**

*. Correlation is significant at the 0.05 level (2-tailed).
**_ Correlation is significant at the 0.01 level (2-tailed).
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E. Mediation between Organizational Culture, Job Satisfaction and Customer
Satisfaction
Below tables from 4.29 to 4.37 show the regression analysis and the casual
relationship between each of the three variables with one another in F1
1. Regression Analysis between organizational Culture and Overall Job
Satisfaction
Table 29: Model summary
Model] R |R Square | Adjusted R Square | Std. Error of the Estimate
1 .569 324 297 .58195
Table 30: ANOVA Analysis
Model Sum of Squares | df | Mean Square F Sig.
Regression 4.052( 1 4.05211.964 | .002
1 Residual 8.467 |25 .339
Total 12.519| 26
Table 31: Coefficients
Model Unstandardized Coefficients | Standardized Coefficients t Sig.
B Std. Error Beta
(Constant) 3.493 .613 5.696 | .000
1 Organizational
-.178- .052 -.569-|-3.459- | .002
Cutlure
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2. Organizational Culture and Overall Customer Satisfaction

Table 32: Model Summary

Model ] R |R Square | Adjusted R Square | Std. Error of the Estimate
1 .503 .253 .223 14.80554
Table 33: ANOVA Analysis
Model Sum of Squares | df [ Mean Square| F Sig.
Regression 1856.564 | 1 1856.564 | 8.470 | .007
1 Residual 5480.102 | 25 219.204
Total 7336.667 | 26
Table 34: Coefficients
Model Unstandardized Coefficients | Standardized Coefficients t Sig.
B Std. Error Beta
(Constant) 148.416 15.601 9.513(.000
1 Organizational
-3.814- 1.311 -.503-1-2.910- | .007
Culture
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3. Overall Job Satisfaction and Overall Customer Satisfaction

Table 35: Model Summary

Model ] R |R Square | Adjusted R Square | Std. Error of the Estimate
1 .945 .893 .889 5.59408
Table 36: ANOVA Analysis
Model Sum of Squares | df [ Mean Square F Sig.

Regression 6554.323( 1 6554.323 | 209.445 | .000
1 Residual 782.343 | 25 31.294
Total 7336.667 | 26

Table 37Coefficients

Model Unstandardized Coefficients | Standardized Coefficients t Sig.
B Std. Error Beta
(Constant) 71.574 2472 28.954 | .000
1 Overall Job
22.882 1.581 .945114.472 | .000
Satisfaction
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4.4.2 Factory 2

A. Correlations between Organizational Culture and Overall Job

Satisfaction

Table 4.38 below shows that there are statistically significant correlations

between the Organizational Culture and some of the Job Satisfaction

facets. The most statistically significant positive correlation is between

the Operating Conditions subscale, and the Market Culture scale, while

the most statistically significant negative correlation is found between

the Market culture and overall job satisfaction at the level of -0.423*.

Table 38: Correlations between Organizational Culture and Overall Job Satisfaction

1 2 3 4 5 6 7 8 9 10
Clan Pearson Correlation | -.016- | -.001- | 0.217 | 0.25 0.106 | -.012- | 0.029 | -.139- | -.142- | 0.051
Sig. (2-tailed) 0.937 | 0.996 | 0.288 | 0.218 0.606 | 0.952 | 0.889 | 0.5 0.488 | 0.803
Adhocracy | Pearson Correlation | 0.18 -.020- | 0.104 | 0.052 0.193 | 0.237 | 0.249 | -.068- | 0.145 | 0.166
Sig. (2-tailed) 0.379 | 0.922 | 0.615 | 0.8 0.344 | 0.244 | 0.22 0.743 | 0.48 0.418
Market Pearson Correlation | -.338- | -.355- | -.274- | -.418-* | -.195- | -.255- | -.307- | -.383- | -.254- | -.423-*
Sig. (2-tailed) 0.091 | 0.075 | 0.176 | 0.034 0.34 0.208 | 0.127 | 0.054 | 0.21 0.031
Hierarchy | Pearson Correlation | 0.211 | 0.224 | 0.227 | 0.046 0.232 | 0.075 | -.240- | -.002- | 0.096 | 0.152
Sig. (2-tailed) 0.301 | 0.272 | 0.264 | 0.823 0.253 | 0.716 | 0.238 | 0.991 | 0.64 0.459

*. Correlation is significant at the 0.05 level (2-tailed).

**_ Correlation is significant at the 0.01 level (2-tailed).
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B. Correlations between Organizational Culture and Overall Customer

Satisfaction

As can be seen from below table 4.39, it can be inferred that except for

an insignificant correlation between Supervision, Coworkers, and nature

of work subscales, all other subscales have significant positive correlation

with the overall

customer satisfaction.

The correlation between

organizational culture and overall customer satisfaction is statistically

negative and significant at the level of -0.457*

Table 39: Correlations between Organizational Culture and Overall Customer Satisfaction

1 2 3 4 5 Overall Customer satisfaction

Clan Pearson Correlation | -.176- | 0.08 | 0.033 | 0.002 | -.183- | -.040-

Sig. (2-tailed) 0.39 | 0.699 | 0.874 | 0.991 | 0.371 | 0.845
Adhocracy | Pearson Correlation | 0.206 | 0.24 | 0.229 | .394* | 0.206 | -.016-

Sig. (2-tailed) 0.313 | 0.237 | 0.26 | 0.046 | 0.312 | 0.937
Market Pearson Correlation | 0.353 | 0.206 | 0.3 0.314 | 0.092 | 0-.457-*

Sig. (2-tailed) 0.077 | 0.312 | 0.137 | 0.118 | 0.656 | 0.019
Hierarchy | Pearson Correlation | 0.094 | 0.151 | -.073- | -.141- | 0.105 | 0.024

Sig. (2-tailed) 0.649 | 0.462 | 0.723 | 0.491 | 0.61 | 0.906

* Correlation is significant at the 0.05 level (2-tailed).

*key:
2.

3
4.
5
6

Dependability
Responsiveness
Access
Competence; and

Communication
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C. Correlations between overall Job Satisfaction and overall Customer

Satisfaction

Reading from below table 4.40, it can be inferred that except for an

insignificant correlation between Supervision, Coworkers, and nature of

work subscales, all other subscales have significant positive correlation

with the overall customer satisfaction.

The correlation between the

overall job satisfaction and customer satisfaction is significant and

positive at the level of 0.814**,

Table 40: Correlations between overall Job Satisfaction and overall Customer Satisfaction

Varia | Pearson Dependa | Responsiv | Acce | Compet | Communic | Overall Customer
ble bility eness SS ence ation satisfaction
Pearson 0.305 .638%* 0.37 | 0.153 423* .638**
1 Correlation 1
Sig. (2-tailed) | 0.13 000 0.06 | 0.455 0.031 000
2
Pearson 0.376 0.197 0.19 | 0.246 0.108 .399*
2 Correlation 9
Sig. (2-tailed) | 0.058 0.335 0.32 | 0.226 0.599 0.044
9
Pearson 0.053 0.337 0.29 | 0.25 -.050- 0.371
3 Correlation 6
Sig. (2-tailed) | 0.796 0.092 0.14 | 0.219 0.809 0.062
2
Pearson 0.115 0.124 .534 | .567** 0.032 557**
4 Correlation **
Sig. (2-tailed) | 0.575 0.547 0.00 | 0.003 0.878 0.003
5
Pearson 0.08 414%* 402 | .411%* 0.209 .579**
5 Correlation *
Sig. (2-tailed) | 0.698 0.035 0.04 | 0.037 0.304 0.002
2
6 Pearson 0.107 .398* 0.37 | 0.107 0.146 .405%*
Correlation 3
Sig. (2-tailed) | 0.604 0.044 0.06 | 0.603 0.477 0.04
7 Pearson 0.239 0.291 0.05 | 0.193 -.152- 0.273
Correlation 9
Sig. (2-tailed) | 0.239 0.149 0.77 | 0.345 0.457 0.177
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4
Pearson 0.319 0.009 - 0.173 0.154 0.19
Correlation .058
8 i
Sig. (2-tailed) | 0.112 0.964 0.77 | 0.399 0.452 0.352
9
Pearson 0.351 0.273 0.22 | 0.372 0.23 .520%**
9 Correlation 3
Sig. (2-tailed) | 0.079 0.177 0.27 | 0.061 0.257 0.006
3
10 Pearson 0.385 .550%* 499 | .521%* 0.234 .814**
Correlation *x
Sig. (2-tailed) | 0.052 0.004 0.01 | 0.006 0.249 000

* Correlation is significant at the 0.05 level (2-tailed).
** Correlation is significant at the 0.01 level (2-tailed).
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D. Correlations between Organizational Culture, Overall Job Satisfaction;

and Overall Customer Satisfaction

As can be seen from table 4.41 the there is statistically significant
relationship between the three variables of the study, the organizational
culture, overall job satisfaction and overall customer satisfaction As
hypothized, there is a statistically significantly negative correlation
between the dominant organizational culture, overall job satisfaction and
overall customer satisfaction at the levels of -0.423* and -0.457*
respectively, while there is statistically positive correlation between
overall job satisfaction and overall customer satisfaction at the level of
0.814**, The relationship results between organizational culture; overall
job satisfaction; and overall customer satisfaction, clearly indicate that

the relationships between the three variables are statistically significant.

Table 41: Correlations between Organizational Culture, Overall Job Satisfaction; and Overall

Customer Satisfaction

Variables Overall Job Satisfaction Overall Customer Satisfaction
Organizational Culture  -0.423-* -0.457-*
Overall Job Satisfaction 0.814**

*, Correlation is significant at the 0.05 level (2-tailed).
**_ Correlation is significant at the 0.01 level (2-tailed).
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E. Mediation between Organizational Culture, Job Satisfaction and Customer
Satisfaction
Below tables s from 4.42 to 4.49 show the regression analysis and the casual

relationship between each of the three variables with one another in F2

1. Regression Analysis between organizational Culture and Overall Job

Satisfaction

Table 42: Model Summary

Model R R Square Adjusted R Std. Error of the
Square Estimate
1 .780 .608 591 13.79613

Table 43: ANOVA Analysis

Model Sum of Squares | df [ Mean Square F Sig.
Regression 7078.500( 1 7078.500 | 37.190 | .000
1 Residual 4568.000 | 24 190.333
Total 11646.500 | 25

Table 44: Coefficients

Model Unstandardized Coefficients | Standardized Coefficients t Sig.
B Std. Error Beta

(Constant) -41.892- 24.646 -1.700- | 0.102

1 | Market 11.595 1.901 0.78 6.098 0
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2. Regression Analysis between organizational Culture and Overall

Customer Satisfaction

Table 44: Model Summary

Model R R Square Adjusted R Std. Error of the
Square Estimate
1 .803 .644 .629 10.33476
Table 45 : ANOVA Analysis
Model Sum of df Mean F Sig.
Squares Square
Regression | 4642.665 | 1 4642.665 | 43.468 0
Residual 2563.373 | 24 106.807
1 Total 7206.038 | 25

Table 46: Coefficient

Model Unstandardized Coefficients | Standardized Coefficients t Sig.
B Std. Error Beta

(Constant) -16.180- 18.462 -.876- | 0.39

1 | Organizational Culture ( Market) 9.39 1.424 0.803 | 6.593 0
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3. Regression Analysis between Overall Job Satisfaction and Overall

Customer Satisfaction

Table 47: Model Summary

Model Summary
Model R R Square | Adjusted R Square | Std. Error of the Estimate

1]0.881 0.777 0.767 8.18888

Table 48: ANOVA Analysis

Model Sum of Squares | df | Mean Square F Sig.
Regression 5596.652 | 1 5596.652 | 83.46 0
Residual 1609.387 | 24 67.058

1| Total 7206.038 | 25

Table 49: Coefficient

Model Un-standardized Standardized t Sig.
Coefficients Coefficients
B Std. Beta
Error
1 (Constant) 30.287 8.314 3.643 | 0.001
Overall Job
Satisfaction 0.693 0.076 0.881 9.136 | O
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Factory 3

A.

Correlations between Organizational Culture and Overall Job
Satisfaction

Table 4.50 below shows that there are statistically significant
correlations between the Organizational Culture and some of the Job
Satisfaction facets. The most statistically significant positive
correlation is between the Operating Conditions subscale, and the
Hierarchal culture scale, while the most statistically significant
negative correlation is found between the Market culture and overall

job satisfaction at the level of -0.996**.

Table 50: Correlations between Organizational Culture and Overall Job Satisfaction

1 2 3 4 5 6 7 8 9 10
Clan Pearson Correlation -.650- -.890-* .364- | 0.052 -.549- 0.378 | .316- | .399- | 0.17 -.611-
Sig. (2-tailed) 0.235 0.043 0.547 | 0.934 0.338 0.53 0.604 | 0.506 | 0.785 | 0.274
Adhocracy Pearson Correlation -.691- -.680- .258- | -.301- -.837- 0.684 | .760- | .290- | .397- | -.773-
Sig. (2-tailed) 0.197 0.206 0.675 | 0.623 0.077 0.203 | 0.136 | 0.636 | 0.509 | 0.125
Market Pearson Correlation -.899-* -.627- 0.533 | -.945-* -.837- .009- | .054- | .837- | .280- | -.911-*
Sig. (2-tailed) 0.038 0.257 0.355 | 0.015 0.077 0.989 | 0.931 | 0.077 | 0.648 | 0.032
- - - -.996-
Hierarchy Pearson Correlation -.942-* -.829- 0.108 | -.702- -.970-** | 0.215 | .321- | .767- | .174- | **
Sig. (2-tailed) 0.016 0.083 0.863 | 0.186 0.006 0.729 | 0.599 | 0.13 0.779 | 000

*. Correlation is significant at the 0.05 level (2-tailed).

**_ Correlation is significant at the 0.01 level (2-tailed).
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B. Correlations between Organizational Culture and Overall Customer

Satisfaction

Table 4.51, below shows that all correlations between Hierarchal

organizational culture and customer satisfaction factors are negative,

but the only statistically negative correlations is between the

hierarchal organizational culture and overall customer satisfaction at

the level of -0.934*

Table 51: Correlations between Organizational Culture and Overall Customer Satisfaction

Organizational 1 2 3 4 5 6

Culture type/

Customer satisfaction facors

Clan Pearson Correlation | -.792- | -.285- | -.478- | -.495- | 0.325 | -.456-
Sig. (2-tailed) 0.11 0.642 | 0.415 | 0.396 | 0.594 | 0.44

Adhocracy Pearson Correlation | -.490- | 0.055 | -.259- | -.456- | -.050- | -.752-
Sig. (2-tailed) 0.402 | 0.93 | 0.674 | 0.441 | 0.937 | 0.143

Market Pearson Correlation | 0.192 | 0.677 | 0.641 | 0.792 | -.616- | 0.153
Sig. (2-tailed) 0.757 | 0.209 | 0.244 | 0.11 | 0.269 | 0.806

Hierarchy Pearson Correlation | -.667- | 0.351 | 0.122 | -.345- | -.352- | -0.934-*
Sig. (2-tailed) 0.219 | 0.562 | 0.845 | 0.569 | 0.562 | 0.02

* Correlation is significant at the 0.05 level (2-tailed).

*key:
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Satisfaction

C. Correlations between Overall Job Satisfaction and Overall Customer

Reading from below table 4.52, it can be inferred that except for an

insignificant correlation between Supervision, Coworkers, and nature

of work subscales, all other subscales have significant positive

correlation with the overall customer satisfaction.

The correlation

between the overall job satisfaction and customer satisfaction is

statistically significant and positive at the level of 0.929*

Table 52: Correlations between Overall Job Satisfaction and Overall Customer Satisfaction

1 2 3 4 5 6 7 8 9 10
Dependability Pearson Correlation | 0.631 | 0.827 | 0.342 0.15 0.609 0.2 -078- | 0.7 -.577- | 0.664
Sig. (2-tailed) 0.254 | 0.084 | 0.573 0.81 0.276 0.748 | 0.9 0.188 | 0.308 | 0.221
Responsiveness Pearson Correlation | -.479- | -.093- | .919* -.826- | -.294- 0.022 | 0.09 -416- | -.594- | -.397-
Sig. (2-tailed) 0.414 | 0.882 | 0.027 0.085 | 0.631 0.973 | 0.885 | 0.487 | 0.291 | 0.508
Access Pearson Correlation | -.294- | 0.068 | .976** | -.734- | -.055- -.254- | 0.378 | -.387- | -.385- | -.187-
Sig. (2-tailed) 0.631 | 0.913 | 0.004 0.158 | 0.93 0.681 | 0.531 | 0.52 0.523 | 0.763
Competence Pearson Correlation | 0.094 | 0.291 | 0.838 -.173- | 0.459 -.003- | 0.333 | 0.121 | -.423- | 0.304
Sig. (2-tailed) 0.88 0.635 | 0.077 0.781 | 0.437 0.996 | 0.584 | 0.846 | 0.478 | 0.619
Communication Pearson Correlation | 0.458 | 0.055 | -.900-* | 0.847 | 0.312 -.002- | -.075- | 0.409 | 0.598 | 0.398
Sig. (2-tailed) 0.438 | 0.93 0.038 0.07 0.609 0.997 | 0.904 | 0.494 | 0.287 | 0.507
Overall Customer Satisfaction | Pearson Correlation | 0.779 | 0.619 | 0.026 0.721 | 0.986** | -.106- | 0.361 | 0.688 | 0.143 | 0.929*
Sig. (2-tailed) 0.12 0.265 | 0.967 0.17 0.002 0.865 | 0.551 | 0.199 | 0.818 | 0.022

** Correlation is significant at the 0.01 level (2-tailed).

* Correlation is significant at the 0.05 level (2-tailed).

*Key

RNV A WD

Promotion
Supervision

Fringe Benefits
Contingent Rewards
Operating Conditions
Co Workers

Nature of Work
Communication

10. Overall job satisfaction
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D. Correlations between Organizational Culture, Overall Job Satisfaction

and Overall Customer Satisfaction

As can be seen from table 4.53 the there is statistically significant
relationship between the three variables of the study, the
organizational culture, overall job satisfaction and overall customer
satisfaction As hypothized, there is a statistically significantly negative
correlation between the dominant organizational culture, overall job
satisfaction and overall customer satisfaction at the levels of -0.956*
and -0.457* respectively, while there is statistically positive
correlation between overall job satisfaction and overall customer
satisfaction at the level of 0.929*. The relationship results between
organizational culture; overall job satisfaction; and overall customer
satisfaction, clearly indicate that the relationships between the three

variables are statistically significant.

Table 53: Correlations between Organizational Culture, Overall Job Satisfaction and Overall

Customer Satisfaction

Variables Overall Job Satisfaction Overall Customer Satisfaction
Organizational Culture -0.956* -0.457-*
Overall Job Satisfaction 0.929*
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*. Correlation is significant at the 0.05 level (2-tailed).

inF3

Table 4.54 below summarizes the relationships between Organizational culture, overall job

satisfaction; and overall customer satisfaction in each factory.

Table 54: Summary of Relationships

E. Mediation between Organizational Culture, Job Satisfaction and Customer Satisfaction for F3

Regression Analysis didn’t prove any significant relationship between the three variables

Factory | Variables Organizational Overall Job Overall Customer
Culture Satisfaction Satisfaction

1 Organizational 1 -0.459-* -0.503-**
Culture
Overall Job -0.459-* 1 0.978"
Satisfaction

2 Organizational 1 -0.423-* -0.457-*
Culture
Overall Job -0.423-* 1 0.814**
Satisfaction

3 Organizational 1 -0.0996-** -0.934-*
Culture
Overall Job -0.0996-** 1 0.929*

Satisfaction

196




E.

Correlations between Demographic variables and organizational

culture, overall job satisfaction and overall customer satisfaction

As can be seen from below table 4.55, there are no statistically
significant correlations between any of the demographic variables
and organizational culture, overall job satisfaction and overall

customer satisfaction

Table 55: Correlations between Demographic variables and organizational culture, job

satisfaction and customer satisfaction

Factory | Variables (ANOVA)
And t-test
_ Organizational Culture | Job Satisfaction | Customer Satisfaction
F1 Gender t- Value 0.302 -0.637 -0.858
P-value 0.765 0.530 0.399
F Value 0.158 0.952 1.119
Age
P-value 0.855 0.400 0.343
. F Value 1.888 1.499 1.321
Education
P-value 0.182 0.232 0.261
F Value 1.289 0.436 0.375
Tenure
P-value 0.302 0.730 0.772
F2 t- Value -1.162 -0.037 -0.560
Gender
P-value 0.257 0.971 0.581
F Value 0.096 0.317 0.315
Age
P-value 0.760 0.579 0.580
) F Value 1.274 0.558 5.592
Education
P-value 0.270 0.462 0.026
F Value 0.290 0.054 0.322
Tenure
P-value 0.751 0.947 0.728
F3
t- Value 1.960 0.983 0.814
Gender
P-value 0.145 0.398 0.475
t- Value 0.303 -1.895 -4.103
Age
P-value 0.782 0.154 0.028
) F Value 0.092 3.592 16.106
Education
P-value 0.782 0.154 0.028
F Value 9.800 2.069 3.050
Tenure
P-value 0.230 0.463 0.393
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4.5 Testing of Hypotheses

Table 4.56 below shows that all the hypotheses of this study have been supported and

confirmed except two hypotheses which have been partially supported.

Table 56: Testing of Hypotheses

Hypothesis
#

Hypothesis Description

F1

F2

F3

There is statistically significant correlation
between organizational culture and the

overall job satisfaction

Supported

Supported

Supported

There is statistically significant correlation
between organizational culture and the

overall customer satisfaction

Supported

Supported

Supported

There is statistically significant correlation
between overall job satisfaction and the

overall customer satisfaction

Supported

Supported

Supported

There is statistically significant causal
relationship  between  organizational
Culture; Overall Customer Satisfaction
where Overall Job Satisfaction is a partial

mediator

Supported

Supported

Not
Supported

There is statistically significant negative
correlation between Job Satisfaction and

Market organizational culture.

Supported

Supported

Supported

There is statistically significant negative

Supported

Supported

Supported
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correlation between Job Satisfaction and

Hierarchy organizational culture.

There is statistically significant negative
correlation between customer
Satisfaction and Market organizational

culture.

Supported

Supported

Supported

There is statistically significant negative
correlation between Customer
Satisfaction and Hierarchy organizational

culture.

Supported

Supported

Supported

There is statistically significant
correlations between the demographic
variables, i.e age, gender, level of
education and experience, and Market
and Hierarchy organizational culture, job

satisfaction and customer satisfaction

Partially
supported

Partially
supported

Partially
supported

199




Chapter 5 — Results and Recommendations

This Chapter discusses the results of this study and its findings in light of previous
relevant research and provides its recommendations for leaders and human
resources managers. The limitations of this study as well as future research

proposal are presented.

5.1 Discussion of Results:

This study has empirically established evidence for the existence of a statistically
significant relationship between organizational culture, overall job satisfaction and
overall customer satisfaction in the three sample organizations; therefore, the quest
of the researcher, as indicated in the title of the thesis, for a relationship between
the three variables is met. Also, the research questions were all answered, and the
hypotheses were also tested and supported. The rest of this section will highlight
the result of this research and compare them to similar ones from previous relevant
studies. Once again, as noted earlier, comparisons will be on any two combinations
of the three constructs of this study, as there are no exactly similar ones. Therefore,
the relationship with organizational culture and overall job satisfaction will be
discussed first, and then the relationship between organizational culture and overall
customer satisfaction, and third, the relationship between overall job satisfaction
and overall customer satisfaction will be discussed, and finally, the mediating role of

the overall job satisfaction will be highlighted.
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A. Organizational Culture and Overall Job Satisfaction
The relationship between organizational culture and overall job satisfaction in
the three sample organizations is shown in table 54. The result indicates that
organizational culture (Market and Hierachal) and overall job satisfaction in the
three sample organizations show a statistically significant negative correlation at
the level of -0.459%; -0.423*; and -0996** for F1; F2 and F3 respectively. The
result has been confirmed by many scholars, among them is Shamaila Gull*® in
her study of the impact of organizational culture on different organizations in
Lahore, Pakistan.  Shamila found that those who work under Market and
Hierarchal cultures are not satisfied with their jobs, and therefore, an
organizational type is a predictor of job satisfaction. This result is also in

agreement with the one carried out by Lund*®

of the University of Nevada, the
USA as published in his article “Organizational culture and Job Satisfaction,
where he also confirmed a similar result like that of Shamila as his study
revealed that Market and Hierarchal cultures are less associated with job
satisfaction. In the Sudanese culture, this result ensures that the Sudanese
worker, like many others around the world, is affected by the type of
organizational culture that prevails in the company. Employee satisfaction is

negatively influenced by an organizational culture that doesn’t make a balance

between its internal and external focus; as well as flexibility and control. This

188 Gull, Shamaila “Impact of Organizational Culture Type on Job Satisfaction Level of Employees’ in Different

Organizations of Lahore”, International Journal of Academic Research in Business and Social Sciences, Vol., 2, No.
12.(2012), Pages 105 - 110

'8 paulatram B. Lund “Organizational Culture and Job Satisfaction”, Journal of business & Industrial Marketing”,
Vol. 18, No. 3, (2003), page 15.
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means that organizations need to put more efforts in order to enhance the
effect of these factors on employees’ satisfaction. Given the current situation of
the Sudanese economy and the continuous devaluation of the Sudanese Pound,
pay and benefits factors require regular monitoring in order to alleviate the
impact of the devaluation. Also, most of the employees of this industry are
young, and they may opt to migrate to more attractive labor markets outside the
country like the Gulf countries where this industry is a paying one.

This is the knowledge worker era, where employees are more motivated by the
environment in which their relationship with their leaders; supervisor, and
coworkers, therefore, organizations need to focus more in creating such
environments.

From this study it is found that employees in the pharmaceutical industry are
oriented towards organizations that provide their employees with opportunities
for career and personal growth through fair promotion policies and competitive
pay and benefits according to the prevailing market rates. Leaders have to be
close enough to the front line staff, in order to make an impact on the
motivation level of their workforce and consequently a major effect on the
company performance.

Organizational Culture and Overall Customer Satisfaction

The correlation between organizational culture and overall customer satisfaction
for the three sample organization is presented in table 54. This study has found

that there is statistically significant negative correlation at the levels of -0.503**;
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-0.457*; and -0.934* for F1; F2 and F3 respectively. In today’s high competitive
markets, organizations realize the importance of making their customers
satisfied or delighted. Customer satisfaction, among other organizational
outcomes, is the most important factor for survival and growth. Organizations do
not go out to the customer, instead, employees do, and therefore, they
represent the organization in the eyes of the customer. A Dissatisfied customer
is more likely to consider substitute products from the competitors. Customer
satisfaction is not a luxury anymore; a lost customer is hard to bring back,
especially in a tight market like the Sudanese pharmaceutical industry, where
personal relations, due to tight market, count a lot in retaining or losing a
customer. The result of this study is in agreement with the results of the study

conducted by Angelos and Nancy190

in their study on the link between
organizational learning culture and customer satisfaction in Greece, where their
study has revealed a direct relationship between organizational culture and
customer satisfaction. Another study that has similar results come from Udegbe
et al'®! of the Lagos State University of Nigeria in their study of the relationship
among organizational culture, customer satisfaction and performance in

multinational corporation in Nigeria where they found that there is a

relationship between organizational culture and customer satisfaction. This

Angelos Pantouvakis and Nancy Bouranta, “The link between organizational learning culture and customer
satisfaction”, Journal of learning organization, vol. 20, No. 1,(2013), pages 20-35

Udegbe, S. A. N, Scholastica Ebarefimla, Afobunor, S. A. N., “ Exploring the relationship among organizational
culture, customer satisfaction, and performance in multinational corporations in Nigeria”, Australian Journal of
Business and Management Research”, Vol. 1, No. 11 (2012), page 65
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particular study might be more relevant as there is some similarity of cultural
values and characteristics and is more relevant to the Sudanese organizational
culture than others. This in part, may be due to the similarity of the national
cultures.

Overall Job Satisfaction and Overall Customer Satisfaction

The correlation between Overall job satisfaction and overall customer
satisfaction is shown in table 54 where a statistically significant positive relation
is realized at the levels of 0.978**; 0.814**: and 0.929* for F1; F2; and F3
respectively. This result comes as no surprise because simply the relationship is
logical and it goes with the Arabic wisdom that” One can’t give something
he/she doesn’t have”. The casual relationship between overall job satisfaction
and overall customer satisfaction is shown in tables, 35 & 37 and 44 and 46 in
chapter 4. This result means that job satisfaction mediates the relationship
between organizational culture and Customer satisfaction, and therefore, the
road to customer satisfaction will necessary pass through the bridge of job
satisfaction. This result is also noted by Ulrich'® who states that “customer
satisfaction is a reaction to employee satisfaction”. Employees, the front line
staff, are the vehicle that takes the organization to the customer. Some
customers might have never been to the premises of the organization, and, to

them, the organization is the salesperson.

192

Davie Ulrich, Op.cit, page 58
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One of the lessons learned in this study is that the conventional wisdom ” the
customer runs the company”, which has prevailed for long time during the
eighties, is no longer valid and doesn’t hold true in today’s business
organizations. It would be more appropriate to substitute it with one like:”
Employee and customer, together, run the company”. Employees can make or
break the company in many ways. For example, they can ruin its reputation and
image by talking negatively in front of customers; a negative word of mouth
harms a lot. Therefore, it will only be fair for the three parties, that organization
leaders treat employees as “internal customers”, and strive hard to delight them.
When employees perceive their organization as giving, committed; paying; they
reflect this perception to their customers, and the society at large, thus helping
to build a bright image for the organization. The results of this study reveal that
the relationship between organizational culture and overall job satisfaction is
always significant and positive. For organizational leaders, this result means
that, when things go wrong, they first look for the reasons from inside before
looking outside. This result is supported by the work of many researchers, one of

them is the study carried out by Gous et al'®

in South Africa investigating the
relationship between job satisfaction and customer satisfaction in the balance

scorecard.

¥pe Gous; A Y Habtezin; F N S Vermaak and H P Wolmarns,” The relationship between employee and customer
satisfaction in the balanced scorecard”, SAJEMS NS 9, No.3(2006), pages 211-215
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5.2 Recommendations:

The findings of this study have several implications for both research and corporate

practices.  Organizational culture, as subject of study, is relatively new to the

Sudanese business organizations.  The following recommendations is the

contribution of this study

A.

For business organizations Leaders:

It is essential for leaders to identify the dominating organizational culture in their
organizations and the impact it has on organizational outcomes, i.e. job
satisfaction.

It is of high importance for leaders to treat their sales representatives as
customers, not just employees.

Re-phrase the conventional wisdom that “the customer runs the company” to
“Employee and customer, together, run the company”.

It is of absolute importance that leaders realize that the way staff are treated,
especially sales representatives, will reflect on customers.

Recognize and familiarize themselves with the impact of organizational culture.

Realize that customer satisfaction is correlated with sales representative’s
satisfaction. Customer satisfaction is a reflection of employee satisfaction.

Recognize the fact that customer and job satisfaction are both function of the
dominant organizational culture.

B. For Human resource Managers:

HR Managers need to be trained on organizational culture concept and issues.
Include organizational culture characteristics in the advertisement for vacancies
in order for the candidate to know what kind of culture is dominant and whether

it suits them or not.
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5.3

3. Include “culture fit factor” as a selection criteria for new hires.
4. Use customer feedback information into the training and development material.
5. HR managers need to know the impact of the dominant organizational culture

on organizational outcomes, i.e employee and customer satisfaction.

Limitation of this Study:

This research tried to help leaders and human resource practitioners enhance their
knowledge about the effect organizational culture may have on employees and
customers alike, but it has some limitations that need to be outlined.

First, there are differences among scholars of the definition of organizational
culture, and, as a result, there are many different models that tap the culture in any
organization. Although the model selected in this study is of high reliability and
validity, but is a western type of model, and caution need to be taken when applying
such models on a different culture like the Sudanese. 3" , generalisability of the
results of this study is an issue as it is industry specific, and location specific. This
study investigated the relationship between organizational culture, overall job
satisfaction and overall customer satisfaction in the pharmaceutical industry in the
Khartoum State in the Sudan; therefore, it is results will be more of use to the same
industry. 4™ this study has investigated the perception of certain population
working in the pharmaceutical industry, thus may not be easily applicable to
population outside the pharmaceutical industry. 5™ cultural differences between

countries may also need to be considered when using the results of this study. 6",
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the time during which the data collected needs to be considered as well. The data
for this study has been collected before the downtime of the Sudanese economy, a
fact that might have aggravated the level of dissatisfaction within the sample

organizations even further to higher limits.

5.4 Proposed Future Research:

Stemming from the limitations mentioned in section 5.6 above, this study
recommends that it necessary for Sudanese scholars to indigenize/localize the
organizational culture phenomenon more by conducting more Studies within the
Sudanese context in order to have a benchmark for future studies. It is also,
recommended that similar studies to be done on a larger scale within the
pharmaceutical industry and include more Sudanese pharmaceutical organizations.
Another area of further research is to conduct similar studies outside the

geographical boundaries of Khartoum State.
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Appendices

1. Questionnaires:

1.1 Organizational Culture Assessment Instrument (OCAI) and Job Satisfaction Questionnaire (JSS)
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1.2 Customer Satisfaction Questionnaire (CSQ).
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