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Abstract 

In this century, the rise of "new public management" (NPM) has been described as 

one of the most striking trends in public administration. NPM represents a broad set 

of reforms. Many have argued that the reforms have defined public sector efficiency 

too narrowly in the United Kingdom, as cost cutting, largely ignoring wider issues of 

social welfare. There have been attempts to replace what some commentators have 

described as the slow, process oriented culture of Government departments, with a 

more output or outcome-focused culture, emphasizing this narrow definition of 

efficiency. The reforms seem to have assumed a public service culture of honesty, 

which would remain intact through decentralization and pay-for-performance 

programmes. The assumption seemed to be that integrity was a kind of personality 

factor in public servants, independent of rules and constraints. 

The questions this research seeks to answer are whether civil servants have different 

values from private sector managers and whether the United Kingdom is losing core 

public service values by attempting to reform the civil service. The research sought 

to create a measure of the values of the dominant United Kingdom managerial 

culture, to which the subculture of the public sector was compared. The research 

surveyed 450 public and private sector managers in two stages. The first stage 

established that public sector managers have different values from private sector 

managers. The second stage reaffirmed this finding and also established that public 

sector managers have different decision-making patterns. The values espoused 

varied according to the type of university attended, hierarchical level and parental 

occupations, as well as by sector. Data were collected using ranking and rating 

questionnaires, to further the debate on appropriate methodology in measuring 

values. Interview data were gathered to add more depth of understanding to the 

statistical analyses. The research findings have implications for the recruitment 

policies of the United Kingdom civil service and for the regulations controlling 

public sector work practices. 
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INTRODUCTION 

"The questions at issue are whether the reforms cumulatively represent a 

revolm tion in " iteh all, an d wh eth er th e efforts of politician s an d sen ior officials 

to preserve the best ofpublic service ethics of the old system, whilst simultaneously 

furthering radical initiadves, are doomed tofailure. " (Greenaway, 1995: 369). 

This research was inspired by a single remark. The researcher was engaged in a 

classroom debate with public sector managers about organizational culture. The 

public sector managers were from many different areas: the civil service, local 

authorities, the health service, the armed forces and the police. Part of the debate 

was about change and the impact on public sector culture of reform initiatives 

clustered under the umbrella heading of "new public management". The researcher 

suggested that it might prove difficult for public sector managers to embrace more 

commercial practices, because of their heightened sense of public service and 

integrity. One public sector manager responded: "What makes you think that I'm 

any different ftom a private sector manager? " The current research sets out to test 

this proposition. 

Some observers of "new public management" have commented that reforms to 

improve public sector efficiency have focused on cost-cutting (Aucoin, 1990), 

largely ignoring broader issues of social welfare. Others have observed that the 

changes have taken for granted a public service culture of honesty, which might not 

survive the reforms (Hood, 1991). Whether the reforms have gone too far, or not far 

enough, is debated (Greenaway, 1995). This debate raises important questions about 
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whether public servants have a more keenly developed sense of integrity, which 

ensures that they will remain honest irrespective of the circumstances. The 

alternative is that probity in handling public money has been ensured through more 

thorough systems and checks than those that exist in the private sector. These 

systems may be damaged by the reforms. The current research investigates whether 

public sector managers are different from private sector managers, in particular, 

whether they have different values. If they do, "new public management" reforms 

may be able to rely on the personal integrity of its public servants to shore up any 

lack of systemic checks, which have been reduced in order to increase efficiency. 

Chapter One provides an overview of "new public management" and its antecedents. 

It is not intended as an exhaustive literature review, but sets the context within which 

the current research takes place. The historical background to the main tenets about 

"new public management" are explored and the predominant views concerning the 

advantages and disadvantages of the public sector reforms pursued in its name are 

summarized. Chapter Two goes on to survey the literature of research into values, 

the metric used in the current research to explore differences between individuals. 

Values are core beliefs held by individuals concerning how they should behave in 

broad ranges of situations (Rokeach, 1973). Therefore, values are relevant to 

research seeking to identify not just differences between individuals, but also 

differences in behaviour between individuals. The review pays particular attention to 

research instruments used for measuring values, but also considers the possible 

effects on values of nationality. The current research seeks to explore the "new 

public management" reforms being implemented in the United Kingdom, but the 

primary research instruments used for measuring values are American. The 
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ethnocentricity of existing research instruments, and the implications for designing a 

new research instrument, are considered. Finally, the hypotheses to be tested are set 

out. Chapter Three looks at the methodological considerations to be taken into 

account when measuring values. It is decided that the level of analysis employed 

will be the individual and that the current research should employ both 

questionnaires and interviews in order to measure individual values. Both rating and 

ranking questionnaires are designed. 

Chapter Four analyses the results from the data collected from public and private 

sector managers using the rating (VRQ) and ranking (RNK) questionnaires. This 

stage in the research is called the Development Phase. Statistical analysis is 

presented and used to refine the research instruments. Organizations matched by size 

are selected for the next phase of data collection, called the Major Fieldwork, using 

the refined VRQ and RNK. Data are collected from public and private sector 

managers from six matched organizations. In addition, data are collected from 

Executive Agency Chief Executives (ACEs). ACEs can be considered representative 

of one of the "new public management" reforms in the United Kingdom, the 

Executive Agency initiative. Therefore, they are of interest as a transitional group 

between traditional public sector methods of organization and working and the 

commercial practices of the private sector. The dependent variable, a decision- 

making scenario (BDS), is also tested in preparation for the Major Fieldwork. 

Decisions are also taken about the amount and type of demographic data to be 

collected. Chapter Five reports the consolidated analysis of the Major Fieldwork 

data. Statistically significant differences in espoused values and decision-making are 

shown between public sector and private sector managers. These data are reported 
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and an interview schedule is constructed to explore these values in more detail, using 

the ACE sample. 

Chapter Six reports further statistical data showing the interaction effects between 

the demographic variables and the results of the analyses of the rating questionnaire 

(VRQ), ranking questionnaire (RNK) and decision-making scenario (BDS). The 

demographic variables "degree qualification", "type of university", "parents' 

occupations", "hierarchical level" and "gender" offer additional insights into values 

found in the current research. The second half of Chapter Six reports the interview 

data gathered from the ACE sample, to elucidate the value constructs uncovered by 

statistical analysis of the questionnaire data. Finally, Chapter Seven summarizes the 

research findings compared with the hypotheses the research seeks to test. The 

implications for public sector reform and for further research into values, particularly 

public sector values, are described. A continuing research agenda is suggested. 
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CHAPTER ONE 

New public management 

Introduction 

"The whole question of more efficient city government will be solved when politics 

are permitted to have no more place in the management of our cities than in 

inXvidual or corporate enterprise. " (Davidson, 189 1, in Downs & Larkey, 1986: 23). 

This chapter looks at the reforms that were introduced into the United Kingdom public 

sector during the late 1970s, the 1980s and the early 1990s. It traces the origins and 

effects of these reforms, documented by key observers such as Pollitt, Hennessy, Hood, 

Aucoin, Dunleavy, Richards and Drewry, and considers their potential effect on public 

sector values. 

Public sector reform, both in the United Kingdom (UK) and abroad, has introduced 

what has come to be called "new public management" (hereafter NPM) by academic 

and practitioner observers. As Hood (199 Ili: ii) observed, "The rise of 'new public 

management' over the past fifteen years is one of the most striking international trends 

in public administration". For example, at an Experts' Conference hosted by the 

Organisation for Economic Co-operation and Development (OECD) in October 1991, 

invited delegates from the UK, Austria, Belgium, Spain and France discussed the 

difficulties of performance measurement in public sector bureaucracies against a 

common background of NPM reforms. Much admiration was expressed, especially by 

the OECD Secretariat, for the United Kingdom and its restructuring of public sector 
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delivery bodies into separately identifiable units called Executive Agencies, as part of 

this reform agenda. 

NPM represents a broad set of reforms, the overall aim of which is to improve 

efficiency in the public sector. Many academics have argued that the intellectual 

antecedents of NPM stem from contradictory schools of thought, which have created 

difficulties for public sector practitioners, both in policy formulation and 

implementation (Hood 1991ii: Aucoin 1990: Dunleavy 1989: Mellon 1990). Further, it 

has been argued that the way in which NPM has developed, especially in the UK, has 

meant that improved efficiency has been defined in a narrow way, as cost-cutting 

(Aucoin 1990), thus largely ignoring wider issues of social welfare. 

An important adjunct to implementing NPM in the United Kingdom civil service has 

been a series of so-called culture change programmes. There have been many attempts 

to replace what some commentators (Richards 1992) have described as the slow, 

process-oriented culture of many Government departments and their service delivery 

arms, with a more output or outcome focused culture, emphasising efficiency and cost 

saving. The reforms seem, by and large, to have assumed a public service culture of 

honesty, which would remain intact through decentralization and the introduction of 

pay-for-performance programmes (Hood, 1991ii). This means that, although power 

and control were being decentralized and pay was becoming more dependent upon 

individual managerial discretion, rather than centralized rules, it was assumed that civil 

servants would not be tempted to abuse their increased powers. This appeared to 
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signify an implicit belief in the integrity of public servants almost as a personality trait, 

independent of rules and constraints. However, recent commentary (Public Accounts 

Committee Report January 1994) has suggested that a combination of such reform 

programmes and recruiting managers from the private sector has made managers in 

parts of the civil service more susceptible to corruption. This debate raises important 

questions. Can we assume that public servants have a more keenly developed sense of 

integrity than have private sector managers? If so, where does this come from? Does 

increased recruitment from the private sector into the public sector dilute this 

heightened level of integrity, if it exists? Or are public and private sector managers 

equally susceptible to corruption, with more sophisticated systemic checks and balances 

in the public sector ensuring probity in dealing with public funds? As a first step in 

considering these questions, it is important to understand more about the reforms that 

have taken place in the United Kingdom public sector under the broad title of NPM. 

The recent history of public sector reform in the UK 

All change in organizations occurs as part of history and the United Kingdom civil 

service has a long history. To understand the relevance of NPXt it would be useful to 

place it in the context of important reforms in the UK public sector, from the nineteenth 

century to today, particularly in the period of a long-running conservative government 

from 1979 to 1997. 

The last major reform of the civil service took place in the nineteenth century. The 

Prime Minister, Mr Gladstone, conceived the seventeenth century as one ruled by 
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prerogative and the eighteenth by patronage, whereas the nineteenth would become 

ruled by virtue (Matthew, 1986). He sponsored the Northcote-Trevelyan Report of 

1854 (not implemented until 1870) which introduced significant changes into the public 

sector, including entrance examinations into the civil service, promotion on merit rather 

than for time-serving and the division of work into the mechanical (administrative) and 

the intellectual (policy creation) (Hennessy 1989). These reforms were intended to 

"strengthen and multiply the ties between the higher classes and the possession of 

administrative power. " (Gladstone quoted in Briggs, 1965: 117). "A Civil Service 

hitherto appointed by Patronage and influence would give way to a non-political 

administrative class educated in the moral values of a liberal education further 

developed by a reformed Oxford and Cambridge. " (Matthew, 1986: 85). "Whitehall 

was not to be surrendered to Manchester, but to Oxford. " (Briggs, 1965: 117). Charles 

Trevelyan, the major force behind the review and the subsequent report, was 

determined to make the civil service more efficient. 

More recently, the 1968 Fulton Report on the civil service (HMSO Cm 3638,1968) had 

the same aim: to increase efficiency in the civil service. The Fulton Committee was 

established by Harold Wilson in February 1966, in response to growing concern that a 

machinery of government designed in the nineteenth century was crumbling under a 

late twentieth century workload. Commentators observed that in the nineteenth century 

the State was responsible for a limited number of national matters and the concept of 

Ministerial responsibility had been a workable one (Ryrie, 1967). The Fulton Report 

said "the Home Civil Service today is still fundamentally the product of the nineteenth- 
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century philosophy of the Northcote-Trevelyan Report" (Cm 3638,1968: 9), The 

Report also commented on the "unhelpful" division between the administrative and 

executive classes (introduced by the Northcote-Trevelyan reforms), the small use of 

reward for initiative, the absence of clear accountabilities and a lack of management 

skills. However, the recommendations arising from the Fulton Report were never fully 

implemented. The Report has been called variously "an idea before its time" (Sir Peter 

Kemp, private meeting, February 1989) and an inquiry deliberately "gelded" as a pre- 

emptive strike by permanent secretaries. "Fulton, therefore, never had a chance of 

joining Northcote, Trevelyan and Haldane in the select club of ground-breaking 

inquirers. " (Hennessy, 1989: 190). Nonetheless, many of the Fulton ideas resurfaced 

during the reforms in the UK in the 1970s and 1980s. 

When the Conservative Government came to power in 1979, one of its important 

objectives was observed to be to reduce the size and role of the public sector and, thus, 

to reduce the Public Sector Borrowing Requirement (Kay & Thompson, 1986). A 

secondary aim, which emerged more gradually, was to improve the delivery of public 

services to their users, or "customers" as they became known: that is, to make the public 

sector more efficient. Again, "efficiency" was given a narrow definition, as cost-cutting 

or cost-effectiveness. 

Public ownership of industry was a central question in the Thatcher administration. The 

UK public sector included an extensive list of government-run businesses: post, 

telecommunications, electricity, gas, coal, railways, airlines, buses, vehicle production, 
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oil production and shipbuilding. A table published by the Economist in 1980 showed 

that of the 18 most advanced industrialized nations, only Austria and India had more 

nationalized industries. By 1983, privatization of publicly owned businesses had 

become an established major policy, with twelve statutes already enacted to enable 

Ministers to sell assets or shares and to relax statutory monopoly powers. However, 

privatization was not the only means used to "roll back the frontiers of the State" 

(Conservative Party Manifesto 1983). 

On becoming Prime NEnister in 1979, Mrs Thatcher immediately appointed Sir Derek 

(later Lord) Rayner as head of an Efficiency Unit within the Cabinet Office, the central 

department of the United Kingdom civil service. The so-called Rayner scrutinies, 

painstaking studies of various civil service activities, of which there were some three 

hundred between 1979 and 1985, were a major part of the drive to improve policy or 

strategy implementation in the civil service and to help ministers and permanent 

secretaries to make savings. A second vehicle for improving efficiency, also introduced 

by Rayner, was the Financial Management Initiative (FMI). A White Paper in 1982, 

'Efficiency and Effectiveness in the Civil Service' (Cm 8616) set out that managers 

should have a clear view of their objectives; the means to assess performance; 

well-defined responsibility for making the best use of resources; and information 

(particularly about costs) to exercise their responsibilities effectively. Responsibility 

and accountability were to be delegated to budget holders or cost centre managers: for 

some civil servants it meant having to deal with complex financial information for the 

first time (Hood, 199 1 ii). 
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By 1986, Government had cut the size of the civil service by 19%, but the Prime 

Minister was reported to be disappointed that so much remained to be done 

(Goldsworthy 199 1). She asked the then Head of the Efficiency Unit, Sir Robin lbbs, to 

find out why the rate of change was slower than she had expected. The Efficiency Unit 

formally presented its report, "Improving Management in Government - the Next 

Steps" in the spring of 1988 (IIMSO 1988), although it had been completed in 1987, 

but was "so laden with sensitivities and implications that it was kept secret on the Prime 

Minister's personal instructions" (Hennessy, 1989: 618). This Report commented that 

"radical change in the freedom to manage is needed urgently if substantially better 

results are to be achieved". It recommended that greater priority be given to organizing 

Government so that its service delivery functions would operate more effectively. In 

particular, " 'agencies' should be established to carry out the executive functions of 

government within a policy and resources framework set by a department". 

One key feature differentiating this initiative from earlier ones, including the Fulton 

Report, was that of restructuring hierarchies. These separately identified units, or 

Executive Agencies, were to be created, headed by civil servants who would be 

publicly and directly accountable for the results achieved by the Agency they managed, 

in a way comparable with a general manager of a wholly owned subsidiary of a publicly 

listed company. It is important to recall the private sector context in which these 

changes were taking place. There was a move in business at the time towards 

appointing chief executives to manage a portfolio of separately accountable business 

units, the latter headed by general managers. These so-called strategic business units 
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could be invested in, held in steady state or sold, depending upon their performance. 

The decentralization initiative in the public sector reflected some of these private sector 

changes, although there was one major difference, In the private sector, the least 

profitable business units would be sold: in the public sector, the most profitable were 

sold or privatized, because the least profitable were not of interest to prospective 

purchasers. This was to lead to complaints from the managers of the public sector 

business units (Executive Agencies) that they would never be able to compete on "a 

level playing field", partly because they were charged with running only the businesses 

which the private sector did not want. 

The new general managers of these "business" units in the public sector were called 

Chief Executive Officers. Later, they became known as Agency Chief Executives, or 

ACEs. They had published targets to meet, were on three to five year contracts which 

could be terminated and were also directly accountable to Parliament through 

appearances before Select Committees and written answers to MPs' questions on 

operational matters. Before this time, civil servants had tenure, had been less visible 

and had been accountable to Parliament only through Ministers. Reconciling greater 

delegation with firm control of public expenditure was an enduring preoccupation 

(Goldsworthy 199 1). One of the Report's more radical recommendations was that the 

Agencies were to be encouraged to break with Warren Fisher's reforms of 1919 - 1922, 

which had created a unified civil service under tight Treasury control, through common 

standards of pay, recruitment and finance (Hennessy, 1989). Agencies were asked to 

establish their own pay and grading systems, independent of central rules. 
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There were other significant differences between the "Next Steps" or Agency initiative 

and earlier reforms. The Executive Agencies were to have their aims and sometimes 

targets spelt out in quasi-contracts called Framework Documents. These 'contracts', 

between the parent department, which had hived off the Agency, and the Agency itself, 

were intended to last for three years, seemingly offering some relief from the short- 

termism of British politics. A further departure was that the initiative had a champion, 

known as the Next Steps' (after the title of the Ibbs Report) Project Manager, Peter 

Kemp. He was the Second Permanent Secretary in the Office of the Minister for the 

Civil Service, had formerly worked at the Treasury and was appointed as Next Steps' 

Project Manager in February 1988. Sir Peter, who took early retirement on 14 August 

1992, was keen to draw parallels between Fulton and Next Steps. "... both perceived 

that what is described as the Civil Service was just too big to be run as one 

activity ..... 
Fulton looked at 'units of accountable management', Ibbs went for 'agencies'. 

Same concept, different name. " (First Division Association Newsletter, October 199 1). 

One final important aspect differentiating this reform initiative from earlier ones was 

that there appeared to be some target for the whole restructuring process, although it 

was not formally identified as such at the outset. In speeches, internal documents and 

private conversations, Sir Peter Kemp emphasized again and again that some 95% of 

civil servants were employed in delivering services, the implication being that 95% 

might be reorganized to work in Next Steps' Agencies. 

By March 1997, there were 130 Executive Agencies employing nearly 387,000 civil 
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servants, representing 74% of the total civil service workforce. 90 of the 130 Chief 

Executives of the Agencies were recruited by open competition, 33 from outside the 

civil service. 75 internal, 33 external and 22 Armed Forces appointments had been 

made. However, a gender bias persisted, only six women had been appointed as Chief 

Executives (Next Steps Briefing Note, March 1997). 

The Executive Agency initiative became involved vAth the broader Government policy 

on privatization in the following way. As part of the initial sifting process, the 

Permanent Secretary of a parent government department, seeking Agency status for 

discrete activities within that department, had to demonstrate that these activities should 

not instead be abolished or privatized. However, once established, the language used, 

even by statutory regulatory Agencies, tended to become that of "beating the 

competition" and serving (rather than Policing) "customers" (Common, Flynn and 

Mellon, 1992). While the government was pursuing a broad approach of increasing 

competition within the public sector as a means of rendering it more efficient, Agency 

reform was essentially a decentralization initiative. What the restructuring did not do, 

except at the margin for some, was to increase the level of competition faced by an 

Agency. 

Two further initiatives should be mentioned. The first was the Citizen's Charter, 

launched in July 1991 by Mrs Thatcher's successor, Mr John Major. The Charter Mark 

Award, launched in January 1992, was the award scheme supporting the Citizen's 

Charter and rewards excellence in delivefing public services. The Charter was intended 
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to encourage public services to become more customer-oriented and more efficient. 

Public services were encouraged to set themselves standards for delivering services, 

imparting information, offering consultation and behaving with courtesy. Some 

Executive Agencies have published their own customer charters. The second initiative 

was the Government White Paper published in November 1991, "Competing for 

Quality" (Cm 1730, HMSO). This reaffirmed the Conservative Government's view that 

competition was the best guarantee of quality and required Government Departments 

and Agencies to review their activities to assess how "value for money" from their 

services could be improved. Non-essential or inefficient activities were to be abolished, 

privatized, subcontracted or awarded to an in-house team following competitive 

tendering. Greenaway (1995: 365) suggests that "... the introduction of market testing 

is widely perceived as posing a fundamental threat to the whole concept of public 

service. " The Government's Guide to Market Testing (FIMSO 1993) gave advice on 

subcontracting non-essential activities. 

It was this varied mixture of reforms, from privatization to charter marks, which 

collectively came to be called "new public management" in the United Kingdom. 

New public management 

Just as the various policy initiatives that represent NPM are diverse, so too are the 

underlying doctrines. Hood (1991ii) considered that there were seven overlapping 

precepts behind NPM. These were (1) professional, visible and discretionary 

management, (2) clear (quantitative) targets and performance measures, (3) resource 
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allocation and rewards linked to measured outputs, (4) disaggregation into smaller units, 

(5) greater competition through fixed term contracts and tendering, (6) private sector 

style management, particularly flexibility in hiring and reward systems and (7) cost 

cutting. More simply however, NPM had two broad antecedents, reflected in the public 

sector reforms charted above. 

The first antecedent was business-type managerialism, based on the idea of transferable, 

professional management expertise, which was held to be more important than 

technical expertise, and which required high discretionary power to achieve improved 

results by developing appropriate organizational cultures. The second was new 

institutional economics, which helped to generate a set of administrative reform 

doctrines based on ideas of contestability, user choice, transparency and close 

concentration on incentive structures (Hood, 1990i). Institutional economics was 

represented in broadly market-type reforms, relying on transparent competition, 

reinforced by pay-for-performance incentive schemes. These two antecedents can be 

identified clearly in the different policies listed in the preceding section. For example, 

privatization and "Competing for Quality" clearly belonged to the institutional 

economics school, (also refer-red to as the public choice school). The Next Steps, or 

Agency programme could be seen to have its origins in the managerial school. 

The academic observer Aucoin (1990) supported this idea of dual parentage and 

possible internal conflict between the two sets of ideas. He believed that, taken 

together, they had had a profound impact on the ways in which governments were 

24 



structured to administer public affairs, but they were based on quite different premises 

about what constituted public management. He argued that the coupling of the two 

must inevitably give rise to tensions and contradictions in implementation, thus 

hampering reform. Aucoin drew slightly different conclusions from Hood. He saw 

public choice theory as an attempt to re-establish the primacy of representative 

government over bureaucracy, while managerialism focused on the need to re-establish 

the primacy of managerial principles over bureaucracy. Aucoin, therefore, introduced 

the idea of organizational structure to the debate, but in doing so raised a more 

fundamental point: the nature of public management, accountability and where power 

lay. This raises larger questions of governance. Should hegemony rest with the elected 

government or be delegated to public sector managers, empowered through market 

research to speak about what "the customer" (the taxpayer in the guise of user of public 

services) really wants9 This question typifies one aspect of the debate about 

accountability in the United Kingdoni, but is too simplistic. Ultimately, representative 

democracy is channelled through Parliament and depends more upon the views of 

Ministers than on market research conducted among existing "customersý' of a 

particular service, although the latter may inform Ministerial views. Nonetheless, "In 

the long term the absence of Proper accountability mechanisms in Whitehall distorts the 

theory and practice of good government. In practice, decisions are taken by 

combinations of ministers relying heavily on civil service policy work and 

draftsmanship. " (Mather, 1993: 3). This research will inevitably touch on some of the 

arguments put forward in the continuing and increasingly complex debate about 

accountability (Barberis, 1997), but that is a separate area of enquiry. 
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Although there is overlap, the two 'parents' of NPK public choice and managerialism, 

clearly come from different disciplines. One question posed by public choice theory is 

whether the service user has the right to choose, between services, or between service 

providers, within parameters set, as Aucoin says, by Parliament. The question posed by 

managerialism is whether managers are free to manage their units in order to achieve 

the most efficient output. The contradictions in implementation (Aucoin 1990) arise 

because policies based on public choice theory seek to create contestable markets: break 

down monopoly, introduce franchises, increase the number of sources of supply and, 

thus, competition. Policies based upon managerialism, on the other hand, try to ensure 

that the unit size is small enough to be manageable, that the manager has sufficient 

autonomy to act appropriately given the unit's context and tasks and that decisions are 

delegated to the unit manager. While the superficial impression is that NPM simply 

places an emphasis on administrative thrift, the means offered to achieve this end, by 

public choice theory and managerialism, differ. The two theories can be implemented 

in very different ways. For example, delegation is not necessarily a condition of public 

choice reform: competition is not a necessary condition of managerialist reforms. 

Hood (1991ii) argued that reform in the UK civil service suffered from being stuck in 

the middle of the two reform agendas underlying "new public management". Central 

government policy did not go as far as creating surrogate competitors for public sector 

provision, to increase user choice. Instead, administratively constructed quasi-markets 

were instituted. For example, an Executive Agency could be required to raise some of 

its own finance through the sale of superior services to new customers, or by allowing 
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private sector competition on (often marginal) sales. The quasi-markets could be one- 

sided, for example, the private sector might be allowed to bid for public sector work, 

but the reverse was often forbidden. 

Further confusion was caused by sequential policy initiatives, which could move the 

emphasis from managerial, to public choice, reforms and back again. After the abrupt 

departure, in 1992, of Sir Peter Kemp, the champion of the managerialist Executive 

Agency initiative, policy swung towards the public choice school initiatives of 

privatization and performance pay, enshrined in the Citizens' Charter Initiative. Chief 

Executives suddenly found their Executive Agencies being reconsidered for 

privatization and, in Hennessy's (1992) view, were debilitated by this encroachment on 

their authority. Uncertainty is difficult, but these policy swings were especially 

distressing for those who had joined government bureaucracies for their predictability. 

Centralization versus decentralization 

One important parameter, which appears to have been overlooked in much of this 

debate, is the structural issue of centralization versus decentralization. Both the 

philosophies of managerialism and of markets could be delivered in either a centralized 

or a decentralized way. It will be explained below how this dichotomy gives rise to 

some of the practical conflicts in implementing NPM. 

It has been argued that decentralization is a necessary component of the managerialist 

school in the W accompanying quite naturally the need to create units of a 
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manageable size and a level of 'high discretionary power' for the manager (Aucoin 

1990, Hood 1991ii). The approach to implementing competition between units, as one 

instrument of public choice theory, could also be decentralized, by offering multiple 

sources of supply. Aucoin's view is that UK policy from 1979 was concerned with the 

government's need to control bureaucracy (Aucoin 1990). Bureaucracy must be 

controlled, because it threatens to arrogate centralized Government power (Jaques, 

1976) and Ahe bureaucratic spirit corrupts character and engenders moral poverty. " 

(Michels, 1959: 189). Weber, who described bureaucracy as a legitimate structural form 

for executing routine but complex operations, believed also that, without control, it 

might succeed in de-humanising the democratic world (Weber, 1947). As public choice 

theory states, bureaucrats are held to seek to increase their power and to maximise their 

budgets, to the detriment of efficiency (Dunleavy, 1985). Therefore, public choice 

theory was implemented, by the Conservative government of the period, in a centralized 

way. Instead of adopting policies that allowed more consumer choice, the power of 

representatives and executive authorities were to be reinforced to limit bureaucracy. 

The UK Government White Paper, Competing for Quality, published in November 

1991 (Cm 1730), was one example of a centralized policy based on public choice 

theory overriding decentralized policy based on managerialism. Following the 

publication of the White Paper, Treasury officials requested all Government 

Departments and Executive Agencies to submit their plans for contracting out routine 

services to private sector suppliers. In short, it would seem that the centralizing 

tendencies predicted by Aucoin (1990) have occurred. Commands issued by powerful 
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central departments, such as the Treasury, have constrained the Chief Executives of 

Executive Agencies, who have not necessarily experienced UK managerialist policy as 

decentralizing. As one Agency Chief Executive commented to this researcher in 1991, 

during an early phase of this research: 'Tf Yreedomsis a synonymfor 'shackles'then I 

have them to the extent thatprisoners can hobble in leg irons. " 

Therefore decentralization - centralization becomes a significant factor reflected in the 

emergent contradictions between the two schools of thought. Sir Peter Kemp argued, 

in his evidence to the Treasury and Civil Service Committee in May 1993, that there 

was no contradiction in principle between the managerialist and the competition 

policies (while accepting that there might be dangers of conflict in practice). In fact, the 

conflict in practice is aggravated by the inadequacies of the theory. The preceding 

analysis suggests that practical conflicts could be reduced, if more attention were paid 

to issues of centralization and decentralization. Only a few writers (for example, Hood, 

1990i) consider this aspect. 

"It is a fatal defect of the current principles of administration that, like proverbs, they 

occur in pairs. For almost every principle one can find an equally plausible and 

acceptable contradictory principle. Although the two principles of the pair will lead to 

exactly opposite organizational recommendations, there is nothing in the theory to 

indicate which is the proper one to apply. " (Simon, 1976.20). To comprehend the 

contradictions between the two schools of thought underpinning NPM, we turn next to 

an examination of their contexts and backgrounds. 
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The managerialist partner: scientific management 

Hood & Jackson (1991) argued that one could detect the antecedents of different 

approaches to administration anywhere from Plato to the last century. They proposed a 

set of 99 doctrines, most of which antedate the widely acknowledged fathers of modern 

administrative and management science, such as Woodrow Wilson, Frederick Winslow 

Taylor and Max Weber. However, "managerialism" has been linked most closely with 

the scientific management school (Pollitt, 1990). 

The managerialist school has come to be classified as 'Taylorism', defined as an 

overriding concern with cost-cutting, and re-defined by some writers as 'neo-Taylorism' 

(Pollitt, 1990). As we shall see below, this offers a very narrow view of the ideas of 

Frederick Winslow Taylor (1856 - 1915). Pollitt saw many similarities between 

Taylorism and the managerialist reforms adopted by Reaganite Washington and 

Thatcherite Whitehall in the 1980s. Both approaches believed that previously 

unmeasured work output could be measured and the measurements used as a method of 

increasing productivity, while controlling and rewarding a workforce: in Taylor's case, 

a manual workforce, in the case of public services, mostly a non-manual workforce. 

Pollitt (1990) considered that the broad political, social and economic environment of 

the welfare state of the 1970s presented two sorts of filters, which ensured that only 

certain managerialist ideas would be implemented in the public sector in the 1980s and 

1990s. The first was a set of structural filters that excluded certain ideas because of 

their infeasibility. For example, governments would be unable to impose a full-blown, 
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authoritarian Taylorism (efficiency controls) on health care or education because of the 

powerful structural positions that had been won by the medical and teaching 

professions. The second set of filters he identified concerned primarily the political 

environment. Ideas from the "new right" ensured, both in the UK and the United 

States, that the Thatcher and Reagan administrations gave higher priority to measures of 

efficiency and economy rather than to human-relations concepts of job enrichment or 

self-actualization for public officials. 'New-right" doctrines led many leading 

politicians in both countries to the view that, on the whole, public officials had had a 

soft time. What these officials needed was not further 'privileges' but to feel the 

sharpness of private-sector disciplines, or the nearest parallels that could be devised. 

Pollitt dubbed the public sector reforms as 'neo-Taylorism' because of the filters or 

constraints upon implementation of 'pure' Taylorism, which would have been even 

stricter in the imposition of efficiency measures. Hood (1991ii) agreed with this view 

of the ideas and values underpinning NPM. He considered that NPM was an 

expression of sigma-type values, or those values concerned with keeping an 

organisation lean and purposeful. The emphasis was on frugality, with 'waste' as the 

key indicator of failure. He concluded that NPM was broadly about cutting costs and 

doing more for less as a result of better-quality management and different structural 

design. 

Pollitt's choice of 'Taylorism' as an appropriate label is questionable. He borrowed the 

term because scientific management, or the idea that management could be a precise 
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and portable set of techniques, is most commonly associated with Frederick Winslow 

Taylor. Taylor lived in the United States of America at a time of dramatic and far- 

reaching change in the structure and operation of business firms. Modern big business 

was a product of the mid-nineteenth century expansion of the railway industry, 

appearing in the industrial sector in the 1870s and becoming the dominant type of 

organization in much of American industry between 1897 and 1902. Another late- 

nineteenth-century development, the transformation of the factory, occurred more 

slowly. Frederick W Taylor was its most prominent analyst. The so-called "father of 

scientific management", he worked in comparative obscurity until 1910 (Nelson, 1980), 

trying to establish scientifically the "one best way" to produce goods efficiently. 

Technical breakthroughs, for example, in the manufacture of iron and glass, had moved 

work processes away from a craft, towards a factory, or mass-production, system. Two 

groups of innovators were central in driving the consequential changes in management 

techniques that this transition required. One group, of engineers, whose views Taylor 

characterized, was dissatisfied with the decentralized management system and 

particularly with the role of the foreman. The second group, of labour reformers, was 

sensitive to the social revolution underlying the production revolution and was 

particularly concerned with employer-employee relations. 

Taylor believed that the foreman in a factory was overworked, under-qualified and 

exercised near-absolute power over the workers (Taylor, 1911). He hired and fired, 

promoted and demoted, provided training, handled grievances, enforced personnel 

policies and usually acted as rate-setter for piecework, using rule-of-thumb approaches 
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(Nelson 1980). It is perhaps understandable that engineers were convinced that a more 

systematic approach would increase efficiency. Taylor believed that the United States' 

economy suffered through inefficiency and that the remedy lay in systematic 

management, rather than in searching for some unusual or extraordinary man to 

overcome the inefficiencies. He tried to prove that the best management was a true 

science, resting upon clearly defined laws, rules and principles and applicable to all 

kinds of activities, from simple individual acts to the work of large corporations 

(Taylor, 1911). He was a major contributor to the belief that work organizations could 

be managed scientifically and be made more efficient. (In contrast, some modern 

writers (Whitley, 1989) see management as contingent, messy, context-dependent, 

irrational and less portable. ) 

Taylor came from Quaker-Puritan stock, which gave him a Puritan zeal to eradicate 

what he saw as the evils of waste and slothfulness (Wren 1972). He had many 

successes in improving manufacturing productivity, both as a manager and later as a 

consultant. He was probably best known for his experiments among employees 

carrying pig iron and shovelling ore at the Bethlehem Steel Plant, a quarter owned by 

Joseph Wharton, founder of the first business school. However, one of his earliest 

consulting assignments was at Simond's Rolling Machine Company, which 

manufactured steel ball bearings in the United States. Taylor conducted a number of 

experiments around this manufacturing operation, changing procedures and personnel, 

so that eventually work which had taken 120 women took only 35, while accuracy 

improved by two thirds (Harmon and Mayer, 1986). 
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Taylor's ideas were to improve prosperity for both workers and managers by increasing 

productivity: he believed in high wages as well as low costs. He saw greater 

productivity being enabled by more productive machinery (he held the patent on several 

metal-working machines which did just that) and a more productive workforce. He 

believed that the greatest obstacle to making people more productive was the 

deliberately slow pace at which they worked: loafing, marking time or 'soldiering' as it 

was known (Taylor, 1911). People were assumed to be rational and workers to engage 

in systematic soldiering because of what they saw as their best interests. Knowledge 

was liberating. It was also objective and to be freely shared. "Soldiering" could be 

eliminated by changing the scheme of management and by showing people what was in 

their real long-term interest (Harmon and Mayer 1986). Taylor's belief in making a 

distinction between planning for work to be done and actually carrying out the work 

was revolutionary in its time. Therefore, his approach was to analyze a task 

'scientifically', rejecting rule of thumb methods: to assign first class men to the task, on 

the assumption that men should undertake a grade of work which fitted their mental 

capacity: to alter the work environment to aid the most efficient completion of the 

work: and finally, to provide appropriate incentives for the work. He therefore saw the 

individual as 'economic man', ready to respond to financial incentives in a rational way. 

Taylor's reforms sparked a wave of strikes. Giving evidence before a Congressional 

committee of inquiry in 1911, Taylor explained that he did not see scientific 

management as an efficiency device, although the tools of the movement were time, 
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motion and fatigue studies, economic incentive schemes, Gantt charts, stopwatches and 

therbligs. (Frank Gilbreth developed a list of 17 worker movements, which could not 

be subdivided, to measure activity exactly. ) He saw it as "a complete mental 

revolution" for working men and their employers, with workers taking more 

responsibility for their work and employers allowing them this responsibility and 

rewarding them appropriately. He implied that management's failure to utilize the skills 

of the workers was the reason for workers' inefficiencies and restiveness (Perrow, 

1979). Taylor was both pilloried and revered by the society in which he lived, but 

efficiency was in vogue in American society before the First World War and there were 

Efficiency Clubs and efficiency experts. Taylor represented the effort to increase what 

President Theodore Roosevelt called 'the national efficiency'. He made manifest what 

was a public sentiment, "be efficient". 

However, the labour unions saw the "science" as threatening jobs and the technique of 

work analysis was banned in many organizations, including the United States Navy. 

Many workers saw only the negative effects of measurement systems and pro-labour 

factions even began introducing a legislative rider to all military appropriation bills 

which forbade spending appropriated funds on the "Taylor system" (Harmon and 

Mayer, 1986). Wren suggests that, because of this, "Taylorism and the attempt to bring 

efficiency to government agencies was clearly crippled. " (Wren, 1972: 13). Yet Taylor 

was also concerned about working conditions. The message of co-operation embodied 

in the scientific management literature had an effect and by 1928 a management journal 

would urge "Trust workers as human beings. Show your interest in their success and 
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welfare. " (Perrow, 1979: 15). 

Therefore, to speak of "Taylorism" is to concentrate on the time and motion study side 

of his work and to ignore the wider issues he raised, which today might be called 

"culture change" and "empowerment" by management researchers. In fact, looking at 

Taylor's views on economic reward for rational man, his ideas could equally be claimed 

as the precursor to the incentivisation aspects of public choice theory described by 

Hood (1991ii). Neo-Taylorism implies some new version or development of an existing 

schema. Partial Taylorism would be a more accurate description. Writers may seek to 

demonstrate the narrow and impoverished base upon which NPM rests, by making this 

link back to "Taylorism" as one parent of the reform movement. In doing so, they show 

an incomplete understanding of Tayor's work and misinterpret his ideas at the end of 

this century, just as they were at the end of the last. 

In summary, the managerialist "parent" of NPM can be described as assuming a 

portable body of knowledge, which can be learnt and which can improve the efficiency 

of an organization. Efficiency, (assumed to be a desirable end state), is narrowly 

defined as providing improved value for money, that is, increasing or retaining output 

levels while reducing costs. We turn next to a discussion of the second school of 

thought, public choice theory. 

The institutional economics partner: public choice theory 

Commentators observed that orthodox public adminstration had either failed to deal 

36 



with allocative inefficiencies in public bureaucracies, or had failed to demonstrate that it 

could (Pollitt, 1990). The proponents of public choice theory also believed that 

managerialism was an inadequate substitute for, or adjunct to, public administration. 

Therefore, the institutional arrangements of public choice theory were to be added. 

Their recommendations for dealing with allocative deficiencies were, according to 

Hood (1990i: 116). "institutional arrangements which as far as possible established 

rivalry and consumer choice: by voucher schemes rather than mandatory allocation, by 

cash transfers rather than services in kind; by provision of services on the basis of 

competitive performance contracts or franchises rather than permanent public 

bureaucracies, by small-scale monopolies rather than large-scale monopolies, by user 

charges rather than tax-based financing for services other than pure public goods, and 

by local-level service provision which enabled consumers to 'vote with their feef. " In 

another context, Hood and Jackson (1991) commented that NPM could be interpreted 

as neo-Treasury control, a method of reasserting the power of central controlling 

departments and senior bureaucrats against public sector 'spenders' and professionalized 

'service deliverers'. In Aucoin's (1990) terms, centralization. 

When analysing public choice theory, most writers refer to authors such as Downs 

(1967) and Niskanen (1971). However, there are two broad streams of public choice 

theory. One stream is a more abstract set of modelling work, using techniques such as 

game theory and algebraic economics to analyse multiple puzzles about individual 

behaviour. The models used are often so uncomplicated and so unambiguously 

specified, that it is hard to think of analogous political situations. Dunleavy (1991) 
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asserted that these models have not changed the ways in which political scientists 

picture the operations of political institutions. Niskanen and Downs belong to the 

second stream, which Dunleavy termed "institutional public choice theory". They did 

not use complicated first prmciples reasoning, but offered applied and relatively 

detailed accounts of how the core processes of liberal democratic politics operate. They 

are empirical rather than theoretical. Therefore, the following review focuses on 

institutional public choice theory, because it is considered generally to be more relevant 

to an analysis of the origins of NPM than algebraic economics. 

Public choice theory has been defined as "the economic study of non-market decision- 

making, or simply as the application of economics to political science" (Mueller, 1976: 

395). There are two important caveats to public choice theory. The first is that the 

theory is based on Western political values. Thus, a primary methodological 

assumption is that political action can be understood as the outcome of the actions of 

motivated, atomistic individuals who are pursuing rational self interest (Hannon & 

Mayer, 1986). Public choice theorists believe that there is a persistent tension between 

espoused values about individual liberty and values about stability of the social order. 

Harmon and Mayer (1986) posited that public choice theory places a normative 

premium on individual liberty. 

The second caveat is that the two major theorists in this field, Downs and Niskanen, 

both concentrated their empirical research in defence organizations. Economic analyses 

of bureaucracies tended to view them as uniformly hierarchical. This was because early 
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authors in the field drew a fundamental contrast between organizations (run in a 

centralized command mode) and markets, which were typified as decentralized 

discovery systems. It was also because methodological assumptions borrowed from the 

neo-classical theory of the firm invariably included an undifferentiated management 

team, behaving as a unitary rational decision-maker and able to control their 

organizations in a top-down manner (Dunleavy, 1991). Both Downs' and Niskanen's 

experiences of government strengthened this orientation. 

Downs' "Inside Bureaucracy" (1967), written on an US Air Force grant, was replete 

with defence-related examples. Niskanen worked as an economist at the Pentagon from 

1967 - 1970 and wrote "Bureaucracy and Representative Government" (1971), based on 

his experiences as a defence analyst, while on a sabbatical at the Institute for Defense 

Analysis in Washington. The armed forces are the archetypal organizational form on 

which modern Western bureaucracies, both public and private, were modelled. 

However, the armed forces represent an extreme case of centrally run, authoritarian, 

hierarchical structures: they are atypical of many modern state agencies, in that one 

"outcome" is "death" or "potential death". Few, if any, other Western bureaucracies 

have such a reinforcement of control through the use of authority and hierarchy. 

As discussed above, institutional public choice theory was premised on rational, self- 

interested actors. The assumption of individual rationality poses methodological 

difficulties. This model of behaviour assumes that people have sets of well-formed 

preferences, which they perceive and can rank easily, that their preference orderings are 
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transitive and logically consistent, that individuals are 'maximizers' who always seek 

the greatest possible benefits and the least costs from their decisions. A person behaves 

'rationally' if s/he optimizes preferences in a consistent fashion, no matter how 

substantively ill-advised their preferences might appear to others. The theory also 

posits that people are basically egoistic, self-regarding and instrumental in their 

behaviour, choosing how to act on the basis of the consequences for their personal 

welfare (Dunleavy, 1991). 

The assumption of individual self-interest rejects views of social and political 

institutions, which value individuals in terms of their functional contributions to 

fulfilling system needs. Nor are collective values such as 'the public interest' 

acknowledged. Buchanan and Tullock (1962: 12) dismissed the "public interest" and 

"the idea of the "general will" " as "mystical notions" and the Marxist idea of class 

domination as "foreign to our purposes". They described individualism as the 

economic assumption about human motivation that, when confronted with real choice 

in exchange, individuals would choose more rather than less. 

Pursuing the theme of the rational actor seeking personal satisfaction, public choice 

theory states that politicians and bureaucrats arrange policies in order to maximize votes 

and to expand departmental budgets, so that bureaucrats benefit from better jobs and 

higher salaries. The public choice literature implies that, in the absence of the profit 

motive, government departments pursue goals such as budget maximisation, risk 

aversion, over-manning and non-optimal pricing and investment (Dunsire, Hartley, 
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Parker & Dimitriou, 1988). Public choice theory offers alternatives to the traditional 

orthodoxy of public administration, which would have argued for better government 

bureaucracies. 

In summary, the institutional economics "partner" in the marriage that is claimed to 

have produced NPM seems as narrowly based as the managerialist "partner". Many 

conclusions about the dysfunctional aspects of the bureaucratic form of organization are 

broadly extrapolated from unrepresentative case studies. Institutional arrangements 

such as consumer choice (rather than producer monopoly), the provision of services 

through organizations other than classic public bureaucracies and services financed by 

user charges (rather than from allocations from a general fund budget) are believed to 

address the allocative inefficiencies of public bureaucracies (Hood, 1990i). However, 

these remedies are proposed on the basis of a narrow and ethnocentric view of 

individual self-interest, which is methodologically difficult to access (Dunleavy, 199 1). 

While this is not the place for a full review of the literature on theories of traditional 

public administration, it is useful to consider briefly why public bureaucracies were 

believed to have failed as efficient providers of quality services in the second half of the 

twentieth century. 

Scientific administration 

As early as 1887, Woodrow Wilson had written what was to become an influential 

paper, entitled "The Study of Administration". Wilson argued that administrative 
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questions were not political questions: just as Frederick Taylor was arguing that 

planning for work and the work itself could be separated (Wilson, 1887). Wilson's ideas 

were important because they influenced our view of the structure of, and the division of 

accountability in, the public sector. He believed that there would always be a single 

dominant centre of power in any system of government, controlling that government. 

This power should be centralized, because dividing it created irresponsibility. He 

thought that democratic government rendered the people's representatives sovereign and 

that politics should set the task for administration, but that administration lay outside the 

sphere of politics. He felt that all modern governments would have strong structural 

similarity as far as administrative functions were concerned. He saw hierarchical 

ordering of a professionally trained public service providing the structural conditions 

necessary for'good' administration and believed that good administration was necessary 

for modem civilization and for advances in human welfare. Finally, he was convinced 

that well-structured hierarchy would ensure efficiency, measured by least cost expended 

in money and effort. (Harmon and Mayer, 1986). "Administration" and "management" 

were not considered interchangeable concepts. However, some theories were 

developing in parallel. Another notable writer of the period in Europe, Fayol, was the 

first of the modern management writers to propose a theoretical analysis of what 

managers have to do and by what principles they have to do it (Fayol, 1916, translation 

1949). Just as Taylor had codified supervisory functions, Fayol made the first 

European attempt to describe management functions. What was consistent between the 

two sets of ideas was that administration, like management, was a science, subject to 

certain 'laws' and that it could be improved if these laws were invoked. 
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The academic, Max Weber, also argued that hierarchies were based on conceded power 

and that the future, from his perspective at the turn of the century, would favour 

rational/legal authority, the bureaucratic form of hierarchy, as an efficient means of 

getting work done (Weber, translation, 1947). In Britain, the Haldane Committee 

Report (Cm 9230,1918) on the machinery of government accorded with the general 

idea of a set of principles to determine the optimal functioning of government 

departments. In 1922 the first issue of Public Administration, the journal of the newly- 

founded Institute of Public Administration (later the Royal Institute of Public 

Administration until its bankruptcy in 1992) carried an article called "Public 

administration: a science". Then, as now, it was supposed that, if only (management 

and) administration could be established as a scientific discipline, public officials would 

be better protected against the irrationalities of 'political interference' (Pollitt 1990). 

Following Taylor came many other attempts to identify the correct principles for the 

design of organizations. When considering managerialism, or'the right to manage', a 

well-known formulation was that of Luther Gulick and Lyndall Urwick in 1937. A 

classic collection of eleven papers in that year, entitled 'Papers on the Science of 

Administration', represented the predominant mode of thinking about organizations in 

Europe and the United States prior to World War 11. It is interesting to contemplate that 

they were coined in a public sector context: a memorandum for the US President's 

Committee on Administrative Management. Gulick and Urwick were the editors of the 

collection. An extract from the Foreword reads. "It is the hope of the editors that the 
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availability of these papers will advance the analysis of administration ... we may 

expect in time to construct a valid and accepted theory of administration. " (Gulick & 

Urwick, 1937). Arguably the most influential paper was "Notes on the Theory of 

Organization" by Luther Gulick. Here he presented his now-famous acronym 

POSDCORB, which has influenced teaching and thinking about administration and 

management to the present day (Harmon & Mayer, 1986). 

POSDCORB was a made-up word designed to call attention to the various functions of 

a chief executive, because Gulick believed that "administration" and "management" had 

lost all specific content. POSDCORB stood for 'Tlanning", both what and how to do 

work: "Organizing", or establishing the formal structure of authority: "Staffing", which 

included recruitment and training: "Directing", which meant making decisions and 

embodying them in instructions and serving as the leader of the enterprise: "Co- 

ordinating", or interrelating the various parts of the work: 'Reporting", which was both 

keeping stakeholders informed and keeping records: and 'ýBudgeting", that is fiscal 

planning, accounting and control (Gulick & Urwick, 1937). 

Other ideas fundamental to the modem organization were proposed in this set of papers. 

For example, James D. Mooney, Chief Executive Officer of General Motors, wrote of 

functionalism, which was one aspect of the division of work. A second aspect flowing 

from the division of work was the idea of hierarchy and a natural focus upwards: the 

centralization of authority implied by Wilson, with a single dominant centre of power 

(Wilson, 1887), (It has to be said that the upward search for authority, or a deity, has a 
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long history in societies). Gulick saw Mooney and Reilley's military concept of "line" 

and "staff' in a government context. Officers conducted the planning and knowledge 

functions while other ranks (employees) did the work. While there was some overlap in 

functions, essentially the staff did not organize others, direct or appoint personnel, issue 

commands, or take responsibility for output. "Staff" advice was referred up and carried 

out on the responsibility and under the direction of a line officer (Gulick & Urwick, 

1937). 

The division of work meant that accountability also had to be segmented, but because 

there was only one source of authority, the chief executive, there was really only one 

source of accountability. This paradox was handled by assigning responsibility and 

accountability to the office, bureau, or agency. The link with Max Weber's description 

of ideal-typical bureaucracies is clear. In his rational-legal model, it is the office, 

bureau or agency that is vested with authority, not the person occupying it. Weber 

sought to demonstrate that bureaucratic organization could overcome the decision- 

making limits of alternative forms of organization, such as division of tabour. March 

and Simon (1958,36) stated that, because of this, 'Weber appears to have more in 

common with Urwick, Gulick, and others than he does with those who regard 

themselves as his successors. " Segmentation of authority causes no real difficulty as 

long as the activities are relatively discrete and their purposes relatively clear (Harmon 

Mayer, 1986). 

Most of the authors of the Gulick & Urwick collection were confident that politics 
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could be separated from administration, because of an underlying assumption that 

politics would be grounded in a democratic ethos, whereas administration could be 

grounded in science. For example, Urwick, in an essay in this collection entitled 

"Organization as a Technical Problem", adopted Fayol's belief that principles of 

organization could be studied as a technical question, irrespective of the purpose of the 

enterprise, the personnel in it, or any political or social theory underlying its creation. 

Organizing was simply a matter of subdividing and allocating activities to individuals 

and of controlling the work to obtain the most economical outcomes (Gulick & Urwick, 

1937). Yet it could be argued that one reason why these principles could be applied 

effectively was because the underlying ethos and values of the organizations studied 

were supportive. 

The "failure" of scientific administration 

Wilson (1887) believed that well-structured hierarchy would ensure efficiency. Why is 

it that public choice theorists believe instead that the fundamental principles of 

scientific administration have failed to enable modem public bureaucracies to ffinction 

efficiently? 

Perhaps it was always naive to assume that a scientific approach to administration 

would protect public officials from the irrationalities of 'political interference' (Pollitt 

1990). The ideal was that politics should set the task for administration, but that 

administration lay outside the sphere of politics. This clear demarcation has proven 

difficult to enact, particularly in politically sensitive areas of public sector activity, such 
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as the prison service (Lewis, 1997). Moreover, ACEs recruited from the private sector 

may find this (occasionally fluid) distinction especially difficult to understand, as they 

have had no training in understanding the fine line between administration and policy 

formulation (Mellon, 1993). 

It was believed that apportioning accountability would be straightforward, as long as the 

activities were relatively discrete and their purposes relatively clear (Harmon & Mayer, 

1986). The complexity of many of today's government departments, involved in the 

difficult practical and moral questions posed by such issues as the sale of defence- 

related engineering products to non-democratic societies, could not have been foreseen. 

The ascendancy of public choice theory in recent years has been seen as a direct 

response of governments and their Ministers to increasingly large, complex and, it was 

thus feared, uncontrollable state administrative bureaucracies (Aucoin, 1990). The 

development of the modem administrative state, with a permanent career public service 

and increased size and complexity in government undertakings, led elected politicians 

to seek to control the instruments of governing. 

There is also the question of the definition of "efficiency". The desire to import into the 

public sector, the sort of efficiency practices which exist in parts of the private sector, 

may be thwarted, because the public sector definition of efficiency includes implicitly, 

if not explicitly, broader concepts of welfare redistribution (Downs & Larkey, 1986: 

Perrow 1984). 
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It could be argued that NPM reforms are more closely linked to the theories of orthodox 

public adminstration, than to management theorists such as Taylor. In particular, there 

are parallels between the ideas of the science of public administration and the 

organizing principles of Executive Agencies and their Chief Executives. In both cases, 

there is renewed effort to separate politics from administration. Rules from central 

departments seek to re-centralize power. Accountability is clearly vested in each 

Agency, with the Chief Executive as its visible representative. Finally, the Executive 

Agencies have strong structural similarity and the hierarchical form persists. 

The culture of new public management 

The essence of the "new public management" reforms in the United Kingdom was that 

increased efficiency and control in a public bureaucracy could be achieved with similar 

methods to those adopted by the private sector. (Ironically, at the same time, research 

in the private sector was placing increased emphasis on co-operation and teamwork as 

sources of effective organisational cultures. ) Culture change programmes in UK 

Government organizations claimed to encourage more emphasis on productivity, 

measurable outputs, individual responsibility and rewards for performance. Former 

control methods, such as setting several mutually incompatible procedural objectives, 

with colleagues monitoring one another and thus relieving the centre of the impossible 

burden of monitoring and enforcing priorities, were no longer held to be adequate 

(Dunsire, 1978). 

At the same time as articulating these more "commercial" values, normative statements 
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were made requiring public servants to retain traditional values of integrity, 

impartiality, objectivity and accountability (The Civil Service: Continuity and Change, 

Cm 2627, HMSO, 1994). How "traditional" these values are is contested. It has been 

argued that "the ideal administrator" is a theoretical concept, expounded by a few senior 

civil servants, such as Lord Bridges, in the period immediately following the Second 

World War. Further, it has been proposed that "integrity" and "impartiality" bring with 

them a heavy cost, in terms of an anti-intellectual and passive approach to public 

business, which does not encourage innovation (Fry, 1969). Moreover, such normative 

values have been supported traditionally by organizational structures and systems. Mr 

Derek Morrell, a former senior civil servant, said in a speech to the First Division 

Association in 1969: "We have evolved rules for the appointment and promotion of 

staff, for the control of public money, andfor otherformal accouniabilities, such that 

even the temptation to use public powerfor private ends has, in these areas, been very 

largely eliminated " (Hennessy, 1989: 163). 

NPM assumed a culture of public service honesty as given and the reforms removed 

some of the devices instituted to ensure honesty and neutrality in the public service 

(Hood, 1991ii). The only difficult question was how moral, public officials could best 

serve democracy when government agencies and programmes became large and 

complex and administrators found themselves with discretion (Lilla, 1981). Hood 

(1991ii) envisaged three possible public sector value sets: lean and purposeful, honest 

and fair, or robust and resilient. He argued that one value set could only be preserved at 

the cost of the other(s). His ideas accord with those of international political economy. 
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Strange (1988) suggested the possibility of different societies, dominated by different 

and mutually insupportable social values: order and security, or justice and equality, or 

a market society dedicated to efficiency and wealth. Market values were held to be 

inconsistent with broader social good values such as justice and equality. This suggests 

that NPM "commercial" values would be incompatible with, and might erode, 

traditional or nonnative public service values. 

Before considering whether the United Kingdom is losing core public service values 

through NPM reforms, it is important to understand what evidence there is that these 

traditional public service values, different from commercial or market values, existed in 

the first place. The next chapter turns to a discussion of values and a review of the 

empirical work investigating differences between public and private sector values. 
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CHAPTER TWO 

Public and private sector values 

Introduction 

"Your corrupt behaviour ... has threatened the integrity of the service itsey' The 

public expects, and is entitled to expect, its servants to be incorruptible. " (Times 

Newspapers, 20 February 1997, page 3, judge passing sentence for fraud on Mr 

Michael Allcock, Inland Revenue). 

This chapter surveys the major research into values. It looks, among others, at the 

exploratory work of Flowers (1975), England (1967ý, 1975) and Ravlin (1987-1992), at 

the senýnal work of Kluckhohn and Strodtbeck (1961), Rokeach (1973) and Feather 

(1975) and at the data collection work of Schein (1985) and Trompenaars (1993). It 

considers also some of the applications of the instruments developed, particularly in the 

context of empirical work attempting to differentiate between public and private sector 

managerial values. Specific reference is made to studies undertaken by Schinidt and 

Posner (1986), Sikula (1973), Rainey (1982) and Ali (1992). In the second half of the 

chapter, propositions from the literature are consolidated in order to form the basis of the 

current research. Finally, the hypotheses to be tested in the current research are set out. 

Part 1: Research into values 

Definition of "value" 

Values are core beliefs held by individuals concerning how they should or ought to behave 
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in broad ranges of situations. These values form a primary component of the self-schema. 

A value "... is a standard that guides and detennines action, attitudes towards objects and 

situations, ideology, presentations of self to others, evaluations, judgements, justifications, 

comparisons of self vvith others, and attempts to influence others. " (Rokeach, 1973: 25). 

Because beliefs about the self tend to be the most deeply held and influential of cognitions, 

values are stable and central and are pervasive in their influence on other cognitions, 

perception and behavior. " (Ravfin, 1994- 599). Therefore, values affect what we perceive 

in the world around us, that is, the signals to which we are open, influence our behaviour 

and are deeply rooted and difficult, if not impossible, to change. (Rokeach, 1973). 

Values are beliefs about the desirable, but values are held with feeling and beliefs are held 

to be aftectively neutral (Rokeach 1973). Values have cognitive, affective and behavioural 

components and are different from attitudes, social norms, needs, traits, interests and 

beliefs (Feather 1975). Values are often confused with attitudes, but an attitude can be 

defined as an organization of beliefs focused on a single object or situation. An individual 

may hold thousands of beliefs, which cluster into attitudes, whereas the individual will only 

espouse a small number of values, perhaps as few as forty (Feather 1975). A value can be 

defined further as a single belief about a desirable mode of conduct or end-state. Values 

differ from needs in that, while they can be described as cognitive representations and 

transformations of needs, they also represent societal and institutional demands, so they 

have a sociological element also. Values are cognitive representations of psychological 

needs, expressed in socially desirable terms (Rokeach 1973). 
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Therefore values influence our attitudes, provide standards for how we present ourselves 

to others (Goffman 1959) and provide a basis for judging our own and others' conduct. 

They serve as standards in the persuasion process and in social influence, in terms of what 

is worth arguing about and whether it is worth trying to influence others. Values provide 

a basis for rationalizing thought, undertaking action, making general plans for resolving 

conflict and taking decisions. Values are arranged in a hierarchy and only the relevant part 

of a value system will be activated for particular decisions. (Rokeach, 1973; Ravlin & 

Megho, 1987fi). 

The measurement of values 

"Values", as a concept, is claimed to have evolved from economics (Hinkle, 1960). 

Traditionally, sociologists concentrated on societal values, while psychologists were 

interested in personal values (Dukes, 1955). Studies of values prior to 1960 usually 

involved individuals and cultural groups, rather than organizations (Albert & Kluckhohn, 

1959). The area of individual values was of growing interest in the 1960s and 1970s, 

when the importance of integrating the concept of values into theoretical and predictive 

models of organizational and group behaviour became more apparent (Shartle, Brumback 

& Rizzo, 1964). For example, Hickman & Kuhn (1956) pointed out the need to 

understand the overall values in American society, better to enable the study of motivation 

in business. Parsons (1956) put forward his view that values served to legitýnate the goals 

of an organization. De Grazia (1960) contended that the science of administration needed 

reform, because such a science could only remain valid if it gave consideration to the 

values accompanying administrative behaviour. He emphasized power, income and 
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prestige in his discussion of values and organizational goals. In the United Kingdom, such 

values rnýight be considered the values of business, rather than of public service. Shartle et 

al (1964) considered the measurement of values to be central to the development of 

models of decision making. This then was the period during which the foremost 

measurement instruments were constructed, which are still most used today (Allport, 

Vernon & Lindzey, 1960; England, 1967ý, Rokeach, 1973). The subject declined as an 

area of research in the 1980s, but there has been a resurgence of interest in the 1990s, 

particularly looking at work values. This renewed interest again has been in the context of 

motivation at work, specifically concern about potential erosion of the work ethic 

(Cherrington, 1980, Spence, 198 5). However, as Pryor (1982), observed, the literature on 

work values is fragmented, with disparity of approaches and a proliferation of confusing 

terms. This view has been reinforced by a recent review of the field (Sagie, Elizur & 

Koslowsky, 1996), intended as a comprehensive overview. The review included work by 

Allport, Vemon & Lindzey (1951), Feather (1982) and Hofstede (1980i), but omitted 

mention of seminal work, such as that of England (I 967ii) and Rokeach (1973). 

There are three levels of analysis adopted by researchers into values: the individual, the 

organizational and the societal. Major pieces of research at each of these levels of analysis 

are discussed in the f6flowing section. 

Instruments used to measure individual values 

At the level of the individual, the most widely used, and best known, questionnaire of 

values was devised by Rokeach (1973). Rokeach differentiated between instrumental and 
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terminal values, a means/ends distinction popular in both psychology and sociology. An 

instrumental value can be defined as an enduring belief that a specific mode of conduct is 

personally or socially preferable. A terrninal value expresses preference for an end-state of 

existence and may thus be learned earlier in life and be more stable (Feather 1975). This 

differentiation was strengthened by statistical tests which showed that correlations of 

terminal or end-state values were often higher than correlations of instrumental values, 

whether in examinations of test-retest reliability, or as correlates of a value-system (a 

coherent value set rather than individual values) discrepancy. As Schein (1985) also said, 

assumptions about the right way to do things are more superficial than assumptions about 

the fight things to do. Rokeach described his questionnaire as a projective test, because no 

clue was given about the social desirability of the options presented. The questionnaire 

consists of two lists of eighteen words, or phrases, which the respondent is instructed to 

rank "in order of importance to YOU, as guiding principles in YOUR He. " One fist was 

of instrumental, and the other of terminal, values. The methodological problems of 

ranking will be discussed later. 

Rokeach derived his fist of terminal values from a literature review of values "in American 

society and others" and statements fi7om 130 American adults: the Est was clustered, non- 

statistically, and reduced to 18. (Rokeach, 1973: 29). He did not say which societies 

other than "American" he covered in his literature survey, nor which part(s) of America he 

covered, but he did later go on to compare results using his questionnaire in Canada, 

Australia and Israel with results obtained in the USA. While he has been criticized for the 

ethnocentricity of his US designed questionnaire (Feather, 1975), it has been used by 

55 



Rokeach and others Nvith international managers, for example, in Korea, Japan and India, 

The Est of 18 instrumental values was extracted from Anderson's (1968) fist of 555 

personality trait words, using only the positive words suitable, in RokeacWs tnind, for self- 

attribution. In presenting two fists, Rokeach attempted to link the individual (instrumental 

values) to types of society (terminal values). This demarcation has been pursued also by 

other researchers. The Allport, Vernon, Lindzey "Study of Values" (Allport et al, 1960: 

previous versions, 1951,193 1) offered a pairwrise comparison of statements, the 

underlying structure of which was based upon six types of social institution: theoretical, 

econ6ti&, aesthetic, social, political and religious. 

In contrast, Flowers et al (1975) looked at work values based upon Rotter's work (1966) 

on the reinforcement of locus of control. Thus, Flowers' questionnaire linked intrinsic 

values to the choices made between the rewards to be gained from working. For example, 

the individual was classified as "existential" if s/he preferred the reward of self-regulated 

work and "sociocentric" if the major reward was found in the opportunity to develop 

fiiendly relationships at work, No links were made to societal values, although the 

researchers did group respondents' results according to social variables such as income and 

education. 

England adopted a different approach in his research using the Personal Values 

Opestionnaire, (England 1967ii). Respondents were given the task of rating a list of 66 

concepts, divided into five categories, on a scale of important-unimportant. The 66 
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concepts were derived from an initial pool of 200, selected from the literature dealing with 

organizations and lArith individual and group behaviour (England, 1967ii). England 

reduced this list to 96 by appointing a panel of expert judges and then to 66 by using a 

pilot sample of managers. The five categories were "goals of business organizations", 

"personal goals of individuals", "groups of organizational stakeholders", ideas associated 

vAth "people" and ideas about "general topics". The "organizational stakeholders" and 

"goals of business organizations" categories linked the other three categories to the 

environment or society. The "people", "general topics" and "personal goals" categories 

listed attributes that were much closer to the personal values described by other 

researchers. For example, questions posed in the former two categories asked whether 

respondents believed it was "important" or "unimportant" that the organization was of 

value to the community and whether it offered service to the public. In the three 

categories more closely aligned to personal values, it is sometimes difficult to understand 

why attributes were allocated to particular categories. For example, why was 'ambition' in 

the "ideas associated with people" category, while 'achievement' was in the "personal goals 

of individuals" category? In contrast to Rokeach, England (1975) found these personal 

values (equivalent to RokeaclYs "instrumental" values) easier to measure and validate than 

"organizational", or what he tenned "ends" goals (equivalent to Rokeachs tenninal 

values). This may be because organizational goals such as 'high productivity' are of more 

litnited relevance to individuals than values which define the self-concept, or those which 

describe the type of society in which one ýnight wish to live. Rokeach's temiinal values 

included 'equalit)ý and 'inner harrnoný and thus could be described as holding deep 

meaning for individuals. 
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England's major contribution was to measure values using primary and secondary modes 

(England 1975). Respondents ranked the words in the categories on an "important- 

unimportant" scale, but were also asked to rank them again to indicate, in their view, 

whether the concepts should be considered "successfUl", "right" or "pleasant". Managers 

who mostly ranked the concepts "important" and "successful" were categorized as 

pragmatic: those who ranked concepts as "important" and "right" were categorized as 

moral-ethical: those who ranked concepts as "important" and "pleasant" were categorized 

as affect-oriented. England found the majority of US managers to be pragmatic. (His 

"pragmatic" orientation was similar to one end of Kluckhohn and Strodtbecles (1961) 

"Activity" scale, discussed in more detail below, in the section on societal measures. ) 

England talked of a primary action orientation among American managers, featuring 

competition and change. Interestingly, England (1967, ii) specifically found social welfare 

to be of low behavioural importance, perhaps because the sample consisted solely of 

managers of business organisations, that is, no public sector managers were included in the 

sample. England, (in contrast to Locke, 1982), sought to elaborate the mechanisms 

whereby values influence behaviour and perfonnance. However, England (1967, ii) was 

also interested in their role in cognitive, or perceptual, screening. 

Two of the better-known, more recent researchers working at the level of the individual 

are Efizabeth Ravlin and Bruce Meglino (1987i, 1987fi, 1989,1991,1992,1994). They 

have investigated the link between commitment and value congruence between worker 

and supervisor (1989), value congruence, job satisfaction and organizational conunitment 
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(1992), the influence of particular values on job performance (1989) and compared 

different methods of measuring values (1987fi). It is in the latter field that they have made 

a major contribution and their work will considered in more detail in the Methodology 

chapter. Their work is also of interest for the iterative methods used to derive values that 

can be considered of relevance to managers. They found achievement, concern for others, 

honesty, working hard, positive outlook, helping others and fairness of particular relevance 

(Ravfin & Meglino 1987i). 

A complicating factor in comparing work undertaken by different researchers has been 

confusion over the definition of tenns at the level of the individual (Pryor, 1982). Rokeach 

(1973) stayed closely with personality traits and distinguished values from attitudes, social 

nonns, needs and interests. He argued that values were formed from cultural, institutional 

and personal forces and were, therefore, different from attitudes (the organisation of 

beliefs focused on a single object or situation) and needs, which drive individuals but 

which may lack the social desirability inherent in values. Rokeach (1973) and Feather 

(1975) both emphasized the cognitive functions of values. England (1967 iiý 1975,1979) 

offered evidence of the fink between values and behaviour, but talked also of skills, beliefs 

(affectively neutral, unlike values), personality traits and goals in Ws fist of "personal 

traits". Perry, (Perry & Wise, 1990), a well-known US public sector researcher moving 

into this field, talked interchangeably of values, motives and, on a broader level, of 

commitment 

Measurement at the level of the organization 

The second level of analysis of values has been values about organizations. Ever since the 
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publication in 1982 of Peters and Waterman's book, "In Search of Excellence", managers 

in the western world have been intrigued by the idea of organizational culture change. If 

"the way we do things around here" could help to determine an organization' s success or 

failure, it clearly became important to ensure that the culture conformed to the pattern 

predicted for success. Although subsequently, events moved on and the successful 

companies identified in "Excellence" suffered setbacks, the concept of a manipulable 

organizational culture remained. The difficulties associated with changing organizational 

cultures (Peters & Waterman, 1982) became more understandable if it were postulated 

that culture change was a process which dealt, not just with behavioural change, but which 

sought also to interact výrith individuals' values. If one accepts the premise of many 

researchers that values form a central and stable part of the personality, any attempt to 

change them must be a difficult and even dangerous, process. 

The idea of "culture" in organizations was a concept borrowed from anthropology, 

although some sociologists, such as Durkheims (1933) ideas of the collective 

consciousness, have been influential (Meek, 1988). There have been conceptual 

difficulties in applying anthropological ideas at the level of the organization. One problem 

has been that the transfer of the concept of culture to organizational analysis has tended to 

be fi7orn only one anthropological tradition, structural-functionalism (Meek 1988). 

Structural-fUnctional theory has been criticized for its reliance on a biological metaphor, 

that is, for assuming that different units in a societY replicate parts of an organism and exist 

in a natural state of equilibrium. Under this theory, people holding alternative norms and 

values to those more widely prevalent can be regarded as socially deviant and either 
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require re-socialization. or exclusion from the organization (van der Berghe, 1963), Tlýs 

approach tended to ignore structural features of organization and particularly the existence 

of power and conflict (de Grazia, 1960-, Turner 1986). 

While a limited anthropological approach has been criticized, a sociological approach has 

also been regarded as unsatisfactory. In criticism of Durkheim's ideas of the collective 

consciousness, Meek (1988) asserted that culture, depicted as the collective will of an 

organization, was a metaphysical explanation of behaviour, which was difficult to observe. 

A broader anthropological approach, considering such aspects as organizational artefacts, 

was to be preferred. Enz (1988) proposed an altemative method, simpler than 

anthropology, which was to consider organizational culture as an amalgamation of the 

values of the individuals inhabiting the organization. This approach takes us back to the 

individual level of analysis. Shartle, Brumback & Rizzo (1964) suggested that one 

approach to quantifying organizational values should be to ask individuals to describe an 

ideal object, or set of behaviours, -"ithin the organization, so that the generalized, or 

idealized, organization became the vehicle for analysis. 

To manage these complexities, inherent in researching values at the level of the 

organization, researchers have presented organizational culture as a multi-layered concept, 

capable of being analysed at different levels. This does not mean at different 

organizational levels, but rather that various aspects of organzational fife can be 

investigated, which, when taken together, can be expected to represent the culture of the 

organization. For example, Schein (1985) talked about shared assumptions and beliefs, 
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shared values and organizational artefacts (for example, language, decor, dress, rituals). 

Therefore, the culture of an organization could be represented, at one level, as the sum of 

individuals' assumptions and values, represented by observable aftefacts. In Scheids work, 

an individual's assumptions were held to be affected by certain factors: by how the 

individual perceived his or her role in society and by how he or she perceived time, space, 

human nature and human relationships. Schein drew upon the work of a wide variety of 

psychologists and sociologists, but his detemiination of values was most clearly based 

upon the work of the anthropologists Muckhohn and Strodtbeck (1961). We consider 

Schein's work in more detail below. 

The third, or sociological, level of research endeavour 

The tlýird level of analysis of values could be called the sociological level. Over the last 

forty years, research on value systems of managers in different countries has been growing. 

Differences and similarities in value patterns between countries have been attributed to 

either the stage of industrialization (Harbison & Myers, 1959) or cultural factors (Haire, 

GhiselE & Porter, 1966). (Kluckhohn and Strodtbeck's (1961), Hofstede's (1980i), and 

Trompenaars' (1993), research into the differences in values between national cultures, as 

opposed to organizational cultures, has been particularly important in the field. (This is 

not to ignore seminal work by writers such as F T6nnies (1961), WI Thomas (1918) and 

WF Whyte (1943), all of whom were concerned with individuals' adaptation to 

fundamental social change). Major differences have been identified by the fonner group of 

researchers, between western cultures (typified by individual striving and competition) and 

eastern cultures (typified by consensus-seeking and group harmony). England (1975) 
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perhaps offered the clearest evidence of this dichotomy in his study of international 

managers. England found US, Australian, Japanese and South Korean managers to be 

more "pragmatic", that is behaving in ways to maxin-fize the chances of success. In 

contrast, Indian managers were held to be more "moral", behaving in ways that were 

"right". Individuals' values are held to be partially socially determined. A society's norms 

are based upon individuals' perceived ranges of acceptable behaviours and, further, an 

individual's behaviour is influenced by his or her values. Therefore, while it may not be 

possible to derive societal norms from a direct summation of the values of the inhabitants 

of that society, some link is to be expected. England's (1975) findings reinforced this 

view. 

This research confines itself to investigating the values which could be held to define an 

individual's self-concept and so to act as perceptual filters, both to detennine beliefs about 

what should or ought to be and to influence behaviour. Nonetheless, the personal values 

explored will be grounded in sociological as well as psychological theory, because of the 

interaction between individual values and social mores. For this reason, the sociological 

research of Kluckhohn and Strodtbeck (1961), Hofstede (1980i) and Trompenaars (1993) 

will be discussed in some detail below, to provide the foundation for the individual values 

to be investigated. 

The relationship between individual values and social norms 

In their serninal work on values, Kluckhohn and Strodtbeck (1961) acknowledged the 

ethnocentricity of their work. They postulated that the dominant American culture was 
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one in which five propositions were true. People were future time-oriented, that is, they 

were seldom content with the present and welcomed change. Second, American people 

were individualistic in their approach to decision-making, that is, they valued the 

autonomy of the individual more than group consensus or deference to status derived from 

inheritance or age. Third, Americans believed that humans were naturally evil but capable 

of perfection through work, rather than being innately good or evil. Fourth, people 

believed that nature could be mastered or controlled, that is, that man was master of his 

destiny rather than controfled by fate or only making progress if fate were appeased in 

some way. Finally, or fifth, American people favoured a proactive approach to solving 

problems, resulting in measurable accomplishments, rather than activity designed to further 

relationships or to develop the self There is considerable congruence between the first 

three of the Kluckhohn & Strodtbeck dimensions fisted above and Weber's political 

sociology of leadership and his work comparing Confucianism and Puritanism (Bendix, 

1960). Weber's work made specific reference to adjustment to the world to maintain 

harmony (Confucianism) and contrasted this to mastery over the world and progressive 

change (Puritanism). The second dimension where there is confortnity with Kluckhohn & 

Strodtbeck's work is in Weber's typology of leadership, where he compared established 

authority, legal, traditional and charismatic domination (Bierstedt, 1954). Thirdly, Weber 

also compared being "perfectible", vAth vigilant self-control for the sake of self-perfection 

(Confucianism) and the necessity to control man's wicked nature (Puritanism). 

The key factor differentiating Kluckhohn and Strodtbeck's work was that they did not 

concentrate solely on antonyms, such as good versus evil. Instead, they saw people 
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approaching daily issues in one of three ways, graded on each of the five parameters. 

Their work was thus richer than, for example, that of England, who sought to allocate 

individuals to dichotomous categories. They also saw the possibility of subcultures 

existing alongside, or within, a dominant culture, without taking the structural-functional 

anthropological view that these subcultures must, therefore, be deviant. Palmer et a] 

(1981) later also showed how a distinctive subculture could be identified within two 

different national cultures, the USA and India. 

Muckhohn and Strodtbeck linked this proposition about a dominant American culture to 

sociologists' economic-occupational social institutions, with special emphasis on 

technology and markets. However, they did not then use the American model as the 

yardstick to observe the variant sub-cultures, (Spanish Americans, Mormons, Texans, 

Zuni and Navaho) which they investigated. Rather, they hypothesized that all peoples face 

a limited number of common human problems and that all alternative solutions are present, 

in all societies, at all times, but that solutions are consistently preferred differentially within 

a given range. They believed that this range varied from society to society. Their work 

looked at variant or sub-cultures within America, measured by the different solutions 

chosen to meet the limited number of human problems posed in their questionnaire. Schein 

and Trompenaars extended the Kluckhohn and Strodtbeck range of measures in their 

work on cross-cultural comparisons. 

Kluckhohn and Strodtbeck (1961: 81) examined values by comparing the solutions to 

human problems chosen by respondents. They posed dilemmas for each of their five 
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variables in the form of phrases: respondents were asked to choose from (mostly - see 

below) three solutions, For example, to measure respondents' time orientation, they were 

asked to choose a first and second place from three statements: (Past) "... children should 

always be taught well the traditions of the past ...... (Present) "... children should be taught 

some of the old traditions, but (should) always take on whatever of the new ways will best 

help them ...... and (Future) 11... the world goes along best when children are taught the 

things that will make them want to find out for themselves new ways of doing things to 

replace the old. " It can be argued that each item measured more than one concept. 

Certainly, Kluckhohn and StrodtbecWs five dimensions were multi-facetted. This gives the 

researcher a methodological problen-4 which will be discussed later, when trying to create 

a fist of values grounded in their sociological findings. 

Therefore, while each variable did have an antonyrn, or opposite (for example, 

"individualistic" versus "group oriented"), there was also a third point on the scale, 

rendering it graded rather than dichotomous. Giving a second example by looking at this 

same scale, which measured how individuals take decisions, the third option offered to 

respondents was that neither groups nor individuals took decisions, but rather the most 

senior, oldest or experienced person, Therefore, decisions might be reached on three 

bases: first, the individual decided, second, the most senior or experienced person decided, 

or third, that the group consulted and decided together. This "shading" offered a richer 

source of data than polarised scales (for example, Flowees "inner-directed" versus "outer- 

directed" focus) which can appear over-detenninistic. When searching for the nuances 

presented by a consistently variant subculture writhin a culture, it is more helpful to 

66 



explore a range of meanings, because differences often "qll not be as obvious as those 

found between dominant national cultures. 

Kluckhohn and Strodtbeck did not test all these parameters in their research. They did not 

measure empirically the evil/perfectible/good scale and they used only two of their 

proposed three dimensions on the problem-solving or "activity" scale. 

Muckhohn and Strodtbecles approach can also be contrasted -"ith the approach adopted 

by Rokeach in his research using his instrumental scale. This scale proposes a fist of 

differing, but not opposite, personality traits. These traits were believed to be attributed 

different degrees of importance by different Americans in the 1960s and 1970s. It is 

questionable whether the Rokeach questionnaire should be used to explore the values of 

different nationalities or of subcultures within a national culture. This is because, while 

individuals may vary on the Rokeach scale, there is no underlying social variability premise 

or scale to the personality traits posed. The fist is a shortened version of Anderson's fist of 

the 555 most recognised personality traits in the USA in 1968. While post-hoc attempts 

have been made to identify value clusters (Feather, 1975), the questionnaire was designed 

to measure socially desirable American values. However, it has been widely used by 

researchers investigating values. Rokeach's questionnaire has also been used by 

researchers investigating subcultures, for example, looking at differences between public 

and private sector employees (Sikula 1973 and Posner & Schmidt 1982), with 

understandably tentative results. Feather (1975) questioned why the values posed by 

Rokeach aU had positive attributes and was also concemed that they might be too biased 
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towards "middle class America". He called for researchers to be clear about the criteria 

underlying test choices in assessing values. Finally, while the Rokeach tenninal scale 

considered various societal end-states, neither were antonyms proposed, nor was any 

relationship postulated between the instrumental and the terminal values. (Subsequently, 

factor analysis and multi-dimensional scaling techniques, used by Feather (1975), and by 

Feather and Peay (1975), succeeded in ident&ying value groupings). 

RokeacHs own factor analytic work demonstrated that the thirty-six values he measured 

were factoriahy independent, but that together they accounted for only 41 per cent of the 

variance between individuals. This finding may be compared with England's analysis of his 

international research (1975). England was concerned about the ethnocentricity of his 

Personal Values Questionnaire, but concluded that individuals contributed 55 - 70 per cent 

of variability in his results, w1file country of origin contributed 30 - 45 per cent. The 

percentages reported by each are different. One reason for this is that they are reporting 

the results of different statistical analyses. Another may be because the instruments they 

designed were based on different research methodologies. Nonetheless, one implication is 

that an instrument that looks at values from one national culture, Arithout an underlying 

theory about broader societal values across different national cultures, has limited 

explanatory powers when used with managers of more than one national culture. A 

second implication is that values are deep-seated and meaningful to individuals, but may be 

difficult to measure and/or represent only one complex attribute determining human 

behaviour. 
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Feather (1975) concluded that the Rokeach scale was suitable for general, broad 

measurement of values because it was all-purpose, had respectable test-retest reliabilities 

and had a wide and heterogeneous value domain. This means that the instrument is best at 

detecting differences between individuals in tenns of their varying confonnity to one 

dominant, national (US) value set. It is less suitable for detecting nuances in value 

preference expressed by variant subcultures Aithin a society, or for international research. 

Hence, Sikula (1973) reported that a new sub-grouping of the Rokeach values should be 

developed for government executives, narnely the "integrity" values. Rainey (1982) also 

called for further exploratory research into public service motivation, which he saw as a 

multi-faceted concept. 

The inevitable ethnocentricity of existing measures must be taken into account when trying 

to apply them in other national cultures. The work of Kluckhohn and Strodtbeck offers a 

more hopeful starting point, because their measures were derived fi7om looking at five 

problems held to be common to all human groups, irrespective of national boundaries. 

Their work also has been developed by researchers into cross-cultural issues and the 

problem-set originally proposed by them has been found to have contemporary 

significance (Schein 1985, Trompenaars 1993). Any research instrument measuring values 

which seeks to identify an enduring variant subculture should first identify the prevailing 

dominant national culture: secondly, should ground the measures for the variant 

subculture in theory: and thirdly, should create measures precise and specific enough to 

locate properly the values of the variant culture. 
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Part 2: Consolidation of theory to establish the hypotheses to be tested 

Kluckhohn and Strodtbeck (1961) characterized the donýinant US culture as future- 

oriented, individualistic, with the belief that nature could be mastered or controlled, that 

humans were naturally evil., but capable of perfection through work, and as a culture 

where individuals favoured activity and accomplishment. They typified the US culture as a 

market culture, making hks to sociologists' typology of social institutions. They then 

measured individual values, which characterized the variant or subcultures they studied 

, Aithin the US culture. (It is accepted that unit and organizational values can be 

aggregated from value measures obtained from individuals: for example, Chatman 1991, 

Enz 1988, Meglino et al 1989). 

The research path for this thesis will be to aggregate individual values in order to consider 

differences between subcultures within one (national) culture. The national culture chosen 

is the United Kingdom. Those values considered dominant within the national culture first 

must be established using proven sociological theory. The serninal work of Y-Juckhohn and 

Strodtbeck provides the frameworký but development of this framework by other 

researchers also needs to be taken into account. Once the dominant UK values are 

established, the possibility of a consistently variant UK subculture, the public sector, will 

be considered. 

The dominant UK culture: similarities between the UK and US national cultures 

The list of attributes defining the US dominant culture instinctively appears similar to the 

UK dominant national culture. This section considers the extent to which empirical 
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research contradicts or verifies this assertion. 

Hofstede (1980i) compared 113M employees in a forty-country study that was later 

expanded to over 60 countries. He found significant and enduring differences in the 

behaviour and attitudes of the employees and managers, from different countries, who 

worked for this multinational. Like England (1975), Hofstede found that national culture 

explained a significant proportion of the differences in work-related values and attitudes, 

although, unlike England, he considered that more than half the variance could be 

explained by differences in national culture. In summarizing the most important 

differences, Hofstede found that managers and employees varied on four primary 

dimensions: power distance, uncertainty avoidance, individualism/collectivism and 

masculinity/femininity. Power distance was defined as the extent to which employees 

accepted that their boss had more power. Uncertainty avoidance was the extent to which 

people felt threatened by ambiguous situations. Individualism versus collectivism was a 

measure of the degree to which people saw themselves as individuals, part of a loose social 

fi7amework, or as members of tight social frameworks, which interacted with other 

frameworks or groups. The last and fourth dimension contrasted masculinity or assertive, 

material behaviour with femininity, displayed by those who demonstrated concern for 

others and relationships. 

Each of Hofstede's primary dimensions can be compared iArith those posited by Kluckhohn 

and Strodtbeck, in order to consider whether the UK is similar or dissin-fflar to the USA, 

on both sets of dimensions. 
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Taking each of Hofstede's (1980i) primary dimensions in turn, the first, "power distance", 

was the extent to which employees accepted that their boss had more power and was, 

thus, psychologicafly distanced from them. This is similar to Muckhohn and Strodtbeck's 

relational dimension: the extent to which people felt that they should take their own 

decisions, take them with a group or be guided by those more experienced or older than 

themselves. Hofstede found that the USA and the UK samples recorded approximately 

the same scores on this dimension, both were medium to low. The next Hofstede 

dimension was "uncertainty avoidance", the extent to which people felt threatened by 

ambiguous situations. There are similarities uith the Kluckhohn and Strodtbeck 

dimension concerning the relationship man has with nature: from acceptance of whatever 

happens, through working with nature, to trying to control and organize the enviromnent, 

that is, to remove the chance of unpredictable occurrences. Again, the USA and the UK 

were similar, with both sets of workers scoring "weak" on this dimension. The third 

dimension devised by Hofstede was "individualism" versus "collectivism", or the extent to 

which people saw themselves as individuals, part of a loose social framework, or as 

members of tight social fi7ameworks, interacting with other frameworks or groups. This 

dimension represents the clearest link to Kluckhohn and StrodtbecVs work, where the 

concept underpinning the relational dimension, explained above, is similar. The fourth, 

and final dimension, Hofstede proposed in his work was "masculinity", compared with 

"femininity", or concern for material goods, compared vith concern for relationships. 

There is again some similarity with Muckhohn and Strodtbeck's relational dimension 

(concern for group decision-making), but compared to a separate dimension, that of 
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"activiV'. Specifically, in Muckhohn and Strodtbeck's "activity" dimensiorf', "being-in- 

becoming" refers to individuals who value developing themselves, but in socially aware 

and desirable ways, compared with an active, striving, highly competitive approach. 

Again, Hofstede found the USA and the UK to be very similar, both scoring more highly 

on the masculine dimension. 

Based on these data, it can be proposed tentatively that the LJK dominant culture may be 

similar to that of the USA- As Kluckhohn and Strodtbeck typified the US culture as a 

market culture, this indicates that the UK might be regarded primarily as a market culture 

also. However, two important researchers found potential differences between the UK 

and the USA. Both Schein (1985) and Trompenaars (1993) sought to extend the five 

Kluckhohn and Strodtbeck dimensions in their research. 

One potential difference concerned 'lime". On the time dimension, Trompenaars reported 

Cottle's (1967) finding, using Hs projective circles' test, that the UK was future oriented, 

like the USA, but to a lesser degree. LJK respondents demonstrated both an enhanced 

awareness of the importance of the "presenf ', as well as of the links between the past, 

present and future. Trompenaars' own findings were similar, but with a general reference 

to Europe, including the LJK. It is possible that the UK may be different from continental 

Europe. For example, Trompenaars (1993) found that the French felt more keenly a sense 

of the "past" and tradition. Kluckhohn and Strodtbeck also postulated that England might 

have stronger leanings towards a "past" orientation, representing the UK as a society 

dominated by an aristocracy and traditions. However, the evidence that there is a 
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fUndarnental difference between the two nations on the "time" orientation is inconclusive. 

A second potential difference between the American and British national cultures was 

noted by Schein (1985). He reported Europe generafly to be more "moral" and the USA 

more "pragmatic". This finding was based on research using England's (1975) moralism- 

pragmatism scale. Pragmatic managers seek validation in their own experience, while 

moral managers seek validation in a general pffilosopy, moral system or tradition. 

Trompenaars, explored a similar concept with Ws "universalism-particularism" dimension. 

This dimension measured the extent to wHch individuals took decisions according to 

general moral principles, compared to the extent to which they were prepared to make 

exceptions, in difficult ethical dilemmas, for friends and fwnily. "s finding, in contrast to 

Schein, was that Americans were more likely to take decisions according to general moral 

principles, making no exceptions for friends or family. The British were, on average, more 

likely to make exceptions for ftiends. The evidence offered by Schein and Trompenaars is 

contradictory, partly because of differing research terms and methodologies and partly 

because Schein includes Britons in a general 'European" category. 

Our understanding of this, apparently contradictory, evidence can be helped by 

considering two of Kluckhohn and Strodtbecles dimensions: their "activity" and "human 

nature" dimensions. First, Kluckhohn and Strodtbeck (1961) characterized the dominant 

US culture as one where individuals favoured action on their "activity" dimension. 

Schein's (1985) finding that American managers were more pragmatic, seeking validation 

in their own experience, accords well with Kluckhohn and Strodtbeck's view of the 
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American culture. 

Second, Kluckhohn and Strodtbeck classified Americans as "evil-but-perfectible" on their 

human nature dimension. They noted that Americans were increasingly moving away 

ftorn their Puritan ancestry and coming to regard humans, instead, as a rnixture of good 

and evil, or at least, with the potential for good. Unfortunately, they did not test this 

dimension in their research. Subsequent writers, (for example, Adler (199 1) and Lane and 

DiStefano (1988)), have also classified Americans as a mixture of good and evil, rather 

than one or the other. In a culture which believes that people are fundamentally bad, but 

can be improved, taking decisions according to general moral principles, rather than 

making exceptions for friends (Trompenaars, 1993) would be one method of overcoming 

the assumed natural tendency towards "evil". The greater likelihood of Britons making 

exceptions for friends could represent greater acceptance of the concept that people are 

neither inherently "evil", nor inherently "good", but a rnixture of the two. Adler's (1991) 

work can be translated into the context of the finn. Organizations, in societies wWch 

believe that people are a mixture of good and evil, would place emphasis on training, 

(because improvement is possible), as well as on good selection processes (because people 

are good and evil and change may not be possible). M Re US, finns tend to adopt both 

policies. In the absence of empirical evidence to the contrary, it would seem prudent to 

adopt the position that the British, like the Americans, primarily see individuals as a 

mixture of good and evil, but capable of improvement. 

In surnmary, there is no conclusive empirical evidence to suggest that the UK and the 
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USA are dissimilar in terms of their dominant culture. It needs to be bome in mind that 

the 'lime" orientation of Britons may be less strongly future-oriented and they may be 

slightly more willing to see "good" in individuals than Americans. The propositions 

suggested by this literature are that the dominant UK culture is one in which people are 

somewhat future oriented and individualistic, they believe that nature can be mastered or 

controlled, that humans are neither inherently good nor evil, but capable of perfection and 

that they favour action. Private sector managers will espouse the values of the dominant 

culture, typified as a market culture (Kluckhohn and Strodtbeck, 1961). Having 

constructed propositions about the dominant UK culture, we turn now to consider 

whether there is evidence to suggest the existence of a consistently variant subculture, the 

public sector. 

Empirical research into public sector values: propositions about a consistently 
variant sub-culture 

Kluckhohn and Strodtbeck sought to create a standardised interview fonnat, which would 

not be so specific to the US culture that it did not allow for cross cultural comparisons, but 

at the same time, would not be so general that it could not capture variations within 

national cultures. This was a challenging objective. Thus, they created dimensions 

intended to capture differences between humans in the majority of their daily encounters: 

dealing with nature or the environment, dealing with time, undertaking work, dealing with 

other people and, finally, their own primary orientation to life, good or evil. This was a 

comprehensive list and perhaps ornitted only spiritual human relationships. Some of their 

categories were not completely orthogonal, which is understandable, given the complexity 
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of their task. 

The two major researchers to develop Kluckhohn and Strodtbeck's work to investigate 

cross-cultural differences were Edgar H Schein (1985) and Forts Trompenaars (1993). 

'ýBut the dimensions I will discuss only partiafly reflect the dimensions used in that study, 

since my own experience and observation have led to new dimensions and alternative ways 

of conceptualizing the dimensions discussed by Kluckhohn and Strodtbeck. " (Schein, 

1985: 86). Their work and empirical research into public sector values are discussed in 

some detail below. 

1. Human nature 

Kluckhohn and Strodtbeck postulated that human nature could be viewed as innately evil, 

or good, or good-and-evil (or neutral). Each of these categories could further be viewed 

as given or alterable. When considering this construct, Schein talked about individualism 

compared with group working, as well as Theory X compared with Theory Y managers. 

In so doing, he confounded Kluckhohn and Strodtbeck's relational and human nature 

dimensions. His broad conclusion was that 'In our Western tradition, ... 
humans are 

assumed to be perfectible if they do the fight things (such as 'Vork hard"). " (Schein, 

1985: 99). 

Sikula (1973) found that public sector managers tended to rank integrity and honesty more 

highly than private sector managers. It could be argued that these values are concemed 

with being "good". This is not to suggest that private sector managers lack integrity, 
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rather that they may place other values more highly. Therefore, when facing the same 

situation, public sector managers might, for example, emphasize honesty more highly than 

achievement, while private sector managers might reverse this order. Integrity is also a 

key normative statement made about how UK civil servants should conduct their work 

(Cm 2627,1994). 

This research will test the proposition that public sector managers are more likely to 

regard human nature as "good", rather than "perfectible". 

2. Humanity's relationship to nature 

The second Kluckhohn and Strodtbeck dimension measured "subjugation to nature", a 

sort of fatalism, an acceptance of events as they occur; a "harmony-vvith-nature" 

orientation where fate takes a hand, but people must also play their part and work and five 

well; and "mastery over nature". "Mastery", the dominant American culture, proposed 

that man believed that it was his own fault if things went wrong, as the envirom-nent could 

be changed or tamed through hard work, scientific knowledge and technological advances. 

Trompenaars considered this dimension in a similar way to Rotter (1966). Rotter has 

argued that people are either inner directed and believe that they can control nature, are 

don-finant, use conflict and focus on the self or outer directed, that is, flexible, focus on 

others and seek harmony with nature. This dichotomy proposed more than the Kluckhohn 

and Strodtbeck dimension, because it included not just ideas of harmony and mastery, but 
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also how these were achieved, that is, using conflict or flexibility. However, it also 

appears to include the Kluckhohn and Strodtbeck relational dimension, where individual 

striving, using disagreement if necessary, was contrasted with the search for group 

consensus. Yet these two categories were designed to be orthogonal and maintain a 

distinction between "means" and "ends". For example, in what he termed a "purposive" 

organization such as Greenpeace, Wilson (1973) described members as being committed 

to a cause. However, some members raight describe themselves as believing that fate 

takes a hand in their reform attempts ("harmony with nature") while, at the same time, 

being prepared to use conflict as a means ("individualistic"). 

Schein (1985) sought to elaborate the "harmony/mastery" dimension. As his analysis was 

at the level of the organization, he likened this dimension to an organizational equivalent of 

Rotter's locus of control scale. Thus, he contrasted organizations which compete 

aggressively with competitors with those which establish a rfiche or accept whatever is 

possible. He also talked of organizations being technologically dominant. There is a direct 

parallel in this latter concept mrith Kluckhohn and Strodtbeck's future orientation. 

Individuals with a future orientation in Kluckhohn and Strodtbeck's schema were held, not 

just to welcome change and the idea of abandoning old practices, but also to welcome 

scientific and technological innovation as a means of embracing change. Schein went on 

to break this dimension down into three subgroups: the nature of "reality and truth", 

"time" and "space". He dealt with the nature of "reality and truth" at three levels: the 

environment, the group and the individual. However, in his discussion of each category, 

he talked about how reality was detennined at each level by individuals and drew 
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interesting parallels between the nature of reality and Weber's typology of authority 

(1947). Reality could be deternýned from what had happened in the past, from what 

leaders professed, from rational argument, through conflict or by experimentation. Again, 

several Kluckhohn and Strodtbeck dimensions were represented in Scheids exposition, 

specifically the relational (the individualist seeking validation in their own viewpoint, while 

traditionalists looked to history and succession), the time and the activity (reaching 

understanding through action and achievement rather than through debate and consensus) 

dimensions. Schein concluded that there were parallels between his "truth" dimension and 

Hofstede's "uncertainty avoidance" (1980i). Schein then compared the two companies 

that he used to illustrate his research, describing one as more "pragmatic" (similar to 

Kluckhohn and Strodtbeck's activity orientation) and the other as more "moral", or lacking 

tolerance of uncertainty. 

Schein did not argue clearly the case for redefining England's "moraF' scale as 

"uncertainty avoidance", although both are underpinned by confort-nity with rules. More 

importantly, this redefinition does not help to define the variant subculture of the public 

sector. The evidence for this statement comes from two sources. The first is Flower's et 

al's work on managerial values (1975). Flowees "existential" category was similar to 

"uncertainty avoidance": the existential manager was defined as one who preferred 

challenging work and using initiative, that is low uncertainty avoidance. Flowers found 

high existential tendencies in upper middle managers employed both in government and in 

diversified business. Similarly, Ali (1992) found that public sector managers were no more 

"conforn-ýist" on Flower's scale, (defined as liking job security and well-defined rules), than 
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private sector managers. (It should be noted that neither size of organization, nor 

nationality, were taken into account in the research designs. In particular, AE's study took 

place in Iraq). 

Schein also looked at time and space in this category. Time will be dealt with separately 

later in this chapter. When considering the "space" dimension, Schein talked about 

personal, social and public distance and translated this concept of space into organizational 

tenns, to refer to office layout and open-door policies. There has been no empirical 

evidence to suggest that public sector managers view their "personal space" in a different 

way from private sector managers in the UK and, therefore, it is not planned to adopt 

space as a separate entenon. 

To reiterate, this Kluckhohn and Strodtbeck dimension compared three states. The first 

was "subjugation to nature" (a sort of fatalism, an acceptance of events as they occur), the 

second was "han-nony-with-nature" (fate takes a hand, but people must also play their part 

and work and five well), and third, "mastery over nature" (taking control of, and changing, 

one's own future). Civil servants (as opposed to voluntary or local authority workers) 

often describe themselves as needing to respond quickly to different politicians' requests. 

Politicians are seen as the strategists, public servants as the implementers. This suggests 

that civil servants are responsive rather than proactive. However, this is not the same as 

subjugating themselves to the environment: they see it as their job to infon-n and advise, so 

they have an active role to play. Further, empirical evidence suggests that they also see 

themselves as self-sacrificing, putting duty first in order to make a social contribution. For 
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example, Sikula (1973), using Rokeach's questionnaire, found that public sector managers 

rated the terminal values of a comfortable life, happiness and pleasure lowest. Rainey, 

(1982) reporting his own research into managerial reward preferences and the Kilpatrick, 

Cummings and Jennings study (1964) of US attitudes towards public sector employees, 

found that public sector managers scored themselves, or were perceived as, higher on duty 

and self sacrifice than private sector managers. 

Sikulaýs (1973) finding that public sector managers rated a comfortable life, happiness and 

pleasure lowest night be linked to the Protestant work ethic, that is, a western, rather than 

a pubfic sector, phenomenon. The Protestant approach to work may be compared with 

Catholic, Buddhist and Hindu cultures (Trompenaars 1993). Weber (1947) compared 

Confucianism (adjustment to the world to maintain harmony) and Puritanism (mastery 

over the world and progressive change). Although there appear to be overtones of 

puritanism in the desire to eschew amusing pursuits in favour of dutiffil work, this is rather 

different from the Protestant work ethic, defined by Mirels and Garrett (1971), They 

found that public administrators had a low positive correlation with the Protestant work 

ethic, which also encompassed concrete objectives, extrinsic rewards and adherence to 

role-appropriate behaviour in their questionnaire. 

The other way in which civil servants may see themselves as part of a larger system, which 

they can affect but which also affects thern, is in the need to be accountable for their 

actions and work outputs. Fon-nally, they are expected to see themselves as accountable 

to Parliament and informally to the tax-paying public in general (Lewis 199 1, Drewry 
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1994, Butler 1993). THs is linked to the idea of duty and work helpffil to others (Rainey, 

1982) and work that contributes to society (Posner & Schrnidt, 1982). In Muckhohn and 

Strodtbeck! s (1961) terms, the individual co-exists with the environment, both offering to 

it and being answerable to it. Accountability is one of the normative requirements placed 

on the LJK public sector (HM Goverrunent VVMte Paper July 1994). 

For these reasons, it is proposed to test in this research, the extent to which public sector 

managers see themselves as dutiful, self-sacrificing, responsive, altruistic and accountable, 

that is, living with and responding to the environment in appropriate ways in order to 

improve society. This paraflels Kluckhohn and Strodtbeck's "harmony-with-nature" 

dimension. It is proposed that an individual representing the values of the dominant UK 

culture will seek "mastery-over-nature" and be self-regulated, proactive, controlling and 

donýnant. 

3. Time orientation 

Consistent with their theoretical approach, Muckhohn and Strodtbeck (1961) proposed 

three orientations to tifne. The first orientation was to the past, with individuals placing 

emphasis on teaching the traditions of the past and supporting the status quo. The second 

was to the present, with individuals seeking not only to preserve the best of the past, but 

also to adopt new ways, because of uncertainty over future events. The third time 

orientation was to the future, looking for new ways to replace old ones, in the belief that 

change brings improvement. 
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Cottle (1967) found that the UK was future oriented, like the USA, but to a lesser degree, 

because UK respondents demonstrated an enhanced awareness of the importance of the 

"present". Trompenaars (1993) found European managers to have a greater sense of 

tradition. There is nothing in the empirical research to suggest that public sector 

managers might be less ffiture oriented than private sector managers, because none of the 

instruments used test specifically for this value (Sikula, 1973: Rainey, 1982: Posner & 

Schmidt, 1982). However, there is some evidence (Richards, 1992) in the nature of the 

change programmes being carried out in the UK public sector to suggest that there might 

be some difference in the time orientation of public sector managers. Civil servants are 

often accused of defending the status quo, rather than adopting change wholeheartedly. 

An empirical example would be the adoption by the Benefits Agency of four core values 

held to represent the changed way in which they hoped to work after becoming an 

Executive Agency. The first value was "A Bias for Action", exhorting a more proactive 

approach to the change process. Civil servants may adopt a policy of "wait and see", a 

classic representation of the "present" time orientation. At the European Policy Forum 

conference (November 1994), held to introduce the Treasury and Civil Service Committee 

Report on the Future of the Civil Service, the conference chairman stated that the 

challenge was" to preserve the best of the present and adapt to the fiture". Thisoftersa 

potential summary of the public sector 'lime" orientation. 

Trompenaars (1993) analysed time from many viewpoints, only one from the point of view 

of a manager. He suggested that the individual who believed s/he could mould the future 
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through personal achievement ("mastery-over-nature") had a short-term future orientation, 

because the individual achiever can do little about the distant future, which is not 

controflable from the present. Trompenaars seems to propose that these two Kluckhohn 

and Strodtbeck dimensions are correlated, or that they are correlated in certain national 

cultures. If this were true, the UK public sector trýight be typified as having an enhanced 

"future" orientation, because "making a worthwhile contribution" is essentially a long-term 

strategy. Pubfic servants n-ýght at the same time be said to seek "hannony-with-nature", 

because of a more cautious approach to change (Richards, 1992). That is, the pattern of 

correlation would appear to be different for the variant subculture. 

Schein added little to the debate at this point. Like Trompenaars, he talked of cultures that 

see time as monochronic, where individuals sequence events and manage one only one 

event at a time, for example, the USA (Hall 1959,1966,1977). He contrasted them with 

polychronic cultures, where several activities can be pursued simultaneously, for example, 

in many Mddle Eastem states. This approach seems more about structuring work tasks 

and therefore may be more dependent upon the nature of the tasks, than upon the national 

cultural orientation towards 'lime". Schein (1985) noted that allS doctor might see many 

patients in paraflel in different rooms, thus working in polychronic time. In contrast, 

Kluckhohn and Strodtbeck and Trompenaars believed that values concemed vAth 'lime" 

would affect individuals' behaviour consistently. 

Therefore, there is tentative evidence that public sector managers may have a different 

orientation towards 'lime". It is proposed to test for a more cautious approach to change 
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in public sector managers and a desire to preserve the best of the past, or present, in any 

change. The dominant LJK culture espouses a "future" time orientation, believes that 

change brings improvement and will continually seek for new ways to replace the old. 

4. Activity orientation 

This dimension seeks to explain the basis upon which we value others. The three 

Kluckhohn and Strodtbeck measures on this dimension, afl of which suggested activity 

rather than lack of activity, are "being", "being-in-becorning" and "doing". They defined 

"being" as a non-developmental conception of activity, with emphasis on ffiendship, 

having fun and being valued for what one is, rather than for what one can achieve. 

"Being-in-becorning" was again about valuing the individual, but the individual seeks to 

control and develop the self. The final category, "doing" was the one that they saw as 

dominant in US society. The individual strives endlessly to achieve results, which are 

visible and measurable, through extreme hard work and competition. Although results 

are important, the activity itself is valued above all else, that is, being busy or occupied. 

Trompenaars (1993) came close to the concept of "activity" in his categorization of high 

(diffuse) and low (specific) context cultures. In a low context culture, the individual has 

many different, highly defined and clearly bounded external relationships. S/he may act 

very differently in each relationship, but relationships are easily and quickly fonned and, 

apparently, very open. In fact, each relationship is quite instrumental, a means to an end, 

with clear objectives and instructions to facilitate understanding of the boundaries. 

Trompenaars postulated that the individual's "private space" in such societies was well 
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hidden and not involved at all in these easily fonned, but essentially superficial, 

relationships. In contrast, in high context cultures, individuals see themselves as private 

individuals, who form working and other relationships slowly and carefully. Less emphasis 

is placed upon rules and instructions, because one comes to trust certain individuals, who 

are then expected to perforra as best they can for you, without needing to be controlled or 

driven, The value contrast underlying his ideas was between individuals who value 

objectives and those who value people, but both, like Kluckhohn and Strodtbeck, with an 

underlying activity orientation, that is, as a means of achieving goals. 

Schein also mentioned high and low context cultures, but he correlated the "activity" 

dimension with the "relationship with nature" dimension, assuming a direct relationship, 

for example, between the "being" orientation and subservience to nature. Such a 

relationship is neither suggested by Kluckhohn and Strodtbeck, nor empirically tested. He 

proposed an interesting extension to Muckhohn and Strodtbecks work, that activity 

should also encompass the weight given to different types of activity, for example, work 

activity compared to time spent Aith the family, or pursuing personal concerns. This has 

certainly been of increasing concern to managers (Scase & Goffee 1989, content analysis 

of London Business School course questionnaires 1992-4, Appendix 1). However, it is 

possible that this growing concern was the result of a changing context (recession, 

organizations shedding staff and requiring remaining staff to work harder) around an 

existing set of values. For example, one could postulate that those who reflect a "being" 

orientation would be more Rely to turn to the family and those who reflect a "doing" 

orientation to work, with perhaps those who reflect a "being-in-becorning" orientation 
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thinking more about their own personal development needs. Further, Schein's focus was 

on behaviour, rather than the underlying value set implied by the different reactions to 

similar circumstances. 

It is relevant to consider another aspect of Trompenaars' work in this context. 

Trompenaars (1993) offered a further elaboration of the time dimension through 

discussion of what he termed "achievement" versus "ascription" oriented individuals. 

Achievement oriented individuals valued activity and output: very sirnilar to individuals in 

the specific or low context cultures discussed above. Ascription, in Trompenaars' terms, 

meant that individuals were willing to accord status to others because of their greater age 

or experience, rather than because of their achievements. The latter dimension is a clear 

derivative of Kluckhohn and Strodtbeck's relational orientation (dealt with in more det" 

below) and therefore, like Schein, offers an unhelpfbl amalgamation, rather than 

development, of Kluckhohn and Strodtbeck's original ideas. 

This discussion raises an interesting side issue about the cultural-boundedness of 

researchers themselves. In early versions of the values' questionnaire, the current 

researcher found it easy to devise measures for the activity/doing orientation, while other 

dimensions were apparently harder to calibrate. The same could be said about colleagues' 

comments on working drafts. Schein saw activity as defining also individuals' relationship 

with nature, rather than simply as a gauge with which to measure how others should be 

valued. One could postulate that this might also be an individual, or even ethnocentric, 

viewpoint. Further, Trompenaars saw an achievement/activity orientation defining 
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relationships with others, both in terms of whether it was important to set targets for 

others and whether they were to be accorded greater or lesser importance. 

In bringing this discussion of the literature on the "activity" orientation to a close, it is 

useful to consider what empirical evidence there might be that public and private sector 

managers have different activity orientations, Analysing the values attributed to managers 

from subordinate survey data, (content analysis of London Business School course 

questionnaires 1992-1994, Appendix 1) public sector managers have "care for staff' 

attributed to them more frequently than do private sector managers. The latter, in 

contrast, have "hard work" and "achieving objectives" attributed more frequently to them. 

Is this the same as the Theory Y, Theory Y dichotomy (McGregor 1960) highlighted by 

Schein, or the Task/Maintenance dimension highlighted by many researchers (for example, 

Bales 1950)? Civil servants are keen to achieve, but it is often harder to measure the exact 

extent of achievement in larger, long-term projects, for example, to improve the transport 

infi7astructure of the UK (Hennessy, 1989). The means to such ends are often contested 

and subject to political whim. Value is placed upon people who can be trusted to perform 

in a vaiiety of difficult and potentially immeasurable circumstances. Thus great attention is 

paid to the recruitment of senior civil servants, which process traditionally has a two-day 

assessment centre as its core. In this sense, civil servants appear to value trust in people 

more than measurable outputs (Trompenaars' diffuse versus specific contexts). 

Another piece of empirical evidence is results from the Work Interests Schedule 

questionnaire (Hunt, 1992), where public sector managers have consistently over the years 
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scored themselves higher on self-development (personal growth) than on power 

(controlling others). In contrast, most private sector managers have scored themselves 

higher on power than on personal growth. These dimensions might represent intrinsic and 

extrinsic measures of success. 

Unfortunately, Kluckhohn and Strodtbeck tested only for "being" compared to "doing" in 

their research and therefore gave no guidance on measuring the middle range. Based on 

the discussion above, it is proposed that public sector managers will be more concerned 

with self-development and trusting relationships, that is, closer to the middle range of 

"being-in-becoming". The dominant culture values more highly achieving measurable 

objectives or competition. 

5. Relational orientation 

Kluckhohn and Strodtbeck asserted that, when taking decisions, individuals nfight accord 

more importance to better established or more experienced individuals, or to group peers, 

or to the self and own resources. 

Trompenaars expanded Kluckhohn and StrodtbecVs relational dimension five-fold (basing 

his work on that of Parsons, 195 1) and as part of his consideration of Ns dimension, 

looked at the extent to which cultures apply universal or particular rules. An universalist 

culture (he included the USA and the UK in this category) is one where people believe 

that rules should be obeyed whatever the circumstances, an objective viewpoint. 

Particularlist cultures, on the other hand (such as China and Korea in that research) believe 
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that rules may be transgressed in order to help special fiiends. That they should be both 

objective and impartial are normative requirements for the civil service, especially in the 

sense of political imPartiality (Cm 2627). There can be at times an interesting clash 

between the universalist application of rules and the particularist requirements of political 

expediency. An example of this came towards the end of negotiations on a cease-fire in 

Northern Ireland in 1994. The Prison Service proceeded v7vith the routine transfer of 

prisoners between Southern and Northern Ireland, according to standard rules, at a crucial 

juncture and nearly caused the negotiations to break down. The then Chief Executive of 

the Prison Service, Derek Lewis, defended the action, saying that normal procedures and 

rules had to be obeyed despite the wider circumstances (Lewis, 1997). 

"Impartiality" is discussed in empirical work. Sikula (1973), Rainey (1982) and Posner 

and Schmidt (1982) all found that public sector managers ranked equality (equal 

opportunity for all) highly. This researcher found both equality and impartiality ranked 

higWy (Appendix 1, analysis of subordinate survey questionnaires). A sense of fairness, 

objectivity and absence of favouritism has been a normative requirement placed upon the 

civil service since the Northcote Trevelyan refonns of the last century. The concept, 

therefore, goes beyond the Western rational/analytical view and also beyond the 

bureaucracy/hierarchy view. It can be argued that public sector managers seek to apply 

standard rules not only because they work in a bureaucracy (although many of them do), 

nor simply because they apply rational analysis to problems (as many of them no doubt 

do). Long-standing recruitment practices seek public servants who espouse the values of 

equity and impartiality. 
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The LJK civil service is also required to be a meritocracy, a device to avoid favouritism and 

corruption. For this reason, although civil servants often work in multi-layered, 

hierarchical organizations, it is unlikely that they would favour Kluckhohn and 

Strocltbeck's lineal orientation on the relational dimension. This means that it is unlikely 

that civil servants would be any more likely than private sector managers, working in 

equivalent bureaucracies, to take guidance fi7om older or richer or more experienced 

bosses (see also Trompenaars' "ascriptive" dimension) just because of who they are. 

Laurent (1983) demonstrated that the British do not expect their boss to be more expert. 

Trompenaars also looked at an individual versus a group orientation, as did Kluckhohn 

and Strodtbeck. He sought to differentiate between those who seek to take decisions on 

their own and those who search for consensus and favour group responsibility. Yet the 

dilemmas he posed to test this aspect sometimes overlapped with other dimensions from 

the Kluckhohn and Strodtbeck study. For this reason, sometimes apparently surprising 

results were obtained. For example, Trompenaars asked people to choose between 

personal development and taking care of others, on which dimension the Japanese emerge, 

apparently to his surprise, as individualistic. This question, however, seems to test "being- 

in-becoming" against altruisniý or a special sort of group working or support. It is quite 

possible that it is important to a Japanese person to develop the self in order to be best 

fitted to support the group. In that sense, it poses a false dichotomy. Seeking consensus 

and consulting a wide group of people is a trademark of the UK civil service. This is not 

the same as co-operation. As Kluckhohn and Strodtbeck point out in their work, the 

highly individualistic will co-operate as long as they interpret the goals of the wider group 

92 



as congruent with their own. However, they prefer to depend, for their decisions, upon 

themselves. 

Schein did not explore the difference between consensus and co-operation in his own 

reworking of Kluckhohn and Strodtbeck's ideas. Instead, he contrasted co-operatiVe and 

non-co-operative working, likening it to participative and non-participative management. 

In contrast, research into gender differences in managerial style suggests that it is possible 

for consensus and co-operation to be distinct categories. A manager may be individualistic 

in decision-making and yet, at the same time, work in a participative or co-operative 

manner, inviting ideas and suggestions fi7om subordinates (Fischer & Gleijnlý 1992). 

However, Schein does draw some interesting parallels between Muckhohn and 

Strodtbeck's ideas and those of Etzioni (1975). Etzioni in particular distinguished between 

utilitarian systems and the moral involvement of a non-native consensus system. There are 

paraffels between tl-ýs work and Wilson's ideas (1973) of materiaL solidary and purposive 

organizations. Further research niight use Wilson's ideas to investigate which 

organizations people with differing value orientations may choose to join. Posner & 

Schmidt (1982) suggested that differing value orientations are present before the 

employing organization is chosen and may be reinforced by organizational experiences. 

It is possible that public servants' search for consensus may represent Kluckhohn and 

Strodtbeck's individualistic, but co-operative, working. It is proposed to test the extent to 

which public sector managers value consensus, equality, impartiality and the application of 

standard rules and practices. The dominant culture, on the other hand, may be more 
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strongly individualistic, with individuals willing to make the rules fit the case, rather than 

the other way around. 

A footnote on professional values 

It is important that the research instrument measurement scales should not overlap with 

other questionnaire scales, which might straddle the public sector/private sector divide. 

One area of concern is that of professionalism. 

According the Wilensky (1964), occupations become professionalized. through a series of 

predictable processes. The first step is that work becomes full-time: this happened in the 

last century in the LTK civil ser, &e. Second, a training school is established: the Civil 

Service College (established in 1970) has special, compulsory, post-graduate training 

programmes for "high flyers" and the Top Management Programme is a further example 

of quasi-compulsory training for more senior civil servants. (However, it should be noted 

that the Civil Service College is an internal training school: many professionals are trained 

outside their employing organizations). Occupational training is generally regarded as 

more important than workplace indoctrination as a source of professional role ofientation. 

Hall (1968) used WilensWs ftarnework to differentiate between the structural and 

attitudinal aspects of professionalization. (He assumed some straightforward 

correspondence between attitudes and behaviour, which would be contested today). He 

considered the five main attitudinal attributes to be: 

(1) the professional organization was regarded as the major reference point, with both 
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fonnal organizational and infonnal colleague groups as the primary judge of a 

professional's work: 

(2) well-developed beliefs in service to the public, in the indispensability of the profession 

and in the work as benefiting both the wider public and the practitioner: 

(3) a belief in self-regulation (that is, that peer judgement): 

(4) a sense of calling to the field, with continuing dedication to the work even if extrinisic 

rewards are low: and finally 

(5) autonomy, that the practitioner makes his or her own decisions without external 

pressures from clients or employers. 

Hall (1968) devised a Likert scaled instrument to measure the attitudinal elements of 

professionalism, He was interested in a possible inverse relationship between 

professionalization and bureaucratization, so he included one public sector organization in 

his survey (social workers). The instrument was subsequently reworked by Bartol (1979), 

based on the five attitudinal. components of professionalism identified by Kerr (1977). 

Bartol's 20 item Likert scaled questionnaire had five subscales: autonomy, collegial 

maintenance of standards, ethics, professional commitment and professional identification. 

She was exploring professionalism as a predictor of organizational comrnitment, role 

stress and turnover. This research was lirnited. It was tested with only one population and 

the questionnaire was regarded as having "reasonably good psychometric properties" and 

has been little used by others subsequently. 

Public service has not been recognized fort-nally as a profession in the United Kingdom, 
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although administrators resented being described as amateurs in the Fulton Report. I 

reject the diagnosis there recorded. We are not amateurs. We are professionals. " (Mr 

Derek Morrell, in Hennessy, 1989: 205). "Belief in service to the public" and "a sense of 

calling to the field" are perhaps the professional attributes which might span the two 

populations, that is, private sector and public sector managers. Civil servants do not see 

themselves as self-regulating or autonomous (Rainey, 1982) and politicians and Ministers 

can clearly override professional advice from civil service advisers. Rainey (1982) found 

that public service professionals tended to score lower on many dimensions of 

professionalism. He stated that the knowledge base tended to be less technically advanced 

and hard to comprehend, which implied a lower investment in training and probably a less- 

intensive socialization process. Rainey concluded that the nature of public sector 

professionalism was tempered because the profession was identified with service in 

government, a conception of public service through government, or as a part of it. In 

contrast, many classically defined, long-established professions show a resentment and 

suspicion of government (Kilpatrick et al 1964). To avoid aspects of professionalism 

confounding the research, no professional service firms will be invited to participate. This 

aspect will be monitored also through the collection of demographic data from 

respondents. 

Summary and presentation of hypotheses 

This discussion has generated propositions concerning a dominant UK culture and the 

different values that n-ýight be espoused by a variant subculture, one part of the public 

sector, the civil service. These propositions are sununarized below. 
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Table 2: 1: Propositions about the dominant UK culture and a consistently variant 
C11hrilliturp 

Propositions about the Propositions about a 
Kluckhohn & Strodtbeck dominant UK culture variant subculture, the 
dimension public sector 
Human nature Humans are perfectible Humans are good and value 

integrity and honesty 
Relationship with nature Mastery: self-regulated, Harmony: dutiful, self- 

proactive, controlling and sacrificing, responsive, 
dominant altruistic and accountable 

Time Future: change brings Preserve the best of the 
improvement, seek new ways past/present: cautious about 
to replace the old 

- 
change 

Activity, how value others Activity: measurable Self-development and trusting 
objectives, competition relationships 

Relational, how take Individualistic, make the rules Consensus-seeking, equality, 
decisions fit the case impartiality, adhere to rules 

The propositions about the variant subculture have been grounded in theory, but have 

also taken into account normative statements made about the UK civil service (Cm 2627, 

1994). This research will consider different values held by private sector managers 

compared with civil servants. The UK public sector has a wide range of responsibilities. 

Although this research will refer to public sector values, it is accepted that civil service 

values may not represent all public sector values. 

The following hypotheses wM be tested. 

Hypothesis One: Public sector managers espouse different values from private sector 

managers about what is important at work. 

Hypothesis Two: Existing research on public sector values fails to codify adequately 

the core values of public servants in the 1990s. 
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Hypothesis Three: Normative statements of the values LJK civil servants should 

espouse differ from the core values reported by them. 

Hypothesis Four: Differences in the espoused values of public and private sector 

managers have behavioural consequences. 

Hypothesis Five: Core values are sufficiently robust to be accessible through 

different methodologies. 

Following this exposition of the hypotheses to be tested in this research, it is necessary 

next to consider how these core values should be measured. The measures need to be 

precise and specific enough to locate properly the values of the variant subculture. This is 

discussed in the next chapter, Methodology. 
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CHAPTER THREE 

Methodological considerations and 
development of instruments for measuring values 

Introduction 

"Thefact is that, despite its mathematical base, statistics are as much an art as they 

are a science.... Often the statistician must choose among methods, a subjective 

process, and find the one that he will use to represent the facts. In commercial 

practice he is about as unlikely to select an unfavourable method as a copywriter is to 

call his sponsor's product flimsy and cheap when he might as well say light and 

economied " (Huff, 1954: 109). 

This chapter will consider the methodological considerations to be taken into account 

when measuring values. It will discuss different data collection options, in particular, 

questionnaires and Other survey techniques. The advantages and drawbacks of each 

data collection method will be discussed. Subsequently, the selection and development 

of the research instruments, including techniques for piloting, will be considered. 

Finally, the target populations for the research will be defined. 

Any attempt to research values faces methodological problems. One major problem is 

the level of analysis used, that is, whether research should be at the level of an 

individual, an organisation or a society. Psychologists approach the issue at the level of 

the individual and seek to discover, in essence, how individuals describe their self- 

concept. Research by Feather (1975), Enz (1988) and Chatman (1991) has 
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demonstrated that subculture or sub-unit values are an aggregate of the individuals who 

populate them. This research will measure values at the level of the individual and then 

aggregate the results to represent the culture or subculture. The research design 

attempts to link individual values to broader, societal values. It is proposed that values 

held by private sector managers will represent the dominant values of the UK market 

culture. It is hypothesized that public sector managers may form a consistently variant 

subculture within the UK (Kluckhohn and Strodtbeck, 196 1). 

Methods of data collection 

Researchers into values have used three main research techniques: questionnaire, 

interview and observation. 

The most common research instrument for measuring values at the level of the 

individual has been a questionnaire (Rokeach (1973), Allport, Vernon and Lindzey 

(1960), England (1967, ii), Flowers (1975), Bartol (1979), Ravlin (1987)). Trompenaars 

(1993) and Kluckhohn and Strodtbeck (1961) adopted an alternative format, which can 

be described as that of a structured interview. Respondents were offered the choice of 

either paired alternatives or triadic options, administered either by interviewers or 

observed as part of group discussions. Their research interests were at the level of 

social aggregates: societies or firms. Questionnaire research has also been aggregated 

for this purpose (Feather, 1975, Enz, 1988, Chatman, 1991). In contrast, Schein (1985) 

used observation against defined parameters to uncover values inherent in 

organizational cultures. 
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Researchers who chose questionnaires as the research instrument, selected one of two 

measurement methods, either ranking a list of values in terms of their importance to the 

respondent, or rating values on a Likert-type scale. These questionnaires were 

constructed using a variety of methods but broadly followed the same format. A list of 

values was derived from empirical or theoretical sources, the face validity of the list 

refined through interviews or by asking panels of expert judges, followed by pilot 

testing and administration of the validated instrument (with the exception of Bartol, 

1979) to large samples. Therefore, questionnaires offer a well-validated research 

technique, but are as labour intensive and time-consuming as observation or interviews. 

Measurement advantages and drawbacks of each method 

Interview and observation techniques 

As explained above, both interview and observation techniques have been standardized, 

when used to measure values, to ensure comparability between respondents. When 

adopting interview techniques, standardization has involved using a standard interview 

format, administered by different interviewers. Most frequently, respondents have been 

offered paired or triadic decision options in a range of hypothetical situations and have 

been asked to choose their preferred option (Trompenaars 1993, Kluckhohn and 

Strodtbeck, 1961). One methodological difficulty with the interview format is that, 

while values are known to affect behaviour, there is no guaranteed causal relationship 

between values and individual actions (Ravlin 1989). Values may affect general trends 

in behaviour over time, but are also situationally dependent (Rokeach, 1973). 

Hypothetical questions or situations may evoke hypothetical answers, that is, the 

101 



researcher cannot tell if the answer given would correspond with actual behaviour if the 

situation really arose. The possibility of respondents offering socially acceptable 

responses is enhanced by the presence of the interviewer (Berdie, Anderson & Niebuhr, 

1986). Standardization, while ensuring comparability, limits the range of respondents' 

potential choices or responses. Measuring values "is crucial to the understanding of 

human behavioi" (Alwin & Krosnik, 1985: 535) but complex. In the case of both 

Kluckhohn and Strodtheck's and Trompenaar's research, their interview categories were 

multi- rather than uni-dimensional and sometimes overlapped (see discussion in 

preceding chapter). Their research provided general descriptions of organizational 

culture or societal subcultures. It could not be used to draw reliable conclusions about 

an individual's values, because their research categories were not orthogonal. Collecting 

data from individuals is versatile, because it is accepted that the sum of individuals' 

values may be used to describe the society, or subculture, which they inhabit. 

Observation, against defined measurement criteria, seeks to overcome some of the 

drawbacks associated with interviews, by allowing for longer access to, and thus better 

understanding oý respondents. As a technique, it is also held to allow scope for 

innovation and discovery en route (Fletcher, 1974). However, the training and skill of 

the observer is central to its success as a method (Becker, 1970) and the researcher has 

to be aware of the possible unevenness of, and thus inability to generalise further from, 

the findings (Schwartz & Schwartz, 1954). 

Both interview and observation techniques are prone to problems with inter-rater or 
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inter-observer reliability. Nor does one interviewer or observer overcome this problem, 

because of potential bias. Finally, these techniques are time-consuming, expensive and 

access is frequently difficult to obtain. However, in practice, most survey techniques do 

eventually lead researchers into either one, or both, of these data collection methods. 

The partiality of data analysis methods (Bell & Newby, 1977) leads to interview data 

being used to add depth of meaning to data collected using self-completion 

questionnaires. They may be particularly useful in checking for misinterpretations, or 

nuances of interpretation, of questionnaire items. Interviews can also be used to probe 

the link between values and behaviour over time, in ways that those who favour 

observation claim for that technique. Finally, interviews can also be used to test 

whether the value constructs underlying questionnaire items are indeed values which 

are fundamental to individuals and which can, therefore, be expected to have some 

influence on behaviour over time. It is always possible that survey techniques may 

miss important areas or uncover superficial, rather than fundamental, value constructs. 

Questionnaires 

The major methodological consideration in choosing questionnaires for data collection 

is the form it should take. Most researchers contend that values are enduring, but may 

vary in importance depending upon the circumstances or situation. Many researchers 

believe that values are arranged in a hierarchy of importance (Rokeach, 1973, Feather, 

1975, Ravlin, 1989). For example, Rokeach (1973) asserted that values were often 

thought to be inherently comparative and competitive. This implies that in any 

particular situation there is a choice. For example, does an individual choose to act 
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politely or honestly? Thus the issue of situational, as opposed to more or less stable, 

emphasis is important. Researchers, who believe that values are arranged in a 

hierarchy, have consistently argued, on theoretical grounds, that ranking techniques 

provide the most appropriate conceptual mapping of values (Alwin & Krosnick, 1985, 

Ravlin, 1989), because the 'choice' nature of the ranking task matches the hierarchical 

conceptualization. For example, Kohn (1977) has argued that ranking was essential as 

the measurement mode, because a central manifestation of values was to be found in 

choice. 

This issue of relative importance, or choice, presents the researcher with a problem. A 

questionnaire, which relies on rankings, creates ipsative data. The sum of the ranks for 

any individual respondent equals a constant, so there is a linear dependency among the 

set of ranked items, with built-in negative correlations (Clemans, 1966: Jackson and 

Alwin, 1980). What is ranked is not ranked uniquely, but relative to the other values 

being assessed. As a result, it may not be possible to employ conventional statistical 

techniques when analysing the ranked preference data. Jackson and Alwin (1980) have 

demonstrated that the usual assumptions of the common factor model, especially the 

assumption of uncorrelated disturbances, are not appropriate for sets of ipsative 

variables. 

Some researchers argue that a further difficulty, when using ranking techniques, is that 

people do not have transitive preferences, or, more damagingly, are systematically 

intransitive (Tversky, 1969). Ravlin and Meglino, (1987i), interpreted Tversky's work 
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to indicate that individuals could be influenced to violate weak stochastic transitivity. 

However, they failed to find any evidence to suggest that people would do so, except 

where the research design (for example, forced choice) sought to exert influence in 

areas where respondents did not hold strong values. Other researchers (Davis, 1958) 

similarly have argued that ranked preferences are consistent and that intransitivity may 

be explained as the result of random choice among indifferent objects. This means that 

it is important to ensure that items to be ranked can be considered to be of comparable 

significance to respondents and to recogaize that the first few items ranked may be of 

greater or special significance to respondents than items ranked lower. In particular, the 

first value being ranked appears to be important in determining general patterns of 

responses (Ravlin & Meglino, 1987ii). In general, past research has indicated that 

people are transitive at some level in their approach to ordering preferences (Griswold 

& Luce, 1962, Liddell & Solomon, 1977). Nonetheless, individuals may find it difficult 

to choose between equally desirable alternatives (Ravlin & Meglino, 1987i) and 

ipsative scales can force respondents to make arbitrary choices simply because a 

ranking is demanded. 

Other concerns, which have been expressed by researchers about ranking values are, 

firstly, that ranking can be difficult and taxing for a respondent, especially where the list 

of values is lengthy (Rokeach, 1973, Feather, 1975). Secondly, (Munson & McIntyre, 

1979) it has been argued that the use of ranking techniques is time-consuming, because 

generally it takes a respondent longer to complete a ranking exercise than a rating 

exercise and thus they may be more expensive to administer. Thirdly, ranking data are 
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difficult to gather using cheaper research methods, such as data gathering by telephone 

(Groves & Kahn, 1979), because completing a ranking requires careful and iterative 

decision-making which cannot easily be encouraged indirectly, such as over the 

telephone. Finally, individuals may find it difficult to choose between value categories, 

but easier to choose between behaviours which reflect these value categories. Some 

behaviours may be equally expressive of two or more values, with the effect that the 

underlying values are essentially evenly ranked. For example, an individual may 

combine taking on extra work (task achievement) and reducing a fhend's work burden 

(concern for others) (Ravlin & Meglino, 1987i). Therefore, ranking carries with it 

several disadvantages as a technique, both for the researcher and the respondent, yet it is 

held to be important on theoretical grounds. In conclusion, it would seem advisable to 

use the technique, but not as the sole research method for exploratory research such as 

this. 

An alternative is to avoid rankings by using rating scales. Most frequently, researchers 

favour increasing- or decreasing-importance scales. Respondents rate a concept by 

selecting a number on a 4,5,6 and so on, up to a 10-point scale. Each number implies 

an anchor point on a scale for which the extremes are defined. For example, a rating of 

"I" may mean "of greater importance" and a ranking of "T', "of lesser importance" on 

such a scale. A Likert scale is a particular type of rating scale, where one end is 

labelled "Agree" or "Strongly agree" and the other end "Disagree" or "Strongly 

disagree". The data resulting from rating questionnaires are statistically more 

manipulable, as they do not involve the linear dependency problem inherent in ranking 

106 



(Alwin & Krosnick, 1985). Some researchers also label the intervening, as well as the 

end, points, hoping to provide quite clear meanings to the different points of their scale. 

This enables them to treat the responses as interval data, which can be assumed to 

conform to a normal distribution, allowing further statistical manipulation. In addition, 

rating scales are arguably easier to present to respondents. Munson & McIntyre (1979) 

estimated that, on average, ranking tasks take respondents three times longer than rating 

tasks, so ranking imposes a considerable burden on respondents. Finally, ratings can be 

administered easily in a variety of situations, if necessary, over the telephone. 

On the negative side, because rating requires less effort, the quality of the data may be 

reduced. Making the task easier may reduce respondents' willingness to make more 

precise distinctions about the relative importance to them of valued qualities (Feather, 

1975). Thus, ratings may be easier to administer and perform, but the precision of the 

data may be compromised (Alwin & Krosnick, 1985). Responses are also often subject 

to weighting on the grounds of social desirability and respondents' ratings may fall 

within a rather restricted range of the available scale points (Feather, 1975). The anchor 

point of an individual's ratings may be due, either to individual interpretations of the 

meaning ofludgement categories (Cronback 1946: Messick 1968), or to group response 

sets (Cunningham et al 1977). Individuals exhibiting these tendencies may return 

correlated response patterns (Costner 1969), complicating the analysis of the latent 

structure of value preferences. Response sets are difficult to detect and/or neutralize 

(Oppenheim, 1966). 
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Ravlin & Meglino (1987) tested parallel forms of questionnaires designed to measure 

values, first asking respondents to rank, second to weight by assigning a limited number 

of points, and third, to rate values using either a Likert-type scale or a choice between 

pairs. Using the Marlowe-Crowne test for social desirability, they concluded that the 

Likert measure's ability to control for socially desirable responses was questionable. 

Further, they found that the ranking measure gave the best overall performance, in 

terms of relationships between the rank ordering of values and predictions in decision 

behaviours, relationships with other established measures, control for social desirability 

and cognitive hierarchical orderings (Ravlin & Meglino, 1987ii). 

The addition of normative items 

A further methodological difficulty with the design of questionnaire surveys is the 

distinction between normative and empirical statements. The proponents of the New 

Right public sector reform movement have been influential in many of the changes 

made to the public sectors of the western world, including the UK and the USA, over 

the past 15 years. They have attempted to define the public sector in terms of what it is 

not: not efficient, ineffective, not business-like and not customer-focused. One UK 

response has been for senior civil servants, including the head of the Home Civil 

Service, Sir Robin Butler, to try to define the UK civil service in tenns of what it is. 

More specifically, a White Paper placed before Parliament in July 1994 stated that, 

"The Government, like its predecessors, is wholeheartedly committed to sustaining the 

key principles on which the British Civil Service is based: integrity, political 

impartiality, objectivity, selection and promotion on merit and accountability through 
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Ministers to Parliament. " (The Civil Service: Continuity and Change, Cm 2627, 

HMSO, 1994). These normative statements may represent no more than a wish-list, or 

even a stereotype associated with an idealization of certain values. Fry (1969) believes 

that such a stereotype was promulgated earlier, by other influential senior civil servants, 

in the inter-war and immediate post-war periods. Idealized images may be resistant to 

change, passed on from generation to generation and reaffirmed at moments of 

collective stocktaking (Feather 1975). The UK civil service is currently undergoing 

such a stocktaking. 

One way to explore whether these normative statements are indicative of deeply-held 

values, or are simply seeking to preserve (or create) a stereotype or archetype, is to test 

them alongside empirically grounded constructs. Should these normative statements 

represent values, which are held currently, they may be important determinants of civil 

servants' cognitions and behaviours. 

Summary 

This review of possible methods of data collection leads to certain conclusions. Firstly, 

it would seem that an efficient way of gathering large samples of data is by 

questionnaire. The advantage of gathering large samples of data when testing new 

theories is that rigorous statistical checks can be carried out on the data. A self- 

completion questionnaire format has the added advantage that it has been favoured and 

validated by the most respected academics in the field of values. Secondly, if theory is 

to be advanced, any questionnaire-based research should also employ parallel forms. 
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This means that both ranking and rating questionnaires should be constructed, so that 

the resultant data are not only consistent with psychological theory about values, but 

also statistically manipulable. Thirdly, both normative and empirical propositions 

should be tested. Finally, it is proposed to carry out standardized interviews after the 

survey data collection phase, with a representative sample of individuals, in order to 

understand in more depth any value constructs uncovered. 

Underlying propositions 

The previous chapter reviewed the values' literature. The review explored and 

elaborated upon the propositions underlying this research, namely, that all individuals 

hold values about: 

(1) the nature of human activity, (why people value others): 

(2) humans' relations with nature, (how people behave): 

(3) human nature, (naturally good, evil, or mixed): 

(4) humans' relations with others, (how people take decisions): and 

(5) humans' attitudes to time, (future, present or past oriented). 

The next part of this chapter discusses ways of measuring values representative of these 

five cultural assumptions. 

Designing the rating questionnaire 

There were several major issues to be considered in constructing the questionnaire. 

These were choosing specific value statements, balancing these statements in an item 
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pool, selecting the number of statements necessary to measure each underlying 

construct, deciding the type of rating scale to be used and specifying the demographic 

data to be collected on each respondent. 

Choosing value statements 

Previous researchers have shown that a primary consideration in constructing value 

statements for a questionnaire has been to use the imperative qualifier for the verbs, that 

is, "should" or "ought". This sense of compulsion to behave in a certain direction is 

central to research on values (Feather, 1975: Ravlin et al 1987i) and will be adopted in 

the current research, These researchers further argue that the wording can be 

impersonal ("people should") or personal (I should"), because values, which an 

individual regards as central to the self-concept, are also held by the individual to be 

widely relevant and applicable to others. The wording "this organization rewards 

people who" is most often used when attempting to measure organizational values. It is 

argued that congruence between personal and organizational values can lead to 

enhanced job satisfaction and commitment (Feather 1979, Cook & Wall 1980, Posner 

1992). Such wording was not applicable to the current research. 

Another important consideration was selecting wording that was familiar to 

respondents. In designing the rating questionnaire for the Development Phase period of 

the research, the language selected for the value statements in the questionnaire could 

be described as broadly managerial and was derived from two sources. One source was 

a content analysis of the wording used by subordinates, in response to a question in a 
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survey about their line manager. The subordinates were completing the surveys for their 

managers, who worked in the private and public sectors, on two courses. The first 

course, run at London Business School, was called the Senior Executive Programme 

and the second course, conducted at the Civil Service College, was called the Top 

Management Programme. It is a design feature of both courses that they mix public and 

private sector participants. The courses were run in October 1992 and June 1994 and 

had seventy participants. A total of 470 subordinates responded to the survey about 

their managers' work. The survey question asked subordinates to describe "The four 

most important values your manager holds about work and the way the organisation 

should operate". This provided a total of 1880 descriptions of values that these 

subordinates believed to be important to their mangers at work. Particular words, or 

phrases, which did not appear to describe values as defined in the literature, were 

ornitted at the first stage of developing the questionnaire. For example, some phrases 

seemed more expressive of role attributes, such as, "safeguards public fiindsý'. Such 

phrases seemed to have more connection with requirements prescribed by the manager's 

role, than with innate values. Another example was "gathers information from a wide 

range of sources", which seemed to describe a (leadership) competency, rather than a 

value. The data from this analysis is reported in Appendix 1. The names of the 

organizations represented are shown, but the individuals' names are not, in order to 

preserve their anonymity. Values have been identified, the wording noted and the 

values ranked in terms of their importance, measured by the frequency with which they 

were mentioned. 
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This analysis provided a useful adjustment to the second source of statements about 

values, that is, the literature, the actual wording from the questionnaire used by 

Kluckhohn and Strodtbeck (1961) and the language used by Schein (1985), where 

observation rather than interview schedules were used. Further, the phrasing used by 

Trompenaars (1993) was analysed for those of his dimensions that respected the 

orthogonal nature of the constructs for this research, (see discussion in previous chapter 

on the values' literature). Replicating the wording used by previous researchers was 

particularly important in trying to establish balance and comparability within items. 

Each statement had to stand on its own, that is, be self-contained and independent, not a 

choice between paired statements (Nicholson, 1994). Forced choice does not follow the 

same methodology as the free choice implied by a rating questionnaire format. 

However, in some cases, values could be explained only by contrasting the value 

expressed with an alternative. One example of this would be a statement about time 

orientation. The original wording from Kluckhohn and Strodtbeck's work, on one of 

the items measuring time, offered the usual three options. The options were, first, 

"They believe the old ways are best", representing a past orientation. The second option 

was, "children should take on some of the old traditions but take on whatever of the 

new ways will best help them", representing a present orientation. Finally, the third 

option was "(teach) children to find out for themselves new ways of doing things to 

replace the old", representing a future orientation, (Kluckhohn and Strodtbeck, 1961: 

83). These authors argued that the wording on the "present" item was designed to 

convey acceptance of the past, while being willing to move on to a changed future. The 

wording chosen for a similar measure, in developing the current research instrument, 
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was "People should keep what is best from the past, but adopt new ways of working" 

(item 30). This could be considered a more dichotomous item than, for example, item 

33, "People always need to be given clear instructions and objectives", measuring 

activity, or how we value others. Yet the duality implied in the former question, on 

time, was essential if the underlying Premise separating past from present from future 

was to be represented faithfully. 

One additional, possible route considered for selecting questionnaire items was to use 

statements from existing questionnaires. For example, some of the items from the 

Development Phase questionnaire were similar to those proposed by Mirels & Garrett 

(1971) in their Protestant Ethic Scale. Item 7 of the Development Phase questionnaire, 

"People should work very hard because then they will overcome most problems. " is 

similar to questions 10 and II on the Protestant Ethic Scale. Items 37 and 43 from the 

current research are also similar to questions 17 and II respectively on the Protestant 

Ethic Scale. However, given the complex structure of the values being tested and the 

acceptance criteria applied to items, it was considered more appropriate to construct 

new items. For example, item 7 was designed to convey the idea of dominating or 

controlling nature or destiny, with hard work as a possible means to this end. Also, 

even if existing questions were selected from other research instruments, rigorous 

piloting still would be required, because the items would be used in a new context and 

with a new population (Oppenheim, 1966). Differences in response patterns between 

the public and private sectors on items, which parallel those from established 

questionnaires, will be noted. Mirels & Garrett found that Protestant Ethic values were 
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associated with people in occupations demanding a concrete, pragmatic orientation to 

work, working with extrinsic, objective and easily specified standards, such as profit. 

"Pleceworkers", such as vets, scored highest, while public administrators scored fairly 

low. 

It is more difficult for a researcher to construct appropriate statements for values not 

held personally, so a wide range of opinions was sought on the wording for the value 

statements. Thus, the wording underwent four further refinements. The first was a 

written and independent assessment of face validity by four senior business school 

colleagues with considerable experience in questionnaire construction and survey 

design. The second was through a series of classroom discussions with practising public 

and private sector managers. Their common-sense views on evolving versions of the 

questionnaire proved invaluable. The third was by using the statements to survey all 

faculty at London Business School. Many responded that they were unable to complete 

the survey, because the values seemed to be about management and were not relevant to 

their work. 

The fourth, and final, means of ensuring the perceived relevance and ease of 

interpretation of the items, came ftom comments from respondents completing the first 

research version of the questionnaire, during the Development Phase of the study. 

These are discussed in more detail in the next chapter. However, it should be noted 

here, that the 172 respondents to the Development Phase questionnaire did not identify 

any single item as being difficult to understand or misleading. Nonetheless, where two 
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or more respondents commented about the wording of an item, these comments were 

taken into account when revising the questionnaire for the second stage of the study 

(Major Fieldwork). Comments were widespread among the items and often seemed to 

reflect an individual respondent's value dilemmas. For example, one respondent 

wondered whether he should be honest all the time, or only honest with those 

colleagues, whom he felt were honest with him. Some respondents commented on the 

occasional difficulty of applying personal values at work. Schmidt & Posner (1986) 

found that 26% of managers believed that organizational expectations had required 

them to compromise personal values. The questionnaire format for this research 

specifically asked respondents for their values at work. 

It should be noted that respondents for the Development Phase were drawn from a 

range of different organizations in both the public and private sectors. This is because it 

was considered important to test the concepts, the items, the scales and their face 

validity across a broad management sample. 

Choosing the number of items 

There was little guidance from the research literature on the number of items necessary 

to identify individual values through factor analysis. This is principally because 

empirical research on values is still in its infancy. Many questionnaires have appeared 

in ranking form, where only one word was used to represent each value, rather than in 

rating format. Simplified lists of words to be ranked, or a small number of phrases to 

rate, have been used where the intention was to study the most appropriate 
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measurement method (Ravlin & Meglino, 19871i). Alternatively, long lists of potential 

statements about values have been reduced to a different, smaller number as the result 

of statistical analysis and allocation of responses to categories (Wollack et al 1971). 

Most researchers are aware of the need to avoid respondents becoming fatigued 

(Oppenheim, 1966). The current research attempts to measure values underpinned by 

quite wide-ranging and complex social constructs (Kluckhohn & Strodtbeck 1961), 

which cannot be measured easily using only a small number of items. 

To satisfy all these criteria, it was considered that three to five statements would be 

necessary to capture adequately the ideas underpinning each value construct. This led 

to an item pool of between six and ten statements for each value category, because each 

category represented the alternative viewpoints derived from the analysis in the 

preceding chapter. For example, the 'lime" category required three statements 

measuring a "present" time orientation and three statements representing a "future" time 

orientation, that is, the alternative propositions on 'lime" to be tested. The pool of 

items for each value is reported in Appendix 11. The outcome was a questionnaire 

containing 44 items, which, in trials, appeared to be sufficient to access the underlying 

value constructs and yet short enough not to tire respondents (Oppenheim 1966). The 

rating questionnaire is set out in Appendix 111. 

As has been stated, rating questionnaires have been criticized on the grounds that 

respondents may offer socially acceptable responses. Therefore, thought was given to 

adding some questions from the Marlowe-Crowne Social Desirability Scale, in order to 
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check for social desirability skew. This was a major concern of Ravlin (1987). Asking 

socially desirable questions is a common fault in survey design (Nicholson, 1994). 

However, the Marlowe-Crowne scale is not appropriate for dissection and partial use. 

Gathering data from 172 managers for the Development Phase took almost a year. 

Many managers were interested in the research being proposed, but most felt 

themselves too busy to complete a three part questionnaire (the first part with 44 rating 

items, the second part comprising a ranking scale of 16 items and a third part, collecting 

demographic data). Therefore, it was recognized early in the research process that 

adding a second questionnaire, such as the Marlowe-Crowne, would make the task of 

data collection even more difficult. Instead, it was decided to assess social desirability 

bias through statistical analysis of the Development Phase data, specifically looking for 

skewness. Items could then be modified or dropped before the second, or Major 

Fieldwork, data collection stage. 

Choice of scale 

A further consideration was the length of the scale, against which the items would be 

rated. Scales used in behavioural research vary from one to between four to ten options 

or intervals, Oppenheirn (1966) argued that raters are unable to make reliable 

discriminations that are finer than ten points. Looking at the rating scales used in 

values' research, Posner (Posner, Randolph & Schmidt 1987) and Schmidt and Posner 

(1986) used a seven-point scale in their research using England's 1967 questionnaire. 

Scale anchors were "Of little importance to me" to "Very important to me" and "Of 

little or no importance" to "Very important" respectively. Feather (1979) used an eight- 
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point scale when experimenting with different measurement forms of Rokeach's 

ranking scales. This eight-interval scale opposed positions from "Very important" to 

"Not important at all". Kilpatrick et al (1964) chose a ten point Likert-type scale, 

ranging from "Agree" to "Disagree", to measure thirty occupational value statements. 

Wollack et al (1971) also used a Likert-type scale, but with six intervals, in their work 

constructing a new survey of work values, with one end of the scale labelled "Strongly 

agree", and the other end, "Strongly disagree". Ravlin, Meglino et al (1987,1992) have 

employed variously five, six or seven point scales in their research, with occurrence 

scales ("Not at all" to "Under all circumstances") and agreement scales ("Strongly 

disagree" to "Strongly agree"). All researchers highlighted in their work the central 

importance of values to the self-concept and to behaviour. However, they assessed the 

nature of the underlying adherence to values in diverse ways, using 'importance', 

'agreement' or 'occurrence' scales. 

Given the inconsistency in the existing literature, a Likert-type, nine-point scale was 

selected for the Development Phase study, with an exhortation to respondents to use all 

of the scale. The scale was labelled "completely agree" at one end, "completely 

disagree" at the other end and "partially agree" at the mid-point. The scale met 

Oppenheim's condition of having fewer than ten points, so that respondents retained the 

ability to make meaningful distinctions between the intervals (Oppenheim, 1966), but 

was considered long enough to encourage differentiation between respondents. A scale 

with an uneven number of points allowed respondents to adopt a mid-point, or an 

indecisive, position. Although it was hoped, based on theoretical analysis, that 
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respondents would have a negative or positive view about all of the value statements 

proposed, looking for differences in values within a managerial population in one 

national culture would be more likely to identify nuances of difference, rather than 

outright differences. Also, Ravlin (1987ii) suggested that the first value chosen in a 

forced choice ranking exercise would be of central importance to a respondent, but that 

the respondent might express indifference between the remaining values. While a 

rating exercise does not impose the same forced choice, it seemed advisable to allow 

respondents to offer a neutral response if a value did not seem either negatively or 

positively important to them. As stated earlier, statistical analysis of the results of the 

Development Phase of the research will be used to identify, and eliminate, questions 

that elicit a socially desirable response. Questions that provoke a broadly neutral 

response, compared with those questions where respondents utilize most scale points, 

should also be dropped. The results of the analysis of the Development Phase study 

are set out in Chapter Four. 

The demographic data to he collected 

The final consideration in developing the rating questionnaire for the Development 

Phase was which demographic data should be collected from respondents. The 

literature on values offered some guidance on appropriate demographic data to be 

collected. The definition of "values" used for this research is that values are a mixture 

of genetic patterning and socialization, that they help to define the self-concept and 

determine broad patterns of behaviour over time. That is, values possess a defining 

"should" or "ought" characteristic (Rokeach, 1973, Feather, 1975). Therefore, it 
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seemed appropriate to collect data on parents' occupations. England (I 967ii) concluded 

that personal variables accounted for more differences in value placed on organizational 

goals, than organizational variables such as size and type of company. He gathered 

demographic data on organizational level, years worked as a manager, general job 

satisfaction, years of, and level achieved in, formal education and age. (Job satisfaction 

could be considered a dependent variable). Schmidt & Posner (1986) looked at years of 

service, gender, age, education and marital status. Feather (1979) called for more work 

looking at the values of individuals at different levels in the work hierarchy, implying 

that information on hierarchical level should be sought. Kilpatrick et al (1964) 

concluded that it was unnecessary to collect information on respondents' ages, because 

they did not find age was an important variable in their research: values are held to be 

formulated early in life and to be relatively stable. (Feather (1975) found the stability of 

terminal values to be greater than that of instrumental values. ) Kilpatrick et al did 

however collect demographic data on education, income and respondent (or parents') 

occupation. Kohn & Schooler (1969) found that social class affected individuals' 

interest in extrinsic rewards, such as pay and ffinge benefits, or in intrinsic rewards, 

such as accomplishment and the opportunity for self expression. Individuals of a higher 

social class tended to expect good extrinisic rewards and so placed more emphasis on 

intrinsic rewards. However, Kohn & Schooler also found that education and 

occupational position were related, independently, to almost all aspects of values and 

were thus more useful as explanatory variables than social class or earnings. Jensen et 

al (1990) found that subordinate values varied according to gender, hierarchical position 

and perceived supervisors' leadership style. The latter attribute is not relevant to this 
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study, for two reasons. The first is that the definition of values adopted means that such 

values are considered to be deep-seated and enduring and unlikely to be affected by the 

style of supervision at work. (However, it is accepted that different values may be 

given greater or lesser emphasis at different times, for situational reasons). The second 

reason is that this research is concerned with managerial, rather than subordinate values, 

although it is acknowledged that all but the most senior managers will have managers, 

or supervisors, above them. 

Therefore, it was decided, for the Development Phase, to collect demographic data on 

job function, organizational level reached, years spent in full time education, 

educational level achieved, age, gender, earnings, years spent at work in the public 

sector and/or in the private sector, mother's occupation and father's occupation. 

Designing the ranking questionnaire 

Feather (1975) described several methodological drawbacks in the work of Rokeach, 

(1973), which were explored in the previous chapter. Three of those drawbacks need to 

be considered when designing the ranking questionnaire for the current research. The 

first criticism was that only one word was used to describe each item or value. Given 

the complexity of the propositions underlying the current research and the need to 

assess normative values, as well as those derived from theoretical analysis, it would be 

difficult to use only one word to describe each value. The second criticism was that the 

ranking scale, at eighteen items, was too long and could be affected by respondent 

fatigue. The third criticism was that respondents could attribute a range of meanings to 
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each word, or value. 

As stated above, the behavioural assumptions underlying this research were five 

propositions about the nature of human activity, humans' relation to nature, human 

nature, humans' relations with others and humans' attitude to time. These assumptions 

can be represented as ten different values, because each assumption is held to pose 

alternative propositions. However, there is a possible tension between the number of 

words used to represent each value and the overall length of the ranking scale. To heed 

Feather's advice, and to use two words rather than just one to represent each value, 

would make the scale twenty items long. Further, it is notable that test/retest 

reliabilities on Rokeach's questionnaire are generally regarded to be unacceptably low 

and the number of items he used is seen to be a contributory factor. Miller (1956) 

considered that the amount of information individuals could keep in the immediate span 

of attention was seven, plus or minus two. Oppenheim (1966), after extensive research, 

considered ranking ten objects was probably the most that could be asked of 

respondents. Ravlin (1987ii) frequently used as few as four items in her work 

comparing methods of values' measurement. On the other hand, fifteen items are 

commonly used for executive training ranking exercises. In these cases, it is possible 

that the issues and results either are not credible, or are not of central importance, to the 

respondents. Nonetheless, respondents manage the task by resorting to classed ranks 

such as high, medium and low (Oppenheim, 1966). 

Having considered all these issues, the ranking questionnaire is set out in full in 
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,Ap endix IV. The compromise adopted was to use either one or two words to represent PP 

each value. This choice depended upon the complexity of the proposition being tested 

and on whether it was necessary also to test normative value statements ascribed to 

public servants, as well as propositions derived from theory. "Activity", or why we 

value others, is represented by the items "achieving, competitive, self-developing, 

trusting". Humans' relation to nature, or how we behave, is represented by four items, 

"accountable, altruistic, commanding, proactive". Human nature, or how we are, is 

represented by two items, "honest, pragmatic". Humans' relations with others, or how 

we take decisions, is represented by four items, "consensual, impartial, individual, non- 

conforming". Humans' attitude to time, whether present or future-oriented, is 

represented by two items, "adaptable, modem". These are summarized in Table 3.1 

below. 
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Table 3: 1: Individual words to rank propositions about values of a dominant UK 
culture and of a consistently variant subculture 

Propositions Words Propositions Words 
Kluckhohn & aboutthe proposed to about a variant proposed to 
Strodtbeck dominant UK represent subculture, the represent 
dimension culture dominant public sector variant 

culture subculture 
Human nature Humans are Pragmatic Humans are Honest 

perfectible good and value 
integrity and 
honesty 

Relationship Mastery: self- Proactive Harmony: Accountable 
with nature regulated, Commanding dutiful, self- Altruistic 

proactive, sacrificing, 
controlling and responsive, 
dominant altruistic and 

accountable 
Time Future: change Modern Preserve the best Adaptable 

brings ofthe 
improvement, past/present: 
seek new ways cautious about 
to replace the change 
old 

Activity, how Activity: Achieving Self- Self-developing 
value others measurable Competitive development Trusting 

objectives, and trusting 
competition relationships 

Relational, how Individualistic, Individual Consensus- Consensual 
take decisions make the rules Non- seeking, Impartial 

fit the case conforming equality, 
impartiality, 
adhere to rules 

The resulting number of items to be ranked was sixteen. These were chosen from an 

initial pool of twenty-three, which were piloted, in different combinations, among 

colleagues and with public and private sector managers in classroom discussions, before 

the final sixteen were chosen. One aspect that received special attention was the 

acceptability of the words proposed. For example, respondents did not like the term 
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"dominant" (describing the dimension "relationship with nature"), but found the word 

CC commanding" acceptable. Although the final list was slightly longer than hoped, it 

was still shorter than one of the foremost research instruments used in the field, the 

Rokeach (1973) questionnaire, which contains two fists of eighteen items to be ranked. 

Thus, it went some way to meeting the second criticism, that results from long ranking 

scales can be affected by respondent fatigue. Also, Ravlin (1987ii, 1992) suggested that 

the first one or two values ranked are both the most important to the individual and 

those which may affect the order in which the following values are ranked. This 

suggests that most credence should be placed on the first few values ranked. Further, as 

the values used in this research represent dichotomous scales, it is likely that those 

ranked lowest will represent values which are not held, or which are unimportant to the 

respondent. 

In order to overcome the third criticism, Feather's (1975) concern about a possible range 

of meanings being attributed to values represented by only one word, a short definition 

was attached to each word. It should be remembered that Feather was unsuccessful in 

increasing test/retest reliabilities by adding definitions when testing various forms of 

Rokeach's questionnaire. However, it was felt necessary to add definitions in the current 

research because the underlying construct was often too complex to be captured reliably 

by one word. Also, public policy-makers can be conservative in their approach to 

completing questionnaires and can be disturbed by lack of, or poor, definitions. This 

was apparent from classroom trials with senior public sector managers, some of whom 

reported that they felt uncomfortable with the definition offered on some items and 
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helped to create new definitions. This underlined the importance of offering an 

acceptable definition, so that comparability between respondents could be maximized. 

Further comments of the same nature, whether in the classroom or written in the space 

provided on the questionnaire itself, were taken into account when refining the 

questionnaire for use in the Major Fieldwork study. Finally, respondents were asked to 

add any important work value(s) that they felt might be missing from the list, to ensure 

that no values significant to respondents had been overlooked. 

A full analysis of the results from the Development Phase and the amendments made to 

the instruments before data collection during the Major Fieldwork stage of the research, 

are to be found in the next chapter. 
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CHAPTER FOUR 

Analysis of Development Phase data and development of rating (VRQ) and ranking 
(RNK) questionnaires 

Introduction 

"Animals are divided into (a) those that belong to the Emperor, (b) embalmed ones, (c) 

those that are trained, (4 suckling pigs, (e) mermaids, (I)fabulous ones, (g) stray dogs, 

(h) those that are included in this classification, (i) those that tremble as if they were 

mad, 0) innumerable ones, (k) those drawn with a vety fine camel's hair brush, (1) 

others, (M) those that havejust broken aflower vase, and (n) those that resembleflies 

from a distance " (an ancient Chinese classification of animals, Jorge Luis Borges, 1937 

- 1952, in Aldenderfer & Blashfield, 1984, page7). 

The objective of the Development Phase data collection was to develop the rating and 

ranking questionnaires for the Major Fieldwork stage of data collection. This chapter 

reports the statistical analysis of the Development Phase data and subsequent refinements 

made to both questionnaires. In addition, the chapter describes the choice of the 

dependent variable and the selection of the sample for the Major Fieldwork. It was 

considered inappropriate to formulate the structured interview schedule for the final phase 

of data collection, until the data from the Major Fieldwork had been collected and 

analysed. 

Analysis of the development phase: demographic data 

The aim of the Development Phase study was to collect data from a wide range of public 

and private sector managers. The demographic data collected from respondents is 

discussed here and the statistical analysis is set out in Appendix V. The private sector 
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sample differed from the public sector sample on respondents' ages, years of work 

experience and income. The samples were matched on seniority level, educational 

attainment and gender. The Development Phase questionnaires were administered to 172 

managers, representing 87 organisations (see Appendix IX). Managers were classified as 

"public sector" or "private sector" on the basis of their employing organization, but 

respondents were also asked how long they had worked in each sector. Based upon this 

classification, 88 public sector managers, 68 private sector managers and 16 managers 

with mixed experience responded to the Development Phase study. The 16 respondents 

with mixed experience were omitted from the statistical comparisons of the public and 

private sectors. Not all managers completed all sections of the three-part questionnaire. 

Lack of time was quoted as the most frequent reason. Data from all completed 

questionnaire sections were utilized. 

The two samples were matched on the demographic variables of seniority level, 

educational attainment and gender. Respondents ranged in seniority (that is, the number 

of levels between a respondent and the most senior manager in the organization) from 

running an organization (Managing Director or Pennanent Secretary) to first level 

managers, ten promotion levels from the top of the organization. Both the median and the 

mean promotion levels were three levels fi7om the top of the organization. There was no 

significant difference between the public and private sector samples in terms of seniority. 

70% of the whole sample of managers had a first degree (N = 122), 77% of private sector 

managers and 63% of public sector managers had a degree. There was no statistically 

significant difference between the two sectors on educational attainment. Finally, 75% of 

the respondents were male, fi7om both the pubfic and private sectors. 
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The two samples differed on three variables: age, years of work experience and income. 

The mean age of pubfic sector respondents was 46 years, compared with 33 years for the 

private sector (p< 0.001). This age difference was reflected in the years of work 

experience for each sector. Private sector managers had worked, on average, for 12 years, 

compared with 25 years for public sector managers (p < 0.001). However, although the 

means of the two samples differed on age and years of work experience, neither of these 

demographic variables covaried at a statistically significant level with the factor scores 

fi7om the factor analysis. 

The final demographic data were income levels. Despite the similarity of semority in the 

two sectors, 63% of public sector respondents earned less than M, 000, compared to 

37% of private sector respondents. At the other end of the scale, 13% of private sector 

respondents earned more than L80,000 per annum, compared vith 1% of pubfic sector 

respondents. The mean for public sector earnings was significantly lower (p < 0.001) than 

that of the private sector. 'Eamings" was the only demographic variable that 

demonstrated a statistically significant relationship with a factor score from the factor 

analysis. 'Tarningsý' covaried with Factor Five, (p < 0.007). Factor Five, which did not 

differentiate statistically between the public and Private sector samples, is a "people" factor 

and is described in more detail below. Flowers, (1975), found that better-paid, better- 

educated senior managers reported more sociocentric values than other managers. That is, 

such managers reported greater concern about developing friendly relationships and about 

working with people towards a common goal. It was considered important to retain this 

demographic variable, on income levels, in order to test Flowers' proposition fUrther in the 

Major Fieldwork study. 
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It did not seem advisable, at this exploratory stage of the research, to take a decision to 

reduce the amount of demographic data coflected, given the somewhat inconsistent advice 

found in the research literature. In fact, it was decided to collect additional demographic 

data for the next phase of the study, the Major Fieldwork. 'Nationality" was added, in 

preparation for gathering international samples later. "Marital statusý' and "job function7' 

were also added, as further, exploratory, demographic variables. Finally, it was decided to 

ask for "educational level aclýieved" and "university attended". Parkin (1971) suggested 

that the structure of social class detennines the dominant meaning systems in the United 

Kingdom. One popular surrogate variable for social class in the United Kingdom is the 

university attended. A social elite is held to attend the older, more traditional universities, 

especiafly Oxford and Cambridge (hereafter tenned "Oxbridge"). It was hoped that these 

data, together with parents' occupation, might offer some insight into the proposition that 

it is social class, rather than public or private sector employment, that affects some 

individual values. With this ainý it was decided to qualify the occupational data collected 

on respondents' parents by asking for parents' occupation or profession "for most of your 

childhood". This qualification, to the demographic variable asking for "mother's 

occupation" and "father's occupation' 'from the Development Phase, was suggested by an 

experienced survey professional. Values are believed to be partly genetic in origin and 

partly formed from early cHdhood, (Keller et al, 1992). However, most respondents in 

the Development Phase of the study answered the original demographic question in the 

present tense, that is, they recorded their parents' current occupations. Given the mean 

age of respondents (40.7 years), many recorded that their parents were dead, or retired. 

Therefore, the data proVided were not meaningful. It was hoped that quali6jing the 

wording would elicit the data necessary for analysis of parents' occupations or professions 

during respondents' childhood, as a potential, early, socializing influence. 
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Review of the values' rating questionnaire (VRQ) from the Development Phase 

Statistical data analysis, comments from questionnaire respondents, and comments from 

colleagues who have experience in survey work, led to numerous changes in item wording 

and fonnat. Space was set aside for comments on the questionnaire, but comments were 

also solicited during classroom discussions with respondents. At all stages during the 

revisions of the VRQ, consideration was given to respondents' views about the statements 

posed. These views are summarized in Appendix XII. Each item in the VRQ was 

reviewed in detail against standardized criteria. The results of this analysis, demonstrating 

why changes were made, are set out in Appendix X. Tests for statistically significant 

differences between mean scores for public and private sector managers on individual 

items are reported in Appendix VI. Statistics on skewness by item are presented in 

Appendix VII. 

OveraH design changes 

This section describes the overall design changes made as a result of analysis of the data 

from the Development Phase. Three overall design changes were made. An early 

decision, based on feedback from respondents, was to redesign the instructions at the front 

of the VRQ and RNK and to place increased emphasis on respondents answering the 

questions in their role as managers, in their current jobs. A second, but complementary 

decision, was to replace references to the third person ("people should"), with references 

to the first person ('T'), in item stems. There were two reasons for these changes. The 

first was ambiguity. Some respondents were unclear on some items whether they were to 

rate the item to reflect their own values, or the values they looked for in others. Previous 

research (Meglino et al 1989) has shown that this could be considered a false dichotomy, 
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the values people look for in others are also those that they themselves espouse. Further, 

values which a person conceives as desirable may be for the self, or for others, and so have 

a wide range of appfications (Rokeach, 1973). In the Kluckhohn and Strodtbeck study 

(1961), respondents were asked to place themselves in many different work and social 

situations and were asked to comment generally on 'Which of these people had the best 

idea". However, despite these arguments, there seemed to be no convincing reason, from 

theory or empirical methodologies, why a distinction should not be drawn between 

answering for the self rather than attributing values to others. In order to help some 

respondents to be more confident about their answers, the first person fon-nat was 

selected, where possible. Nonetheless, it should be noted that some continuing ambiguity 

was unavoidable, as respondents were being asked about complex sets of values. This 

ambiguity was especially noticeable in items fi7om certain categories, such as "Activity" 

("why we value others"). Managers were asked how much they agreed with certain 

behaviours in others, or generaRy, as a way of measuring the different reasons why 

managers value others. Thus, some continuing ambiguity between "self ' and "othersý' was 

inevitable. 

The second reason for these two overaH design changes was that some respondents 

argued that the use of the third person encouraged "in role" or stereotypical responses, 

which would fail to uncover the strength of personal values and which felt remote from 

their own experience. The long-established Weberian theory (1947) of the separation of 

"role", or position, from "self' in bureaucratic organizations added strength to this 

argument. A major purpose of this research was to investigate any differences in values 

held by public, compared to private, sector managers. A later stage in the research agenda 

rnight seek to establish whether public servants espouse different values in their official 
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capacity, from those that they hold as individuals. 

The third substantive change to the VRQ was to remove temporal terms of reference 

wherever possible, both for established empirical research reasons and because of a 

number of verbal and written reports of respondent resistance. "Always", "sometimes" 

and "never" are common examples of temporal frames of reference, wlich can be 

interpreted differently by respondents (SPSS Keywords, 1995). Wherever possible, they 

should be defined exactly, for example, "regularly" night be defined to mean four days out 

of six. Such definitions would be inappropriate in the context of this questionnaire, The 

empirical aim was to distinguish long-held values, whose temporal origins were probably 

unknown, even to specific respondents. Frequency scales ("nevei", "alwaysý' and so on) 

were inappropriate. "Alwaysý' was used in the Development Phase of the VRQ as a way 

to test strength of feeling in respondents. 

Detailed review of VRQ by item: exclusion criteria for items 

As in all development phases for a questionnaire, some items were dropped altogether. A 

list of criteria for exclusion both refined and standardized the process of item selection. 

Items to be excluded met one or more of the exclusion criteria listed below. Items did not 

have to meet all the criteria to be excluded, for example, a severe social desirability 

response alone justified de-selection of some items. 

Items were dropped if 

I social desirability bias was evident: this was primarily decided by considering the 
statistical data on skewness 

2.80% or more of respondents used the top four intervals of the scale only, (I - 4), 
even if statistical skewness was not evident: 

3. the majority of intervals on the scale were not selected: 
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However, the fourth decision criterion was to retain all items where they differentiated 

statistically, at a confidence level of 95% or more, between public and private sector 

respondents: and where normative values, for example, accountability, were being tested. 

Conversations with respondents, and comments written by respondents onto the VRQ 

form itself, led to other refinements. Some comments were offered spontaneously, others 

were solicited. For example, the VRQ contained a statement that requested respondents 

to add any core work values that they believed might be missing from the study. In the 

fight of this analysis, some items were reworded or broken into two items. (This is 

explained in detail in Appendix X). An example will suffice to illustrate the decision 

process. Item 28 from the Development Phase VRQ stated, "People should try to develop 

and improve themselves at work. " Some respondents argued that this item was unclear. 

They questioned whether it referred to a respondent's own development and/or to the 

respondent's role as a manager in developing others. In addition, some private sector 

managers cited "developing othersý' as a value that they would have liked to see included 

in the research. Therefore, item 28 was split into two for the Major Fieldwork version of 

the VRQ, "an important purpose of work is that it allows me to develop and improve 

myself' and "I should spend time developing others at work". The "should" or "ought" 

characteristic of the items was retained, because of the nature of values and their believed 

compulsive effect upon behaviour. 

Two final decision criteria, added following the factor analysis of the Development Phase 
sample, were: 
5. to remove items where there was a beta weighting of less than 0.3 5 in the factor 

analysis. 

to separate or reword items where they were unclear, or where they loaded (beta 
weight >0.3) on more than one factor: 
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The statistical analyses supporting these revisions appear in full in Appendices V to VIII. 

The factor analysis of the Development Phase sample appears in Appendix VIR. A review 

of the questionnaire items in detail, against the exclusion criteria, is set out in Appendix X. 

Application of the exclusion cifteria above led to 13 of the original 44 items being 

dropped. 31 were retained. Two items, numbers 19 and 28, were split into two, resulting 

in a total of 33 potential items for the Major Fieldwork study. 

Factorial structure of the Development Phase sample 

A descriptive summary of the factor analysis and a discussion of the emerging factors 

follow. (Further statistics are presented in Appendix VIH). The questionnaire items that 

loaded onto each factor are fisted under each of five factor headings. Beta weights are 

given, (rounded), with the highest beta weighted items at the top of the list and the lowest 

at the bottom. Italicised items are those which loaded consistently onto that factor from 

the time the sample size reached one hundred (N= 100). Starred items (**) are those for 

which statisticaUy significant differences between mean scores (p < 0.05) were found for 

public and private sector managers (see Appendix VI). 

Following this discussion, the surviving items intended to assess each factor, through the 

administration of the resultant VRQ for the Major Fieldwork study, are given. The factors 

are temporafily named, on the basis of the individual items that loaded onto each of the 

five factors in the Development Phase. It should be noted that, at the exploratory 

Development Phase of the research, the factors are not uni-dimensional. The purpose of 

the discussion is to consider the extent to which the emerging factors are congruent with 

other research into values, particularly public sector values, and to make any ftirther 
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refinements prior to the Major Fieldwork 

Factor one: principle and altruism 

Item 36 (0.53) It is better to do what is right or not to aet (d aff 

Item 20 (0.52) People should always do their duty. 

Item 44 (0.52) It is very important to stick closely to principlm 

Item 33 (0.43) PeopLe ahvays need to he given clear instructions and ohjectives. 

Item 12 (0.43) Applying rules carefully is the only way to ensure a fair approach to work- 

Item 15 (0.40) "Wait and see" is a good policy, because change is not alwayS for the best. 

Item 26 (0.37) People should seek to make a social contribution through worthwhile work 

Item 31 (0.36) It is often neces&uy to put others'needs before our own. 

Discussion of factor one 

Factor one was labelled Trinciple and altruism". An inspection of the items that loaded 

onto this factor shows an underlying theme of doing what is right, being dutiful, putting 

others first, making a social contribution and adhering to principles. This factor appears to 

support previous research on values: "social contribution" (Allport, Vernon & Lindzey, 

1960), "social welfare, honor" (England, 1967), "helpful, honest (Rokeach, 1973), 

"honesty, helping othersý' (Ravlin & Megfino, 1987i). That is, across a range of empirical 

findings, there appears to be a value set clustered about integrity and social and personal 

altruism, which the Development Phase VRQ has tapped through the items loading on 

factor one. Assuming a normal distribution and a factor mean of "0", the mean for public 

sector managers was significantly lower for factor one. This signifies that public sector 

managers agreed more strongly with this factor (p < 0.001), because a low mean indicates 

greater agreement on the scale used (I = "completely agree"). This fits well with 

Kilpatrick's findings about federal managers scoring higher than business managers on the 
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occupational values of duty, sacrifice, helping others and socially worthwhile work 

(Kilpatrick et a], 1964). Sikula (1973) also found public sector managers to have higher 

levels of integrity than private sector managers, defined by him as ranking "honest, 

responsible and capable" more highly on Rokeach's scale. Rainey (1982) found evidence 

of altruism and adding social value in public sector managers, although he postulated that 

"public service" night be an overlying concept equivalent to private sector "profit". 

Survey experts from the Centre for Organizational Research at London Business School 

were consulted and advised that strongly worded items should be used to test emerging 

factors in subsequent iterations of the VRQ. Previous research on public sector altruism 

and duty, cited above, seemed well supported. Data analysis and respondents' comments 

showed evidence of something more, almost a moral approach to work. Further, 

'integrity" is one of the non-native values that this research seeks to investigate. However, 

it is difficult to measure items like "honesty" and "integrity" without evoking a socially 

desirable response. Therefore, to test whether this factor concerned integrity and 

principle, a new, more strongly worded, item was added: 

"it is better to resign than to condone behaviour which I consider to be wrong". 

The full component of items seeking to measure the values of principle and altruism in the 

Major Fieldwork version of the VRQ is given below. 
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"Principle and altruism" factor with revised items and new items in bold 

I must do what I believe to be right, or I would rather do nothing". 

"fiffilling moral requirements is more important than getting results". 

I should speak out against behaviour which contravenes my principles, even if it damages my career". 

I should seek to make a social contribution through my work". 

"it is necessary to put others' needs before my own. 

"it is better to resign than to condone behaviour which I consider to be wrong". 

"it is more important to get results than to be fair". 

"clear instructions are better than relying on people to exercise judgement". 

" "wait and see" is a good policy, because change is not always for the best". 

Factor two: Hard work and change 

Item 7** (0.70) People should work ve7: y hard because then they will overcome most 
probknm 

Item 37 (0.58) People should work very hard if thiýy want results. 

Item 5** (0.51) People should actively seek new ways of working and discard the old 

y to succeed Item 13** (0.50) Intense competition is the best war 

Item 19** (0.44) Change brings improvement, so people should constantly seek new ways of 
worldng. 

Discussion of factor two 

As with factor one, this factor is not uni-dimensional. Factor two was labelled "Hard 

work and change". The items that loaded onto this factor show an underlying theme of 

working hard, but also of change and progress. The first two items of this set loaded most 

heavily onto this factor (see beta weights above) and are concerned with the efficacy of 

hard work. "Working hard" was one of seven values found to be of relevance to 

managers in recent research (RavIin & Meglino, 1987i). In particular, this factor appears 

to support previous research on the Protestant Ethic (see also discussion of Development 

Phase items in Chapter Three). Mirels and Garrett (1971) viewed the Protestant Ethic as a 
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personality variable. (Weber (1958), in contrast, proposed the Protestant Ethic as a moral 

justification for the accumulation of wealth), Blood (1969) linked Protestant Ethic ideals 

with work values and job satisfaction. In general, those reporting greater concern for the 

Protestant Ethic on Mirels and Garrett's personality variable scale, typically emphasise 

conventional adherence to prescribed, role-appropriate behaviour and require little 

innovation or creativity, as well as valuing hard work. Mirels & Garrett (197 1) found that 

among their sample, there was only a low positive correlation between public 

administrators and valuing the Protestant Ethic. Ali (1992) failed to support the 

proposition that public sector managers were conformist. These findings taken together 

could be interpreted to demonstrate that public sector managers value hard work, but not 

role-appropriate behaviour without creativity. 

in the current research, private sector managers agreed more strongly vAth this factor (p < 

0.001). In particular, the difference between the two sectors on item 37, 'ýPeople should 

work very hard if they want results", approached significance at the 95% confidence level 

(p=0.057). As a result, this item was refined finther for the Major Fieldwork version of 

the VRQ, to contrast "ingenuity" with "hard work" as a working method. The intent was 

to test whether public administrators value an unconventional and innovative approach, 

more highly than hard work, as the most effective way of achieving results. In addition, an 

item was added to test whether there was any significant difference between public and 

private sector managers on the value of hard work itself, rather than as a means to an end. 

These changes are intended to assess whether it is just role-appropriate behaviour, or just 

hard work, or both, which public sector managers value differently than private 
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sector managers. To facilitate these comparisons, the following item was added: 

"I should work very hard". 

A subsidiary, but nonetheless important part of factor two seemed to represent a value 

about change. "Change" was a value identified by England (1967) in his research. 

Responses from public sector managers agreed less with this factor than those of private 

sector managers, that is, public sector managers appeared to value change less. This could 

be construed as inconsistent with the above discussion. As explained above, an 

interpretation of the findings of Mirels & Garrett (1971), combined with those of Ali 

(1992), is that public administrators have low concern for role appropriate behaviour and 

thus may value innovation, or change. However, innovation or creativity in problem 

solving may not be the same as change or, more specifically, as changing the structure or 

systems within which one works. Therefore, to test the extent to which this item might 

measure a desire for, or dislike of, environmental change, the following item was added: 

"given the choice, I should keep things as they are rather than changing much". 

The variable "hard work and change", which had been derived statistically as Factor Two, 

was now represented in the Major Fieldwork version of the VRQ by the items listed 

below. 
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"Hard work and change" factor with revised items and new items in bold 

"if I work very hard, I will overcome most problems". 

"it is hard work, more than ingenuity, which gets results". 

"I should work very hard". 

"competition between people is the best way to achieve high perforniance". 

I should actively seek new ways of worldng and discard the old". 

"change brings improvement" 

I should constantly seek new ways of working". 

"given the choice, I should keep things as they are rather than changing much". 

Factor three: Control 

Item 16 ** (0.55) People should seek to he masters of their onw destiny. 

Item 28** (0.54) People should try to develop and improve themselves at nork 

Item 22** (0.46) It is often possihlee to change thefuture hy using initiative 

Item 14 (0.38) dropp4 because of application of exclusion criteria 

Item 43** (0.38) People can always achieve more if they try. 

Itent 30** (0.37) People, should keep what is best ftom the past, but adopt new ways of 
working. 

Item 40 (0.37) dropped, because of application of exclusion cntena 

Item 9 (0.36) dropped, because of application of exclusion criteria 

Discussion of factor three 

Items that loaded onto this factor appeared to record the value people place upon their 

ability to control the future. Both items 16 and 22 come fi7om the "How we behave: 

controlling nature" category (see Appendix 11). Riesman (1950) postulated that there 

were three types of conformity in any society. Tradition-directed people conform because 

they follow tradition: inner-directed people, whose conformity is ensured by acquiring, 

early in life, an internalized set of goals: and other-directed people, who conform because 
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of their sensitivity to the expectations and preferences of others. Riesman's categories 

parallel Kluckhohn and Strodtbeck's (1961) 'Relations ANrith othersý' or decision-making 

category, that is, whether individuals listen to elders, to themselves or to their peer group, 

rather than their "controlling nature" category. Ali (1992) categorized Flowers' (1975) 

work as distributing six values between two constructs: outer-directed, (as found in an 

adaptive, structured individual, who accepts rules and policies) and inner-directed, (as 

found in assertive, expressive individuals who bend the rules to accomplish what they 

want). Ali and Flowers also found that values varied with organizational level. 

Private sector managers agreed more strongly than public sector managers with this factor, 

(p< 0.006), in the Development Phase of this research. Ali (1992) found that Iraqui public 

sector managers possessed a mixture of inner- and outer-directed values, compared with 

private sector and mixed enterprise managers. For example, on the inner-directed scale, he 

found that public sector managers were no less "existential" or "egocentric" (requiring 

freedom in their work) than private sector managers. This would accord with Mrels and 

Garrett's (1971) finding that public administrators demonstrated only low positive 

correlation ýAtith role appropriate behaviour. At the same time, Ali hypothesized, but f"ed 

to demonstrate, that public sector managers were more outer-directed than private sector 

managers. There was no difference between managers from these two sectors on the 

ýC conformist" part of the outer-directed scale, although there were differences between the 

two sectors on the "sociocentric" part of the scale. 

The Development Phase of this research suggests that public sector managers may possess 

certain outer-directed values, in feeling that they are subject to outside, envirotunental 
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forces beyond their control. This definition of "outer-directed" is derived from the work 

of Kluckhohn and Strodtbeck (1961), rather than from Rotter (1966) or from Riesman 

(1950), and is different from that adopted by Flowers. To test the possibility that public 

sector managers may feel themselves subject to environmental forces beyond their control, 

the following question was added: 

"my actions make little difference to what happens". 

The variable "contror' was represented in the final version of the VRQ for the Major 

Fieldwork study by the following items-. 

"Control" factor with revised items and new items in bold 

"I should seek to be in charge of my own destiny". 

11nky actions make little difference to what happens". 

"it is possible to change the future by using initiative". 

"an important purpose of work is that it allows me to develop and improve myself' 

"I should spend time developing others at work". 

"people can always achieve more if they try". 

"I should keep what is best from the past more than looking for change opportunities". 

Factor four: Rule conformity 

Item 39 (0.54) 7he hest rules are the ones people make up for themselves, case by case if 
necessmy. 

Item 32 (0.48) While "honesty is the best policy", cutting comers can sometimes achieve 
more. 

Item 42 (0.40) People should anticipate and control change. 

Item 25** (0.40) People should hy to work nith developments, rather than change too much. 

Item 24 (0.38) People should recognize that there is no such thing as an impartial decision. 
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Discussion of factor four 

The items loading with the highest beta weights onto this factor appear concerned 

primarily vvith rule-boundedness or conformity, although there is a supplementary theme 

of change. Both items 24 and 39 come from the "How we take decisionsý make the rules 

fit the case" category (see Appendix H). This factor reflects the research of Flowers et al 

(1975). As discussed above, Flowers considered two sets of work values, "outer- 

directed" and "inner-directed". Being "conforýnist", or needing structure and rules to 

follow, was classified as an outer-directed value. Preferring instead to bend the rules to 

accomplish goals was classified as an inner-directed value. "Conformity" was also a value 

identified by England (1967) in his research into the personal value systems of American 

managers. 

In the Development Phase of this research, there was no statistically significant difference 

between the aggregate means for public and private sector managers on this factor. On 

item 39, "The best rules are the ones people make up for themselves, case by case if 

necessary", public sector managers disagreed with this statement more strongly than their 

private sector counterparts. The difference between the two groups approached statistical 

significance at the 95% confidence level (p < 0.056). Yet Ali (1992) hypothesized in his 

research, but failed to demonstrate, that public sector managers were more "conformist" 

than private sector managers. However, Ali's research took place in a different national 

culture (Iraq). Given Mirels and Garrett's (1971) finding that public sector managers 

demonstrate low, but positive, correlation vAth role appropriate behaviour, existing 

research is inconclusive. 
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Therefore, to test further the proposition that this factor taps into earlier research on the 

value of conformity, or non-conformity, with organizational rules, the following item was 

added: 

"I am reluctant to act on my own judgement if it conflicts with organizational 
policy". 

In the final version of the VRQ, the following items were used to assess the variable 'Rule 

confonnity". 

"Rule conformity" factor with revised items and new items in bold 

"the best rules are the ones I make up myself, case by case if necessary". 

"bending the rules is acceptable when it gets results". 

"I am reluctant to act on my own judgement if it conflicts with organisational policy". 

"there is no such thing as an impartial decision". 

I should anticipate and control change". 

I should adapt carefully rather than innovate too much". 

Factor five: trust and achievement 

Item 41 (0.53) People will do their best, so it is important to trust them 

Item 23 (0.49) People should work together and take decisions as a group. 

Item 3 (0.42) People should constantly set and achieve measurable targets. 

Item 2 (0.39) People are important in themselves, not just for what they can achieve. 

Discussion of factor five 

The items that load onto this factor suggest that it is about people, both about how a 

manager should feel about others and about how others should be managed, Three of the 

four items, numbers 41,3 and 2, come from the "Why we value others" category (see 

'Appendix 11). England (1967) found that "trust, achievement and cooperation" were all 'IF 
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relevant values to American managers. "Achievement" and "concern for others" were 

found also to be of relevance to American managers in more recent research (Ravlin & 

Meglino, 1987i). 

There was no statistically significant difference between public and private sector 

managers on this factor. It is perhaps surprising that there was no difference between the 

two sectors. Public sector managers had "care for staff ' attributed to them more 

frequently than private sector managers (see content analysis of London Business School 

course questionnaires 1992 - 1994, Appendix I and Chapter Two). Posner and Schtnidt 

(1982), basing their research on the Rokeach scales, suggested that public administrators 

have a more humanistic value profile. Kilpatrick et al, (1964), found that public sector 

managers valued helping others more highly. However, 'helping others' could be defined 

in terms of "public service" (Rainey, 1982). This would imply that public sector managers 

are concerned to make a social contribution, rather than that they believe in helping other 

individuals, or co-operating. It was decided to test the proposition that one category of 

managers rnight trust and value people for themselves more than another category, by 

rewording some of the items, rather than by adding new items. 

The variable "trust and achievemenf', which had been derived statistically as Factor Five, 

was now represented in the Major Fieldwork version of the VRQ by the items fisted 

below. 
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"Trust and achievement" factor with revised items 

"people will do their best, so it is important to trust them". 

"group decisions are better than those which I take on my own". 

"people who set and achieve measurable targets are more valuable than those who ask you simply to trust 
them to do a goodjob". 

"under-performers bring other worthwhile attributes to the workplace". 

Review of additional items 

Of the 33 revised items retained fi7om the Development Phase VRQ, four were retained for 

the final version of the VRQ, which neither loaded onto any of the five factors, nor met the 

criteria for exclusion. Three of them were kept because, on observation of the data, they 

differentiated between public and private sector managers at the level of, or approacWng 

the level of, statistical significance at the 95% confidence level. Therefore, these items 

appeared to offer an interesting finding from a large sample. The fourth, item 6, was 

retained because of its potential in testing normative statements about 'accountability' being 

a required, core, public sector value. These items, as they appeared in the Development 

Phase, are set out below 

Item I** (p = 0.00 1) People should weigh up all the evidence so that they can reach impartial 
decisions. 

Item 4** (p = 0.03) It is better to do something than to do nothing at all. 

Item 6 It is vital that people should be publicly accountable for their work output. 

Item 38 (p = 0.054). People should never show favouritism. 

Note: starred items (**) are those for which statistically significant differences between mean scores (p < 
0.05) were found for public and pnvate sector managers. 

These items were subject to the same revision procedure as aH other items (see Appendix 
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X). After revision, the items to be used for the final version of the VRQ in the Major 

Fieldwork are set out below. 

Additional items retained in the VRQ for the Major Fieldwork 

I should weigh up all the evidence objectively so that I can reach impartial decisions". 

"if in doubt, action is better than doing nothing at all". 

I should be ready to be accountable to authorities outside my organization for my work actions". 

I should not show favouritism". 

Face validity: are any values are missing? 

Identification of values for this research draws more heavily on theory than on empirical 

research, and is based primarily on the seminal work of Kluckhohn & Strodtbeck (1961). 

As such, this current research cannot claim to be exhaustive, without strong evidence of 

other values that should be explored, it would be decided to proceed to the Major 

Fieldwork. However, face validity with managers is important, in order to be able to offer 

an accurate representation of their values. Therefore, during the Development Phase of 

the VRQ, respondents were asked, in writing, to add any values which they felt were 

significant, but missing, fi7orn the questionnaire. Both public and private sector managers 

suggested what they argued were two important omissions, "loyalty" and "consistency". 

As managers fi7orn both sectors suggested these, with equal frequency, they were not 

adopted on the grounds that they might not differentiate between the two sectors. On the 

other hand, private sector managers suggested that "developing others" was a category 

that had been overlooked, few public sector managers mentioned this value. This 

ornission was addressed by splitting item 28 into two parts, as explained above, one part 

being about self-development and the other part being about developing others. Finally, 

public sector managers argued, far more fi7equently than private sector managers, that 
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being "kind", "caring" and "sensitive" had been omitted. An item of this sort has the 

potential for eliciting a skewed, socially-desirable response. Instead, therefore, item 2, 

which loaded onto Factor Five of the Development Phase factor analysis, was reworded to 

strengthen the contrast between "caring for individuals" and "getting results". 

The final version of the rating questionnaire (VRQ) for the Major Fieldwork data 
collection 

Retention of 33 items, many of which were reworded, and adding five new items, brought 

the total number of items for the Major Fieldwork VRQ to 3 8. A copy of the final version 

of the instrument in fijfl is in Appendix XI. 

Table 4.1: Summary of findings from the factor analysis of the Development Phase 
VRQ 

Working name of Factor Summary of statisticafly significant differences between 
ublic and private sectors 

I Principle and altruism Public sector g reater agreement 
2 Hard work and change Private sector greater agreement 
3 Control LPrivate sector greater agreement 
4 Rule conformity I No difference 
5 Trust and achievement I No difference 

Note: see Appendix VM for statistical summary. 

The Development Phase study indicated, first, that the VRQ was able to access 

respondents' views about values related to work and second, that the VRQ could 

differentiate between responses from the public and private sectors. These findings do not 

imply that private sector managers fA to espouse values held by public sector managers, 

or vice versa. Rather, each sector appears to hold some of the values more or less 

strongly and these differences could be established at a level of statistical significance. 

Seeking to locate a subculture within a national culture implies inevitably working with 

nuances. 
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Analysis of the ranking questionnaire data (RNK) 

The second data collection instrument, the ranking questionnaire (RNK), was developed in 

parallel with the rating questionnaire (VRQ). It will be recalled, from Chapter Three, that 

the RNK was to present, in the form of single words to be ranked, the constructs 

presented in a rating format in the VRQ. In this way, the transitive or intransitive nature of 

respondents' preferences rnight be assessed (Tversky, 1969, Davis, 1958). Therefore, the 

respondents to the VRQ were asked also to rank 16 selected items, from I= most 

important, to 16 = least important. This was a slightly longer fist of items than some 

researchers recommend (for example, Oppenheim, 1966). However, other researchers 

advise giving more credence to the values ranked in the top few positions (Ravh & 

Meglino, 1987i; Meglino et al, 1992). The Development Phase RNY, is set out in full in 

Ap endix IV. Pp 

The rank order, by sector, and the arithmetic mean for each ranking position is presented 

in Table 4.2 below. The technique of ranking provides ipsative data, which are not 

suitable for analysis using conventional statistical techniques (Jackson and Alwin, 1980). 

Therefore, the order in which items are ranked is the most significant finding. 
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Table 4.2: Development Phase ranking of 16 selected values about work: overall 
rank 1- 16 and mean ranking by sector 

Rank order for public sector Mean rank Rank order for private sector Mean rank 
I Honest 3.9 1 Honest 3.6 
2 Achieving 4.2 2 Proactive 5.0 
3 Proactive 6.2 3 Achieving 5.1 
4 Adaptable 6.3 4 Self-developing 6.3 
5 Pragmatic 7.5 5 Trusting 6.9 
6 Consensual 7.7 6 Adaptable 7.0 
7 Trusting 7.9 7 Accountable 7.7 
8 Accountable 8.3 8 Modern 8.0 
9 Modern 9.1 9 Pragmatic 8.3 
10 Self-developing 9.4 10 Non-conforming 8.9 
11 Impartial 9.5 11 Consensual 9.1 
12 Non-conforming 10.0 12 Altruistic 10.3 
13 Altruistic 10.7 13 Individualistic 11.4 
14 Commanding 11.1 14 hnpartial 11.9 
15 Individualistic H. 3 15 Competitive 12.1 
16 Competitive 11.8 16 Commanding 13.8 

Detailed review of the Development Phase ranking questionnaire (RNK): exclusion 
criteria 
A systematic review process was established, as had been adopted when reviewing the 

Development Phase VRQ. Written and verbal comments from questionnaire respondents 

and from colleagues who have experience in survey work were solicited. Each item in the 

RNK was reviewed in detail against standardized criteria. It was considered advisable to 

shorten the length of the ranking scale if possible (Oppenheirn, 1966-, Miller, 1956). It was 

also important to elaborate those values which seemed to differentiate between the two 

sectors, rather than to continue to pursue those values which both groups seemed to rank 

s4nilarly. After extensive discussions, the following exclusion criteria were adopted as a 

basis for selecting the items for the Major Fieldwork version of the RNK. 

1. To retain the top four items ranked by each sector. Values ranked highest are 

reported to explain variance in behaviour (Meglino, Ravlin. & Adkins, 1992) and to 
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affect the order in which folloving values are ranked (Ravlin & Meglino, 1987i). 

2. To reject those items where the ranked position and mean score were similar for both 

sectors. 

3. To discard those items which did not appear to reflect the emerging factors from the 

Development Phase VRQ. 

4. To reword or redefine those items that respondents complained were unclear and/or to 

take into account comments about values respondents felt were important, but not 

included. 

5. To add new items to reflect the factorial structure of the Development Phase VRQ. 

Against these criteria, five items were dropped and three new items were added. Unlike 

the VRQ, no attempt was made to retain normative items, such as "Accountable". where 

they met the criteria for exclusion. This was because, first, the structure of the VRQ gives 

more scope for statistical analysis of such items and second, it was considered important to 

reduce the length of the RNK scale to avoid respondent fatigue. The original items 

derived for the Development Phase RNK and the propositions they were intended to 

assess are set out in Table 3.1, in Chapter Three. 

Five items were dropped. The items "Accountable", "Altruistic" and "Individual" were 

dropped, in accordance with exclusion criteria 2 and 3. "Consensuar' was dropped, in 

accordance with exclusion criterion 3. The emerging difference between the public and 

private sectors on the "decision taking" category in the VRQ seemed to concern 

impartiality and rule conformity, rather than "Individual" or "Consensual" approaches. 

"Pragmatic" was dropped, in accordance with exclusion criterion 3. Both sectors ranked 

its alternate, "Honest", in first place in the RNK The difference that seemed to be 
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emerging between the two sectors from the VRQ in the "human nature" category 

concerned the private sector being perhaps less '? rincipled", rather than the public sector 

being less '? ragmatic". Indeed, the public sector ranked "Pragmatic" four places higher 

than the private sector in the RNK, although the mean scores for the two sectors were 

similar. 

Three new items were added, in accordance with criterion 5. "Honest" was retained, but 

the definition was simplified and a new item, 'Trincipled" was added, to paraflel the 

emerging "principle" factor from the VRQ. Second, "Active" was added, to test ffirther 

any difference between being cautious about change and acting in accordance with 

principle (items 36 and 15 from the Development Phase VRQ). The third new item was 

'Industrious", to separate the values of "hard work7 and "change", as suggested by the 

emerging factor of this name from the Development Phase VRQ. 

Some changes were made also to the items retained. Two items were renamed, in 

accordance with criterion 4. "Adaptable" was renamed "Traditional", with a simplified 

definition and 'Troactive" was re-named "Changing". "Achieving" was given a simplified 

definition, in response to public sector respondents' comments that they valued 

"Acl-ýieving", but that they did this without always reaching specific objectives. Six items 

were given simplified versions of their original definitions, also in accordance with criterion 

4. "Honest" has already been mentioned above. "Impartial" was retained, but its definition 

was changed, so that the value represented was aligned more closely with being objective, 

rather than with the application of rules. The definitions for "Modern", "Competitive", 

"Non-conformist" and "Trusting7' were simpfified. 

155 



The revisions to the Development Phase RNK are summarized in Table 4.3 below. The 

resulting RNK for the Major Fieldwork was a ranking questionnaire of fourteen items. 

Table 4.3: Comparison of Development Phase and Major Fieldwork ranking 
questionnaires (RNK) 

Item from Development 
Phase RNK 

Item proposed for Major 
Fieldwork RNK 

Derinition proposed for 
Major Fieldwork RNK 

Accountable Jdýopped) 
Achieving Achieving Get results 

Active (new) If in doubt, act, don't "wait 
and see 

Adaptable Becomes "Traditional" Preserve best of existing 
customs/methods 

Altruistic (dropped) 
Commanding Commanding Seek to direct or control 

others 
Competitive Competitive Compete, win 
Consensual (dropped) 
Honest Honest Act with integrity 
Impartial Impartial Weigh evidence objectively, 

no favourites 
Individual (dropped) 

Industrious (new) Hard work gets results 
Modern Modern Discard old, change brings 

improvement 
Non-conforming Non-conformist Create own rules to fit the 

occasion 
Pragmatic (dropped) 

Principled new) Adhere to own principles 
Proactive Becomes "Changing" Change future through using 

initiative 
Self-developing Self-developing Develop own capabilities and 

character 
Trusting Trusting Allow people to exercise 

judgement 

The 14 item ranking questionnaire (RNK) used for the Major Fieldwork is presented in full 

in Appendix XI. 
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Comparison of preliminary findings from the Development Phase VRQ and the 
RNK 

The prelirainary results suggest that both instruments are capable of discriminating 

between managers from the public and private sectors, There were statisticafly significant 

differences between the two sectors on three of the five factors derived from analysis of 

the VRQ. (However, it should be noted that the indicative sub-structures found in the 

factor analysis of the Development Phase VRQ were thematic, rather than precise. ) 

Managers from each sector also, on average, placed a diffferent rank ordering on the items 

contained in the Development Phase RNK. In particular, public sector managers included 

the items "Adaptable" ("keep the best of the past but adopt new ways of working") and 

'? ragmatic" ("do whatever is necessary to get the job done") in their top eight values. 

Private sector managers, in contrast, included the items "Self-developing" ('develop my 

capabilities and character") and 'Modem7' ("constantly seek new ways of working because 

change brings improvement") in their eight highest ranked values. 

A comparison between the findings from the two instruments is contained in table 4.4 
below. 
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Table 4.4: Comparison of preliminary findings from the Development Phase VRQ 
and the RNK 

Factors emerging from Top eight items ranked from the Development Phase RNKý 
statistical analysis of VRQ with definitions of items 

Public sector rankings Private sector rankings 
Principle and altruism Honest (adhere to moral Honest 

principles, act with integrity) 
Hard work and change Achieving (set and reach Proactive (change the future 

s ecific ob*ectives) through my own initiative) 
Control Proactive Achieving 
Rule conformity Adaptable (keep the best of Self-developing (develop my 

the past but adopt new ways capabilities and character) 
of working) 

Trust and achievement Pragmatic (do whatever is Trusting (allow people to 
necessary to get the job exercise judgement because 
done) they will do their best) 
Consensual (seek general or Adaptable 
widesprea agreement) 
Trusting Accountable (publicly 

answerable for my work 
output) 

Accountable Modern (constantly seek new 
ways of working because 
change brings improvement) 

There was some congruence between the results obtained from the VRQ and the RNK. 

The primary factor emerging from analysis of the VRQ, '? rinciple and altruism" was 

reflected in top ranking being given by both sectors to "Honest" ("adhere to moral 

principles, act with integrity"). The importance of the "change" aspect, of the "Hard work 

and change" factor from the VRQ, was reflected in the high rankings given both to 

"Adaptable" ("keep the best of the past but adopt new ways of working") and 'Modem" 

("constantly seek new ways of working because change brings improvement") 

'ýProactive" ("change the fbture through my own initiative") was ranked in the top three by 

both sectors. This item from the RNK was intended to assess the value respondents 

placed upon controlling their environment-, "Control" was the third factor to emerge from 

analysis of the Development Phase VRQ. Lastly, the fifth factor from analysis of the 
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VRQ, "Trust and achievemenf' was reflected in the ranking of the "Trusting" item ("allow 

people to exercise judgement because they will do their best") among the top eight items 

by managers from both sectors. 

Values, by their very nature, can be interpreted differently by different people. Refining 

the Development Phase VRQ and RNK had to allow for this imprecision, The two 

instruments were not measuring objective facts, but assessing subjective opinion about 

words and phrases purporting to represent values. That is why the written and verbal 

comments from the 172 managers who participated in the Development Phase were given 

emphasis in the (differing) revision criteria applied to the VRQ and the RNK. 

The decision-making instrument: BDS 

Many dependent variables have been used to assess the behavioural relevance of values. 

Conunitment, job satisfaction and value congruence with line management or with 

organizational values have been common areas of study (Rokeach 1973, Feather 1975, 

Flowers 1975, Rainey 1982, Megfino et a] 1992). All of these variables have their 

drawbacks. For example, Rainey (1982) warned against using organizational comr-nitment 

as a dependent variable, because public sector officials might demonstrate more 

commitment to their ideals than to their employing organization. Further, Buchanan 

(1975) found public sector managers reported lower job involvement than private sector 

managers. Argyris (1972) warned against using job satisfaction as a dependent variable, 

because of other important intervening variables, such as an individual's desire to express 

untapped abilities, or to have control over their immediate work. In such cases, "satisfied" 

might mean no more than opting for the status quo, if no alternative work were available. 
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As management (whether private or public sector) is about the allocation of scarce 

resources, decision-making is a behaviour common to both sectors. Therefore, decision- 

making offers a suitable variable for a comparative study. Moreover, there is a well- 

documented literature linking managerial values and decision-making (England & 

Keaveny, 1969; England, Dhingra & Agarwal, 1974, Flegarty, 1976). Values are not held 

to affect every act (Hughes, Rao & Alker, 1976), but to affect behavioural pattems, such 

as decision-making, over time (Ravlin & Meglino, 1989). Bass & Eldridge (1973) 

demonstrated the effectiveness of using a classroom simulation (Bass, 1967) to simulate 

real-fife decision-making behaviour, specifically managers' willingness to choose between 

different, socially oriented actions. Subsequently, Palmer, Veiga & Vora (1981) linked 

managers' choices in Bass' decision-making simulation to managerial values. They 

assessed values by using the 'Study of Values' questionnaire (Allport, Vernon & Lindzey, 

1960), Palmer et al were concemed also to determine if managerial subgroups witlin 

countries could be identified by different patterns of values, or value sets, and if so, the 

extent to which value pattems could explain variance in managerial decision preferences. 

They were able to demonstrate that it was possible, on the basis of values, to locate 

managerial subgroups that spanned two countries, the United States of America and India. 

They labelled one subgroup "pragmatic", because Indian and US respondents from tl-ýs 

group scored more highly on the "theoreticar', "economic" and "political" scales (Allport, 

Vemon & Lindzey, 1960). The other subgroup they called "altruistic", because members 

scored more highly on the "aesthetic", "religious" and "social" scales. However, Palmer et 

al failed to build a successffil predictive model of the effect of values on decision-making 

behaviour in the simulation exercise, probably because their sample was too small (N = 74 

MBA students). The strongest findings were that altruistic managers were more, "rilling to 

spend, to a statistically significant degree, on employment issues and that pragmatic 
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managers spent less in total. 

Therefore, in the Bass Decision-making Simulation, (BDS), researchers have available 

both a validated set of decision scenarios and a link between these decisions and an 

individual's reported values. Bass' five decisions and accompanying financial data are 

presented in Appendix XI. Although the BDS had been validated in earlier studies, there 

remained the problem, in the current research, that public sector managers might be less 

skilled in reading financial accounts (a necessary, single page of financial data supports the 

decision exercise). Second, public sector managers n-fight be less used to exercising real 

budget authority. Certainly, in discussion with the researcher, British civil servants 

claimed that they were less experienced in making expenditure decisions on products, 

rather than on services or policies. 

Therefore, rather than adopting the BDS immediately, three different sets of decisions 

were pilot-tested over a six month period, between 1995 and 1996. Selected groups of 

public and private sector managers participated in the different decision-making 

simulations, followed by classroom discussion. The first set of decisions piloted were 

those in the BDS, discussed above (Bass & Eldridge, 1973). The BDS provides historical 

and current financial and statistical infon-nation on a fictitious firm that is portrayed as 

exhibiting consistent growth in sales, fluctuations in profits and a net loss in the previous 

year. The firm is also depicted as showing growth in new product sales and customers, as 

well as increases in customer complaints. The BDS instructs each respondent to record 

his or her written decisions on five specific problems facing the firm. In each of the 

problems, respondents are required to make a choice between either undertaking a costly 

corrective action or maintaining the status quo. By choosing the status quo, the 
161 



respondent avoids committing substantial funds to programmes involving employee 

welfare, social welfare, or moderate-to-high risk investments in capital improvements 

(Palmer, Veiga & Vora, 1981). The instructions do not explicitly impose constraints on 

the total expenditure or investment that respondents may make. Contrary to earlier 

concerns, public sector managers reported that they had no difficulty, either in 

understanding the financial background to the questions, or in reaching decisions. 

The second set of decisions, irnitating Bass, was devised by the researcher, using the 

scenario of a service organisation, with decisions targeted to reflect the emerging factors 

resulting from statistical analysis of the Development Phase data from the VRQ. These 

decisions were acceptable to respondents, but posed a problem. There was an element of 

circularity in designing scenarios that inight reflect current findings, rather than looking for 

other more subtle nuances or differences. 

The third set of decisions used Weber's Moral Reasoning Dilemmas (Weber, 1990), based 

on Kohlberg's theory of moral development (Kohlberg, 1984). A content analysis of 

written comments made by respondents during trials of this decision set, showed that both 

private and public sector managers used the fbfl range of Kohlberg's scale of moral 

development. These were from the lowest levels of moral development, I and 2 (sense of 

duty to oneself), through 3 and 4 (concern for society's law) up to the highest levels of 5 

and 6 (universal principles of justice and fairness). However, classroom discussion with 

respondents made it apparent that the type of decision posed, for example, about whether 

to steal expensive drugs for a loved one dying of cancer, was not representative of daily 

managerial decisions and, therefore, less plausible in probing differences between public 

sector and private sector managers. 
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Therefore, at the conclusion of the six-month pilot, it was decided to adopt the Bass 

simulation (BDS) to provide data on a dependent variable, decision-making, for the Major 

Fieldwork. The BDS had the additional advantage that it would enable the researcher to 

contribute to the existing literature. Minor drafting changes were made to the instructions 

accompanying the BDS, to make the context surrounding the decisions more familiar to 

public sector respondents. For example, the drafting was changed to refer to 

C4 organizatioW' rather than to Further, the expenditure decisions were posed in 

pounds sterling, rather than in American dollars. Finally, the following preamble was 

inserted for all respondents. 

"Managers are often called upon to make difficult decisions 
involving competing demands jorfunds. 7hefollowing decisions 
ask you to decide where you think your organization most needs to 
spend money, against a background of financial limitations. If 
you do not usually exercise budget authority in yourjob, please 
make your decisions based upon your principles, rather than your 
experience 19 

The trials of the BDS and the minor revisions to its content completed the development of 

the data collection instruments for the Major Fieldwork. 

Summary: the three data collection instruments 

The VRQ and the RNK had been extensively piloted through many versions. Similarly, 

several attempts had been made to find a suitable dependent variable for the Major 

Fieldwork phase. The acceptability of the Bass simulation (BDS) to public and private 

sector respondents during piloting, together with its close relationship with the literature 

on values, showed the BDS to be the most effective dependent variable. Making fl-iis 

choice completed the instrument development phase. The VRQ lArith 38 items, using a 
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Likert-type scale and the RNK, a mking scale of 14 items with defttýitions, would be used 

in the Major Fieldwork to assess managerial values. The revised BDS would be used to 

assess decision-making, the dependent variable. 

Choice of sample for Major Fieldwork 

For the Development Phase, as Aride a range of organizations as possible was sampled, to 

avoid sampling bias. For the Major Fieldwork, matched organizational samples were 

selected, to control for organizational size. For example, differences in managerial values 

have been attributed to stage of industrialization (Harbison & Myers, 1959). The sample 

was selected to highlight differences. Central, policy-making Government Departments 

would be compared with commercial, competitive private sector (preferably service) 

organizations. It was proposed that the greatest differences were likely to be found 

between populations from these two types of organization. Further, it was proposed to 

link the research to the UK Government's nonnative statements about pubfic sector 

values. It was decided that these 'approved' values for public servants were, if they 

existed, more likely to be found in central, policy-making Government Departments, rather 

than in the increasingly commercial service delivery arms of Government. 

A sample size of 230 was necessary for the statistical analyses to be computed 

(Oppenheim, 1966), that is, six times the number of items contained in the VRQ. 

p roximately half of the respondents should be from the public sector and the other half Pp 

from the private sector, The population to be assessed was managers. Fourteen public 

and private sector orgarýizations, which met the criteria discussed above, were approached, 

Six agreed to take part in the Major Fieldwork; managerial respondents would be asked 

to complete one survey containing the three instruments (the VRQ, the RNK and the 
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BDS) and also a single sheet requesting demographic data. 

The three private sector organizations whose senior managers agreed to support the study 

were: 

1. Coats Viyella p1c, the textile, fashion and precision engineering group: UK turnover, 

E824 million, 24,000 employees in the LTK. 

2. Ladbroke p1c, the hotel and leisure group: LTK tumover, 1372 riffion, 5,500 

employees in the LJK. 

3. Scottish Courage, the brevring subsidiary of Scottish & Newcastle Plc: Scottish 

Courage turnover 1364 million, 4,815 UK employees. 

The three public sector organizations whose senior managers agreed to participate in the 

research were: 

4. The Foreign and Commonwealth Office: budget 11,158 million, 6,003 employees in 

the UK. 

5. The Office of Population Censuses and Surveys: budget f, 83 million, 2,360 UK 

employees. 

6. The Wand Revenue: budget fl, 662 million, 53,700 LJK employees. 

Details of each participating organization are available in Appendix XIH. 

Interview data: the final stage of Major Fieldwork 

Chatman (199 1) demonstrated the importance of value congruence between an individual 

and an employing organization for job conu-nitment and satisfaction. She also considered 

the role of socialization, in forraing value congruence, over a 30-month research 

programme. The impact of socialization is difficult to capture using questionnaires. 
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Therefore, it was decided to collect data from a third set of managers, Executive Agency 

Chief Executives (ACEs). ACEs would be asked to complete the same survey contaiýg 

the three instruments (the VRQ, the RNK and the BDS) as the public and private sector 

managers. In addition, they would also be invited to participate in a semi-structured 

interview. Comparing the average value profile of these ACEs with those of public and 

private sector managers would help to address two further questions. First, whether any 

generalizations suggested by the fieldwork were reliable, that is, capable of conveying 

meaning to people in different populations (Berdie, Anderson & Niebuhr, 1986). Good 

test instruments should be capable of yielding the same results when administered to 

different populations. Second, the interviews would help to draw a distinction between 

processes of socialization (credence given to current management ideology) and 

fundamental values (self-defining values that help to detem-ýine behaviour). Executive 

Agencies can be typified as public sector organizations in transition towards more 

commercial practices. Therefore, the average value profile of an ACE nidght reflect 

socialization processes (working to emphasize a more commercial outlook), as well as 

long-established, fundamental values. Interview data from a representative sample of 

ACEs would help to address this issue. All 125 Agency Chief Executives were posted a 

copy of the survey containing the three instruments, 44 responded. 

The selection of the sample completed the research design. Table 4.5 summarizes the 

research design, setting out the organizations included in the sample and the various data 

coflection methods. 
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Table 4.5: Summary of research design for Major Fieldwork by organization and 
data collection method 
Samples Public sector Private sector Executive Agencies 

organi ations organizations 
Foreign Office 
Office for Population Coats Viyella plc 44 (out of 125) 
Censuses & Surveys Ladbroke plc Executive Agencies 
Inland Revenue Scottish Courage 
VRQ VRQ VRQ 

Data collection RNK RNK RNK 
methods BDS BDS BDS 

Interview 

The following two chapters analyze the results from the survey responses and interviews. 
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CHAPTER FIVE 

Consolidated analysis of Major Fieldwork data 

Introduction 

... "in the late 1980s the Welsh Development Agency's public service ethos became 

polluted with spiv culture and top executives began to treat the agency like a 

fiefdom. " (Independent Newspaper, 17 March 1994; a quote from 'David', 

justifying leaking material to the Public Accounts Committee). 

This chapter reports the consolidated statistical analysis of the Major Fieldwork data. 

It analyses the data gathered from 237 public and private sector managers from the 

participating organizations, Coats Viyella p1c, Scottish Courage of Scottish & 

Newcastle p1c, Ladbroke p1c, the Foreign and Commonwealth Office, the Office of 

Population Censuses and Surveys and the Inland Revenue. It also analyses the data 

collected from 44 Agency Chief Executives (ACEs). In total, data were collected 

from 281 managers from the three populations. This chapter describes the 

demographic data for the three samples and reports next the findings from the 

statistical analyses of the responses to the Rating (VRQ) and Ranking (RNK) 

questionnaires and to the decision-making scenario (BDS). More details of the 

relevant statistics are given in Appendices XIV to XVI. A discussion section follows 

the presentation of the consolidated statistical analysis. All statistics in the text of 

this chapter are presented to two or three decimal places. 

The Major Fieldwork sample: demographic data 

Demographic data were collected on each respondent's educational background, 

university attended, hierarchical level, job function, gender, age, marital status, 
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earnings and parents' occupations. Descriptive and comparative statistics are set out 

in Appendix XIV. 136 public sector managers, 101 private sector managers and 44 

ACEs responded to the data collection instruments; the VRQ, the RNY, and the BDS. 

Chi square analysis (to compare sets of categorical data) and analysis of variance (to 

compare continuous with categorical data) (Tabachnick & Fidell, 1983) 

demonstrated the three samples to be matched on educational background, marital 

status and parents' occupations. However, while there were no statistically 

significant differences between the three samples on educational background, that is, 

years spent in education and degree qualifications, the reported number of managers 

from the public sector sample who had graduated from Oxbridge, compared to other 

universities, was greater than the minimum expected frequency. Conversely, the 

proportion of private sector managers who had graduated from Oxbridge was lower 

than the expected frequency (Likelihood ratio = 0.001, Pearson Coefficient = 0.001). 

The ACE sample's reported minimum frequency of graduation from Oxbridge 

matched the expected frequency. 

There were statistically significant differences between the three samples on 

hierarchical level, income, age and gender. Public sector managers were 

significantly less senior, 77% reported being between three and ten levels below the 

most senior manager in their organization. Only 46% of private sector managers fell 

into this category, while ACEs, by definition, occupy the most senior positions in 

their organizations (Likelihood ratio = 0.001, Pearson coefficient = 0.001). Public 

sector managers also reported earning significantly less than private sector managers, 

who, in their turn, earned significantly less than the ACE sample (p < 0.001). Private 

sector managers were significantly younger (average age 42 years) than public sector 
170 



managers (average age 48.9 years), who, in their turn, were significantly younger 

than the ACEs (average age 51 years) (p < 0.001). Finally, the minimum expected 

frequency of females was marginally greater than statistically expected in the public 

sector sample and lower than expected in the ACE sample (Likelihood ratio = 0.04, 

Pearson Coefficient = 0.05). 

Sixteen job functions were reported by respondents, too great a number to allow 

meaningful statistical analysis with this size sample (N = 28 1). The job functions are 

set out in Appendix XIV. 

Having considered the extent to which the three samples were matched, statistical 

tests were computed to assess interaction effects between the demographic variables 

and responses to the VRQ and BDS. Multiple regression analysis was used to 

explore the predictor capability of the demographic variables offering continuous 

data, such as "age" and "years spent in education". Alternatively, analysis of 

variance was used to explore relationships between categorical and continuous data, 

while t tests were used as the appropriate pairwise metric in the same circumstances 

(SPSS Manual, 1991). Analysis of variance can be considered a comparable 

statistical technique to multiple regression analysis, but capable of processing 

categorical and continuous data simultaneously. These statistical tests showed that 

the type of university attended, degree qualification, parents' occupations, gender 

and hierarchical level offered statistically significant, predictor capability when 

considering the factor analysis of the VRQ and decisions taken (BDS). These 

statistically significant relationships are reported in Chapter Six. Supporting 

statistical analysis is presented in Appendix X-VI. 
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It should be noted that, for the purposes of this analysis, the occupations of their 

parents (during most of their childhood) reported by respondents were grouped into 

two categories, professional and non-professional. This categorization is set out in 

fA! Lppendix X-V. Guidelines used for this categorization were the Social Class System 

and the IPA Social Grade Scheme. The Social Class System, which was started as 

the Social Class Scheme in 1911, categorizes everybody into one of six groupings. 

professional, managerial and technical, skilled non-manual, skilled manual, partly 

skilled and unskilled. The IPA Social Grade Scheme is used mostly by market 

researchers and also allocates individuals to groups by occupation, but uses the more 

familiar ABCI and 2 and D rankings. Category A covers very senior managers in 

business and the civil service, together with judges and farmers. Category B 

incorporates skilled professionals, such as middle managers, GPs and journalists. 

Category Cl includes skilled non-manual workers like police constables and 

footballers. Category C2 covers skilled manual workers and includes AA patrolmen, 

firemen and taxi drivers. Category D comprises unskilled manual workers such as 

labourers and cleaners. Those who depend entirely upon State support are classified 

as Category E. 

The purpose in classifying the occupations of respondents' parents was to investigate 

any statistically significant relationship between having been raised by parents with 

greater or lesser knowledge-intensive occupations and responses to the VRQ and 

BDS. While taking account of standard classification systems, the classification 

adopted here was whether parents could be said to have learned and applied a set of 

knowledge, whether Professional (eg medical) or managerial. Respondents who 

reported occupations such as "journalist", "doctor", "civil service policy adviser", 
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"company director", "shop owner" and "vicar" were classified as "professional". 

Parents' occupations such as "coal merchant", "shop assistant", "lorry driver", 

cccanteen assistant" and "clerk" were classified as "non-professional". Appendix XV 

shows that this classification follows closely those of the Social Class System and the 

IPA Social Grade Scheme. As stated above, statistical analysis showed that the three 

samples were matched on professional or non-professional parentage. 

We turn next to the analysis of the responses to the Values Rating Questionnaire 

(VRQ). 

Factor analysis of the VRQ 

Table 5.1 reports means, standard deviations and correlations between all items in 

the VRQ. An analysis of the correlation matrix shows initial evidence of both 

convergent and discriminant validity. Ten of fifteen correlations greater than 0.30 

involve intra-factor correlations. Further, the five factors resulting from the factor 

analysis of the VRQ (reported below) were able to discriminate between the three 

samples. 
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Table 5.1: Means, Standard Deviations and Correlations of 38 items from Major 
Fieldwork VRQ (N=237) 
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Table 5.1: Means, Standard Deviations and Correlations of 38 items from Major 
Fieldwork VRQ (N=237) 
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Reliability and discriminant capability of the VRQ 

Reliability is a measure of the stability of results for a particular instrument over 

time. It can be regarded as the test of an instrument. Reliability tests were 

conducted on the VRQ. A reliable instrument is one which yields the same results 

when administered by different people, or when different forms of the same test are 

matched (SPSS Manual 1994). Cronbach's alpha, the basic reliability measure, is 

0.54 for the 3 8-item VRQ (N = 28 1) and is acceptable. (Scale mean = 103.7, scale 

variance = 70.21). In addition, Cronbach's alpha varied between 0.50 and 0.69 

for each of the five factors. This statistical analysis is set out in Table 5.5. Items 

with a negative beta weight loading onto a factor were reverse-coded, so that the 

reliability of the alpha model was not violated. 

The five factors computed through principle components analysis of responses to the 

VRQ also demonstrate the VRQ's reliability (N = 237). The same five factors 

emerged again when analysing the larger sample of 281 managers, including the 44 

ACEs. The output from this statistical analysis is set out in Appendix XVI. The 

factor analysis also demonstrated discriminant capability, as analysis of variance 

found statistically significant differences between the mean factor scores for the three 

samples. (Sample I=SI= 136 public sector managers, Sample 2= S2 = 101 private 

sector managers; and sample 3= S3 = 44 ACEs). This statistical technique assumes 

a normal distribution for each of the mean factor scores of the whole sample and a 

factor mean of "0". It then compares the mean factor scores of each sample. The 

results of this analysis are set out in Tables 5.3 and 5.4. Moreover, the factor 

analysis was capable of discriminating between groups using demographic variables, 
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as statistically significant differences were found between the mean factor scores of 

demographic subgroups, such as type of university attended (see Chapter Six). In 

general, the literature suggests that factor analysis may not produce a single "right" 

answer. Kirby & Goddard (1976) suggest that the test of success in a factor analysis 

may be the interpretability of the final result. These results are capable of 

interpretation and explanation through theory (see Discussion below and in Chapter 

Six). 

Five factors resulting from statistical analysis of the VRQ 

Table 5.2 shows which items loaded onto the five factors that resulted from 

analysing the responses to the VRQ from 237 public and private sector managers. A 

scree plot of descending order eigenvalues allows visual estimation of the 

appropriate number of factors, based on a distinct break in the steep slope (Cureton, 

1983). This initial, visual estimation indicated the appropriate number of factors to 

be five. Principle components analysis was chosen as the recommended exploratory 

technique, which is used when researching a construct to discriminate between 

groups (Tachnick & Fidell, 1983). Varimax rotation was used to ensure that the 

solution remained orthogonal (SPSS manual, 1994). Obliman rotation was used also, 

to check that the factors were not correlated. In table 5.2, each item is reported in 

full and linked with a named factor. 

Factor loadings above 0.40 are reported. This level, and above, is routinely used in 

the social sciences as demonstrating the capability to contribute towards explanation 

of variance (Ford, MacCallum & Tait, 1986). In this research, it should be noted that 

the lowest factor loading is 0.44. The five factors together explain 44% of the 

180 



variance. Rokeach's (1973) 36-value questionnaire accounted for 41% of variance 

between individuals. England (1967ii) concluded that convergence in individuals' 

responses could explain between 55 - 70% of variability, with national culture 

contributing the remainder. The current research held national culture constant and, 

therefore, should have eliminated it as a source of variance. The five factor construct 

had a sampling adequacy of 66% (Kaiser-Meyer-Olkin (KMO) = 0.657). KMO 

values below 0.5 indicate that a factor model should not be used (SPSS manual, 

1994). Twenty-five items from the VRQ loaded onto the five factors. Principle 

components analysis looks at both unique (communality = 1) and shared variance. 

Items which added little to the shared variance of the five factor construct 

(communality < 0.2), and/or which loaded onto the factor analysis with a weight of 

0.42 or less, were excluded from further analysis. 
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Table 5.2: Principle components analysis of public and private sector managers 
responses to the VRQ (N = 237): item and beta weight loading by named factor 

Item Factor name Loading 
(beta) 

14 1 should actively seek new ways of working Change 0.708 
and discard the old 

18 1 should constantly seek new ways of working Change 0.701 
3 change brings improvement Change 0.655 

36 (given the choice, I should keep things as they Change -0.502 
are rather than changing much) 

6 (1 should adapt carefully rather than innovate too much) Change -0.478 
33 (1 should keep what is best from the past more than Change -0.465 

looking for change opportunities) 

37 it is better to resign than to condone behaviour which Principle 0.687 
1 consider to be wrong 

25 1 should speak out against behaviour which contravenes Principle 0.657 
my principles, even if it damages my career 

91 must do what I believe to be right, or I would rather Principle 0.656 
do nothing 

34 fulfilling moral requirements is more important than Principle 0.617 
getting results 

21 should seek to make a social contribution through Principle 0.442 
my work 

22 (1 am reluctant to act on my own judgement if it Control -0.639 
conflicts with organizational policy) 

38 1 should anticipate and control change Control 0.609 
11 (my actions make little difference to what happens) Control -0.592 
28 it is possible to change the future by using initiative Control 0.523 
23 1 should seek to be in charge of my own destiny Control 0.511 

4 if I work very hard, I will overcome most problems Hard work 0.709 
81 should work very hard Hard work 0.621 

32 it is hard work, more than ingenuity, which gets results Hard work 0.573 
5 people can always achieve more if they try Hard work 0.523 
1 clear instructions are better than relying on people to 

exercise judgement Hard work 0.463 

17 the best rules are the ones I make up myself, case by 
case if necessary Pragmatism 0.620 

30 bending the rules is acceptable when it gets results Pragmatism 0.598 
13 it is more important to get results than to be fair Pragmatism 0.596 
26 competition between people is the best way to 

achieve high performance Pragmatism 0.465 
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Table 5.3: Analysis of variance demonstrating statistically significant 
differences between the mean scores for the three samples (SI = 136; S2 = 101; 
S3 = 44) on the values computed from factor analysis of the VRQ (N = 281) 

Factor name Public sector 
(SI) mean 

Private sector 
(S2) mean 

ACE (S3) mean F probability 
statistic 

Cbange 0.373 -0.287 -0.503 0.001 

Principle -0.123 0.293 -0.286 0.001 

Control 0.148 -0.024 -0.404 0.006 

Hard work 0.055 -0.057 -0.042 0.67 

Pragmatism -0.036 -0.147 0.445 0.004 

Table 5.4: Interpretation and explanation of statistically significant differences 
between the mean scores for the three samples (S1 = 136; S2 = 101; S3 = 44) on 
the values computed from factor analysis of the VRQ (N = 281) 

Factor name Significant Significant Significant Explanation 
difference difference difference 

between public between public between 
(SI) and sector private sector 

private sector managers (SI) managers (S2) 
(S2) managers and ACEs (S3) and ACEs (S3) 

Change yes yes no Private sector 
managers and 
ACEs stronger 

agreement 
Principle yes no yes Public sector 

managers and 
ACEs stronger 

agreement 
Control no yes yes ACEs stronger 

agreement 
Hard work no no no No difference 

between the 
three samples 

Pragmatism no yes yes ACEs stronger 
disagreement 
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Table 5.5: Reliability analysis of each of the five factors resulting from principle 
components analysis of responses to the VRQ giving scale mean, variance and 
Cronbach's alnha for each factor (N = 2811 
Factor name Scale mean Variance N of items in Items in Cronbach's 

scale factor alpha 
Change 15.39 11.73 6 14,18,3,36, 0.69 

6,33 
Principle 13.17 tO. 57 5 37,25,9,34, 0.65 

2 
Control 8.86 6.01 5 38,22,28, 0.58 

23,11 
Hard work 13.26 7.73 5 4,8,32,5, t 0.56 

Pragmatism 12.83 6.20 4 17,30,13,26 0.50 

We turn next to report the findings from analysis of the Ranking Questionnaire 

(RNIK). 

Analysis of the ranking questionnaire data (RNK-) 

The ranking data were analysed by inspecting overall differences in the ranking order 

by sample. The theoretical support for this approach comes from Ravlin et al 

(1987i), who found that the value ranked highest affected the order in which 

following values were ranked. Meglino et al (1992) further reported that the values 

ranked highest help to explain variance in behaviour. Table 5.6, below, sets out the 

rank order, by sample, of the first five most frequently ranked items. 
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Table 5.6: Rank order of the Ranking Questionnaire (RNK) by sample (SI 
132! q2 = 95- S3 = 431 (N = 2701 
Public sector 
(SO 

Private sector 
(S2) 

ACEs 
(S3) 

Honest Achieving Achieving 

Achieving Honest Honest 

Impartial Changing Principled 

Principled Self-developing Changing 

Changing Competitive Trusting 

Note: N= 270.11 respondents failed to complete the RML 

It will be recalled, from Chapters Three and Four, that ranking provides ipsative data, 

which are not suitable for analysis using conventional statistical techniques (Jackson 

& Alwin, 1980). The order in which items are ranked is the most significant finding. 

The main purpose of the RNK was to present, in the form of single words to be 

ranked, the constructs presented in a rating format in the VRQ. In this way, the 

transitive, or intransitive, nature of respondents' preferences might be assessed 

(Tversky, 1969, Davis, 1958). 

We present next the findings from analysis of responses to the Bass decision-making 

simulation (BDS). 

The decision-making simulation (BDS) 

The BIDS is set out in full in Appendix XI. It will be recalled from Chapter Four, 

that the decision-making simulation, developed by Bass (1967), provides historical 

and current financial and statistical information on a fictitious organization. The 

BDS instructs each respondent to record his or her written decisions on five specific 
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problems facing the organization. Each respondent chooses whether or not to 

commit substantial funds to programmes involving employee welfare, social welfare, 

or moderate-to-high risk investments in capital improvements. The chi-square test, 

suitable for statistical analysis of categorical data, was used to assess whether 

differences between the three samples were genuine differences, or chance 

occurrences (SPSS manual, 1994). The null hypothesis is: "Respondents in each of 

the three samples do not differ in their decision-making choices. " Table 5.7 (below) 

shows that, at the 5% confidence level, the null hypothesis was rejected. 

Respondents in the three samples did differ in their choice of solutions to the 

managerial problems. Private sector managers (S2) were more likely to invest 

money in an improved personnel system (decision 3), while ACEs (S3) were more 

likely to invest money in genuine product improvement, rather than increased 

advertising (decision 4). There was no statistically significant difference by sample 

in the total amount of expenditure. 
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Table 5.7: Responses to the BDS: decision-making results by sample (SI = 136; 
S2 = 94, S3 = 42) (N = 272) 

Decision Public Private ACEs' (S3) Chi-square Explanation 
number # sector (SI) sector (S2) responses statistics 

managers' managers' Pearson 
Likelihood ratio responses responses df 2 

1. expenditure A 118 A79 A 36 0.85 No statistically 
on safety B 18 B 15 B6 0.85 significant 

difference 
2. expenditure A 37 A 22 A5 0.12 No statistically 
to avoid a B 99 B 72 B 37 0.10 significant 
strike difference 
3. expenditure A 49 A 50 A 19 0.03 Private sector 
to reduce B 87 B 44 B 23 0.03 managers 
resignations significantly 

more likely to 
spend 

4. expenditure A 117 A 77 A 40 0.05 ACES 
to improve B 19 B 17 B1 0.02 significantly 
product more likely to 
quality spend 
5. expenditure A 91 A 57 A 28 0.60 No statistically 
to eliminate B 45 B 37 B 14 0.60 significant 
pollution difference 
Notes: # respondents were offered A or B options on each question: option A involved 

expenditure, option B no, or minor, expenditure. 
N= 272: 9 respondents failed to complete the BDS 

Decisions 3 and 4 from the BDS are set out in full below, for ease of reference. 

Statistical analysis is reported in Appendix XVI. 

3. The organization is disturbed by the thirty salariedpersonnel who resigned. The 
organization's management salaries and bonuses are about averagefor the industry and 
the community. However, many of those who left said they were dissatisfied and resigned 
because of their own shortcomings as managers and their inability to deal with their 
bosses and subordinates. 

Choice: A. Increase the budget by f200,000jor personnel selection, development 
and counselling and related activities 
B. Let the matter ride 

4. Product "G" was a big success. The E75,000 initial special advertising led to about 
E500,000 in first sales last year, butfew reorders have arrivedfrom old customers, who 
complained about poor product quality and serviceability. If the product is not improved, 

about the same amount of special advertising will be required to attract the same number 
of new customers. Cost of improving Product G so that it will maintain repeat business 
among such new customers is E375,000. 

Choice: A. Spend the f375,000 on improvement 
B. Maintain the E75,000 special advertising 
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Discussion and critical examination of the major findings 

This section examines the sampling adequacy and findings from the statistical 

analyses of the Major Fieldwork. Following this discussion, an interview schedule 

was constructed for use with volunteers from the ACE (S3) sample. It will be 

recalled from Chapter Three, that standardized interviews were to be used to probe 

the value constructs uncovered through statistical analysis of the questionnaires 

(VRQ and RNK). The interview data can also be used to test the face validity of 

these constructs. The interview data are set out in Chapter Six. Chapter Six also 

contains in-depth analysis of the interaction effects between the demographic 

variables and responses to the VRQ and BIDS. Chapter Seven assesses the extent to 

which the hypotheses posed by this research have been supported and considers 

directions for future research. 

Discussion of the Major Fieldwork sample 

Sampling adequacy was acceptable in a statistical sense (Kaiser-Meyer-Olkin 

(KMO) = 0.657). However, this is not the same as demonstrating that the research 

has accessed samples that are representative of the chosen populations (Ehrenberg, 

1982). In this research, the two populations were described in broad terms: "a 

dominant UK culture" and "a variant subculture, the public sector". In neither case 

would the current researcher seek to extrapolate the findings from the samples of 10 1 

private sector managers and 136 public sector managers to these broad populations. 

A larger sample size and more sophisticated sampling techniques, for example, 

multi-stage sampling, would be necessary. 
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Hypothesis One of this research seeks to test whether public sector managers espouse 

different values from private sector managers. In order to test this hypothesis, it 

needs to be established whether the samples are representative of these two 

populations. Each sample can be described as containing diverse organizations and 

individuals (see Appendices XIII and XIV). For example, the public sector sample 

contains a highly centralized Government Department (the FCO), as well as a 

Government Department (Inland Revenue) with broad geographic spread in the 

United Kingdom, involved in a local reorganization and claiming to operate on "Next 

Steps" Lines (that is, like an Executive Agency). The third organization in the 

sample is a Government Department, which, during the period of the current 

research, was about to merge with another to form an Executive Agency (the Office 

of Population Censuses and Surveys, now the Office for National Statistics). The 

private sector sample is similarly diverse, representing industries as different as brewing 

and textiles. This is a positive attribute, as too is the wide spread of functions 

represented across the two samples. When clusters are chosen to represent populations, 

"clusters should be chosen so that people in each cluster are as diverse as possible. This 

would reduce sampling errors. " (Ehrenberg, 1982,96). 

Respondents were monitored also for their employment history. As part of the 

demographic data collected, respondents were asked to report the number of years spent 

working in either the public or private sector. Questionnaires completed by respondents 

with "mixed" experience were discarded before analysis commenced, leaving a useable 

sample of 23 7. The average private sector work experience of sample SI (public sector, 

N= 136) was 1.3 years. The average public sector work experience of sample S2 

(private sector, N= 101) was 0.9 years. Conversely, the average public sector work 

189 



experience of SI was 26.7 years. The average private sector work experience of S2 was 

21 years. These differences were statistically significant (p <- 0.001). Each manager 

could be described as having many years of work experience in the sector to which s/he 

was allocated for analysis. Nonetheless, while "other" public sector work experience 

was also taken into account (for example, the Armed Forces), the public sector sample 

(S I) can be considered representative only of the LJK civil service. It cannot be held to 

represent the UK public sector. A more diverse sample, including local authority and 

National Health Service officials, would be necessary before conclusions could be 

drawn about the UK public sector as a whole. 

The sample size is small (N = 28 1) compared with the number of demographic 

variables being tested. However, statistical tests demonstrated adequate sampling 

(KMO = 0.66), reliability (Cronbach alpha 0.5 - 0.7) and explanation of variance 

(44%). The sample size compares favourably with published empirical research in the 

field. (Mirels & Garrett, 1971, N= 117 male, first-year psychology students; Palmer et 

al, 1981, N= 74 MBA students, Ali, 1992, N= 232 managers, 84% public sector). 

Nonetheless, a larger sample size would have been preferred and strenuous, but 

unsuccessful, attempts were made to increase the number of respondents. A larger 

sample size would have permitted observation of interaction effects between the 

demographic variables in the research design using multiple regression analysis or 

multivariate analysis of variance. Iterative, exploratory techniques were substituted and 

are reported in this Chapter and in Chapter Six (for example, analysis of variance 

followed by crosstabulation, using the chi square test). A sampling guideline adopted 

by statisticians is that each subgroup in a population should contain 100 cases (SPSS 
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Manual, 1994). In the current research, this guideline means that conclusions drawn 

about smaller subgroups should be treated with caution. 

The organizations participating in the research were matched in terms of size. Using 

England's (1975) definitions, four large (5000+ employees) private and public sector 

organizations were matched (Coats Viyella and Ladbroke with the FCO and the Inland 

Revenue). Two medium-sized (500 - 4999 employees) private and public sector 

organizations were matched (Scottish Courage with the Office of Population Censuses 

and Surveys). However, the managerial samples from the organizations were not 

precisely matched. They were matched on educational background (years spent in 

education and degree qualifications), marital status and parents' occupations. They 

did not match on type of university attended, hierarchical level attained, income 

levels, age or gender representation. Regrettably, there were too few women in the 

whole sample (N = 33) to explore fully any effects of gender in the research (see 

discussion in Chapter Six). Statistical tests showed that the type of university 

attended, degree qualification, parents' occupations, gender (only when comparing 

SI and S2, N= 237) and hierarchical level offered statistically significant, predictor 

capability when using analysis of variance to explore the factor analysis of the VRQ 

and decisions taken (BDS). Therefore, it would have been preferable for the samples 

to have been matched also on type of university attended (Oxbridge and others) and 

hierarchical level. 

It would have been difficult to match the samples on these two demographic 

variables. First, Oxbridge graduates were over-represented in the public sector 

sample (S 1, N= 46,70% of total Oxbridge respondents) compared with the other 
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two samples (S2, N= 7,10%, S3 = 13,20%). Recruitment of Oxbridge candidates 

into the "Fast Stream" (the civil service programme for high potential recruits) had 

been reduced, from 44% in 1994 to 36% in 1996 (Civil Service Fast Stream 

Recruitment Report, 1996/7, Annex E, page 22) and from more than 50% in previous 

years. The mean age of respondents in this research (SI = 48.9 years) means that 

they were recruited long before the recent attempts to broaden the appeal of a career 

in the civil service. Second, the central civil service has not followed the "de- 

layering" approach adopted by so many international private sector companies over 

the past decade (Bartlett & Ghoshal, 1998). It was necessary to re-code the numbers 

of hierarchical levels reported, particularly by public sector respondents (77% 

reported being between three and ten levels below the most senior manager in their 

organization) to permit meaningful statistical analysis. Given the extended 

hierarchies within which most UK civil servants continue to work, it is unlikely that 

improved sampling techniques would overcome this issue. Direct comparisons 

between the "seniority" or "responsibility" of public and private sector managers will 

continue to be problematical. 

One further piece of re-coding was undertaken for the statistical analysis. The 

occupations of respondents' parents were allocated to two broad categories, 

professional and non-professional. This allocation was rather crude, but broadly 

successful. "Successful" means that the guidelines offered by the IPA Social Grade 

Scheme and the Social Class System were followed and enabled the current 

researcher to observe the effects of interaction between parental occupation and 

responses to the VRQ. Just as under the IPA Social Grade Scheme, respondents 

classified in the current research as "middle class", with "professional" parents, were 
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more likely to have gone to university. Respondents with "non-professional" 

parents, broadly mirroring the IPA Social Grade Scheme Category "working class", 

were less likely to have gone to university. This analysis is set out in detail in 

Chapter Six. However, the allocation was rather broad and required judgement. 

Future research should use an existing classification systeniý perhaps offering 

respondents a choice among options. A larger sample size would enable more 

discrete classifications to be compared. 

This discussion leads to the final consideration for this section, whether the amount 

and nature of demographic data collected were appropriate. In the current research, 

the type of university attended, degree qualification, parents' occupations, gender 

and hierarchical level offered statistically significant, predictor capability when 

considering the factor analysis of the VRQ and decisions taken (BDS). Education 

has been found significant in many previous studies of values (Kilpatrick et al, 1964, 

England, 1967, Kohn & Schooler, 1969; Schmidt & Posner, 1986). So has 

organizational level (England, 1967; Kohn & Schooler, 1969; Jensen et al, 1990) and 

gender (Schmidt & Posner, 1986; Jensen et al, 1990, Chusmir & Parker, 1991). 

Kilpatrick et al (1964) collected information on respondent (or parents') occupation. 

In the current research, both "parents' occupations" and "type of university attended" 

appear to have acted as indicators of social class. Kohn & Schooler (1969) found 

that social class affected individuals' reward preferences, but found education and 

occupational position more useful as explanatory variables. In the current research, 

"type of university attended" has offered similar, but different, insights to that of 

"parents' occupations" (see discussion in Chapter Six) and should be retained by 

future researchers in the United Kingdom. The challenge will be to find a similar, 
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equivalent metric to "Oxbridge" in other countries. All these demographic variables 

should be retained in future research. 

Data were also gathered on years spent in education, job function, age, marital status, 

and income levels for the current research. England (1967ii) gathered demographic 

data on years of, as well as level achieved in, formal education. "Years spent in 

education" added no additional insight in the current research. Moreover, the 

question caused difficulty for some respondents. Some left it blank (N = 28, or 10% 

of respondents). Others offered calculations with footnotes, for example, about 

nursery school. The span of years offered in response to this question was from 6 

years to 28 years, both extremes unlikely under the British schooling system. For 

these reasons, this information will not be sought in future. Data on job function 

should be gathered in the future, because it was not possible to test it in the current 

research. However, it is difficult to draw direct comparisons between public sector 

and private sector functions, for example, "diplomat" compared with "marketing". 

Turning to consider the demographic variable "age", Kilpatrick et al (1964) 

concluded that it was unnecessary to collect information on respondents' ages, 

because values are held to be formed early in life and to be relatively stable. The 

findings from the current research would support this view. Kohn & Schooler (1969) 

found that education and occupational position were more useful as explanatory 

variables than "income levels". They also proposed that social class helped to 

determine attitudes towards extrinsic rewards such as pay. Again, findings from the 

current research would support the view that knowledge of income levels does not 

help the researcher to understand values. Finally, only Schmidt & Posner (1986: 
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452) gathered demographic information on marital status and concluded that: "When 

confronted with an ethical dilemma, the greatest number of senior-level federal 

administrators consulted with their spouses. " The findings from the current research 

demonstrate no significant relationship between marital status and values and would 

not support its relevance as a demographic variable for future research into values. 

In summary, therefore, the current research suggests that demographic data on the 

type of university attended, degree qualification, parents' occupations for the 

majority of a respondent's childhood, gender, hierarchical level, years spent in work 

and job function should be gathered in future research into values. Other 

demographic data need be gathered only to address supplementary research 

questions. For example, England (1975) collected demographic data on respondents' 

ages and salary levels. Managerial pay relative to a manager's age was used as an 

indicator of "success", so that the value profiles of more successftil managers could 

be compared with those of less successful managers. 

We turn next to a discussion of the findings from statistical analysis of the VRQ. 

Discussion of the findings resulting from statistical analysis of the VRQ 

The VRQ was able to discriminate between the two samples (S I and S2) at a level of 

statistical significance. The VRQ continued to discriminate between samples when a 

third sample (S3) was added (p <- 0.006). 

The possibility of Type I error must be considered. The null hypothesis in this case 

would be, "there is no difference in the values espoused by public sector managers 
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compared with those espoused by private sector managers". Statistical analysis of 

the findings from the current research suggests that the null hypothesis can be 

rejected. A "Type I" error means that a researcher rejects the null hypothesis when it 

is true. By choosing a 5% confidence (or alpha) level for rejection of the null 

hypothesis, a researcher is accepting a 5% chance of making a Type I error. In the 

current research, the probability of making a Type I error is less than 1% (p < 0.006, 

see Table 5.3). Analysis of variance and t tests have been used as statistical 

techniques in the current research. These tests discriminate between samples on the 

assumption of normally distributed data, particularly on the basis of equal variances 

(SPSS Manual, 1991). Therefore, all items in the VRQ were inspected for skewness 

(the degree to which cases are clustered towards one end of a distribution) and 

kurtosis (the 'peakedness' of a distribution) (SPSS Manual, 1994). In addition, the 

mean for each item was recalculated after the top and bottom 5% of cases had been 

removed. The mean is the measure of central tendency most affected by extreme 

cases and this technique compares the general mean with the "trimmed mean" after 

removal of any extreme cases. These tests showed item 11 to be slightly negatively 

skewed (s =-1.56) and items 23 and 28 to be slightly positively skewed (s = 1.15 and 

1.21 respectively). However, in all three cases, the trimmed mean compared 

favourably with the general mean and no evidence of kurtosis was present. Finally, 

the Levene test for homogeneity of variance was computed, as it is considered robust 

to violations of the normality assumption. In conclusion, we can reject the 

possibility of Type I error. 

Therefore, the VRQ is capable of measuring statistically significant differences 

between public and private sector managers on the basis of values espoused by each 
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group. It will be recalled that the Development Phase VRQ was successful also in 

discriminating between the value sets of public and private sector managers. The 

results from the Development Phase VRQ and Major Fieldwork VRQ are compared 

in Table 5.8 below. 

Table 5.8: Summary of comparative findings from Development Phase VRQ (N 
= 156) and Mai or Fieldwork VRO (N = 237) 

Development Significant Major Significant Explanation 
Phase Factor difference Fieldwork difference 

Name between public Factor Name between public 
and private (SI) and 

sector private sector 
managers (S2) managers 

Principle and Yes. Public Principle Yes Public sector 
altruism sector greater managers 

agreement greater 
agreement 

Hard work and Yes. Private Change Yes Private sector 
change sector greater managers 

agreement greater 
agreement 

Hard work No 

Control Yes. Private Control No 
sector greater 

agreement 
Rule conformity No Pragmatism No 

Trust and No 
achievement 

The changes made to the Development Phase VRQ have been successful in 

producing a more refined research instrument. In particular, it should be noted that 

the Major Fieldwork VRQ has separated the former "Hard work and change" factor 

into two separate factors, with differing results obtained for the two sectors on each 

factor. The Major Fieldwork VRQ factor "Control" no longer retains the items 

concerned with "Change", which loaded onto the Development Phase VRQ factor of 
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this name, and no longer discriminates between public and private sector managers, 

"Rule conformity", with different items loading onto this factor, has been re-titled 

the "Pragmatism" factor in the Major Fieldwork and still demonstrates no difference 

between the two sectors. The Development Phase factor "Trust and achievement", 

which failed to discriminate between the two sectors, does not appear as a separate 

factor in the Major Fieldwork analysis. Visual examination of the items loading onto 

each factor of the Major Fieldwork VRQ indicates that the internal structure of each 

factor is coherent. The possible exceptions to this internal coherence are items 1,2 

and 26. This is perhaps unsurprising, given that the research design was ambitious 

and sought to examine both normative and theoretical values in parallel. In this 

context, it should be noted that one remaining item concerned with "altruism", (item 

2), continues to load onto the Major Fieldwork factor titled "Principle", We turn 

next to a discussion of each of the VRQ factors, before drawing conclusions about 

the contribution of the VRQ. 

Discussion of the factors resulting from statistical analysis of the VRQ 

Each factor will be discussed in turn. First, the "Principle" factor. 

Item 37 it is better to resign than to condone behaviour which I consider to be wrong 
Item 25 1 should speak out against behaviour which contravenes my principles, even if it 

damages my career 
Item 91 must do what I believe to be right, or I would rather do nothing 
Item 34fuyi'lling moral requirements is more important than getting results 
Item 21 should seek to make a social contribution through my work 

The VRQ demonstrates that public sector managers express stronger agreement than 

private sector managers with this factor (p < 0.001). Earlier empirical research leads 

us to expect this finding. Sikula (1973) found public sector managers to have higher 

levels of integrity than private sector managers, defined by him as ranking "honest, 
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responsible and capable" more highly on Rokeach's scale. However, the value 

defined in the current research appears to be different from "honesty" and it will be 

recalled that private sector managers also ranked "Honest" highly (in second place) 

on the RNK. There are strong moral overtones to the items loading onto this factor. 

"Integrity" is one of the normative values required of UK civil servants. However, 

as the statistical analysis and discussion in Chapter Six will demonstrate, this value is 

closely linked with graduation from Oxbridge. Changes in patterns of recruitment to 

the LJK civil service, discussed above, may erode the difference detected in the 

current, and earlier, research between public and private sector managers on 

"integrity". 

Earlier empirical research into public sector values suggested that "altruism" was a 

core public service value. This was defined by Kilpatrick et al, (1964), as duty, 

sacrifice, helping others and socially worthwhile work and by Rainey, (1982), as 

altruism and adding social value. The findings for the UK civil service from the 

current research are inconsistent. Item 2 ("1 should seek to make a social 

contribution through my work") loaded onto the Principle factor of the Major 

Fieldwork VRQ. In addition, both item 2 (p < 0.001) and item 29 ("It is necessary to 

put others' needs before my own": p<0.001) demonstrated statistically significant 

difference between sectors, with public sector managers signifying greater 

agreement. Yet it may be recalled from the Development Phase RNK that both 

public and private sector managers gave equal, low ranking to "altruistic" (thirteenth 

and twelfth places respectively). Therefore, there remain some unresolved issues. 

Possibly, with increasing emphasis on issues of governance, private sector managers 
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are more aware of the importance of making a social contribution than they were 

twenty years ago. Perhaps UK civil servants have never been as "altruistic" as their 

other public sector cousins, Civil servants may rate "altruism" more highly as a 

function of some idealized self-image, but once asked to rank this value against 

others, their low ranking may indicate that this value does not affect behaviour 

(England, 1975; Meglino et a], 1992). We return to this discussion in Chapter Seven, 

where directions for future research are considered. 

Second the "Change" factor. 

Item 14 1 should actively seek new ways of working and discard the old 

Item 18 1 should constantly seek new ways of working 
Item 3 change brings improvement 
Item 36 (given the choice, I should keep things as they are rather than changing much) 
Item 6 (1 should adapt carefully rather than innovate too much) 
Item 33 (1 should keep what is bestfrom the past more than lookingfor change 
opportunities) 

The VRQ demonstrates that private sector managers express stronger agreement than 

public sector managers with this factor (p < 0.001). There is no earlier empirical 

research into values that would lead us to expect this difference with public sector 

managers. England (1967ii) identified "change" as one of the operative values for 

his sample of 1072 private sector, American managers. An operative value was one 

which ".. should influence the behavior of the managers more than the ideas and 

concepts in any other cell in the Value Profile. " (England, 1967ii: 60). 

Commentators on the UK civil service, such as Hennessy (1989), have remarked 

broadly upon the malleability and skill of a mandarin Oite in adapting to new 

circumstances while preserving what they can. The unique contribution of the VRQ 

is to identify this conservatism as a value, rather than as a general predilection for 
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caution. Further discussion in Chapter Six considers whether the VRQ has identified 

values successfully, rather than more superficial constructs. 

Third, the value of "Hard Work". 

Item 4 if I work very hard, I will overcome most problems 
Item 81 should work very hard 
Item 32 it is hard work, more than ingenuity, which gets results 
Item 5 people can always achieve more if they try 
Item I clear instructions are better than relying on people to exercisejudgement 

There was no statistically significant difference between public and private sector 

managers on this factor. It will be recalled, from Chapter Four, that there was only a 

low positive correlation between public administrators and valuing the Protestant 

Ethic (Mirels & Garrett, 1971). This could be interpreted as indicating that public 

administrators do not value hard work as much as private sector managers. 

However, Ali (1992) failed to support the proposition that public sector managers 

were conformist. "Conformity", or adherence to prescribed, role-appropriate 

behaviour, is one aspect of the Protestant Ethic scale. These findings, taken together, 

led to the proposition in the current research that public sector managers value hard 

work but not necessarily role-appropriate behaviour. The findings from the VRQ 

support this proposition. Thus, the VRQ has succeeded in extending our 

understanding and interpretation of Mirels & Garrett's research. 

Fourth, the value of "Control". 

Item 22 (1 am reluctant to act on my own judgement if it conflicts with organizational 
policy) 
Item 38 1 should anticipate and control change 
Item II (my actions make little difference to what happens) 
Item 28 it is possible to change thefuture by using initiative 
Item 23 1 should seek to be in charge of Mv own destiny 
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There was no statistically significant difference between public and private sector 

managers on this factor. This finding resonates with earlier research. Ali (1992) 

categorized Flowers' (1975) work as distributing six work values between two 

constructs: outer-directed (an adaptive, structured individual who values well-defined 

rules, routine and relationships) and inner-directed (an assertive individual who 

values variety, freedom of approach, challenge and results). Like Schein (1985), Ali 

conflates "willingness to conform with the environment" and "willingness to 

conform with existing rules and structure". Ali failed to demonstrate that public 

sector managers were more outer-directed than private sector managers. In 

particular, he found that public sector managers were as "existential" (requiring 

challenge and freedom in work) as their private sector counterparts. Flowers (1975) 

also found high "existential" tendencies most often among upper middle class 

managers employed in government (and diversified business) in his original research. 

Thus, the current, and previous, research demonstrates that public sector managers 

demonstrate some outer-directed and some inner-directed values. While many 

researchers seek to establish value clusters (Flowers, 1975; Palmer, Veiga & Vora, 

1981, Ali, 1992), this approach is too broad to draw satisfactory conclusions, 

especially when exploring intra-cultural differences. 

Fifth, the value of "Pragmatism". 

Item 17 the best rules are the ones I make up myself, case by case if necessary 

Item 30 bending the rules is acceptable when it gets results 
Item 13 it is more important to get results than to befair 
Item 26 competition between people is the best way to achieve high performance 

There was no statistically significant difference between public and private sector 

managers on this factor. Inspecting the items loading onto this factor showed that 
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item 26 discriminated between private and public sector managers, with private 

sector managers indicating stronger agreement (p < 0.001). Isolating single items 

from a given scale maximizes the possibility of a "Type 11" error (accepting the null 

hypothesis when it is false). Nonetheless, future iterations of the VRQ will be used 

to observe the statistical relationship between this item and this factor. The other 

three items loading onto this factor again resonate with earlier research into 

"conformity" (Flowers, 1975, Schein, 1985, Ali, 1992). However, the VIRQ has 

identified "control" and "pragmatism- as orthogonal factors. Further, it will be 

recalled (see Table 5.4 above) that the third sample (S3 = ACEs) agreed more 

strongly with "control" than either public or private sector managers, yet disagreed 

more strongly with "pragmatism" than either of the other two samples. This implies 

that, in Flowers' (1975) terms, managers can be both "conformist" and "existential". 

This would indicate that the earlier research of Flowers, Schein and Ali has 

conflated, or assumed a relationship between, two values, which the VRQ has 

succeeded in identifying separately. 

What of the civil service normative values? 

The VRQ was used also to explore the relevance to managers of the normative 

values propounded by the government for civil servants (Cm 2627,1994). These 

were integrity, political impartiality, objectivity, selection and promotion on merit 

and accountability through Ministers to Parliament, part of the so-called "generic 

public service ethos" (Pratchett & Wingfield, 1996,641). "Integrity" is similar to the 

"Principle" factor, so there is some support for the proposition that civil servants 

hold integrity as a core value. (However, see the discussion in Chapter Six about the 

link between this value and graduation from Oxbridge). Political impartiality was 
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not tested in the current research, but "objectivity", or more general impartiality, was 

tested. The items intended to assess this normative value are set out below. 

Item 7 "there is no such thing as an impartial decision " 
Item]2 "I should weigh up all the evidence objectively so that I can reach impartial 
decisions" 
Item]3 "it is more important to get results than to befair" 
Item]5 "I should not showfavouritism ". 

There were no statistically significant differences between public and private sector 

managers on items 7,12 or 13. (Item 13 loaded onto the "Pragmatism" factor and 

there was no statistically significant difference between public and private sector 

managers on this factor as a whole. ) Public sector managers did indicate greater 

agreement with item 15 ("1 should not show favouritism", p<0.001). Item 15 might 

be considered one indication of a meritocratic outlook. However, the VRQ does not 

provide clear evidence that public sector managers value being more objective, or 

impartial, than private sector managers. Indeed, given the results from the 

"Pragmatism" factor of the VRQ, it is possible to conjecture that managers from both 

sectors are equally willing to work outside the rules. Finally, item 24 ("1 should be 

ready to be accountable to authorities outside my organization for my work actions") 

was used to assess potential differences between managers from the two sectors on 

"accountability". There was no statistically significant difference between the two 

sectors on this item. Further, it will be recalled that "accountable" ("publicly 

responsible for my work output") was dropped from the Development Phase RNK 

because it failed to discriminate between public and private sector managers. It is 

possible that the definitions used for item 24 of the Major Fieldwork VRQ, and 

attached to the item in the Development Phase RNK, may have contributed to the 
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failure of "accountability" to discriminate between the two sectors. Both definitions 

indicated "public" or "outside" accountability, in line with the wording from Cm 

2627 ("accountability through Ministers to Parliament"). However, as Barberis 

(1997,3) indicates, ministers are accountable to the public, "civil servants are 

accountable internally - and only internally - to their political chiefs. " 

In summary, the VRQ discriminates between public and private sector managers (p < 

0.006). The possibility of Type I error was rejected. The VRQ identified 

"conservatism" as a value and extended understanding and interpretation of Mirels & 

Garrett's research on the Protestant Ethic. Further, the findings from the VRQ 

suggest that the earlier research of Flowers, Schein and Ali has conflated, or assumed 

a relationship between, two values ("control" and "pragmatism"), which the VRQ 

has succeeded in identifying separately. Finally, the VRQ has failed to support the 

proposition that public sector managers value the public sector normative values, 

CC objectivity", "impartiality" and "accountability", more highly than private sector 

managers, but does provide evidence that public sector managers value "integrity" 

more highly. We turn next to a discussion of the findings from the RNK. 

Discussion of the findings resulting from analysis of the ranking questionnaire 
(RNK) 

The RNK presented, in the form of single words to be ranked, the constructs 

presented in a rating format in the VRQ. In this way, the transitive, or intransitive, 

nature of respondents' preferences might be assessed (Davis, 1958; Tversky, 1969), 

The average rank order of the first five values ranked by managers is set out below, 

for ease of reference. 
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Public sector Private sector ACEs 

Honest Achieving Achieving 
Achieving Honest Honest 
Impartial Changing Principled 
Principled Self-developing Changing 
Changing Competitive Trusting 

Managers from both sectors rank "honest" and "achieving" in the top two places. 

Ravlin & Meglino, (1987i) found "achievement" and "honesty" of particular 

relevance to managers. England (1975) also found "achievement" of high operative 

relevance to international managers. 

For public sector managers to be transitive in their preferences, they should rank 

"principle" highly, because this would accord with their significantly higher 

agreement with the "principle" factor from the VRQ. Public sector managers rank 

this, on average, in fourth place. For the same reason, private sector managers 

should rank "modern" highly, in order to demonstrate transitivity in their 

preferences. Instead, private sector managers rank "changing" in third place (and 

they rank "modern" in thirteenth place). ACEs should rank "changing", "principled" 

and "modern" highly, in order to demonstrate transitivity with their preferences from 

the VRQ. In fact, they do rank "principled" in fourth place and "changing" in fifth 

place. (Like private sector managers, they rank "modern" in thirteenth place). It is 

possible to conjecture that respondents paid little attention to the nuances of the 

definitions given for each item to be ranked on the RNK. It may be recalled that 

Feather (1975) was unsuccessful in increasing test/retest reliabilities by adding 

definitions when testing forms of Rokeach's questionnaire. Should this be the case, 

respondents valuing "change" more highly could be expected also to rank 
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"changing" highly, without realizing that the definition offered was intended to 

indicate concern for "control" (see discussion in Chapter Four). (Item 28 from the 

VRQ, with a similar definition to that offered for "changing" in the RNK, "it is 

possible to change the future by using initiative", loaded onto the "control" factor). 

The expected results to indicate transitivity in respondents' choices (public sector 

managers to rank "principled" more highly, private sector managers to rank 

"changing" more highly and ACEs to rank "principled and "changing" more highly) 

would then be the same as the actual results. However, this can only be conjecture. 

Also, there are other inconsistencies. Public sector managers rank "impartial" in 

third place. This is one of the normative values the UK government desires its public 

servants to espouse, yet it was not emphasized by them in responses to individual 

items in the VRQ ACEs rank "trusting" in fifth place. This was not a significant 

finding from factor analysis of the VRQ, although ACEs did indicate greater 

agreement with item 35 from the VRQ than either public or private sector managers 

("people will do their best, so it is important to trust them, p<0.001). Private sector 

managers rank "self-developing" in fourth place. They also signified greater 

agreement with item 31 ("an important purpose of work is that it allows me to 

develop and improve myself', p<0.001). Thus, the findings are inconclusive. The 

RNK has failed to support or challenge the proposition that individuals are transitive 

in their preference ordering. 

There are two implications from this. The first is that it was an error, in the current 

research, to develop the RNK in parallel with the VRQ. This meant that the RNK 
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was neither developed as an instrument in its own right, nor did it mirror exactly the 

value constructs emerging from factor analysis of the Development Phase VRQ. As 

a test of transitivity, it should have been developed following factor analysis of the 

Development Phase VRQ, as a short list of words representing the emerging factors. 

Nonetheless, the RNK has succeeded in highlighting additional values to the VRQ 

and has, therefore, offered extra insights in the current, exploratory research. 

Second, rating methodology is criticized routinely for eliciting responses subject to 

weighting on the grounds of social desirability (for example, Feather, 1973; Ravlin & 

Meglino, 1987, ii), However, the data resulting from completion of a rating 

questionnaire can be tested for socially desirable response sets. For example, 

statistical tests can be carried out to check for skewness or kurtosis by item. 

Respondents can be asked to complete the Marlowe-Crowne test for social 

desirability in parallel with the primary research instrument. The latter is also true 

for ipsative measures, such as ranking and point-assignment, but ipsative measures 

are held anyway to provide some control for socially desirable responses (Ravlin & 

Meglino, 1987, ii). This is contestable. In order to engage respondents in a ranking 

exercise, researchers have tended to choose only socially acceptable items. For 

example, although Rokeach (1973) described his questionnaire as a projective test, 

because no clue was given about the social desirability of the options presented, he 

was criticized by Feather (1975) for choosing only positive words from the top 130 

in Anderson's (1968) list of 555 personality trait words. Similarly, in Ravlin & 

Meglino's work exploring different work values' measures, they asked respondents 

to rank four items, "achievement, helping, honesty, fairness". While choosing 

between equally desirable items should control for most bias towards socially 

acceptable responses, "subjects were responding to all of the items in a similar way, 
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possibly in part because they are equally socially desirable phenomena" (Ravlin & 

Meglino, 1987ii, 67 1). We return to this discussion in Chapter Seven. 

In summary, the results from the RNK have failed to further the debate on the 

transitivity of preferences. However, the RNK has contributed towards testing the 

hypothesis that public sector managers espouse different values from private sector 

managers. As Ravlin and Meglino (1989) suggest, it may be useful to think in terms 

of "value sets". Observing the public and private sector "value sets" ranked above, 

one can visualize a public sector manager emphasizing principle and impartiality, 

behaving in a different way from a private sector manager who values self- 

development and competition. 

Finally, we turn to consider the results from the decision-making scenario, the BDS. 

Critical examination of the findings from analysis of responses to the BDS 

This well-validated research instrument (Bass, 1967) has proven that it continues to 

be capable of discriminating between samples some thirty years after its first use. 

Results from the VRQ and RNK indicate that private sector managers value change 

and self-development, that public sector managers value principle and impartiality, 

and that ACEs value change and principle. These different value profiles are 

reflected in responses to the BDS. Private sector managers were more willing to 

spend money on Decision 3, a new personnel system. ACEs were more willing to 

spend on Decision 4, expenditure to introduce real improvement in a product line. 

Public sector managers were no more likely to undertake expenditure in any one area 

compared with managers in the other two samples. It may be no more than 
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happenstance that the decisions taken appear to resonate with the value profiles for 

each sample. "Because it is not easy to measure values, responses to a questionnaire 

may not correspond exactly with how people behave. " (Schmidt & Posner, 1986: 

448). The major finding from the current research in this area is that different value 

profiles appear to lead to different decision-making patterns. That is, different value 

profiles have different behavioural implications. This indicates that the current 

research may have tapped into meaningful values, rather than more superficial 

constructs. In order to consider congruence between value profiles and a dependent 

variable like decision-making, tailor-made decisions would need to be designed 

(England, 1975; Ravlin & Meglino, 1987, ii). We return to this discussion in 

Chapter Seven. 

In summary, therefore, the Major Fieldwork VRQ, RNK and BDS have identified 

different value profiles for public sector managers, private sector managers and 

ACEs. These differing value profiles appear to have behavioural implications. In 

the next chapter, we analyze the effects of the demographic data gathered on these 

results. In addition, we use interview data to explore the extent to which the values 

uncovered through statistical analysis of questionnaire data in the current research 

can be considered deep-seated, established and meaningful to respondents. A 

simple, standardized interview format was constructed for this purpose. It asked 

questions about values and questions to assess the behavioural implications of those 

values. 

The respondents (all ACEs) were sent the questions before the interview. The ACE 

sample was chosen as a group, which could be considered in transition between the 
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public service and an ill-defined new state. Therefore, the effects of socialization, in 

a new role and a new context, and its potential impact on values could be explored 

(Chatman, 1991). As serving civil servants, the ACEs reserved the right to veto 

questions and to edit the written record of their responses. All interviews were given 

anonymously. All interviewees volunteered to be interviewed, in response to a 

footnote to the covering letter sent with the research instrument containing the VRQ, 

RNK and BDS. Therefore, they were aware that the interview was about values. 

The interview schedule 

Values have been described as central in defining how we ought to behave at work. In 

particular, the UKpublic sector is held to espouse integrity, objectivity, (political) 

impartialitv, equity (selection andpromotion on merit) and accountability. Someone said 

"strong moral andpersonal commitment inspire and confirm that the concept ofpublic 

service is not dead. " 

Question 1: Which three values are most important to you? 

Question 2: Are the espousedpublic sector values set out above differentfrom private 

sector or Executive Agency values? 

Question3: Describe a decision that you have taken as an ACE thatfelt "right" "ywas 

this? 

Question 4. Describe a similar decision thatfelt wrong, or difficull, for you personally. 

Can you explain why itfelt like this? 

We turn next to Chapter Six for a discussion of the demographic data gathered with 

the research instrument containing the VRQ, RNK and BDS and of the interview 

data. 
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CHAPTER SIX 

Analysis of demographic data and presentation of interview data 

Introduction 

"'Then you should say what you mean, ' the March Hare went on. 'Ido, 'Alice 

hastily replied, 'at least - at least, I mean what I say - that's the same thing, you 

know. ' 'Not the same thing a bit! ' said the Hatter. 'You mightjust as well say that 

'I see what I eat' is the same thing as 'I eat what I see! "' Alice's Adventures in 

Wonderland, Lewis Carroll, 1865. 

This chapter presents ffirther statistical analysis of the data reported in Chapter Five 

(Part 1) and a content analysis of the interview data (Part 2). It draws on the values' 

scales developed in the earlier factor analysis of the Major Fieldwork Rating 

Questionnaire (VRQ) to consider the effects of the demographic variables. Interview 

data from ten Agency Chief Executives (S3 = ACEs) are reported. The interviews 

were used for two purposes. First, to help to assess the extent to which the constructs 

uncovered in the current research can be considered representative of espoused 

values. Second, to explore the effect on values of socialization in a new role 

(Chatman, 1991). In the terms used by Lewis Carroll, is "I value integrity, so I join 

the public sector" the same thing as "I join the public sector, so I value integrity"? 

Part 1: Further statistical data 

Various statistical tests were used to assess interaction effects between the 

demographic variables, the factor scores resulting from principle components 

analysis of the VRQ and responses to the decision-making scenario (BDS). Multiple 
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regression analysis was used to explore the predictor capability of the demographic 

variables offering continuous data, such as "age" and "years spend in education". 

Analysis of variance was used to explore relationships between categorical and 

continuous data (Cattell, 1978), while t tests were used as the appropriate pairwise 

metric in the same circumstance (SPSS Manual, 1991). Analysis of variance is a 

powerful technique, which compares the variation between (two or more) group 

means, relative to the variation between individuals within the groups. Groups are 

described as showing significant differences when the variation between group 

means is large compared with the variation between individuals within the groups. 

These tests were used to establish if significant differences exist in the mean factor 

scores of demographic sub-samples of the whole sample (S I+ S2 +S3; N= 281). 

The results of these statistical tests showed that the type of university attended, 

degree qualification, parents' occupations, gender and current hierarchical level were 

the variables which demonstrated statistically significant, predictor capability when 

considering the factor analysis of the VRQ and decisions taken (BDS). Hereafter, we 

will refer to these as predictor variables. Subsequently, chi-square statistics were 

calculated to explore co-variation between the predictor variables. All statistics in 

the text of this chapter are presented to two or three decimal places. Further details 

are presented in Appendices XIV to XVI. 

A similar analysis was not possible for the RNK. It will be recalled, from Chapter 

Three, that a ranking questionnaire provides ipsative data. The sum of the ranks for 

any individual respondent equals a constant, so there is linear dependency and negative 

correlations among the set of ranked items (Clemans, 1966: Jackson and Alwin, 1980). 

What is ranked is not done so independently, but relative to the other values being 
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assessed. Jackson and Alwin (1980) have demonstrated that the usual assumptions of 

the common factor model, especially the assumption of uncorrelated error, are 

inappropriate in the analysis of the latent content of ranked preference data. While there 

were some differences in rank ordering between sub-samples of the whole sample, 

based on demographic variables, meaningful interpretation is difficult. 

It will be recalled, from discussion in Chapter Five, that the three samples (SI = 

public sector managers, N= 13 6; S2 = private sector managers, N= 10 1 -, S3 = ACEs, 

N= 44) were matched on degree qualification and parents' occupations. The three 

samples were not matched on type of university attended, gender or hierarchical 

level. The reported number of managers from the public sector sample, who had 

graduated from Oxbridge, compared with other universities, was greater than the 

minimum expected frequency (N = 46,70% of total Oxbridge-graduate respondents). 

Conversely, the proportion of private sector managers who had graduated from 

Oxbridge (N = 7,10% of Oxbridge-graduate respondents) was lower than the 

expected frequency (Likelihood ratio < 0.001, Pearson Coefficient < 0.001). The 

ACE sample's minimum frequency of Oxbridge graduates matched the expected 

frequency (N = 13,20% of total Oxbridge respondents). There were also statistically 

significant differences between the three samples on gender and current hierarchical 

level. The observed minimum expected frequency of females was marginally greater 

than statistically expected in the public sector sample and lower than expected in the 

ACE sample (Likelihood ratio < 0.039, Pearson Coefficient < 0.05). Finally, public 

sector managers were significantly less senior (p < 0.001) than the private sector 

sample, 77% of public sector managers were between three and ten levels below the 
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most senior manager in their organization, while 46% of private sector managers fell 

into this category. By definition, ACEs occupy the most senior positions in their 

organizations (Likelihood ratio < 0.00 1, Pearson coefficient < 0.00 1). 

Comparison of mean factor scores of predictor variables from the VRQ 

Drawing on the values' scales developed in the earlier factor analysis of the VRQ, 

parents' occupations, degree qualification, university attended, hierarchical level and 

gender were identified as predictor variables (see Table 6.1, below). The whole 

sample (N = 28 1) was divided into two sub-samples based on each of these 

demographic variables and the mean factor scores compared for each demographic 

sub-sample. For example, responses were divided into graduates (N = 193) and non- 

graduates (N = 64,24 non-responses) and the sub-sample mean factor scores for each 

factor were compared. It should be noted that gender co-varied with the 

cc pragmatism" factor scores in the analysis of the public and private sector samples 

(N =237). In testing the hypothesis of zero difference between demographic sub- 

sample means, it was noted that women were marginally more likely than men, (p < 

0.06 and 0.04), to keep to the rules, rather than creating new, or bending existing, 

rules. However, this suggested relationship did not persist when the sample was 

expanded to 281 by addition of the ACE population. Women represented 17% of the 

public/private sector sample (N = 31: 23 non-responses), but only 13% of the total 

sample of 281 managers including the ACEs (N = 33: 25 non-responses). Therefore, 

gender should not be discounted as a predictor variable and further research should 

explore this finding. Chusmir and Parker (1991), for example, found that men and 

women report similar work, but different personal, values. 
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Table 6.1: t tests demonstrating statistically significant differences between 
mean factor scores of the predictor variables (N = 281) 

Covariate Change Factor Control Factor Principle Factor Hard work Pragmatism 
Factor Factor 

Parents' 
occupations: non-prof 0.50 non-prof -0.34 
mother prof -0.24 prof 0.25 
Non-prof N= 
35: Prof N= p :50.001 P! ý 0.01 
53 
Parents' 
occupations: non-prof 0.20 
father prof -0.15 
Non prof N= 
85: Prof N= P! ý 0.01 
156 
Degree 
qualification no degree -0.27 
None, N= 64: degree 0.07 
Degree N 
193 p 0.02 
Oxbridge cf 
others Oxbridge 0.34 Oxbridge -0.42 
OxN=66 others -0.11 others 0.13 
Other N= 215 

P: 5 0.001 P: 5 0.001 
Oxbridge 
ef other Oxbridge 0.34 Oxbiridge -0.42 
graduates grads -0.11 grads 0.14 
Ox N= 66 
Other uni N= p 0.003 p: S 0.001 
126 
Hierarchical 
Level by levels by levels 
0-2, N= 120 0-2: -0.27 0-2: 0.23 
3- 10, N 3- 10: 0.16 3- 10: -0.13 
140 

P: 5 0.001 P: ý 0.001 
Gender 
Female N male: -0.02 31: Male N female: 0.34 
183 

equal p: 5 0.06 

unequal p : ý- 0.04 

Notes: (a) figures less than 0 signify greater agreement with the factor: figures 
greater than 0 signify less agreement with the factor: only significant 
findings are reported. 
(b) ** figures based on sample of 237 public and private sector 
managers. 
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Discussion of findings from statistical analysis of predictor variables 

Parents' occupations 

The occupations of respondents' fathers and mothers were analysed separately. 85 

respondents reported that their fathers pursued non-professional occupations, 156 

reported that their fathers pursued professional occupations, while 40 did not respond 

to this question (see Appendix XIV). The sub-sample of respondents with 

professional fathers (see Appendix XV for the classification) demonstrated above- 

average agreement with the "principle" factor (p < 0.01). This was mirrored in the 

results of the sub-sample of respondents with professional mothers; 35 mothers were 

classified as pursuing non-professional occupations, 53 as working in professional 

occupations, 163 were described as housewives, while 30 did not answer this 

question. The children of professional mothers also demonstrated above-average 

agreement with the "principle" factor (p < 0.001). These respondents also 

demonstrated below-average agreement with the "hard work" factor compared with 

the children of non-professional mothers (p < 0.01). It should be noted that these 

statistically significant differences are based on a small sample of working mothers 

(N = 88). Separate analysis showed that it was not possible to discriminate between 

the mean factor scores of respondents with housewife mothers (N = 163) and those 

of respondents with working mothers (professional and non-professional, N= 88). 

Degree qualification 

Graduate respondents (N = 193), irrespective of the university attended, 

demonstrated below-average agreement with the "hard work" factor compared with 

respondents with no degree (N = 64: p<0.02- 24 non-responses). 
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Oxbridge graduates 

The mean factor scores of Oxbridge graduates (N = 66) were compared with those of 

two other sub-samples: with all others in the whole sample (N = 215) and with all 

other graduates in the whole sample (N = 126). Oxbridge graduates demonstrated 

below average agreement with the "change" factor compared with all others (p < 

0.001) and compared with other graduates (p < 0.003). Further, Oxbridge graduates 

reported above-average agreement with the "principle" factor compared with all 

others (p <_ 0.001) and compared with other graduates (p <_ 0.001). The sub-sample 

of Oxbridge graduates appears to value change less and to value principle more than 

the non-Oxbridge sub-samples. 

Hierarchical level 

As discussed in Chapter Five, the wide range of levels reported by respondents was 

reduced to two categories, more senior managers, (0 -2 promotions from the top, 

hereafter termed "senior managers) and more junior managers, (3 - 10 promotions 

from the top, hereafter termed "junior managers"). It will be recalled that the 

organizations participating in the research were selected for a match in size, based on 

the number of employees. The senior managers (N = 120) reported above-average 

agreement with the "control" factor (p < 0.001), compared with junior managers. 

Conversely, they reported below-average agreement with the "pragmatism" factor (p 

< 0.001) compared with the junior demographic sub-sample. Senior managers 

appear to value control and rules more highly. 
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Two statistical tests indicate that the ACE sample contributes significantly to this 

finding. First, there was no statistically significant difference between public and 

private sector managers on either the "control" or the "pragmatism" factors (see 

Table 5.4, Chapter Five). However, there were statistically significant differences 

between the ACE sample and both public and private sector managers on these two 

factors. Second, crosstabulation tells us that the ACE sample contributes most 

significantly to seniority in the whole sample (N = 281: p<0.001: see Appendix 

XIV). 

Summary and further exploratory statistical analysis of the predictor variables 

In summary, gender, parents' occupations, degree, university attended and 

hierarchical level demonstrated statistically significant, predictor capability 

compared with the factor scores of the VRQ. Respondents in these demographic 

sub-samples appear to place differing emphases on the value constructs "change", 

CC control", "principle", "hard work" and "pragmatism". These findings are consistent 

with the theory that socialization processes, such as type of upbringing, are central in 

value formation (Rokeach, 1973). The current research offers no insight into 

causality. For example, we cannot explain whether senior managers value control 

now that they are more senior, or whether they become more senior because they 

value control. 

Nor can we be certain that we are observing separate effects. For example, does a 

respondent value "principle" more highly because of an Oxbridge education or 

because both parents pursued "professional" careers? In order to address this, and 

similar, questions, further exploratory statistical analysis was conducted to 

220 



investigate possible relationships between these predictor variables. Chi square 

analysis was used to compare sets of categorical data (Tabachnick & Fidell, 1983). 

Statistical tests already carried out suggest that observations of the effect of 

"hierarchical level" were strongly associated with the ACE sample (see discussion 

above). Further, a significant relationship was found between parents' occupations 

and both type of university attended and degree qualification (see Table 6.2 below). 

The children of professional parents were more likely to have attended Oxbridge and 

to have a degree qualification. The children of non-professional parents were less 

likely either to have a degree or to have attended Oxbridge (Pearson coefficient 

0.00 1, Likelihood ratio 0.00 1). 

The results of the Chi-square analysis are set out in Table 6.2 below. These statistics 

support the results of the earlier analysis, which showed that both the children of 

professional parents and those who are Oxbridge-educated, have lower mean scores 

on the "principle" factor, signifying greater statistical agreement with this factor. 

Further, both the children of non-professional parents and the respondents without 

degrees have lower mean scores on the "hard work" factor, signifying greater 

statistical agreement with this factor. Therefore, we are not observing completely 

independent effects. Nonetheless, the respondents with professional or non- 

professional parents, respondents with and without degrees and respondents with and 

without an Oxbridge education are separately identifiable sub-groups of the whole 

sample. For example, not all Oxbridge graduates have professional parents. Further, 

only graduation from Oxbridge co-varies with the "change" factor scores. 
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Table 6.2: Chi-square analysis demonstrating co-variation between the 

predictor variables "parents' occupations" and "university education" 

Non-prof Prof'al Rowtotal Non-prof Prof'al Row total 
fathers fathers dfl mothers mothers dJ2 

NO UNI 
Number 28 30 58 20 4 24 
Row % 48.3% 51.7% 24.4% 83.3% 16.7% 27.3% 
Col % 33.3% 19.5% 57.1% 7.5% 
Expected 20.5 37.5 9.5 14.5 
Residual +7.5 -7.5 +10.5 -10.5 

Std resid +1.7 -1.22 +3.4 -2.75 
OXBPd' 
Number 10 52 62 5 16 21 

16.1% 83.9% 26.1% 23.8% 76.2% 23.9% 
11.9% 33.8% 14.3% 30.2% 
21,9 40.1 8.4 12.6 

-11.9 +11.9 -3.4 +3.4 

Sid resid -2.54 +1.9 -1.17 +0.96 
OTHER 
UNI 
Number 46 72 118 10 33 43 

39.0% 61.0% 49.6% 23.3% 76.7% 48.9% 
54.8% 46.8% 28.6% 62.3% 
41.6 76.4 17.1 25.9 
+4.4 -4.4 -7.1 +7.1 

Std resid +0.68 -0.5 -1.72 +1.4 
Column 84 154 238 35 53 88 
total 35.3% 64.7% 100% 39.8% 60.2% 100% 

Notes: (a) Neither of the expected frequency criteria was vioiatea, inaicaling 
that the chi-square is reliable. 
(b) Standardized residuals (Std resid) plus or minus 1 or more should be 

noted. 

Finally, further exploratory analysis produced one more statistically significant 

finding. Analysis of variance compared the between and within group variance of 

the whole sample, by sector, holding constant responses of Oxbridge graduates. The 

null hypothesis of zero difference among sub-sample factor means was supported for 

public and private sector respondents (N= 215) on the "principle" factor. It will be 

recalled that the null hypothesis was not supported in the whole sample analysis (N = 

281). Table 6.3, below, sets out the statistical analysis in full. Without the Oxbridge 
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graduates, there is no longer statistically significant difference between the public 

and private sector managerial samples on the "principle" factor. 

Table 6.3: ANOVA/Factor/Sector/Excluding Oxbridge-graduate respondents (N 

= 215) 

Variable FAC3_1, "Principle", by variable SECTOR 

Source DF Sum of Mean F ratio F prob. 
Squares Squares 

Between groups 2 6.14 3.07 3.44 0.034 
Within groups 213 188.38 0.89 
Total 215 194.52 

Multiple range tests: LSD test with significance level 0.05 

The difference between two means is significant if MEAN (J) - MEAN (1) > 

0.668 
*RANGE * with the following value for RANGE: 2.79 

(*) indicates significant differences 

312 

Mean Sector 

-0.214 ACE (3) 
0.083 Public (1) 
0.287 Private (2) 

It may be recalled that the whole sample (N = 281) factor means, by sector, set out in 

Table 5.3 in Chapter Five, were public sector = -0.123, private sector = 0.293 (p < 

0.001). The public sector sample agreed more strongly with the "principle" factor. 

This is a complex effect and not explained simply by talking of a ruling elite in the 

United Kingdom national culture (Parkin, 1971). One conclusion might be that it is 

primarily the Oxbridge graduates in the public sector sample who account for the 
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difference with private sector managers on issues of principle and social 

contribution. Moreover, this enhanced view of principle and altruism only holds for 

Oxbridge candidates who enter the public service. Analysis of variance was 

computed to compare factor scores, holding constant the responses of all except 

Oxbridge graduates. This showed significant difference between the factor scores of 

Oxbridge graduates employed in the public sector (mean = -0.53: N= 46) compared 

with those employed in the private sector (mean = 0.38: N= 7) on the "principle" 

factor. This implies that the public sector Oxbridge graduates valued "principle" 

more highly (p < 0.01); that it is not simply an Oxbridge education, but also the 

choice of career that is significant. Public sector Oxbridge graduates (factor mean = 

0.7-3)) also valued "change" less than private sector Oxbridge graduates (factor mean 

= -0.50: p<0,001). Therefore, it can be conjectured that the type of Oxbridge 

graduate who joins the public sector may value "principle" more highly, but also be 

more traditional or conservative in their approach to change, compared with the 

Oxbridge graduate who joins the private sector. There is evidence to suggest that 

different value orientations guide the choice of employer (Posner & Schmidt, 1982). 

There are at least three caveats to this analysis. First, there may be some socialization 

effect over time, that is, these values may have been reinforced by the working 

practices found in the public sector. While observing a transitional group, such as 

the ACEs, may approximate any possible socialization effects, there is no substitute 

for a longitudinal study of values. We return to this discussion in Chapter Seven. A 

second caveat is that the sample size is small: there were only 66 Oxbridge graduates 

in the whole sample. Conclusions drawn on the basis of a comparison between two 

very small samples (S 1, Oxbridge graduates, N= 46: S2, Oxbridge graduates, N= 7) 
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need to be treated with caution. Third, the three samples were not matched in terms 

of Oxbridge representation. Nonetheless, this exploratory research indicates that 

knowledge of the type of university attended can offer additional insight into values, 

in the United Kingdom. 

Demographic variables and their relationship with decision-making (BDS) 

Hierarchical level attained was the only demographic variable where variation in 

decision-making patterns (BDS) was observed between the two demographic sub- 

samples of senior and junior managers. Senior managers (N= 117,3 non-responses) 

were more likely to spend money on option A in Decision Four than junior managers 

(N = 139,1 non-response) (p < 0.049). Decision Four is set out below. 

Decision4. Product "G" was a big success. The E75,000 initial special advertising led to about 
E500,000 infirst sales lastyear, butfew reorders have arrivedfrom old customers, who complained 
about Poor product quaW and serviceabik. If the product is not improved, about the same 
amount of special advertising ivill be required to attract the same number of new customers. Cost 
of improving Product G so that it %III maintain repeat business among such new customers is 
E3 75,000. 

Choice: A. Spend thef375,000 on improvenwnt 
B. Maintain the E75,000 special advertising 

There was no statistically significant difference between these two sub-samples in 

terms of their propensity to spend on the other four decisions in the BDS. 

It should be recalled that there were statistically significant differences between the 

three samples on hierarchical level (Likelihood ratio <- 0.001, Pearson coefficient < 

0.001). There were significantly more junior public sector managers (N = 101: 77% 

of public sector sample) than junior private sector managers (N = 39: 46% of private 

sector sample). ACEs occupy the most senior positions in their organizations (N = 

44). When this analysis was first undertaken, before data was gathered from the 
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ACE sample (Sl = 136, S2 = 101, N= 237), no differences in decision-making 

patterns were found between more and less senior managers in the public and private 

sector samples. This implies that it may be the ACE sample that is affecting the 

statistically significant difference in decision-making patterns on Decision Four. 

Crosstabulation, (Table 6.4 below), demonstrates this to be the case (p < 0.05). (It 

may be recalled, from Chapter Five, that ACEs (S3) were more likely to spend on 

option A on Decision Four (Pearson coefficient -< 
0.05, Likelihood Ratio <- 0.02), 

than the other two samples, SI and S2). 

None of the other demographic sub-samples (Oxbridge, degree, parents' occupations 

or gender) demonstrated statistically significant differences in decision-making 

patterns. Logistic regression failed to establish a model capable of predicting which 

variable, or combination of variables, would lead to specific decisions. 
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Table 6.4: Chi-square analysis by sample (SI, S2 and S3) demonstrating greater 
propensity of ACEs to take option A in decision 4 from the BDS 

Decision 4 Public sector Private sector ACE (S3) Total 
Df 2 (SO (S2) 
Decision 4A 
Number 117 77 40 234 
O/oof decision 4 50% 32.9% 17.1% 100% 
% of sector 86% 81.9% 97.6% 86.3% 
% of total 43.2% 28.4% 14.8% 86.3% 

Adj. Residual -0.2 -1.5 2.3 

Decision 4B 
Number 19 17 1 37 
O/oof decision 4 51.4% 45,9% 2.7% 100% 
% of sector 14% 18.1% 2.4% 13.7% 
% of total 7% 6.3% 0.4% 13.7% 

Adj. Residual 0.2 1.5 -2.3 
Total 
Number 136 94 41 271 
O/oof decision 4 50.2% 34.7% 15.1% 100% 
% of sector 100% 100% 100% 100% 
% of total 50.2% 34.7% 15.1% 100% 

Notes: (a) Neither of the expected frequency criteria was violated, indicating 
that the chi-square is reliable. 
(b) Adjusted residuals (Adj. Residual) plus or minus I or more should be 

noted. 

Summary 

The demographic variables "type of university", "gender", "parents' occupations", 

"degree qualification" and "hierarchical level" have been shown to offer additional 

insights into values in the current research. This accords with findings from earlier 

research (Kilpatrick et al, 1964; England, 1967ii; Kohn & Schooler, 1969, Schmidt 

& Posner, 1986, Jensen et al, 1990, Chusmir & Parker, 1991). It is recommended 

that these demographic data, together with data on "years spent in work" and "job 

function" should continue to be collected by researchers into values (see also Chapter 

Five for a fuller discussion). That no difference in decision-making patterns was 

observed, except in those of more senior managers, especially ACEs, is interesting. 
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More senior managers may espouse or emphasize different values (see Table 6.1), 

such as control and rule conformity. The supplementary question is whether they 

take different decisions as a result of a different value set (or different priorities 

within a similar value set), or because of their elevated position in the organizational 

hierarchy. In other words, is "hierarchical level" a contextual or causal mechanism 

in decision-making processes? 

We turn next to consider the interview data gathered from ACEs, in an attempt to 

answer this, and earlier, questions posed by the current research. 

Part 2: The interview data gathered from ACEs (S3) 

In Chapter Three it was reported that the most common research instrument for 

measuring values at the level of the individual has been a questionnaire (Rokeach 

(1973), Allport, Vernon and Lindzey (1960), England (1967, ii), Flowers (1975), Bartol 

(1979), RavIin (1987)). However, the partiality of statistical data (Bell & Newby, 1977) 

and the richness of qualitative data (Bryman, 1984) often lead researchers to gather 

interview data. The use of interview data to expand or probe statistical data is 

widespread (Silverman, 1997). Interviews are useful in checking for nuances of 

interpretation of questionnaire items. They may also be used to probe the link between 

values and behaviour over time. It is possible that survey techniques may miss 

important areas or uncover superficial, rather than fundamental, value constructs. While 

there is no guaranteed causal relationship between values and individual actions (Ravlin 

1989), fundamental values can be expected to affect general trends in behaviour over 

time, (Rokeach, 1973). 
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The semi-structured questionnaire used for the interview (set out at the end of 

Chapter Five) allows for the possibility of new data being discovered (Fletcher, 

1974), while aiding comparability of the findings (Wax, 1971). At their request, the 

Agency Chief Executives (ACEs) were sent the interview questions in advance, but 

they were not told at the outset of the interview what had been the results of the 

statistical analysis. They were offered the opportunity to comment on these results at 

the end of the interview. 

Ten ACEs were interviewed separately for between one and two hours. These ten 

represented 7.7% of the total ACE population of 130 in March 1997, the period 

during which the interviews took place, and 22.7% of the 44 ACEs who responded to 

the survey. The ACEs interviewed could be considered representative of the whole 

population, by virtue of their different backgrounds (Next Steps Briefing Note, 

March 1997). Five were lifelong civil servants, or had spent significant career 

periods working in the public sector (58% of the total ACE population are internal 

appointments). Two ACEs had spent their careers in the Armed Forces (17% of the 

total population are Armed Forces' appointments). Three had been recruited from 

the private sector (25% of the total population are external appointments). They 

ranged in age from 48 to 53 and all, except one, were married. Eight had degrees, 

five of which were from Oxbridge. All were male: unfortunately, no female ACEs 

volunteered to be interviewed. Six had mothers who had been housewives, three had 

mothers who had pursued professional careers and one respondent's mother had 

worked in a non-professional occupation. Nine had fathers who had pursued 

professional careers and one respondent's father had worked in a non-professional 

occupation. Interestingly, the five who had spent either some time working outside 
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the civil service, or who had been recruited from the private sector, all had Oxbridge 

degrees. 

As serving public servants, the ACEs asked for data from the interviews to be 

reported anonymously. Therefore, verbatim quotations are used anonymously to 

illustrate resonance between the findings from the factor analysis of the VRQ and 

values expressed by the ACEs. The quotations are not used selectively. ACEs also 

exercised the right to approve the record of the excerpts of their interview data 

reported. Post-interview, the interviewees agreed that the quotations were a fair 

representation of how each individual had sought to explain his core values. These 

approved excerpts are reported below, without comment, in order to respect their 

wishes, followed by a discussion section. 

A content analysis of interview data supported the statistical findings, but is not 

presented to suggest that these four values are the only values of importance to the 

ACEs. For example, not every ACE is reported under all of the four headings. 

Rather, the content analysis is intended to support the proposition, that the results of 

the statistical analyses do fairly represent important values held, on average, by 

ACEs, with particular emphasis on those values that discriminate between them and 

the other managerial samples in the current research. That is, the interview data help 

to assess the extent to which the constructs uncovered in the current research can be 

considered representative of meaningful values. 

Questions 3 and 4 from the Interview Schedule asked about decision-making 

patterns. These were general questions, not specifically linked to values. That is, 
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interviewees were not asked to describe a time when they acted in accordance with 

their values, compared with another occasion when they didn't. However, important 

decisions, or behaviours, related by interviewees indicate conformity with the values 

described. For example: 

, 
ficult decision was to sack someone in a critical leadership position, because "One dýf 

he had been fiddling expenses. Did the punishmentfit the crime? Yes-Idonotwantto 

condone behaviour like this. " 

This quotation is cited below to illustrate the "principle" factor. Behavioural 

examples like this are a further indication of the meaningful nature of the value 

constructs exposed by the VRQ. Meaningful values are believed to guide behaviour 

(Rokeach, 1973 . 
Ravlin, 1994). 

Responses to the opening question from the Interview Schedule "Which three values 

are most important to you" are set out below (Table 6.5). Then the interview data are 

presented and discussed, by factor. In each case, the items loading onto the VRQ 

factors are replicated, for ease of reference. Finally, the possible effects on values of 

socialization at work are considered (Chatman, 199 1). 
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Table 6.5: The three most important self-declared values for each ACE 
interviewed 

1. Integrity (honesty and sticking to principles), openness and compassion. 

2. Integrity (honest and not open to manipulation), public service and change 

3. Group work (harnessing initiative to get results), trust and results. 

4. Integrity (high ethical standpoint), openness, commitment (to objectives and to hard 

work). 

5. Integrity (to build trust and loyalty), developing others and openness. 

6. Results, change and empowerment (developing others). 

Z Clarity of objectives, change and control. 

8. Pursuit of excellence, carefor subordinates, honesty. 

9. Loyalty, integrity, sense of duty (traditional public service). 

10. Empower staff, customerfocus (public service), valuefor money (results). 

In Chapter Five, it was shown that ACEs demonstrated above-average agreement 

with the factors of "change", "principle" and "control", and below-average 

agreement with "pragmatism". The content analysis reported below is recorded 

under these headings. 

The value of "change" 

Comments illustrating the range of ACEs' views about change are presented below. 

They seem to cover three broad areas: the importance of early action in a new job, a 

desire to innovate and a generally change-oriented approach to work. 
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"My third value is being persuasive. Iam an agent of change andso have 

to persuade staff, persuade Ministers andpersuade Treasury. I have 

produced a series of change booklets. I have to prove that no organization 

anywhere else could do it better: I cannot relax. " 

"I introduced a new, flexible staffing system. It seems to me that we can't 

control demand, it's unpredictable, so, we have to match supply to it In the 

last two years I have moved to a situation where less than half our staff are 

full time civil servants and more than hatf are contract workers, including 

shift workers. " 

A change-oriented approach 

"I'm a bit of a change-aholic. Sometimes I worry that it might be 

addictive. " 

"I empathize with change, it is important. An organization can be lively, 

productive and growing if it is open to change. I have had some resistance 

to change within the organization, but I have just got on with it. " 

"Ihe discussions I hear at ACE conferences are no differentftom those at a 

private sector gathering, except the complaints about Ministerial 

interference. It's about how to manage change and achieve results. " 
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Discussion of "change" 

Item 14 1 should actively seek new ways of working and discard the old 
Item 18 1 should constantly seek new ways of working 
Item 3 change brings improvement 
Item 36 (given the choice, I should keep things as they are rather than changing much) 
Item 6 (1 should adapt carefully rather than innovate too much) 
Item 33 (1 should keep what is bestfrom the past more than lookingfor change opportunities) 

ACEs agreed more strongly than public sector managers with this value from the 

VRQ (p < 0.001). The interview data suggest that this value is well established, 

rather than the result of socialization in the ACE role ("I'm a bit of a change- 

aholic. "). One respondent suggests that change-oriented individuals are sought 

deliberately, as part of the recruitment process. It has been suggested that assessment 

Of t values sonould be used -as -a recruitment tool (Sikula, 1973, England, 1975). 

Chatman (1991) proposed that selection was an important stage in the process of 

ensuring person-organization fit, that is, the congruence of personal values with those 

of the organization. Unfortunately, guidelines for assessors for the Civil Service 

Selection Board are not published. However, as well as testing for specific 

competences, assessors are briefed to select candidates who are not motivated by 

personal interest, but who demonstrate a kind of public interest, or altruism (private 

conversation with Head of the Director of Fast Stream Recruitment, March 1997). 

Paying attention to values, or probably more generally, attitudes, is an established 

part of the recruitment process of senior managers into the UK public sector. 

It is perhaps surprising that "change" has not featured more noticeably in previous 

research. England, (1967ii) identified "change" as an operative value for American 

private sector managers, that is, as a value that influences behaviour. Yet in his later 
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study of international managers (1975), England showed "change" to be of low-to-nit 

behavioural relevance in the profile of an average international manager. This study 

included managers from the USA, Japan, Korea, India and Australia. Looking at 

"pragmatic" (such as American), compared with "moral" (such as Indian) managers 

within the whole sample, England found that pragmatists held "change" as an 

operative value, while moral managers did not. England's profile of an average 

international manager highlighted only the values that all managers in the sample 

held in common. The value of "change" appeared to be successful in discriminating 

between national cultures. In the current research, the items loading onto the 

"change" factor attempted to measure the Kluckhohn & Strodtbeck (196 1) concept of 

time. Items 14,18 and 3 attempted to measure a "future" time orientation, while 

items 36,6 and 33 were intended to measure a "present" time orientation. As items 

36,6 and 33 load negatively onto the "change" factor, this factor seems to 

approximate a "future" time orientation, "Time" has discriminated successfully 

between national cultures (Kluckhohn & Strodtbeck, 1961; Schein, 1985, 

Trompenaars, 1993). The "change" factor succeeded in discriminating between 

managerial samples in the current research (p 
-< 

0.001). We would argue that 

"change" is a value, to which more research interest should be paid in the ffiture. 

The value of "control" 

Expressed values about control from ranged from ACEs who demonstrated, through 

their actions, that they were taking control, to more general statements about the 

desirability and importance of being in control. 
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Taking control 

"Ifelt isolated, I was refused information, I was expected to "rubber- 

stamp " decisions. On myfirst day, I was expected to agree to ýC25 million of 

expenditure. I refused. " 

"When I arrived, managers had no power, contracts were pursued in quite 

separate functions reporting right up the organization to the parent 

Department andMinisterv. I had to empower them, to agree a new mission 

for the organization, to establish the importance of our service and to re- 

engineer our processes ftom a bureaucracy to a world-class service 

organization. " 

"It was difficult to push through a results-orientedpay system, but it was 

the right decision. I have never had to get rid of someone because they 

disagree with the changes, although the resistance to change is higher here 

than in the private sector. I have a lot offteedom anyway, more than I had 

in the private sector. " 

"I have been expanding some internal programmes and itfelt good. I 

haven't had any resistance from my parent Department, because Ijust got 

on with it: it's nothing to do with them. " 

"I have managed to shift policy, despite some oppositionftom my Minister, 

by making public announcements. " 
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Desirability of being in control 

"I wouldn't do the job if I didn'tfeel that I could make the changes 

necessary. Ifl were unnecessarily blockedfrom outside the organization, I 

would leave. " 

"A CEs tend toftel controlled, through too many mechanisms: the Public 

Expenditure round, central diktats, performance measures, the Framework 

Document. Ifind civil service intellectual argumentsftustrating, they are 

just positioning arguments, pushingfor more control. Commercial 

Agencies have to be more worried about central controls, which may add 

extra costs, than I do. " 

"I do not see shaping destiny as control, which is rigid, but rather, moving 

the organization forward according to my lights. " 

Discussion about "control" 

Item 22 (1 am reluctant to act on nT onw judgement if it conflicts with organizational policy) 
Item 38 1 should anticipate and control change 
Item 11 (my actions make little difference to what happens) 
Item 28 it is possible to change thefuture by using initiative 
Item 23 1 should seek to he in charge of my own destiny 

Managers from the ACE sample valued "control" more highly than either public or 

private sector managers (p < 0.006). Senior managers also value control more highly 

than junior managers (see Table 6.1: p<0.00 1), although crosstabulation tells us that 

the ACE sample contributes most significantly to seniority in the whole sample (N = 

281 ip<0.00 1- see Appendix XIV). Again, the interview data indicate that this 
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value is well established. Within days of arriving in the job, ACEs are refusing to 

'rubber-stamp' decisions, emphasizing their need for freedom and their 

unwillingness to be 'blocked'. Yet the term 'control' is not socially desirable. 

"I do not see shaping destiny as control, which is rigid, but rather, moving 

the organization forward according to my lights. " 

Their desire to be in charge and their willingness to be proactive are apparent from 

the interview data. The links with earlier research into values was explored in 

Chapter Five, particularly with the inner and outer-directed constructs developed by 

Ali (1992) from the work of Flowers (1975). However, this value seems to offer a 

link to research into leadership. Stogdill's (1948) seminal review questioned the 

ability of personality trait theory to predict leadership performance. However, being 

dominant, strong-minded and persuasive are recurrent themes in research into 

leadership competences and the factors that differentiate leaders from others 

(Cockerill, Hunt & Schroeder, 1995; Hunt & Laing, 1997). We return to this 

discussion in Chapter Seven. 

The value of "principle" 

It was this subject which elicited most response from ACEs, with opinions being 

expressed in some detail. Again, a range of views was expressed. Comments fell 

into four broad categories: the importance of being open and honest with others, 

building trust and loyalty, acting in accordance with one's principles and the 

importance, or centrality, and incorruptibility of public service. One ACE believed 

that there was no "Crown copyright" over "public service", which, he felt, could be 

offered also in the private sector. 
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Being open and honest 

"One implication is the transfer of several hundred civil servants to the 

private sector. Aal could be presented with half-truths, or openly and 

honestly. They must be treated completelyfairly and made toftel they 

matter. - 

"One should be as open as possible with information, including business 

objectives. " 

"You have to be honest, to say what you mean and mean what you say. It is 

helped by being in the public sector and therefore not having to try to make 

a quick buck, but a lot of values in the civil service are the same as my 

major private sector employer. I did workfor two years in the (xxxx) 

indusay, which I did notfind comfortable. There was a 'fat cat " mentality, 

with profits and market position mattering more than the customer. " 

"You have to tellpeople as much as possible about new technology, which 

may cutjobs, and say you don't know, when you don't. Ifyou don't share 

information, you will not meet objectives. " 

"You have to have an honest appraisal of the business, take individual 

responsibility and not be reluctant to admitfault. " 

"It makes mefeel uncomfortable to know that we are not always completely 

honest with customers, but we bid even ýf we know that their specification is 
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unrealistic, because we know our competifors will and we don't want to lose 

the business. But I would never do anything which I could not report to the 

Public Accounts Committee. " 

"Integrity is thefirst value on my list. Ihis means dealing honestly with 

people, telling the truth and sticking to what I believe in, being honest to 

myseff. It is hardfor me to work in apolitical environment, which does not 

accord with my beliefs and I have to keep quiet on policy issues when I have 

an opposing view. I would resign over a policy with which Ifundamentally 

disagreed, but I would leave quietly, I would not cause political 

difficulties. " 

Building trust and loyalty 

"Integrity is myforemost value. Ifyou are in businessfor a long time, you 

need to retain the loyalty of staff and customers, to build trust, so that it is 

easier to get people to work with you. Ihisisacommercialfocuson 

integrity, not altruism. Civil servants are insulatedftom commercial 

pressures and so may have the luxury offollowing their consciences more. 

There is less pragmatism in the public sector. " 

" You have to trust others and be trusted, to do what you say you are going 

to do, to be reliable. -This is not the same as individual integrity, it's not the 

same as trusting them to behave with your wife. " 
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Acting in accordance with one's principles 

"I would certainly resign on a point ofprinciple. " 

"Protecting the vahies of the organization; to take a decision and to stand 

by it. If I can't do that, then I must leave. What is important is being true to 

oneseff, to stand up and be counted " 

"One difficult decision was to sack someone in a critical leadership 

position, because he had beenfiddling expenses. Did the punishmentfit the 

crime? Yes -I do not want to condone behaviour like this. " 

The centrality and incorruptibility of public service 

"Integrity is myforemost value. I am Accounting Officer, I have a large 

budget, which must be dealt with, with probity. I give advice to Ministers 

and my Permanent Secretary, whom I greatly admire. I must not be open to 

manipulation by others and must be trusted to putforward a balanced 

opinion. For example, I am not askingforfunds to improve one aspect of 

our service this year, even though it hurts me that the customer suffers. 

am asking insteadfor otherfunds which will improve our service more in 

the long term. " 

"What is important is traditional public service really. I believe in loyalty, 

integrity and a sense of duty. I belie ve in these principles. Idobelievethey 

are differentftom the private sector. You don'tjoin the public sector to get 

rich, butfor other reasons. Otte reason outside Chief Executives are 
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chosen is that they do not bring the baggage ofpublic sector ethos with 

them. "at is happening is that Agencies are pushing people more to 

private sector vahies; single-mindedness, ruthlessness, deviousness. This 

contravenes my value of loyalty. I observe it in others and I have resisted it. 

Agencies are pushing people towards Value for Money at all costs. Other 

values have to be brought in. " 

"You do not have to be a direct employee of the Crown to have a sense of 

public service. nere is lots of corruption in a slack public service 

monopoly. " 

"I am more comfortable earning profi tfor the taxpayer than I was earning 

profit. for shareholders. " 

Discussion of "principle" 

Item 37 it is better to resign than to condone behaviour which I consider to be wrong 
Item 25 1 should speak out against behaviour which contravenes my principles, even if it damages 

my career 
Item 91 must do what I believe to be right, or I would rather do nothing 
Item 34futflfling moral requirements is more important than getting results 
Item 21 should seek to make a social contribution through my work 

ACEs agreed more strongly with this value from the VRQ than private sector 

managers. The interview data indicate that their definition of "principle" is broad. 

For some ACE respondents, "principle" seems to mean being open and honest, for 

others it is being trustworthy, or being ready to resign, or possessing a heightened 

sense of integrity, for others still it is a sort of commercial pragmatism, which they 

believe will win them more work. Although one interviewee mentioned being a 
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practising Christian, most did not broaden the definition to life outside work. 

Integrity in business was "not the same as trusting them to behave with your wife. " 

For only one ACE did this value appear to be about what he described as "traditional 

public service really, loyalty, integrity and a sense of duty". Some respondents felt 

that they had been successful in finding employers of integrity in the private, as well 

as the public, sector, while others found lower commercial pressures in the public 

sector allowed them the 'luxury' of principle. 

The interview data suggest that this value is of longstanding, not recently acquired as 

the result of becoming an ACE, Furthermore, it does appear to impact on behaviour. 

In contrast, England (1967ii) found values like "honor" important to private sector 

American managers, but of low behavioural relevance, because they were not 

perceived to be valued or rewarded by their employing organizations. "Honesty" has 

long been accepted as an important value (Anderson, 1968; Rokeach, 1973; Ravlin, 

1987i). Sikula (1973,20) proposed that "... anew subgrouping of the values appears 

to be vitally important for the governmental-executive group. In general, "integrity" 

values... ". The VRQ and RNY, have succeeded in identifying such a subgroup, 

which has moral and dutiful overtones. While managers from all three samples 

marked highly, on average, "honesty" on the RNK, ACEs (in position 3) and public 

sector managers (in position 4) marked "principled" more highly than private sector 

managers (in position 7). Similarly, there were statistically significant differences 

between public sector managers and ACEs, compared with private sector managers, 

on the "principle" factor from the VRQ (p < 0.001). It will be recalled that, holding 

constant the responses from Oxbridge graduates, there was no statistically significant 

difference between public and private sector managers on the "principle" factor from 
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the VRQ. This led to the proposition that public sector Oxbridge graduate 

respondents might account for the difference with private sector managers on this 

factor. The same is not true for the ACE sample. Statistically significant differences 

between ACEs and private sector managers persist when the responses of Oxbridge 

graduate respondents are held constant (p < 0.04). This indicates that adherence to 

"principle" for the ACE sample does not depend upon their Oxbridge graduates, but 

is more widespread. 

The value of "pragmatism" 

This was perhaps the most interesting finding. The responses indicate that some 

ACEs believe that rules are important as an operating framework. Others accept that 

they should work within rules, but seem prepared only to work within those rules that 

they acknowledge as important or "real". Still others have learnt that certain rules, 

especially financial ones, are an important part of the ACE job, but some are 

prepared to challenge or ignore the rules where they conflict with achieving results. 

Rules are important 

"Ihe rules are clear and so I believe that they are strict and good Senior 

civil servants makingpolicy is like working on thefly, they make up the 

rules as they go along. " 

"Living by a set of rules is one thing, this is the same as living by one's 

principles. Agreeing with a set qf rules is different. Undoubtedly, central 

antiquated rules are difficult. Most A CEs want to change the set of rules to 

which they have to cot! form, but we do want a set (? f rules. " 
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Depends how you derine a rule 

"I get a lot offteedom anyway, as long as I meet myfinancial targets. I 

play within the rules, but then, I don't go lookingfor rules. " 

generally subscribe to the rules, but would challenge them if they were 

stupid or daft, rather than trying to work around them. But then, people 

arguefor rules which don't really exist, but which arejust custom and 

practice. 

"Rules should be importantfor taking the Agencyforward. In the public 

sector, there are checks and controls built in which are based on 

exceptional happenings and which hamper people in their day-to-day 

activity. We swept quite a lot of that away. " 

Some rules are important 

"The financial rules are absolute, traditional "custom andpractice "public 

service rules are not. " 

'7 inherited a poor PES settlement and had to undergo a three hour PAC 

hearing because of an overspend. I never want to go through that again: 

ourfinancial rules must be tighL " 

"A CEs work within a ftamework that is set by the Deputy Prime Minister 

and therefore experience a commonframework of rules. Theyjoin together 

in events where they discuss such issues and are reminded about the central 
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policies and rules. From my Iwowledge of them, I do notfind them 

naturally conformist, but as a set, they have had a number of battles and 

won little additionalfteedom above that which the rules give them. " 

Rules should not impede results 

"If I kept to all the rules on contracting out work I would not be able to 

changefast enough to meet my targets: so I choose to meet my targets. " 

"I have heard it said that 'Rules are for the obedience offools and the 

guidance of wise men'. Obviously you have to be completely proper with 

other people's money, but overall I want to be judged by results, not by 

conformity with rules. " 

Discussion of "pragmatism" 

Item 17 the best rules are the ones I make up mysetf, case by case if necessary 
Item 30 bending the rules is acceptable when it gets results 
Item 13 it is more important to get results than to befair 
Item 26 competition between people is the best way to achieve high performance 

The interview data were helpful in explaining why the senior managerial sub-sample 

was apparently more concerned to adhere to rules than the more "pragmatic" public 

and private sector sub-samples. ACEs expressed stronger disagreement, to a 

statistically significant degree, with the "pragmatism" factor from the VRQ (p < 

0.004), compared with both public and private sector managers. (More senior 

managers also valued pragmatism less (see Table 6.1: p<0.001). As discussed 

above, the ACE sample contributes most significantly to seniority in the whole 

sample (p 
-< 

0.001: see Appendix XIV)). 
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A nalve reading of the interview data suggests that this could be a question of 

interpretation. What is a "rule" and must be obeyed; what is "custom and practice" 

and can be ignored or challenged? However, it can be argued that ignoring or openly 

challenging a rule is simply another way of imposing one's own rules, without 

"bending" them. So the ACE who said "From my Mowledge of them, I do notfind 

them naturally conformist" may be correct. The other possibility, which must be 

considered, is that processes of socialization are at work, As one of the interviewees 

makes clear, the importance of public scrutiny through House of Commons' 

committees is emphasized on recruitment and reinforced at regular ACE gatherings. 

Adherence to financial rules, in particular, is presented as central to public probity 

and proper execution of decisions dealing with taxpayers' money. It is unlikely that 

we are observing the same socialization process as that described by Chatman 

(1991), for two reasons. First, the sample she studied (171 audit staff, average age 

24 years) were young and inexperienced. Informal socializing and being mentored 

were shown to increase person-organization congruence and job satisfaction over the 

first year of employment. The ACE sample is very senior and older (average age 51 

years). The interview data suggests that they have developed self-insight in terms of 

the jobs and organizations that they enjoy. Second, interview data in the current 

research indicates that rules are seen as an organizational constraint and 

acknowledged as being part of the job. However, rules can also be challenged and 

will be overridden when necessary. This implies that more senior managers have the 

power to change the environment where they work and will exercise this option, 

rather than exit. 
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It is likely that some form of acculturation process is at work. Their exposed position 

as Accounting Officers to Parliament means that ACEs acknowledge the necessity of 

conforming to important rules. However, it is probable also that "pragmatism" is not 

a core value for the ACE sample. During the interview, rules, whether they were to 

be kept or violated, were mentioned only in the context of commenting on the 

findings from the current research. Further, the interview data suggest that (non) 

"pragmatism" will be challenged if it contradicts a more important value, such as 

achievement. 

ACEs' other values 

It should be noted that the ACEs also spoke of other values of importance to them 

during the interviews. Content analysis of the interview data revealed three other 

potential value constructs, which could be called "hard work", "people" and 

CC achievement". When speaking of "hard work", for example, ACEs talked about 

demonstrating commitment to their work, about being willing to work long hours and 

of intolerance of "nine to five" managers. 'Teople" values involved discussion of a 

desire to work in teams, to develop and care for staff, to exercise compassion and to 

trust and empower others. The value of "achievement" was illustrated by comments 

about the importance of clear objectives and measurable results, a desire to provide 

excellent service, a focus on customers and on providing value for money. It will be 

recalled that ACEs marked "achieving" (defined as "get results") as their primary 

value in the Major Fieldwork RNK (as did private sector managers, while public 

sector managers ranked this value in second place). None of these three value 

constructs discriminated between managerial samples in this research. A "trust and 

achievement" factor resulted from earlier analysis of the Development Phase VRQ. 

249 



This factor was about trusting others, group work and achieving results. It did not 

discriminate between public and private sector managers and failed to emerge as a 

factor in the Major Fieldwork. "Hard work" is one of the five factors that resulted 

from analysis of the Major Fieldwork VRQ It is the only factor for which no 

statistically significant differences were found between public sector managers, 

private sector managers and ACEs. 

Summary 

The interview data support the proposition that ACEs espouse the values attributed to 

them from statistical analysis of the VRQ and confirm that the VRQ has tapped into 

meaningful values, which act as a guide to behaviour. Moreover, apart from (non) 

"pragmatism", these values seem to be of longstanding. Nonetheless, the interview 

data demonstrate that the average results presented for the ACE sample mask 

important nuances of interpretation. 

The interview data show that individuals place greater importance on some values 

than on others. This hierarchical conception (Rokeach, 1973) is another indication 

that the current research has tapped into core values. At times, the values are 

contrasted and one chosen above another. For example, one ACE said: 

"IfI kept to all the rules on contracting out work I would not be able to change 

fast enough to meet my targets: so I choose to meet my targets. " 

This observation seems to contrast "pragmatism" and "achievement", with the 

interviewee choosing to emphasize "achievement". 
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"Pragmatism" (or rather, the lack of it) appears to be the only value that may have 

been adopted through, or exacerbated by, acculturation processes in the role of 

Agency Chief Executive. Therefore, "hierarchical level" cannot be discounted as a 

contextual mechanism in the process of value adoption. No conclusions can be 

drawn in the current research about the possible effects of "hierarchical level" on the 

decision-making process. As Hughes, Rao & Alker (1976) point out, values are 

more likely to affect priorities, pall of the decision-making process, rather than 

decisions. However, we cannot be sure whether it is "hierarchical level", or a 

different value set, which caused ACEs to take different decisions in the BDS. 

Finally, we return to the question with which we opened this chapter. Is "I value 

integrity, so I join the public sector" the same thing as "I join the public sector, so I 

value integrity"? We can draw no definitive conclusions about causality. However, 

there are indications, in the findings, that the first statement is probably true for 

Oxbridge graduates, when compared with private sector managers. 

The implications of the findings from this research, as well as directions for further 

research, are discussed in Chapter Seven. 
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CHAPTER SEVEN 

Summary of findings against hypotheses tested and future research agenda 

Introduction 

"Politicians and the education establishment are wrong to oppose school vouchers. 

Clevelan d's vou ch er sch em eh as led to th e jou n ding of n ew sch ools, free from th e 

dead hand of school-board bureaucracy, offering poor families a real increase in 

choice The fierce competition between different car-makers and different 

supermarkets has led to better value, higher quality and more innovation. Far 

from ruining the education system, more competition is exactly what is needed to 

improve it. " (The Economist, 29 November 1997, page 16). 

This chapter considers, in turn, the hypotheses (set out in Chapter Two) that the 

current research was designed to test. Then, it goes on to discuss the wider 

implications of the findings for the central UK public sector, that is, the civil service, 

and for research into values more generally. Finally, the continuing research agenda 

resulting from the current analysis is outlined. 

The hypotheses 

Hypothesis One: Public sector managers espouse different values from private 

sector managers about what is important at work. 

Hypothesis Two: Existing research on public sector values fails to codify 

adequately the core values ofpublic servants in the 1990s. 

Hypothesis Three: Normative statements of the values UK civil servants should 

espouse differfrom the values reported by them 
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Hypothesis Four., Differences in the espoused values of public and private sector 

managers have behavioural consequences. 

Hypothesis Five: Core values are sufficiently robust to be accessible through 

different methodologies. 

Table 5.4, interpreting the results from factor analysis of the VRQ, and Table 5.6, 

showing the rank order of the RNK by sample, are set out below, for ease of 

reference. 

Table 5.4: Interpretation and explanation of statistically significant differences 
between the mean scores for the three samples (S1 = 136; S2 = 101; S3 = 44) on 
ths- uahu-e eamnuitt-d fram fqvtnr nn%1vqie af the. VRO (N = 281) 

Factor name' Significant Significant Significant Explanation 
difference difference difference 

between public between public between 
(SI. ) and sector private sector 

private sector managers (Sl) managers (S2) 
(S2) managers and ACEs (S3) and ACEs (S3) 

Change yes yes no Private sector 
managers and 
ACEs stronger 

agreement 

Principle yes no yes Public sector 
managers and 
ACEs stronger 

agreement 
Control no yes yes ACEs stronger 

agreement 
Hard work no no no No difference 

between the 
three samples 

Pragmatism no yes yes ACEs stronger 
disagreement 
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Table 5.6: Rank order of the Ranking Questionnaire (RNK) by sample (SI 
132: S2 = 95: S3 = 43) (N = 270) 
Public sector 
(SI) 

Private sector 
(S2) 

ACEs 
(S3) 

Honest Achieving Achieving 

Achieving Honest Honest 

Impartial Changing Principled 

Principled Self-developing Changing 

Changing Competitive Trusting 

Note: N= 270.11 respondents failed to complete the RNK 

Hypothesis One 

Public sector managers espouse different valuesfrom private sector managers 

about what is important at work. 

This hypothesis was supported. The Major Fieldwork rating questionnaire, the VRQ, 

demonstrated that private sector managers value "change" more than public sector 

managers (p < 0.001). Public sector managers value "principle" more than private 

sector managers (p < 0.001). The Major Fieldwork ranking questionnaire, the RNK, 

showed that public sector managers include "impartial" and "principled" in their top 

five values, compared with the high ranking given by private sector managers to 

"self-developing" and "competitive". 

These differences are ones of degree, rather than absolute differences. This finding is 

similar to those of other researchers. Sikula (1973: 20) reported that the personal 

value profiles of federal govemment executives were similar to the composite value 

profiles of other managerial groups, except that "... a new subgrouping of the values 

appears to be vitally important for the governmental-executive group. In general, 
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"integrity" values... ". England (19715) failed to find substantive differences between 

Indian public and private sector managers. Posner & Schmidt (1982: 43) concluded 

that "... the personal and occupational values, and the personality styles of those 

employed in the public sector are not substantially different from those employed in 

the private sector. " 

Further statistical analysis suggested that demographic variables have an important 

role to play. The difference between public and private sector managers, on the 

value of "principle" from the VRQ, is affected by responses from the public sector 

respondents who graduated from Oxbridge. Holding constant the responses from 

Oxbridge graduates (N = 66), there was no difference between public sector and 

private sector managers on the value of "principle". However, within the Oxbridge 

demographic subgroup, public sector respondents who graduated from Oxbridge (N 

= 46) agree more strongly with the "principle" factor than private sector Oxbridge 

graduate respondents (N = 7: p<0.01). The value of "change" continued to 

discriminate between public and private sector managers, both holding the responses 

of Oxbridge graduates constant (p 
-< 

0.001) and within the Oxbridge demographic 

subgroup (p < 0.001). 

The implications of these findings are that public sector and private sector managers 

are similar in their value profiles, but private sector managers appear to be more 

willing to encompass change. Public sector managers who have graduated from 

Oxbridge have an enhanced sense of "principle", which differentiates them from 

other public and private sector managers (p < 0.001). 
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Hypothesis Two 

Existing research on public sector valuesfails to codify adequately the core values 

ofpubfic servants in the 1990s. 

This hypothesis was supported. Earlier research highlighted public sector managers 

as being altruistic, self- sacrificing and imbued with a sense of duty (Kilpatrick et al, 

1964, Rainey, 1982, Posner & Schmidt, 1982). Sikula (1973) suggested that they 

possessed an important set of values centred on integrity. Flowers (1975) found that 

public sector managers enjoyed challenge and taking the initiative and Ali (1992) 

showed that they valued job security and well-defined rules no more than private 

sector managers. Equality was another value attributed to public sector managers 

(Sikula, 1973; Posner & Schmidt, 1982). Finally, Mirels & Garrett (197 1) found that 

public sector managers had only a low positive correlation with the Protestant Ethic, 

which measures hard work, role-appropriate behaviour and concrete objectives. 

in summary, existing research suggests that public sector managers are altruistic, 

self-sacrificing, imbued with a sense of duty and value integrity, equality and 

challenge. They place low value on rules, hard work, and conformity. The current 

research suggests that public sector managers value principle, hard work, control, 

pragmatism (low value on rules) and impartiality. They place low value on change. 

Therefore, the current research suggests that many of the values found in earlier 

research endure, but that there are important nuances and oversights, which are 

discussed below. 

An enhanced sense of integrity is still apparent in the 1990s. This can be seen from 

the public sector sample's greater agreement with the "principle" factor from the 
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VRQ, compared with private sector managers (p < 0.001), and the high ranking they 

give to "principled" on the VRQ. An important caveat to this finding is that the 

statistical difference with private sector managers on the VRQ is affected by 

responses from public sector Oxbridge graduates. The reducing numbers of 

Oxbridge graduates being recruited into the UK civil service (Civil Service Fast 

Stream Recruitment Report, 1996/7) may erode quite naturally this enhanced sense 

of "principle". 

The findings from the current research, on whether public sector managers are 

altruistic, are inconclusive. Altruism and principle appear to be linked (item 2 from 

the VRQ, "I should seek to make a social contribution through my work" loads onto 

the "principle" factor). This resonates with the broader sense of "duty" described by 

earlier researchers (Kilpatrick et al, 1964, Rainey, 1982, Posner & Schmidt, 1982). 

However, while public sector managers rated significantly higher the individual 

items (items 2 and 29: p<0.001) measuring "altruism" in the Major Fieldwork 

VRQ, they ranked the item "altruistic" low in the Development Phase VRQ, one 

place lower than private sector managers (13 th out of 16 items). Theory suggests that 

responses from rating questionnaires often are subject to weighting on the grounds of 

social desirability (Feather, 1973). On the other hand, ranking matches the 

hierarchical conceptualization of values (Alwin & Krosnick, 1985), thus, higher 

ranked values are those which influence behaviour (England, 1975). This implies 

that altruism might be what England (1967ii) would term an "intended" or "socio- 

culturally induced" value. This is a value, which is perceived as important by an 

individual, but not recognized as an important criterion for behaviour by their 

employing organization. It is quite possible that altruism is a "talking value", 
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important to the civil servant, but not to the civil service. For example, it is not one 

of the normative values required of civil servants (Cm 2627,1994), although the 

former Head of the Home Civil Service, Sir Robin Butler, strongly endorsed 

altruistic public service (Greenaway, 1995). Moreover, it is still an informal criterion 

used by assessors engaged in the process of recruiting graduates into the civil service 

Fast Stream (high flier programme). 

Findings from the research of Mirels & Garrett (1971), Flowers (1975), Schein 

(1985) and Ali (1992) suggest that public sector managers require as much challenge 

and freedom in their work as private sector managers. Moreover, they are no more 

conformist, or willing to conform with existing rules, than are private sector 

managers. The VRQ in the current research supports this view. Public sector 

managers value "control" and "pragmatism" as much as private sector managers. 

The current research has made two contributions in this area. First, in analyzing the 

existing research into the values of public sector managers to establish this pattern. 

Second, in identifying two orthogonal values, "control" and "pragmatism", which 

were conflated in earlier research. Discussion in Chapter Five suggested that Schein 

(1985) and Ali (1992) assumed equivalence between conforming with rules and 

conforming with the environment. In contrast, the current research suggests that 

individuals may seek simultaneously to control the environment, but abide by 

organizational rules. 

Equality is another value, which has been attributed to public sector managers 

(Sikula, 1973; Posner & Schmidt, 1982). It may be recalled that equality and 

impartiality were two values being assessed under the decision-making category of 
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the Development Phase VRQ (see Appendix 11). The opposing values in this 

category were "no impartiality", "bending the rules" and "making up rules". There 

were no statistically significant differences between public and private sector 

managers on the three items measuring impartiality and fairness (items 7,12 and 13) 

in the Major Fieldwork VRQ. There was no statistically significant difference 

between public and private sector managers on the "pragmatism" factor of the Major 

Fieldwork VRQ, which contained the items (13,17 and 30) "results above fairness", 

"making up rules" and "bending the rules". Therefore, there is little evidence that 

public sector managers value equality more than private sector managers, other than 

their stronger agreement with item 15 ("1 should not show favouritism") from the 

Major Fieldwork VRQ (p < 0.001). There are two caveats to this finding. First, is 

"equality" the same as "impartiality"? It is not possible to be certain. For example, 

Sikula (1973) proposed the single word "equality" to respondents, because his 

research utilized the Rokeach questionnaire to measure values. 'Equality" is one of 

the eighteen Rokeach (1973) so-called terminal values. Respondents may, or may 

not, perceive the single word "equality" from the Rokeach questionnaire the 

equivalent of the single word "impartial" in the current research, in the RNK, or in 

the items in the VRQ. Second, public sector managers did rank "impartial" in 3 rd 

place in the Major Fieldwork RNK. Following the same reasoning as was applied to 

cc altruism", this might indicate that being "impartial" is an operative value (England, 

1967ii) for public sector managers. This is discussed in more detail under 

Hypothesis Three, below. 

The VRQ has made two further contributions to understanding the values of public 

sector managers. Here, we find more support for hypothesis two, as the current 
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research highlights two new values for public sector managers. First, the VRQ has 

established that public sector managers value "hard work" as highly as private sector 

managers. There was no statistically significant difference between them on this 

factor in the Major Fieldwork VRQ. This extends our understanding of Mirels & 

Garrett's (1971) findings about public sector managers in their research into the 

Protestant Ethic. Second, the VRQ has established that there is statistically 

significant difference between public sector and private sector managers on a new 

value, "change". This is an important contribution towards understanding the 

differences in value orientation between public and private sector managers. The 

VRQ provides us with statistical evidence to illustrate Fry's (1969) view that 

"integrity" and "impartiality" might bring with them a passive approach to public 

business, which does not encourage innovation. It is also an important contribution 

in reaffirming the centrality of this value to research into values generally. "Change" 

has been suggested previously only by England (1967ii, 1975). 

Hypothesis Three 

Normative statements of the values UK civil servants should espouse differfrom 

the core values reported by thent. 

This hypothesis was supported. The nonnative values established for civil servants 

by successive governments are integrity, (political) impartiality, objectivity, fairness 

(selection and promotion on merit) and accountability (Cm 2627,1994). Fairness 

(selection and promotion on merit) implies that systematic procedures are established 

and the individuals involved in these procedures adopt a fair and open approach, 

without favouritism. Discussion in Chapter Five, and above, indicates that public 

sector managers have demonstrated an enhanced sense of integrity, based on their 
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responses to the "principle" factor of the VRQ (although affected by responses from 

Oxbridge graduates) and the high ranking they give to "principled" in the RNK. 

Public sector managers appear also to value impartiality, although the current 

research offers new insight into this value, which is discussed below. Statistical 

analysis does not support the view that public sector managers value highly 

accountability (see discussion below). The current research suggests that public 

sector managers value principle, hard work, control, pragmatism (low value on rules) 

and impartiality. They place low value on change. Therefore, the core values 

reported by UK civil servants differ from normative statements of the values they 

should espouse. 

The current research offers contradictory evidence on the value public sector 

managers place on "impartiality". Public sector managers rank "impartial", on 

average, in 3 rd place in the Major Fieldwork RNK. The current research seeks to 

identify values, which discriminate between public and private sector managers. 

Therefore, discounting the top two values ranked by all three samples on the RNK, 

namely, "honest" and "achieving", public sector managers rank "impartial" in first 

place. The definition accompanying this item in the RNK, "weigh evidence 

objectively, no favourites", uses wording close to that used in normative statements 

made about civil service values. Theory suggests that values ranked in first place 

appear to be important in determining general patterns of response to other values 

being ranked (Ravlin & Meglino, 1987, ii), and higher ranked values are those which 

influence behaviour (England, 1975). 
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This is puzzling. Rating questionnaires are believed to offer respondents "cost-free" 

choices (Feather, 1975, Alwin & Krosnick, 1985), that is, they can have as much as 

they like of everything on offer. There is no penalty for rating everything high or 

low, no choices to be made between mutually exclusive items. Yet, as the discussion 

under Hypothesis Two above suggests, public sector managers did not avail 

themselves of this opportunity on the "impartiality" items in the VRQ. it is possible 

that what we are seeing is an opposite effect to that observed with the value of 

cc altruism". That is, "impartiality" is not an operative value for public sector 

managers, that is, one which will naturally "be reflected in their own behavior and in 

their expectations about others' behavior. " (England, 1967ii: 60). However, it may 

be what England would term an 'adopted', or 'situationally induced', value. These 

are values required by the employing organization, that is, values that are central to a 

manager's success at work. Such values 'Vould not be expected to influence the 

behavior of managers to the extent that operative values would, since managers are 

not as wholly committed to adopted values as they are to operative values. " 

(England, 1967ii: 61). This implies that "impartiality" may be an adopted value, 

reinforced by operating procedures and systems and by organizational expectations. 

Further evidence to support this analysis comes from the "pragmatism" factor of the 

Major Fieldwork VRQ. Public sector managers value "pragmatism". This factor 

contained the items (13,17 and 30) "results above fairness", "making up rules" and 

"bending the rules". It is difficult to believe that civil servants would rate these items 

highly because they are socially desirable. The "pragmatism" factor may be 

indicative of an 'operative' value (England, 1967ii). Getting the work done, 

achieving, getting results, are important to public sector managers. As one of the 
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ACE interviewees in the current research remarked: "Senior civil servants making 

policy is like working on the fly, they make up the rules as they go along. " (See 

Chapter Six). 

Finally, the current research suggests that public sector managers do not place 

emphasis on the normative value of 'accountability'. They ranked this single item in 

8 th place in the Development Phase RNK (see Table 4.2, Chapter Four). Nor did the 

item concerned with accountability (item 6: "It is vital that people should be publicly 

accountable for their work output") from the Development Phase VRQ discriminate 

between public and private sector managers. Nonetheless, this item was retained for 

the Major Fieldwork VRQ, because of its importance as a normative civil service 

value. (Item 24, "1 should be ready to be accountable to authorities outside my 

organization for my work activities. "). In fact, it was the ACE sample that agreed 

more strongly with item 24 than either public or private sector managers, to a 

statistically significant degree (p <- 0.001). It would appear that "accountability" is 

neither an operative, nor an adopted, value for public sector managers. It was clear, 

during the interviews with the ACEs, that being Accounting Officer for the Agency 

had focused their minds on financial rules, propriety and accountability. However, 

as one ACE commented, "7he public sector is too diffuse to track down wrong- 

doers. Within the organization, accountability is harder to pinpoint" (This 

comment was not reported in Chapter Six). 

In summary, civil servants appear to possess an enhanced sense of integrity. This 

seems to be an operative value, although this finding is affected by responses from 

Oxbridge graduates. Impartiality may be an adopted value, while accountability 
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appears to be neither an operative, nor an adopted value. The "ideal administrator" 

(Fry, 1969) appears to be largely a theoretical concept. 

Hypothesis Four 

Differences in the espoused values ofpublic andprivate sector managers have 

behavioural consequences. 

This hypothesis was supported. Analysis in Chapter Five demonstrated that ACEs 

were more likely to spend on option A of Decision Four from the decision-making 

scenario (BDS) (p < 0.02). Private sector managers were more likely to spend on 

option A of Decision Three (p < 0.03). It was suggested in Chapter Five, that these 

decisions might be considered congruent with the average value profiles of ACEs 

and private sector managers. Private sector managers value change (greater 

agreement with the "change" factor from the VRQ: p<0.00 1). They also value self- 

development (ranked in e place on the RNK and greater agreement with item 31 

from the VRQ: "an important purpose of work is that it allows me to develop and 

improve myself': p<0,001). Their expenditure on Decision Three was to institute a 

new personnel system. ACEs value change and principle (greater agreement with 

these factors from the VRQ, p<0.001 in both cases: also, "principled" and 

"changing" ranked in 4h and 5"' places on the RNK). Their expenditure on Decision 

Four involved expenditure to improve a poor product, rather than increase 

advertising expenditure to enhance sales of the same product. It may be recalled that 

265 



one ACE, commenting on his foremost value, integrity, said: "For example, I am not 

askingforfunds to improve one aspect of our service this year, even though it hurts 

me that the customer suffers. I am asking insteadfor otherf-unds which will improve 

our service more in the long term. " This quotation implies that, just as with 

Decision Four from the BDS, the interviewee prefers substantive service 

improvements to short term expediency. 

However, we would not wish to over-emphasize these links. While there have been 

some research successes in linking individual actions to values (England, 1975: 

Ravlin & Meglino, 1987, ii), researchers generally accept that values affect 

behavioural patterns, rather than every act (Hughes, Rao & Alker, 1976: Ravlin & 

Meglino, 1989). Further, only the relevant part of a value system will be activated 

for particular decisions (Rokeach, 1973: Ravlin & Meglino, 1987 ii). Finally, 

hypothetical questions may evoke hypothetical answers (Rokeach, 1973). The 

researcher cannot tell if the answer given would correspond with actual behaviour in 

a real situation. It is sufficient to conclude that statistical analysis supports the 

hypothesis that espousal of different values has behavioural consequences. 

Hypothesis Five 

Core values are sufficiently robust to be accessible through different 

methodologies. 

This hypothesis was supported. However, the support was stronger for some values 

than others. The following examples refer to the ACE sample, the only managers for 

whom all three methodologies were used. "Change" and "principle" were values 

accessed easily through all three methodologies, the RNK, the VRQ and interviews. 
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In contrast, "control" and "hard work" were accessed more readily through interview 

and the VRQ. "Commanding" (defined as "seek to direct or control others"), which 

was intended to access the value of "control" in the RNK, was ranked on average by 

respondents in 9th place, out of fourteen. "Industrious", intended to measure the value 

of "hard work7, was ranked by ACEs in 7h place on the RNK. Finally, (Non) 

14 pragmatism " was accessed only through the VRQ, where ACEs expressed stronger 

disagreement with this factor. "Pragmatism" was discussed also in the interview 

data, however, this conversation was prompted by the current researcher. That is, 

ACEs did not mention this value until they were informed of the results of statistical 

analysis of the VRQ. Therefore, all values were not accessible equally through the 

different methodologies employed in the current research. 

There are three possible reasons for this differential ability to access values. First, 

the preceding analysis suggests that only some of these values are likely to be core, 

or operative, values. "Change" and "principle" are two examples of core values. 

These were accessible, irrespective of the methodology employed. Second, 

methodologies to access values in general, and ranking methodology in particular, 

require a researcher to find socially acceptable ways of expressing the values being 

assessed (see discussion in Chapter Five), for both theoretical and practical reasons. 

Theoretically, because values have been described as cognitive representations and 

transformations of "needs" (Rokeach, 1973), expressed in socially desirable terms. 

Practically, because respondents dislike acknowledging descriptors that are perceived 

to be negative. For example, it may be recalled that one ACE sought to categorize, 

in a negative way, values with which he disagreed and which he called private sector 
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values. "What is happening is that Agencies are pushing people more to private 

sector values; single-mindedness, ruthlessness, deviousness. " "Control" appears to 

be one example, from the current research, of a value with negative overtones. At 

the outset, the literature review revealed that "control" was one possible value: 

expressing it in socially desirable terms, especially in the UK, a low power distance 

culture (Hofstede, 1980i), was problematic. Further, while the interview data suggest 

that being in charge, or in control, is important to ACEs, the exact term was 

mentioned by only one of them, in response to hearing the results from statistical 

analysis of the VRQ. It may be recalled that he said: "I do not see shaping destiny 

as control, which is rigid, but rather, moving the organization forward according to 

my lights. " Third, the RNK was not developed solely to reflect the factors emerging 

from the VRQ. This was a disadvantage in terms of furthering the debate about the 

transitivity of personal preferences (Davis, 1958, Tversky, 1969; see discussion in 

Chapter Five). It proved to be an advantage in terms of furthering understanding of 

the potentially different weights given to different values by respondents (using 

England's (1967ii) terms, "operative", "adopted" and "intended" values). However, 

overall, it meant that it was not possible always to draw direct comparisons between 

the VRQ and the RNK. 

In summary, the current research suggests that values are robust enough to be 

accessible through different methodologies, but that core, or operative (England, 

1967ii), values are easier to access, irrespective of the methodology employed. In 

particular, interview data have proven invaluable in furthering the current 

researcher's understanding of the valence, to individuals, of the values derived from 

statistical analysis of larger samples. 
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We turn next to a discussion of the wider implications of the findings from the 

current research for the UK civil service. 

Wider implications of the rindings for the UK civil service 

The issues addressed in the current research form part of a continuing debate over the 

future of the UK civil service. "The questions at issue are whether the reforms 

cumulatively represent a revolution in Whitehall, and whether the efforts of 

politicians and senior officials to preserve the best of public service ethics of the old 

system, whilst simultaneously farthering radical initiatives, are doomed to failure. " 

(Greenaway, 1995: 369). Greenaway goes on to summarize the views of the main 

protagonists in this debate. He categorizes some as believing that the reforms have 

not been fundamental enough, while others are worried about the destruction of the 

public service ethos and the abandonment of rules and procedures designed as checks 

against corruption. 

The current research indicates that civil servants, on average, are unlikely to espouse, 

any more strongly than their private sector counterparts, the normative civil service 

values of impartiality, integrity and accountability on entry to the civil service. 

Some, primarily Oxbridge graduates, value "principle" more highly than private 

sector managers. Therefore, it can be argued that Oxbridge recruits into the civil 

service espouse an enhanced sense of integrity, that is, that this is an operative value 

for this group of recruits. (We cannot say if this is true for younger, more recent 

Oxbridge recruits into the civil service). Impartiality appears to be an adopted value, 

while accountability is neither an operative, nor an adopted, value. Therefore, 

without the traditional public sector rules and controls designed to reinforce these 
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values, it is likely that they will be eroded. For example, it has been suggested that 

this erosion will result from "... the linking of performance-indicators and targets to 

performance-related pay, so that altruistic values of the public service are 

undermined by the self-interest in performance and pay, " (Greenaway, 1995: 363). 

Further, the Public Accounts Committee report of January 1994 detailed failings in 

the conduct of public business stemming fi7om inadequate financial controls and 

failure to comply with rules, failings which "... represent a departure from the 

standards of public conduct which have mainly been established during the past 140 

years. " (Public Accounts Committee, Eighth report, 1994). 

Returning to the questions posed in Chapter One, we cannot assume that a public 

service culture of honesty will remain intact, through decentralization and the 

introduction of pay-for-performance programmes (Hood, 1991), without concomitant 

rules and controls. LIK civil service managers and private sector managers have 

similar value profiles and report themselves to be equally likely to "bend the rules" 

and to sacrifice fairness in the name of achievement (items 13 and 30 from the Major 

Fieldwork VRQ), Therefore, future "efficiency" in the UK civil service may be 

achieved at the cost of concepts like fairness and impartiality, should the rules and 

procedures intended to support these values be discarded. 

However, there is a danger that researchers are pursuing a sterile debate. Hood 

(1991) has suggested that the public sector can only be "honest and fair", or "lean 

and purposeful". Strange (1988), in a broader context, similarly suggested that 

market values of "efficiency and wealth" were incompatible with broader social good 

values such as justice and equality. These arguments are still being pursued with 
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vigour, in the UK and abroad. For example, Larson (1997: 13 1), speaking of the 

Canadian public sector, asserts that "... the process of privatizing public sector 

values would make state bodies more responsive to their direct customers while 

stripping them of their public legitimacy. " However, can public sector managers, as 

Larson goes on to suggest "... find ways to integrate appropriate private sector 

values into their organizations while safeguarding their overall role as guardian of 

the public interest"? The former head of the Home Civil Service, Sir Robin Butler, 

appeared to prefer this solution. "What we need to do is to maintain those higher 

standards together with the efficiency that greater delegation can give us. It is trying 

to have the bun and the halfpenny, that is the essence of the challenge and reforms 

we are undertaking. " (Sir Robin Butler, in Greenaway, 1995: 361). 

The current research has demonstrated that the ACE sample, representing one of the 

UK experiments with a different model to the traditional Westminster bureaucracy, 

does hold both private and public sector managerial values. ACEs value "principle" 

as highly as the public sector managerial sample. They value "change" as highly as 

the private sector managerial sample. That they value "control" more than either 

public or private sector managers may be a cause, or an effect, of their role as leaders 

of their organizations. That they value rules (non-"pragmatism") appears to be an 

effect of the stringent controls and public accountability to which they are subject. 

As the interview data reveal, ACEs are out-sourcing and cutting staff and costs in the 

pursuit of efficiency. Should the ACEs prove successful in holding up their values as 

standards, to which their organizations should operate, this part of the UK public 

sector may yet be capable of being both honest and lean. How 'lean' depends upon 

the freedoms the government is prepared to offer Executive Agencies, or the extent 
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to which it is prepared to pay for additional work due to the checks and balances 

necessary to ensure proper scrutiny and accountability in the use of public funds, 

Larson (1997) calls on politicians for a more strategic approach to public sector 

management. He suggests that government needs to decide which parts of the public 

sector should be privatized and which should remain in the public sector, with 

government prepared to put in place the "... controls and Accountabilities we think 

are necessary to support public values" (Larson, 1997: 139). The government seems 

unprepared, in the United Kingdom, to underwrite the costs of the "inefficiencies" it 

builds into the public sector, in order to ensure actions in accordance with the values 

of "impartiality- and "fairness" that it espouses. As the quotation at the start of this 

Chapter suggests, successive governments stop short of outright competition and 

voucher systems. However, they appear to maintain the view that public sector 

organizations, subject to centralized initiatives like market testing (Greenaway, 1995) 

and imperatives like accountability to Parliament, nonetheless can be as efficient as 

private sector organizations. This view appears to be founded largely on the 

personalities of civil servants (Hood, 1991), who are expected to act with integrity, 

objectivity and accountability, irrespective of the circumstances and with, or without, 

control mechanisms. The findings from the current research challenge this view. 

We turn next to consider the wider implications of the current findings for research 

into values more generally. 

272 



Wider implications of the findings for research into values 

The current research suggests three wider implications. The first notable finding has 

been the lack of congruence within the field of research into values. There is little 

agreement over the definition of a "value". Some, like Ravlin & Meglino and the 

current researcher, seek to operationalize Rokeach's (1973) definition of a value as a 

standard which guides and determines action. Others, such as England (1967ii) and 

Flowers (1975), include broader concepts. For example, England includes 

"stockholders" and "high productivity" alongside "achievement" and Flowers looks 

at the rewards from working, such as preferring a "steady job". Taking a third 

approach, Perry & Wise (1990) talk interchangeably of values, motives and 

commitment and Pratchett & Wingfield (1996) describe values like "public interest" 

and "motivation" forming part of the "public service ethos". Lack of agreement on 

the definition of a -value" makes it harder both to research the phenomenon and to 

compare findings. 

Further, there is lack of synthesis in the field. One example of this has been cited 

already. As noted in Chapter Two, a recent, comprehensive overview of the field by 

Sagic, Elizur & Koslowsky omitted to mention seminal work, for example, that of 

England (1967ii) and Rokeach (1973). In addition, recent work by Chatman (1991) 

was noted because it tackled the potential role of acculturation, at work, in the 

consolidation of values in adults. Yet Chatman overlooked research reported by 

England (1967ii) on the differences between core (operative) values and adopted 

(situationally-induced) values. It is to be hoped that the current research assists 

efforts towards consolidation in the field. 
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The second important finding is the paucity of research into public sector values. 

Moreover, existing research instruments, in general, are drawn too broadly to enable 

the fine distinctions necessary to discriminate between subcultures within one 

national culture. For example, England (1967ii) distinguished between "pragmatic" 

managers (those who value that which brings them success) and "moral" managers 

(those who value what is "right"). Similarly, Ali (1992) categorized Flowers et al's 

(1975) work as dividing human values into two broad categories, "outer-directed" 

and "inner-directed". Despite some evidence to the contrary (Ali (1992) was unable 

to demonstrate that public sector managers were more "conformist" than private 

sector managers), these broad distinctions have led researchers to certain 

assumptions about public sector managers. For example, the original propositions 

about public sector managers by the current researcher (see Table 2.1, Chapter Two) 

suggested that public sector managers were more likely to value accountability, 

conformity and harmony with nature, The current research has demonstrated that 

drawing broad distinctions between public and private sector managers is too crude 

an approach. Some public sector managers, such as the ACEs, may be capable of 

being pragmatic (valuing "change") and moral (valuing "principle") at the same 

time. Many governments are pursuing public sector reforms similar to those being 

given prominence in the UK. More micro-level research is needed into the effects of 

these reforms on public sector employees, in order to further understanding of their 

probable, long-term, broader effects. 

The third major finding is that it appears relatively easy to measure values, 

particularly those that are central or core to an individual. Such values were revealed 

through ranking, rating and interview methodologies. However, it is more difficult 
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to interpret the results, especially from questionnaire data. For example, the 

interview data in the current research revealed that the apparent value ACEs placed 

upon "rules", from the "pragmatism" factor in the VRQ, compared with public and 

private sector managers, was somewhat illusory. The addition of interview data, or 

observation of behaviour over time (as in some competency-based research), is 

important and would be likely to improve accuracy, although it might increase cost. 

It is certain that the most commonly pursued methodology, which seeks to capture 

sophisticated ideas about human values in a handful of socially acceptable words to 

be ranked, will continue to overlook important aspects of interpretation. 

From this analysis follow some recommendations about future research into values. 

Some have been made already, in Chapters Five and Six. For example, specific 

recommendations have been made about the demographic data to be collected in 

support of values' research. It has been recommended that the newly-identified 

values of "change" and "conservatism- and the newly-separated values of 

"pragmatism" and "control" from the current research be given more prominence in 

future research. More work needs to be undertaken in exploring the effects of 

differences in value profiles on important dependent variables, such as decision- 

making. While some thoughtful pieces of exploratory research have been undertaken 

(England, 1975; Hughes, Rao & Alker, 1976, Ravlin & Meglino, 1987, ii), these 

remain essentially laboratory experiments. The world of work is changing rapidly 

(Mirvis, 1997). More field observation, of executives in action, would add more 

insight. One potential pitfall for values' research is that researchers continue to 

pursue differences between shortlists of socially desirable constructs, such as 

"achievement", "concern for others", "honesty", "working hard", "positive outlook", 
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"helping others" and "fairness" (Ravlin & Meglino, 1987i), which become 

increasingly remote from organizational reality. 

It has already been suggested that there is a lack of synthesis within the field of 

research into values. There are also few research links between values' research and 

the closely related fields of motivation and leadership. The goal theory of motivation 

(Hunt, 1992) demonstrates a similar pattern of repetitive behaviour over time, for 

psychological self-gratification. Ravlin & Meglino (1987ii: 666) suggest that 

cc cross-cultural research has severely challenged the assumption of hedonism, 

which is the basis of most models of work motivation ...... Because individual values 

are important constructs for understanding behavior not directly based on striving to 

maximize pleasure or individual gain, they may well assume a more prominent role 

in theories of motivation. " The current research has suggested the addition of 

C4 control" to the values usually associated with executives. "Control" is similar to 

"dominance" from trait theory (Stogdill, 1948) and self-confidence and 

persuasiveness, from competency-based theories of leadership (Cockerill, Hunt & 

Schroeder, 1995). Bringing together these three large literatures would be an 

enormous undertaking. In terms of furthering understanding of the whole leader, 

including motives, values and competencies, such an undertaking is overdue. 

Finally, this chapter examines some unanswered questions and suggests a continuing 

research agenda. 
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Continuing research agenda 

The VRQ now contains 25 items that load onto five factors. The 16-item RNK could 

be reduced to 12 items by dropping the four items ranked lowest by all samples 

("traditional", "non-conformist", "commanding" and "modern"). These two 

instruments are effective in discriminating between public and private sector 

managers in the UK. However, further iterative design work is necessary. For 

example, there are unresolved questions about the role of "altruism" as a public 

sector value. Also, mistakes were made in the design process that will not be 

repeated in future iterations of the research instruments. One example has been 

discussed already. The RNK should have reflected the VRQ factors, rather than have 

been developed as a research instrument in its own right. Further, the current 

researcher was too cautious about dropping VRQ items that failed to discriminate 

between public and private sector managers. Some of these items were retained 

because of the research objective of assessing the role of normative civil service 

values. However, others were retained because of an overly cautious approach based 

on inexperience. An example would be item 33 from the Development Phase VRQ 

"People always need to be given clear instructions and objectives". This was 

reworded and retained as item I in the Major Fieldwork VRQ, because it loaded onto 

Factor One in statistical analysis of the Development Phase data. Judgement 

suggests that this item was not congruent with the other Development Phase Factor 

One items, which concerned principle and altruism. Nor was it congruent with the 

other Major Fieldwork items on the "hard work" factor, where it loaded in the 

consolidated analysis. It has to be accepted that questionnaire-design is a rough and 

ready process and the researcher must be prepared to take decisions to match. 
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Designing questionnaires is a painstaking and detailed process. Every word and 

phrase must be piloted and tested. In addition to the pilot testing reported here, many 

hours were spent discussing ideas and wording with executives in the classroom. 

Survey experts from London Business School were consulted and expressed 

concerns ranging from the inclusion or exclusion of individual words to the 

positioning of phrases in the questionnaire design. The introductory paragraphs on 

the questionnaires, inviting participation in the research, were drafted and piloted 

separately. Long-suffering colleagues and friends were surveyed and timed 

completing different lengths of questionnaire. The organizations participating in the 

research were matched, in order to control for size and, where possible, demography. 

At the time the research data were gathered, private sector organizations were 

emerging from recession and public sector organizations were suffering from 

continuing cuts in public expenditure. Finding suitable organizations willing to 

participate in the research was very difficult. Once the Human Resource Department 

had been persuaded that the organization should participate, the next hurdle was to 

persuade busy managers to complete the research instrument containing the VRQ, 

RNK and BDS. Once gathered, many more statistical tests were carried out on the 

data than are reported here. Some of the minutiae painstakingly uncovered through 

iterative statistical testing proved to be of interest to nobody except the current 

researcher. 

Therefore, it is hoped that other researchers will be interested in using the VRQ and 

RNK for future comparative research with larger samples of managers. These 

instruments will be made available to other researchers through publications. Some 

small design changes, principally to align the RNK more closely with the VRQ, will 
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be made before publication. Data gathered in other national cultures would be of 

particular interest for comparative purposes. 

The current research offers analysis to draw important, but tentative, conclusions 

about public sector values. For example, it is proposed that "altruism" is valued by 

civil servants, but not found by them to be organizationally relevant. It is proposed 

further that "impartiality" is likely to be an "adopted" value in a work situation. In 

addition, there is the unanswered question from Chapter One, concerning the 

possible contradiction between personal values and those values that civil servants 

espouse at work, in "role". This may be an extension of the preceding analysis, or a 

different proposition. These are hypotheses to be tested through further research. 

One-to-one interview or small group discussion data would be recommended as an 

appropriate methodology. 

The current research also looked at a transitional sample, the ACEs, partly in an 

attempt to consider the potential effects of acculturation on values. The findings 

suggest that organizational rules or procedures can cause individuals to prioritize 

concepts, or values, that are not core values for them as individuals. A beneficial 

step in this research would be to investigate the value profiles of young "high-fliers", 

newly recruited into the civil service and to follow such a group for three to five 

years to consider whether changes in value profiles occur. Is the value profile of the 

new recruit the same as the older, more-established public sector sample investigated 

in the current research? It is also suggested that, in contrast to the views of some 

researchers, it may be possible to create a civil service that is both "lean" and "fair". 

Further research into the values of employees in Executive Agencies would reveal 
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the extent to which ACEs have been successful in communicating and convincing 

others of their values. 

Questions remain also about where these values originate, how are they formed? 

There is little speculation about this in the research literature on values. it is 

accepted that values are formed, approximately by the age of twenty, through a mix 

of genetic inheritance coupled with processes of socialization (Feather, 1973). An 

interesting path for further research would be in-depth case studies of individuals, to 

consider the process of value generation in more detail. The current researcher has 

started this investigation. This may be one way to start to isolate the effect of gender 

on value formation, without the need for the large samples of women (managers) that 

are often difficult to obtain. 

In conclusion, the current research has furthered understanding of the differences in 

values between public and private sector managers. These differences are not the 

same as those that might have been expected. However, in resolving some issues, 

other, potentially more interesting questions have been raised. It is the fervent wish 

of this researcher that other researchers will find these questions of interest and join 

in their pursuit. 
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APPENDIX I 

Content Analysis of 
Values of Managers on 

Top Management Programme (Civil Service College) 
and 

Senior Executive Programme (London Business School). 

In response to Question 15 : 

"Please list the four most important values your manager 
holds about work and the way the organization should 
operate. " 
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Summary of Top Ranked Values 

TMP Totals 

Civil Service 

I. Integrity (21 votes) 
2. Care for staff / supportive (18 votes) 
3. Commitment (hours / work goals) (13 votes) 

Responsive to change / flexible (13 votes) 
5. Honesty (12 votes) 
6. People (I I votes) 

Public Sector (University, local authority, housing association, medical) 

1. Team (5 votes) 
2. Care for staff (4 votes) 
3. Hard work (4 votes) 

Private Sector (includes National Power) 

I. Consultation / open to opinions / change (19 votes) 
Honesty (19 notes) 

2. Teamwork (17 votes) 
Customer first / service (17 votes) 

3. Profit (16 votes) 
4. Quality (14 votes) 

(? Linked to product / service excellence? ) (6 votes) 
5. Hard working (13 votes) 

SEP TOTALS: Most important (SEP) private sector values. 

1. Achieving objectives (60 votes) 
2. Team work method not value? (58 votes) 
3. Hard work (32 votes) 
4. Commitment / dedication (29 votes) 
5. Integrity (26 votes) 
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Content Analysis TMP JUNE 1994 
Civil Service (includes prisons) 

Values and Number of Times Mentioned 

Questioning 
Careful 
Motivation 
Trust 
Consultation 
Professionalism 
Developmental 

Tradition / Stability 
Loyalty to finn 

Integrity 

Openness / 
Approachability 
Orderliness 

Attainable goals 

Hard work 

Balance work / life 
Consensus 

Clear 
responsibilities 
Cost effective 

Ministers' needs 

Prioritise 
Analytical clarity 
Effectiveness 

Good presentation 

I No Bureaucracy 
2 Timeliness 
I Rationality 
I Fairness 
4 Discretion 
2 Achievement 

10 Commitment 

I Care for Staff 
3 Perfection / Getting 

it right / Excellence 
22 Principles / Values 

10 Honesty 

3 Respect forjuniors 

colleagues 
3 Responsibility for 

decisions 
5 Skilled staff 

competence 
expertise 

3 Risk 
10 Co-operation (not 

competition) 
2 Monitoring 

2 Control costs 

I Output 

2 Objectives 
4 Efficiency 
5 Organizational 

continuity 
I Courtesy 

2 Share Information 
2 Confidentiality 
2 Thoughtfulness 
5 Objectivity 
I Accountability 
9 Dedication 

14 Loyalty to colleagues 

19 Detail 
3 Quality 

2 Tolerance 
Worthwhile Role 

13 Standards 

6 Scope for people to 
contribute 

5 Thoroughness 

2 Delegate 

I Clear way forward 
I People 

2 Control 

2 Shared goals 

I Intellectual / Vigour 
Integrity 

3 Options 
10 Organized 
I Success 

I Apolitical 

I Courtesy 
I Rules 
I Personal Status 
2 Equity 
2 Customer Focus 
I Directive 
3 Public service 

values 
I Consistency 
7 Image 

7 Pragmatism 

5 Accuracy 

2 Friendliness 

4 Team 

2 Citizens' rights 

2 Strategic 
12 Planning 

3 Business case 

2 Responsive to 
change / flexible 

9 Creative 

I Enjoyable work 
I Political awareness 
I Rewards 

2 Positive 
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Sincerity 

Challenging 
Avoid bureaucracy 
Focus 
Clarity 
Good design 

Fairness 
Stretch / Hardworking 

Strategic 
Action / Results 
Prioritise 

Individual 
responsibility 
accountability 
Success 
Empowerment 
Good planning 
procedures 
Help others 
Growth 
Delegation 

Beat competition 
winning / best 
Corporate image 
Ethical 

Avoid risk 

Perfection 
Participative 
Reliable 

Content Analysis TMP JUNE 1994 
Private Sector (includes National Power) 

Values and N umber of Respondents 

I Aware of others' 2 People 

needs 
3 Optimism I Timeliness 
I Accept change I Thoroughness 
I Encouraging I Control 
I Dedication I Detail 
I Understand the I Intellectual 

customer vigour 
3 Rewards people II Direct 

14 Concern for 14 Respect 
colleagues / people colleagues 

6 Cost effective 7 Improvement 
3 Staff development 3 Training 
I Achievable 12 Loyalty 

objectives 
7 Achieve anything .3 

No passengers 
you want 

Teamwork 18 Realism 
8 Communication 8 Organised 
7 One-to-one, I Customer first 

personal approach service 
2 Co-ordination I Presentation 
I Trust 3 Ambitions 
5 Pragmatic 2 Commercial 

Business sense 
4 Quality 15 Consultation 

I Integrity 10 Co-operation 
I Firm's reputation I Innovation 

quality of firm / Creativity 
believer in product 

4 Enjoyment 8 Competence 
Friendly 
atmosphere 

I Adaptability I Visible 
I Conflict-free I Pride in work 
2 Ownership of 3 Hands on 

business company status 

5 Sharing 

I Accuracy 
I Confidence 
4 Hierarchy 
3 Efficient 
4 Professionalism 

2 Standards 
3 Consult / Open to 

opinions and to 
change 
Profit 

II Positive 
7 Honesty 

I Authority 

I Shared values 
4 Job satisfaction 

18 Share information 

2 Preparation 
2 Self-focused 
4 Consistent 

I Product / Service 
excellence 

4 Responsibility 
6 Effective 

3 
2 
8 

4 
20 

17 
2 

20 

1 

2 

2 

7 

4 Supportive I 

I Corporate policy I 
I Commitment 10 
I 
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Content Analysis TMP JUNE 1994 
Mixed Public Sector 

(London Underground / Charity / University / Local Authority 
Housing Associations / Medical) 

Values and Number of Times Mentioned 

Authority 2 Customer focused 
Feedback I Right things done (bottom line) 
Image (of organisation) I Cost effective 
Social purpose 4 Self reliance 
Care for staff 5 Relationships 
Hard work 5 Competitive 
Self-fulfilment (for staft) 2 Success 
Developmental 4 Service excellence 
Objectives I Hierarchy 
Sets example I Control 
Honesty 2 Delegation 
Flexibility 2 Supportive 
Thoroughness I Creative / Im-iovative 
Integrity 2 Positive 
Commitment to work goals 2 No conflict 
Fair 2 Personal ambition 
Analytical I Respect staff 
Action I Intellectual excellence 
Improvement I Commercial 
Expectations of staff I Equality 
Adaptation to change I Good performance 
Responsive 2 Appreciation 
Innovation I Balance work / life 
Risk-taker I Professionalism 
Contribution to all 3 Informal 
Openness 2 Non-territorial 
Participative 3 Consensus 
High standards 3 Good working relationships 
Clarity of purpose 2 Vision 
Empowerment 3 Planning 
Quality 2 Distinctiveness 
Strategic 3 Share experience 
Team 6 Responsibility 
Service I Accountability 
Communication I 

3 
1 
4 
1 
1 
1 
3 
3 
2 
1 
4 
2 
2 
1 
1 
1 
2 
1 
1 
1 
1 
1 
1 
2 
1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
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Content Analysis SEP JUNE 1994 

Values Attributed to 27 Managers 
By 207 Subordinates 

Achieving objectives 61 Incrementalism 2 
Developing people 21 Initiative / Proactive I 
Hierarchy 2 Communications 21 
Profit 24 Documentation 2 
Consistency 4 Fast response 6 
Safety 5 Accountable 4 
Cost effective VFM 4 Firm 3 
Competency 4 Build confidence 2 
Risk taking 6 Consensus 3 
Contribution 3 Good work enviromlient 3 
Hard work 33 Perfection 6 
Courage 4 Respect 5 
Loyalty 12 Control 5 
Team co-operation 58 Tactical 5 
Professionalism 14 Simplify 3 
Honesty 26 Expertise 2 
Fairness / Fair play 7 Integrity 27 
Detail II Merit appropriate rewards 10 
Perseverance / Persistent 4 Concern for others 24 
Efficiency 10 Commitment / Dedication 30 
Planning 16 Listening / open-minded 6 
Customers (inwards vs outward focus) 21 Outspoken 7 
Add value 3 Decisiveness 3 
Effectiveness 8 Innovation 7 
Personal responsibility / ownership 13 Excellence - high standard 13 

work 
Goals / strategy vision 16 Family as well as work 7 
Being positive 2 Organisation 6 
Ambition 2 Represents staff / Supportive 8 
Participation 5 Success, aggressiveness, fight 9 

and win 
No hierarchy 7 Fun 8 
Empowerment / delegation 25 Competency 3 
Change 8 Time = Precious resource 4 
Quality 10 Trust 6 
Rules / Hierarchy 7 Discipline procedures 3 
Conservatism / Risk averse 3 Energy 3 
Generate enthusiasm 4 Cheerfulness 2 
Conviction 3 Personal motivation 9 
Implementation 2 Pragmatic 2 
Think big 3 Analysis 2 
Productivity 4 Equity 2 
Guidance 2 Role model 2 
Flexibility 5 
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APPENDIX 11 

Development Phase 

Items Measuring the Five Dimensions in the 
Development Phase VRQ 
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Dimension One 
Activity 

or 
Why We Value Others 

Self-actualization, Trust 
2. People are important in themselves, not just for what they can achieve. 

8. People should be given the scope to exercise judgement. 

10. It is important to rely on people, not on objectives, because circumstances can change. 

28. People should try to develop and improve themselves at work. 

41. People will do their best, so it is important to trust them. 

Measurable oboectives, Competition 
3. People should constantly set and achieve measurable targets. Zý 

13. Intense competition is the best way to succeed. 

33. People always need to be given clear instructions and objectives. 

37. People should work very hard if they want results. 

43. People can always achieve more if they try. 

Dimension Two 
Relations With Others 

or 
How We Take Decisions 

Consensus, Equality, Impartiality, Standard Norms 
I. People should weigh up all the evidence so that they can reach impartial decisions. 

12. Applying rules carefully is the only way to ensure a fair approach to work. 

17. It is important to seek general or widespread agreement before taking decisions. 

23. People should work together and make decisions as a group. 

38. People should never show favouritism. 

Individual, Make rules fit case, Conflict 
9. People should be ready to take and defend their own decisions. 

11. The person I depend upon most at work is myself. 

24. People should recognize that there is no such thing as an impartial decision. 

29. People should be ready to challenge, change or bend the rules where necessary. 

39. The best rules are the ones people make up for themselves, case by case if necessary. 
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Dimension Three 
Relation To Nature 

or 
How We Behave 

Dutiful. Altruistic, Accountable, Self-sacrificinj!, Responsive 
6. It is vital that people should be publicly accountable for their work output. 

20. People should always do their duty. 

26. People should seek to make a social contribution through worthwhile work. 

31. It is often necessary to put others' needs before our own. 

35. People should respond to initiatives even if events look beyond their control. 

Self-rellularized, Pro-active, Controllin2, Dominant 
7. People should work very hard because then they will overcome most problems. 

16. People should seek to be masters of their own destiny. 

22. It is often possible to change the future by using initiative. 

27. It is necessary to direct or control others to get work done. 

42. People should anticipate and control change. 

Dimension Four 
Human Nature 

or 
How We Are 

Integrity 
14. People should act with complete integrity at all times. 

36. It is better to do what is right or not to act at all. 

40. People should always be honest in their dealings with others. 

44. It is very important to stick closely to principle. 

Pragmatism. EXDedienc 

4. It is better to do something than to do nothing at all. 

18. People should do whatever is necessary to get the job done. 

21. Sometimes it is necessary to use methods which work rather than the fairest. 

32. While "honesty is the best policy", cutting corners can sometimes achieve more. 
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Dimension Five 

Best of past 

Time 

15. "Wait and see" is a good policy, because change is not always for the best. 

25. People should try to work with developments, rather than change too much. 

30. People should keep what is best from the past, but adopt new ways of working. 

Chan$! e thin$! s, Improvement 

People should actively seek new ways of working and discard the old. 

19. Change brings improvement, so people should constantly seek new ways of working. I 

34. We need to plan ahead for a changed and better future. 
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Survey 

Of 
Values 

Developed by Asst. Professor E. 0. Mellon 
of London Business School 

Insight into the values which act as 
a guidefor decision-mak-ing at work 
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SURVEY OF VALUES 

Values have been found to act as a guide or standard for decision-making. The following 
phrases express values which research has shown that most managers believe should be 
emphasized at work. 

The phrases are set against a scale from I to 9. Please circle the number which 
corresponds most closely to your view of how the value suggested should be 
emphasized in your own behaviour at work. 

The scale runs from 1, a score which means that you "completely agree that this value 
should be emphasized in your behaviour at work", to 9, which means that you "completely 
disagree and feel that this value should not play a part in your behaviour at work". 

Middle range scores mean that you "believe that this value should be emphasized to some 
degree in your behaviour at work". 

We all have different values. There are no right or wrong answers, so please try and 
use all of the scale in response to different phrases. The scale definitions are quite 
extreme, to help you to draw clear distinctions in your own mind between the different 
ideas. 

Completely Partiall-, Completely 
Agree agree disagree 

1234 15 6789 

1. People should weigh up all the evidence so that they can reach impartial decisions. 

123456789 

2. People are important in themselves, not just for what they can achieve. 

123456789 

3 3. People should constantly set and achieve measurable targets. 

123456789 

4. It is better to do something than to do nothing at all. 

123456789 

5. People should actively seek new ways of working and discard the old. 

12345678 

6. It is vital that people should be publicly accountable for their work output. 

123456789 
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Completely Partialiv Completely 
Agree agree disagree] 

123456789 

7. People should work very hard because they will overcome most problems. 

123456789 

8. People should be given the scope to exercise judgement. 

12345678 9 

9. People should be ready to take and defend their own decisions. 

12345678 9 

10. It is important to rely on people, not on objectives, because circumstances can change. 

12345678 9 

11. The person I depend upon most at work is myself. 

12345678 9 

12. Applying rules carefully is the only way to ensure a fair approach to work. 

12345678 9 

13. Intense competition is the best way to succeed. 

12345678 9 

14. People should act with complete integrity at all times. 

12345678 9 

15. "Wait and see" is a good policy, because change is not always for the best. 

12345678 9 

16. People should seek to be masters of their own destiny. 

12345678 9 

17. It is important to seek general or widespread agreement before taking decisions. 

12345678 9 
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Completely Partially Completely 
Agree agree disagree 

12345689 

18. People should do whatever is necessary to get the job done. 

12345678 9 

19. Change brings improvement, so people should constantly seek new ways of working. 

12345678 9 

20. People should always do their duty. 

12345678 9 

21. Sometimes it is necessary to use methods which work rather than the fairest. 

12345678 9 

22. It is often possible to change the future by using initiative. 

12345678 9 

23. People should work together and make decisions as a group. 

12345678 9 

24. People should recognize that there is no such thing as an impartial decision. 

12345678 9 

25. People should try to work with developments, rather than change too much. 

12345678 9 

26. People should seek to make a social contribution through worthwhile work. 

12345678 9 

27. It is necessary to direct or control others to get work done. 

12345678 9 

28. People should try to develop and improve themselves at work. 

12345678 9 
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Completely Partiall-v Completely 
Agree agree disagree 

12345678 9- 

29. People should be ready to challenge, change or bend the rules where necessary. 

123456789 

30. People should keep what is best from the past, but adopt new ways of working. 

123456789 

31. It is often necessary to put others' needs before our own. 

123456789 

32. While "honesty is the best policy", cutting corners can sometimes achieve more. 

123456789 

33. People always need to be given clear instructions and objectives. 

123456789 

34. We need to plan ahead for a changed and better future. 

123456789 

35. People should respond to initiatives even if events look beyond their control. 

123456789 

36. It is better to do what is right or not to act at all. 

123456789 

37. People should work very hard if they want results. 

123456789 

38. People should never show favouritism 

123456789 

39. The best rules are the ones people make up for themselves, case by case if necessary. 

123456789 
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Completely Partially Completely 
Agree agree disagree 

t23456789 

40. People should always be honest in their dealings with others. 

123456789 

41. People will do their best, so it is important to trust them. 

123456789 

42. People should anticipate and control change. 

123456789 

43. People can always achieve more if they try. 

123456789 

44. It is very important to stick closely to principles. 

123456789 

Thank you for completing this questionnaire. 

It is often difficult to complete questionnaires, because there is so much more one 
would like to add to explain the ideas underlying the score circled. 

Please let me know here if you found anything particularly difficult or worrying 
about completing this particular questionnaire. 
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This questionnaire is anonymous, but it would be very helpful to have a few facts about you 
as an individual. 

Name of current employing organization 

Your job title, position or grade 

How many times would you need to be promoted to become the head 
of your organization, e. g. the Managing Director or Pennanent Secretary 

Years spent in full time education Age left full time education 

Your gender M/F (please circle one) 

Your fo -f 10,000 f 10,001 - f20, OOO 
earnings 
band E30,001 - f40, OOO E40,001 -f 50,000 
(please 
circle one) E60,001 -f 70,000 00,001 -f 80,000 

Years spent working in public sector (if any) 

Years spent working in private sector (if any) 

Mother's occupation or profession 

Father's occupation or profession 

f20,001 -f 30,000 

f 50,001 - L60,000 

f 80,000 and over 

Finally, please rank the following rewards which one might be able to earn at work in 
their order of importance to you by numbering them from "I" to "4", i. e. "I" as most 
preferred, "4" as least preferred. 

11 RANK I REWARD 11 

earning lots of money 

having fun with a convivial group of people 

work itself which is worthwhile and contributes to society 

having a title or medal or award of which you can be proud 
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Survey 
Of 

Values 
Developed by Asst. Professor E. 0. Mellon 

of London Business School 

Insight into the values which act as 
a guidefor decision-making at work 
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SURVEY OF VALUES 

Values have been found to act as a guide or standard for decision-making at work. The 
following 16 values have been found in research to be those most commonly quoted by 
managers as important to them. 

Please rank the sixteen values to reflect how you should behave at work. A rank of "I" is 
the most important to you at work, a rank of "16" the least important. Please give each 
value a separate rank or number, i. e. no "tied" results. 

There are no right or wrong answers. The ranking should only take you about 15 minutes. 
Use the definition given for each value, even if this is not how you would define the 
word. 

In column 1, please rank the values listed on the table below to reflect how you 
believe you should behave at work. At work, I should be... 

Rank Value Definition 

accountable publicly answerable for my work output 

achieving set and reach specific objectives 

adaptable keep the best of the past but adopt new ways of working 

altruistic make a social contribution through worthwhile work 

commanding seek to direct or control others 

competitive compete, win through rivalry 

consensual seek general or widespread agreement 

honest adhere to moral principles, act with integrity 

impartial apply the rules in all cases 

individual independent, self-regulating, act alone 

modern constantly seek new ways of working because change brings 
improvement 

non-conforining challenge, change or bend the rules where needed 

pragmatic do whatever is necessary to get the job done 

proactive change the future through my own initiative 

self-developing develop rny capabilities and character 

trusting allow people to exercise judgement because they will do their 
best 

If you feel ail important value is missing, please add it here 

321 



This questionnaire is anonymous, but it would be very helpful to have a few facts about 
you as an individual. 

Name of current employing organization 

Your job title, position or grade 

How many times would you need to be promoted to become the head 
of your organization, e. g. the Managing Director or Pen-nanent Secretary 

Years spent in full time education Age left full time education 

Your gender M/F (please circle one). 

Your earnings band LO -f 10,000 
(please circle one) 

f 10,00 1- E20,000 f20,001 - E30,000 

E30,001 - E40,000 L40,001 - E50,000 f 50,001 -f 60,000 

f 60,001 - E70,000 E70,001 - E80,000 f 80,000 and over 

Years spent working in private sector (if any) 

Mother's occupation or profession 

Father's occupation or profession 

Finally, please rank the following rewards which one might be able to earn at work in their 
order of importance to you by numbering them from "I" to "4", i. eI" as most preferred, 
"4" as least preferred. 

11 RANK I REWARD ii 

earning lots of money 

having fun with a convivial group of people 

work itself which is worthwhile and contributes to society 

having a title or medal or award of which you can be proud 
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APPENDIX V 

Development Phase 

Demographic Data 
on Respondents 

Age 
Gender 
Degree 
Earnings 
Promotion 
Years spent in work 
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DEGREE 

Value Label Value Frequency Percent 

Public Sector 1 122 70.5 
Private Sector 2 48 27.7 

3 1.7 
Total 173 100.0 

Mean 1.282 Median 1.000 Std Dev 
Skewness 

. 976 SE Skew 
. 
186 Range 

Valid cases 170 Missing cases 3 

Sector 

. 
00 1.00 

Count % Count % 
Degree 15 93.8% 55 63.2% 
No Degree 1 6.3% 32 36.8% 

Total 16 100% 87 100% 

t-tests for independent samples of SECTOR 

Variable Number of Cases Mean 

Degree 
Public Sector 87 1.3678 
Private Sector 67 1.2239 

Mean difference ý . 
1439 

Levene's Test for Equality of Variances :Fý 16.011 P- . 000 

t-test for Equality of Means 

Variances t-value 

Equal 1.93 
Unequal 1.97 

SD 

. 
485 

. 
420 

Valid Cum 
Percent Percent 

71.8 71.8 
28.2 100.0 

Missing 
100.0 

. 
451 

1.000 

2.00 
Count 
52 
15 

67 

77.6% 
22.4% 

100% 

SE of Mean 

. 
052 

. 
051 

df 2-Tail Sig SE of Diff 95% 
Cl for Diff 

152 
. 
055 

. 
074 (0.003,. 291) 

149.87 
. 
051 

. 
073 (. 000,. 288) 

324 



EARNINGS 

Value Label Value Frequency Percent Valid Cum 
Percent Percent 

0440,000 1 85 49.1 50.0 50.0 
E41,000460,000 2 51 29.5 30.0 80.0 
E6 1,000-f 80,000 3 22 12.7 12.9 92.9 
f 80,000 + 4 12 6.9 7.1 100.0 

3 1.7 Missing 
Total 173 100.0 100.0 

Mean 1.771 Median 1.500 Std Dev 
. 
930 

Skewness 1.010 SE Skew 
. 
186 Range 3.000 

Valid cases 170 Missing cases 3 

Sector 

. 00 Public Private 
Sector Sector 

Count % Count % Count % 
1 5 33.3% 55 63.2% 25 36.8% 
2 5 33.3% 27 31.0% 19 27.9% 
3 3 20.0% 4 4.6% 15 22.1% 
4 2 13.3% 1 1.1% 9 13.2% 

Total 15 100% 87 100% 68 100% 

t-tests for independent samples of SEC] 

Variable Number of Cases 

Earnings 
Public Sector 87 
Private Sector 68 

Mean difference = -. 6809 

Levene's Test for Equality of Variances 

FOR 

Mean SD 

1.4368 
. 
642 

2.1176 1.058 

IF = 21.622 P- 
. 
000 

SE of Mean 

. 
069 

. 
128 

t-test for Equality of Means 

Variances t-value 

Equal -4.95 
Unequal -4.68 

df 2-Tail Sig SE of Diff 95% 
CI for Diff 

153 
. 
000 

. 
138 (-. 953, -. 409) 

104.31 
. 
000 

. 
146 (-970, -392) 
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GENDER 

Value Value Frequency Percent 
Label 

Male 1 126 72.8 
Female 2 40 23.1 

7 4.0 
Total 173 100.0 

Mean 1.241 Median 1.000 
Skewness 1.222 SE Skew 

. 
188 

Valid cases 166 Missing cases 7 

Sector 

. 00 Public 
Sector 

Count % Count % 
1 13 81.3% 65 74.7% 
2 5 18.8% 22 25.3% 

Total 16 100% 87 100% 

t-tests for independent samples of SECTOR 

Variable Number of Cases Mean 

Gender 
Public Sector 87 1.2529 
Private Sector 63 1.2381 

Mean difference =. 0148 

Levene's Test for Equality of Variances :F= . 
171 P= 

. 
680 

t-test for Equality of Means 

Variances t-value 

Equal 
. 
21 

Unequal 
. 
21 

SD 

. 
437 

. 
429 

Valid Cum 
Percent Percent 

75.9 75.9 
24.1 100.0 

Missing 
100.0 

Std Dev 
. 
429 

Range 1.000 

Private 
Sector 
Count 

48 
15 

63 

df 2-Tail Sig SE of Diff 

148 
. 
837 

. 
072 

135.133 
. 
837 

. 
072 

76.2% 
23.8% 

100% 

SE of Mean 

. 
047 

. 
054 

95% 
Cl for Diff 

(-. 127,. 157) 
(-. 127,. 156) 
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PROMOTION 

Value Label Value Frequency Percent Valid Cum 
Percent Percent 

Levels from 0 4 2.3 2.6 2.6 
the top of 1 21 12.1 13.6 16.2 
the hierarchy 2 32 18.5 20.8 37.0 

3 33 19.1 21.4 58.4 
4 34 19.7 22.1 80.5 
5 19 11.0 12.3 92.9 
6 6 3.5 3.9 96.8 
7 4 2.3 2.6 99.4 
10 1 

.6 .6 100.0 
19 11.0 Missing 

Total 173 100.0 100.0 

Mean 3.175 Median 3.000 Std Dev 1.665 
Skewness 

. 
595 SE Skew 

. 
195 Range 10.000 

Valid cases 154 Missing cases 19 

Sector 

. 00 Public Private 
Sector Sector 

Count % Count % Count % 
0 1 7.1% 1 1.1% 2 3.8% 
1 4 28.6% 5 5.6% 12 22.6% 
2 4 28.6% 15 17.2% 13 24.5% 
3 4 28.6% 24 27.6% 5 9.4% 
4 23 26.4% 11 20.8% 
5 16 18.4% 3 5.7% 
6 1 7.1% 3 3.4% 2 3.8% 
7 4 7.5% 
10 1 1.9% 

Total 14 100% 87 100% 53 100% 

t-tests for independent samples of SECTOR 

Variable Numbe r of Cases Mean SD SE of Mean 

Promotion 
Public Sector 87 3.4138 1.290 

. 
138 

Private Sector 53 3.0566 2.116 
. 
291 

Mean difference = . 
3572 

Levene's Test for Equality of Variances :F 14.005 P . 
000 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
Cl for Diff 

Equal 1.24 138 . 
216 

. 
288 (-. 212,. 926) 

Unequal 1.11 75.86 . 
271 

. 
322 (-. 284,. 998) 
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AGE 

Value Age in Frequency Percent Valid Cum 
Label Years Percent Percent 

24 1 . 6% . 6% . 6% 
26 1 . 6% . 6% 1.2% 
27 5 2.9% 2.9% 4.1% 
28 7 4.0% 4.1% 8.2% 
29 6 3.5% 3.5% 11.7% 
30 7 4.0% 4.1% 15.8% 
31 8 4.6% 4.7% 20.5% 
32 8 4.6% 4.7% 25.1% 
33 3 1.7% 1.8% 26.9% 
34 6 3.5% 3.5% 30.4% 
35 6 3.5% 3.5% 33.9% 
36 5 2". 9% 2.9% 36.8% 
37 6 3.5% 33.5 % 40.4% 
38 4 2.3% 2.3% 42.7% 
39 3 1.7% 1.8% 44.4% 
40 5 2.9% 2.9% 47.4% 
41 5 2.9% 2.9% 50.3% 
42 7 4.0% 4.1% 54.4% 
43 6 3.5% 3.5% 57.9% 
44 6 3.5% 3.5% 61.4% 
45 7 4.0% 4.1% 65.5% 
46 3 1.7% 1.8% 67.3% 
47 10 5.8% 5.8% 73.1% 
48 8 4.6% 4.7% 77.8% 
49 8 4.6% 4.7% 82.5% 
50 6 3.5% 3.5% 86.0% 
51 3 1.7% 1.8% 87.7% 
52 5 2.9% 2.9% 90.6% 
53 6 3.5% 3.5% 94.2% 
54 3 1.7% 1.8% 95.9% 
55 2 1.2% 1.2% 97.1% 
56 1 

. 
6% 

. 
6% 97.7% 

57 1 
. 
6% 

. 
6% 98.2% 

59 2 1.2% 1.2% 99.4% 
65 1 

. 
6% 

. 
6% 100.0% 

2 1.2 Missing 
Total 173 100.0 100.0 

Mean 40.772 Median 41.000 

Valid cases 171 Missing cases 2 
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Sector Public Private 

. 00 Sector Sector 
Age Age Age 

Count % Count % Count % 

24 1 1.5% 
26 1 1.5% 
27 1 6.3% 4 6.0% 
28 2 12.5% 5 7.5% 
29 6 9.0% 
30 1 6.3% 6 9.0% 
31 1 1.1% 7 10.4% 
32 1 6.3% 3 3.4% 4 6.0% 
33 1 1.1% 2 3.0% 
34 1 6.3% 1 1.1% 4 6.0% 
35 1 6.3% 5 7.5% 
36 2 2.3% 3 4.5% 
37 1 6.3% 2 2.3% 3 4.5% 
38 3 3.4% 1 1.5% 
39 1 1.1% 2 3.0% 
40 2 12.5% 3 4.5% 
41 2 12.5% 2 2.3% 1 1.5% 
42 4 4.5% 3 4.5% 
43 1 6.3% 4 4.5% 1 1.5% 
44 5 5.7% 1 1.5% 
45 1 6.3% 5 5.7% 1 1.5% 
46 3 3.4% 
47 9 10.2% 1 1.5% 
48 8 9.1% 
49 8 9.1% 
50 1 6.3% 4 4.5% 1 1.5% 
51 3 3.4% 
52 4 4.5% 1 1.5% 
53 6 6.8% 
54 3 3.4% 
55 2 2.3% 
56 1 1.1% 
57 1 1.1% 
59 2 2.3% 
65 1 6.3% 

t-tests for indepen dent samples of SECTOR 

Variable Number of Cases Mean SD SE of Mean 

Age 
Public Sector 88 46.3523 6.339 

. 
676 

Private Sector 67 33.9851 6.001 
. 
733 

Mean difference - 12.3672 
Levene's Test for Equality of Va riances :F. 054 P . 

817 

t-test for Equality of Means 
Variances t-value df 2 -Tail Sig SE of Diff 95% 

CI for Diff 
Equal 12.31 153 . 

000 1.005 (10.382,14.352) 
Unequal 12.40 145.89 

. 
000 

. 
997 (10.396,14.338) 
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YEARS SPENT IN WORK 

t-tests for independent samples of SECTOR 

Variable Number of Cases Mean SD SE of Mean 

Yrswork 
Public Sector 88 25.3 ) 864 7.863 

. 
838 

Private Sector 67 12.6567 7.066 
. 
863 

Mean difference = 12.7296 

Levene's Test for Equality of Variances :F= . 748 Pý 
. 
388 

t-test for Equality of Means 
Variances t-value df 2-Tail Sig SE of Diff 95% 

CI for Diff 
Equal 10.43 153 

. 
000 1.221 (10.317,15.142) 

Unequal 10.58 148.79 
. 
000 1.203 (10.352,15.108) 

330 



2 
3 
4 
5 
6 
7 
8 
9 
10 
11 
12 
13 
14 
15 
16 
17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 
30 
31 
32 
33 
34 
35 
36 
37 
38 
40 
50 

Total 

Sector 

. 00 
Years in 

Work 
Count 

2 

2 

1 

16 

Public Sector 
Years in Work 

% Count 

6.3% 
6.3% 
6.3% 
6.3% 

12.5% 

6.3% 
6.3% 
6.3% 
6.3% 
6.3% 

12.5% 
6.3% 

6.3% 

6.3% 

100% 

2 
2 

2 
3 

3 
2 
3 
5 

4 
7 
8 
2 
-1, 

8 
2 
4 
4 

2 
3 
7 

4 

88 

% 

2.3% 
2.3% 
1.1% 

2.3% 
3.4% 

3.4% 
2.3% 
3.4% 
5.7% 

4.5% 
8.0% 
9.1% 
2.3% 
3.4% 
9.1% 
2.3% 
4.5% 
4.5% 
1.1% 
2.3% 
3.4% 
8.0% 
1.1% 
4.5% 
1.1% 
1.1% 

100% 

Private Sector 
Years in Work 

Count 

I 
I 
1 
4 
5 
6 
5 
4 
4 
5 
6 
3 

3 
1 
3 
2 
2 
2 

2 

67 

% 

1.5% 
1.5% 
1.5% 
6.0% 
7.5% 
9.0% 
7.5% 
6.0% 
6.0% 
7.5% 
9.0% 
4.5% 

4.5% 
1.5% 
4.5% 
3.0% 
3.0% 
3.0% 

1.5% 
1.5% 
1.5% 
1.5% 

3.0% 

1.5% 
1.5% 

1.5% 

100% 
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APPENDIX VI 

Development Phase 

Statistical Differences Between Mean Responses from 
Public Sector and Private Sector Respondents 

on Items from VRQ 
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Variable Number Mean SD SE of Mean 

of Cases 

1. People should weigh up the evidence so that they can reach impartial decisions: 

Public Sector 88 2.0455 1.082 
. 
115 

Private Sector 68 2.8824 1.758 
. 
213 

Mean Difference - -. 8369 

Levene's Test for Equality of Variances: F-7.799 P= 
. 
006 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal -3.66 154 . 
000 . 

229 (-1.289, -. 385) 
Unequal -3.45 105.02 . 

001 . 
242 (-1.318, -. 356) 

Variable Number Mean SD SE of Mean 

of Cases 

4. It is better to do something than to do nothing at all: 

Public Sector 88 4.8295 2.579 
. 
275 

Private Sector 68 3.9265 2.445 
. 
297 

Mean Difference =. 9031 

Levene's Test for Equality of Variances: F= . 
027 P= 

. 
871 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
Cl for Diff 

Equal 2.22 154 . 
028 

. 
407 (. 099,1.707) 

Unequal 2.23 147.65 . 
027 

. 
404 (. 104,1.702) 
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t-tests for independent samples of SECTOR 

Variable Number Mean SD SE of Mean 
of Cases 

5. People should actively seek new ways of working and discard the old: 4ý 

Public Sector 88 4.4091 1.792 
. 
191 

Private Sector 68 3.6912 1.650 
. 
200 

Mean Difference =. 7179 

Levene's Test for Equality of Variances: Fý 
. 
479 P- 

. 
490 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 2.57 154 
. 
011 

. 
280 (. 165,1.270) 

Unequal 2.59 149.26 
. 
010 

. 277 (. 171,1.265) 

t-tests for independent samples of SECTOR 

Variable Number Mean SD SE of Mean 
of Cases 

7. People should work very hard because then they will overcome most problems: 

Public Sector 88 5.5682 1.981 
. 
211 

Private Sector 68 4.7500 2.003 
. 
243 

Mean Difference -. 8182 

Levene's Test for Equality of Variances: Fý 
. 
028 Pý 

. 
867 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 2.55 154 
. 
012 

. 
321 (. 183,1.453) 

Unequal 2.54 143.47 . 012 
. 
322 (. 182,1.455) 
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t-tests for independent samples of SECTOR 

Variable Number Mean SD SE of Mean 
of Cases 

13. Intense competition is the best way to succeed: 

Public Sector 88 6.1705 1.808 
. 
193 

Private Sector 68 5.4853 2.189 
. 
265 

Mean Difference - -. 6852 

Levene's Test for Equality of Variances: F=2.405 P= . 
123 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 2.14 154 
. 
034 

. 
320 (. 053,1.318) 

Unequal 2.09 128.73 
. 
039 

. 
328 (. 036,1.334) 

Variable Number Mean SD SE of Mean 
of Cases 

16. People should seek to be masters of their own destiny: 

Public Sector 88 3.1818 1.623 
. 
173 

Private Sector 68 2.1912 1.175 
. 
142 

Mean Difference =. 9906 

Levene's Test for Equality of Variances: Fý4.919 Pý 
. 
028 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 4.25 154 
. 
000 

. 
233 (. 530,1.452) 

Unequal 4.42 153.41 
. 
000 

. 
224 (. 548,1.434) 
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t-tests for independent samples of SECTOR 

Variable Number 
of Cases 

Mean SD SE of Mean 

19. Change brings improvement, so people should constantly seek new ways of working: t, 4ý 

Public Sector 88 4.7955 1.648 
. 
176 

Private Sector 68 3.7500 1.731 
. 
210 

Mean Difference - 1.0455 

Levene's Test for Equality of Variances: F= 
. 
225 P= 

. 
636 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 3.84 154 
. 
000 

. 
272 (. 508,1.583) 

Unequal 3.82 140.61 
. 
000 

. 
274 (. 504,1.587) 

Variable Number Mean SD SE of Mean 
of Cases 

22. It is often possible to change the future by using initiative: 

Public Sector 88 2.7614 1.365 
. 
145 

Private Sector 68 1.8235 
. 
897 

. 
109 

Mean Difference =. 9378 

Levene's Test for Equality of Variances: F=8.829 P- 
. 
003 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 4.91 154 
. 
000 

. 191 (. 560,1.316) 
Unequal 5.16 150.42 

. 
000 

. 
182 (. 579,1.297) 
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t-tests for independent samples of SECTOR 

Variable Number Mean SD SE of Mean 
of Cases 

25. People should try to work with developments, rather than change too much: 

Public Sector 88 3.8864 1.401 
. 
149 

Private Sector 68 4.4265 1.669 
. 
202 

Mean Difference - -. 5401 

Levene's Test for Equality of Variances: F-3.588 P- . 060 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal -2.20 154 
. 
030 

. 
246 (-1.026, -. 054) 

Unequal -2.15 130.14 
. 
034 

. 
252 (-1.038, -. 042) 

Variable Number Mean SD SE of Mean 
of Cases 

28. People should try to develop and improve themselves at work: 

Public Sector 88 2.3182 1.180 
. 
126 

Private Sector 68 1.8676 
. 
991 

. 
120 

Mean Difference =. 4505 

Levene's Test for Equality of Variances: F=3.699 P= 
. 
056 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
Cl for Diff 

Equal 2.533 154 
. 
012 

. 
178 (. 099,. 802) 

Unequal 2.59 152.89 
. 
011 

. 
174 (. 107,. 794) 
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Variable Number Mean SD SE of Mean 
of Cases 

30. People should keep what is best from the past, but adopt new ways of working: 

Public Sector 88 2.4091 1.490 
. 
159 

Private Sector 68 1.9412 . 
879 

. 
107 

Mean Difference =. 4679 

Levene's Test for Equality of Variances: F=8.803 P= . 
003 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 2.30 154 . 
023 

. 204 (. 065, 
. 
870) 

Unequal 2.45 144.84 
. 
016 

. 
191 (. 090, 

. 
846) 

t-tests for independent samples of SECTOR 

Variable Number Mean SID SE of Mean 
of Cases 

43. People can always achieve more if they try: 

Public Sector 88 3.3068 1.803 
. 
192 

Private Sector 68 2.7206 1.691 
. 
205 

Mean Difference =. 5862 

Levene's Test for Equality of Variances: F=1.656 P= 
. 
200 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 2.07 154 
. 
040 

. 
283 (. 026,1.146) 

Unequal 2.09 148.26 
. 
039 

. 
281 (. 03 ) 1,1.142) 
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APPENDIX VII 

Developmental Phase 

Skewness Data on Items 

341 



1. People should weigh up all the evidence so that they can reach impartial decisions. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 50 30.9 30.9 30.9 
2.00 41 25.3 25.3 56.2 
3.00 51 31.5 31.5 87.7 
4.00 5 

. 
3.1 3.1 90.7 

5.00 7 4.3 4.33 95.1 
6.00 4 2.5 2.5 97.5 
7.00 2 1.2 1.2 98.8 
8.00 1 

.6 .6 99.4 
9.00 1 

.6 .6 100.0 

Total 162 100.0 100.0 

Mean 2.438 Skewness 1.593 SE Skew . 191 

Valid cases 162 Missing cases 0 

2. People are important in themselves, not just for what they can achieve. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 55 34.0 34.0 34.0 
2.00 35 21.6 21.6 55.6 
3.00 32 19.8 19.8 75.3 
4.00 21 13.0 13.0 88.3 
5.00 10 6.2 6.2 94.4 
6.00 3 1.9 1.9 06.3 
7.00 4 2.5 2.5 98.8 
8.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 2.574 Skewness 1.122 SE Skew 
. 
191 

Valid cases 162 Missing cases 0 
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3. People should constantly set and achieve measurable targets. 

Value Label Value Frequency Percent 

1.00 19 11.7 
2.00 42 25.9 
3.00 44 27.2 
4.00 27 16.7 
5.00 19 11.7 
6.00 1 .6 
7.00 7 4.3 
8.00 2 1.2 
9.00 1 .6 

Total 162 100.0 

Mean 3.198 Skewness 1.001 

Valid cases 162 Missing cases 0 
ZI 

4. It is better to do something than to do nothing at all. 

Value Label Value Frequency Percent 

1.00 28 17.3 
2.00 21 13.0 
3.00 21 13.0 
4.00 17 10.5 
5.00 23 14.2 
6.00 15 9.3 
7.00 15 9.3 
8.00 7 4.3 
9.00 15 9.3 

Total 162 100.0 

Mean 4.333 Skewness . 
334 

Valid cases 162 Missing cases 0 

Valid Percent Cum Percent 

11.7 11.7 
25.9 37.7 
27.2 64.8 
16.7 81.5 
11.7 93.2 

.6 
93.8 

4.3 98.1 
1.2 99.4 

.6 
100.0 

100.0 

SE Skew . 
191 

Valid Percent Cum Percent 

17.3 17.3 
13.0 30.2 
13.0 43.2 
10.5 53.7 
14.2 67.9 
9.3 77.2 
9.3 86.4 
4.3 90.7 
9.3 100.0 

100.0 

SE Skew 
. 
191 
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5. People should actively seek new ways of working and discard the old. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 10 6.2 6.2 6.2 
2.00 20 12.3 12.3 18.5 
3.00 35 21.6 21.6 40.1 
4.00 37 22.8 22.8 63.0 
5.00 32 19.8 19.8 82.7 
6.00 11 6.8 6.8 89.5 
7.00 10 6.2 6.2 95.7 
8.00 4 2.5 2.5 98.1 
9.00 3 1.9 1.9 100.0 

Total 162 100.0 100.0 

Mean 4.062 Skewness 
. 
516 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

6. It is vital that people should be publicly accountable for their work output. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 7 4.3 4.3 4.3 
2.00 28 17.3 17.3 21.6 
3.00 45 27.8 27.8 49.4 
4.00 21 13.0 13.0 62.3 
5.00 31 19.1 19.1 81.5 
6.00 17 10.5 10.5 92.0 
7.00 10 6.2 6.2 98.1 
8.00 1 

.6 .6 98.8 
9.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 3.920 Skewness 
. 507 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
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7. People should work very hard because they will overcome most problems. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 6 3.7 3.7 3.7 
2.00 7 4.3 4.3 8.0 
3.00 233 14.2 14.2 22.2 
4.00 26 16.0 16.0 38.3 
5.00 38 23.5 23.5 61.7 
6.00 15 9.3 9.3 71.0 
7.00 23 14.2 14.2 85.2 
8.00 15 9.3 9.3 94.4 
9.00 9 5.6 5.6 100.0 

Total 162 100.0 100.0 

Mean 5.154 Skewness . 
069 

Valid cases 162 Missing cases 0 

8. People should be given the scope to exercise judgement. 

Value Label Value Frequency Percent 

1.00 40 24.7 
2.00 60 37.0 
3.00 48 29.6 
4.00 10 6.2 
5.00 3 1.9 
7.00 1 .6 

Total 162 100.0 

Mean 2.259 Skewness . 933 

Valid cases 162 Missing cases Zý 
0 

SE Skew 
. 
191 

Valid Percent Cum Percent 

24.7 24.7 
37.0 61.7 
29.6 91.4 
6.2 97.5 
1.9 99.4 

.6 
100.0 

100.0 

SE Skew 
. 
191 
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9. People should be ready to take and defend their own decisions. 

Value Label Value Frequency Percent 

1.00 46 28.4 
2.00 63 38.9 
3.00 40 24.7 
4.00 9 5.6 
5.00 3 1.9 
6.00 1 .6 

Total 162 100.0 100.0 

Mean 2.154 Skewness 
. 
853 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

10. It is important to rely on people, not on objectives, because circumstances can change. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 16 9.9 9.9 9.9 
2.00 32 19.8 19.8 29.6 
3.00 42 25.9 25.9 55.6 
4.00 26 16.0 16.0 71.6 
5.00 25 15.4 15.4 87.0 
6.00 6 3.7 3,7 90.7 
7.00 12 7.4 7.4 98.1 
8.00 3 1.9 1.9 100.0 

Total 162 100.0 100.0 

Mean 3.574 Skewness 
. 
590 SE Skew 

. 191 

Valid cases 162 Missing cases 0 

Valid Percent Cum Percent 

28.4 28.4 
38.9 67.3 
24.7 92.0 
5.6 97.5 
1.9 99.4 

.6 
100.0 
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11. The person I depend upon most at work is myselL 

Value Label Value Frequency Percent 

1.00 40 24.7 
2.00 27 16.7 
3.00 21 13.0 
4.00 13 8.0 
5.00 20 12.3 
6.00 12 7.4 
7.00 13 8.0 
8.00 5 3.1 
9.00 11 6.8 

Valid Percent Cum Percent 

24.7 24.7 
16.7 41.4 
13.0 54.3 
8.0 62.3 
12.3 74.7 
7.4 82.1 
8.0 90.1 
3.1 93.2 
6.8 100.0 

Total 162 100.0 100.0 

Mean 3.772 Skewness . 
609 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

12. Applying rules carefully is the only way to ensure a fair approach to work. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 I 
.1 

1.9 1.9 1.9 
2.00 9 5.6 5.6 7.4 
3.00 8.0 8.0 15.4 
4.00 27 16.7 16.7 32.1 
5.00 23 14.2 14.2 46.3 
6.00 23 14.2 14.2 60.5 
7.00 34 21.0 21.0 81.5 
8.00 20 12.3 12.3 93.8 
9.00 10 6.2 6.2 100.0 

Total 162 100.0 100.0 

Mean 5.611 Skewness -. 245 SE Skew 
. 
191 

Valid cases 162 Missing cases 0 
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13. Intense competition is the best way to succeed. 

Value Label Value Frequency 

1.00 
2.00 3 
3.00 17 
4.00 22 
5.00 29 
6.00 24 
7.00 27 
8.00 20 
9.00 17 

Percent Valid Percent Cum Percent 

1.9 1.9 1.9 
1.9 1.9 3.7 

10.5 10.5 14.2 
13.6 13.6 27.8 
17.9 17.9 45.7 
14.8 14.8 60.5 
16.7 16.7 77.2 
12.3 12.3 89.5 
10.5 10.5 100.0 

Total 162 100.0 100.0 

Mean 5.796 Skewness -. 148 

Valid cases 162 Missing cases 0 

14. People should act with complete integrity at all times. 

Value Label Value Frequency Percent 

1.00 67 41.4 
2.00 43 26.5 
3.00 30 18.5 
4.00 10 6.2 
5.00 9 5.6 
6.00 2 1.2 
7.00 1 

.6 

SE Skew 
. 
191 

Valid Percent Cum Percent 

41.4 41.4 
26.5 67.9 
18.5 86.4 
6.2 92.6 
5.6 98.1 
1.2 99.4 

.6 100.0 

Total 162 100.0 

Mean 2.142 Skewness 1.213 

Valid cases 162 Missing cases 0 

100.0 

SE Skew 
. 
191 
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15. "Wait and see" is a good policy, because change is not always for the best. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 2 1.2 1.2 1.2 
2.00 3 1.9 1.9 3.1 
3.00 19 11.7 11.7 14.8 
4.00 23 14.2 14.2 29.0 
5.00 29 17.9 17.9 46.9 
6.00 26 16.0 16.0 63.0 
7.00 29 17.9 17.9 80.9 
8.00 22 13.6 13.6 94.4 
9.00 9 5.6 5.6 100.0 

Total 162 100.0 100.0 

Mean 5.667 Skewness -. 136 SE Skew 
. 191 

Valid cases 162 Missing cases 0 

16. People should seek to be masters of their own destiny. 

Value Label Value Frequency Percent 

1.00 37 22.8 
2.00 52 32.1 

. ). 
00 35 21.6 

4.00 18 11.1 
5.00 16 9.9 
6.00 1 

.6 
7.00 3 1.9 

Valid Percent Cum Percent 

22.8 22.8 
32.1 54.9 
21.6 76.5 
11.1 87.7 
9.9 97.5 

.6 98.1 
1.9 100.0 

Total 162 100.0 

Mean 2.623 Skewness . 875 

Valid cases 162 Missing cases 0 

100.0 

SE Skew 
. 191 
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17. It is important to seek general or widespread agreement before taking decisions. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 1 
.6 .6 .6 

2.00 25 15.4 15.4 16.0 
3.00 29 17.9 17.9 34.0 
4.00 42 25.9 25.9 59.9 
5.00 24 14.8 14.8 74.7 
6.00 13 8.0 8.0 82.7 
7.00 17 10.5 10.5 93.2 
8.00 9 5.6 5.6 98.8 
9.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 4.401 Skewness 
. 522 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

18. People should do whatever is necessary to get the job done. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 5 3.1 3.1 3.1 
2.00 17 10.5 10.5 13.6 
3.00 27 16.7 16.7 30.2 
4.00 29 17.9 17.9 48.1 
5.00 28 17.3 17.3 65.4 
6.00 14 8.6 8.6 74.1 
7.00 21 13.0 13.0 87.0 
8.00 13 8.0 8.0 95.1 
9.00 8 4.9 4.9 100.0 

Total 162 100.0 100.0 

Mean 4.833 Skewness 
. 
256 SE Skew 

. 191 

Valid cases 162 Missing cases 0 
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19. Change brings improvement, so people should constantly seek new ways of working. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 6 3.7 3.7 3.7 
2.00 20 12.3 12.3 16.0 
3.00 37 22.8 22.8 38.9 
4.00 24 14.8 14.8 53.7 
5.00 31 19.1 19.1 72.8 
6.00 21 13.0 13.0 85.8 
7.00 16 9.9 9.9 95.7 
8.00 7 4.3 4.3 100.0 

Total 162 100.0 100.0 

Mean 4.333 Skewness 
. 
204 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

20. People should always do their duty. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 16 9.9 9.9 9.9 
2.00 29 17.9 17.9 27.8 
3.00 33 20.4 20.4 48.1 
4.00 29 17.9 17.9 66.0 
5.00 28 17.3 17.3 83.3 
6.00 12 7.4 7.4 90.7 
7.00 4 2.5 2.5 93.2 
8.00 10 6.2 6.2 99.4 
9.00 1 

.6 .6 100.0 

Total 162 100.0 100.0 

Mean 3.815 Skewness 
. 569 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
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21. Sometimes it is necessary to use methods which work rather than the fairest. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 17 10.5 10.5 10.5 
2.00 31 19.1 19.1 29.6 
3.00 48 29.6 29.6 59.3 
4.00 29 17.9 17.9 77.2 
5.00 18 11.1 11.1 88.3 
6.00 5 3.1 3.1 91.4 
7.00 8 4.9 4.9 96.3 
8.00 4 2.5 2.5 98.8 
9.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 3.488 Skewness 
. 
930 

Valid cases 162 Missing cases 0 

22. It is often possible to change the future by using initiative. 

Value Label Value Frequency Percent 

1.00 46 28.4 
2.00 59 36.4 
3.00 34 21.0 
4.00 12 7.4 
5.00 7 4.3 
6.00 2 1.2 
7.00 2 1.2 

Total 162 100.0 

Mean 2.315 Skewness 1.258 

Valid cases 162 Missing cases 0 

SE Skew 
. 
191 

Valid Percent Cum Percent 

28.4 28.4 
36.4 64.8 
21.0 85.8 
7.4 93.2 
4.3 97.5 
1.2 98.8 
1.2 100.0 

100.0 

SE Skew 
. 
191 
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23. People should work together and take decisions as a group 

Value Label Value Frequency Percent 

1.00 5 3.1 
2.00 21 13.0 
3.00 55 34.0 
4.00 29 17.9 
5.00 330 18.5 
6.00 10 6.2 
7.00 8 4.9 
8.00 4 2.5 

Valid Percent Cum Percent 

3.1 3.1 
13.0 16.0 
34.0 50.0 
17.9 67.9 
18.5 86.4 
6.2 92.6 
4.9 97.5 
2.5 100.0 

Total 162 100.0 100.0 

Mean 3.864 Skewness 
. 
645 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 ZI 

24. People should recognize that there is no such thing as an impartial decision. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 21 13.0 13.0 13.0 
2.00 23) 14.2 14.2 27.2 
3.00 28 17.3 17.3 44.4 
4.00 17 10.5 10.5 54.9 
5.00 32 19.8 19.8 74.7 
6.00 13 8.0 8.0 82.7 
7.00 13 8.0 8.0 90.7 
8.00 10 6.2 6.2 96.9 
9.00 5 3.1 3.1 100.0 

Total 162 100.0 100.0 

Mean 4.154 Skewness 
. 
350 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
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25. People should try to work with developments, rather than change too much. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 5 
. 
3.1 3.1 3.1 

2.00 13 8.0 8.0 11.1 
3.00 35 21.6 21.6 32.7 
4.00 40 24.7 24.7 57.4 
5.00 38 23.5 23.5 80.9 
6.00 14 8.6 8.6 89.5 
7.00 13 8.0 8.0 97.5 
8.00 1.9 1.9 99.4 
9.00 

.6 .6 100.0 

Total 162 100.0 100.0 

Mean 4.284 Skewness 
. 
313 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

26. People should seek to make a social contribution through worthwhile work. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 17 10.5 10.5 10.5 
2.00 24 14.8 14.8 25.3 
3.00 38 23.5 23.5 48.8 
4.00 24 14.8 14.8 63.6 
5.00 30 18.5 18.5 82.1 
6.00 7 4.3 4.3 86.4 
7.00 15 9.1 

.1 
9.3 95.7 

8.00 4 2.5 2.5 98.1 
9.00 3 1.9 1.9 100.0 

Total 162 100.0 100.0 

Mean 3.895 Skewness 
. 526 SE Skew 

. 191 

Valid cases 162 Missing cases 0 
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27. It is necessary to direct or control others to get work done. 

Value Label Value Frequency Percent 

1.00 7 4.3 
2.00 10 6.2 
3.00 28 17.3 
4.00 

. 32 19.8 
5.00 26 16.0 
6.00 20 12.3 
7.00 16 9.9 
8.00 16 9.9 
9.00 7 4.3 

Valid Percent Cum Percent 

4.33 1 4.3 
6.2 10.5 
17.3 27.8 
19.8 47.5 
16.0 63.6 
12.3 75.9 
9.9 85.8 
9.9 95.7 
4.3 100.0 

Total 162 100.0 

Mean 4.889 Skewness 
. 
203 

Valid cases 162 Missing cases 0 

28. People should try to develop and improve themselves at work. 

Value Label Value Frequency Percent 

1.00 60 37.0 
2.00 49 30.2 
3.00 37 22.8 
4.00 10 6.2 
5.00 5 3.1 
6.00 1 

.6 

Total 162 100.0 

Mean 2.099 Skewness 
. 
922 

Valid cases 162 Missing cases 0 

100.0 

SE Skew 
. 
191 

Valid Percent Cum Percent 

37.0 37.0 
30.2 67.3 
22.8 90.1 
6.2 96.3 
3.1 99.4 

.6 100.0 

100.0 

SE Skew 
. 
191 
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29. People should be ready to challenge, change or bend the rules where necessary. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 26 16.0 16.0 16.0 
2.00 33 20.4 20.4 36.4 
3.00 57 35.2 35.2 71.6 
4.00 23 14.2 14.2 85.8 
5.00 15 9.3 9.3 95.1 
6.00 4 2.5 2.5 97.5 
7.00 2 1.2 1.2 98.8 
8.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 2.988 Skewness 
. 
828 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

30. People should keep what is best from the past, but adopt new ways of working. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 56 34.6 34.6 33 4.6 
2.00 49 30.2 30.2 64.8 
3.00 39 24.1 24.1 88.9 
4.00 10 6.2 6.2 95.1 
5.00 3 1.9 1.9 96.9 
6.00 3 1.9 1.9 98.8 
8.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 2.222 Skewness 1.653 SE Skew 
. 
191 

Valid cases 162 Missing cases 0 
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31. It is often necessary to put others' needs before our own. 

Value Label Value Frequency Percent 

1.00 16 9.9 
2.00 40 24.7 

. 3.00 50 30.9 
4.00 16 9.9 
5.00 29 17.3 
6.00 6 3.7 
7.00 6 3.7 

Valid Percent Cum Percent 

9.9 9.9 
24.7 34.6 

. 30.9 65.4 
9.9 75.3 
17.3 3 92.6 
3.7 96.3 3 
3.7 100.0 

Total 162 100.0 100.0 

Mean 3.259 Skewness 
. 587 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

32. While "honesty is the best policy", cutting corners can sometimes achieve more. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 7 4.3 4.3 4.3 
2.00 19 11.7 11.7 16.0 
3.00 27 16.7 16.7 32.7 
4.00 29 17.9 17.9 50.6 
5.00 22 13.6 13.6 64.2 
6.00 15 9.3 9.3 73.5 
7.00 16 9.9 9.9 83.3 
8.00 12 7.4 7.4 90.7 
9.00 15 9.3 9.3 100.0 

Total 162 100.0 100.0 

Mean 4.846 Skewness 
. 
321 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
1 
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33. People always need to be given clear instructions and objectives. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 19 11.7 11.7 11.7 
2.00 41 25.3 25.3 37.0 
3.00 39 24.1 24.1 61.1 
4.00 17 10.5 10.5 71.6 
5.00 13 8.0 8.0 79.6 
6.00 14 8.6 8.6 88.3 
7.00 14 8.6 8.6 96.9 
8.00 1.9 1.9 98.8 
9.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 3.549 Skewness 
. 
754 SE Skew 

. 191 

Valid cases 162 Missing cases 0 
1 

34. We need to plan ahead for a changed and better future. 

Value Label Value Frequency Percent 

1.00 34 21.0 
2.00 58 35.8 
3.00 40 24.7 
4.00 20 12.3 
5.00 5 3.1 
6.00 2 1.2 
7.00 1 

.6 
8.00 1 

.6 
9.00 1 

.6 

Valid Percent Cum Percent 

21.0 21.0 
35.8 56.8 
24.7 81.5 
12.3 93.8 
3.1 96.9 
1.2 98.1 

.6 98.8 

.6 99.4 

.6 100.0 

Total 162 100.0 

Mean 2.537 Skewness 1.584 

Valid cases 162 Missing cases 0 

100.0 

SE Skew 
. 
191 
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35. People should respond to initiatives even if events look beyond their control. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 21 13.0 13.0 13.0 
2.00 42 25.9 25.9 38.9 
3.00 40 24.7 24.7 63.6 
4.00 23 14.2 14.2 77.8 
5.00 25 15.4 15.4 93.2 
6.00 5 3.1 3.1 96.3 
7.00 1 

.6 .6 
96.9 

8.00 5 3.1 3.1 100.0 

Total 162 100.0 100.0 

Mean 3.204 Skewness 
. 
832 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 

36. It is better to do what is right or not to act at all. Is this phrased correctly?? 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 20 12.3 12.3 12.3 
2.00 18 11.1 11.1 23.5 
3.00 37 22.8 22.8 46.3 
4.00 20 12.3 12.3 58.6 
5.00 26 16.0 16.0 74.7 
6.00 14 8.6 8.6 83.3 
7.00 14 8.6 8.6 92.0 
8.00 6 3.7 3.7 95.7 
9.00 7 4.3 4.3 100.0 

Total 162 100.0 100.0 

Mean 4.136 Skewness 
. 
450 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
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37. People should work very hard if they want results. 

Value Label Value Frequency Percent 

1.00 15 9.3 
2.00 27 16.7 
3.00 39 24.1 
4.00 33 20.4 
5.00 28 17.3 
6.00 10 6.2 
7.00 6 3.7 
8.00 2 1.2 
9.00 2 1.2 

Valid Percent Cum Percent 

9.3 9.3 
16.7 25.9 
24.1 50.0 
20.4 70.4 
17.3 87.7 
6.2 93.8 
3.7 97.5 
1.2 98.8 
1.2 100.0 

Total 162 100.0 

Mean 3.667 Skewness 
. 
586 

Valid cases 162 Missing cases 0 

38. People should never show favouritism. 

Value Label Value Frequency Percent 

1.00 33 20.4 
2.00 31 19.1 
3.00 21 13.0 
4.00 27 16.7 
5.00 18 11.1 
6.00 19 11.7 
7.00 7 4.3 
8.00 5 3.1 
9.00 1 

.6 

Total 162 100.0 

Mean 3.506 Skewness 
. 
486 

Valid cases 162 Missing cases 0 Z!, 

100.0 

SE Skew 
. 
191 

Valid Percent Cum Percent 

20.4 20.4 
19.1 39.5 
13.0 52.5 
16.7 69.1 
11.1 80.2 
11.7 92.0 
4.3 96.3 
3.1 99.4 

.6 100.0 

100.0 

SE Skew 
. 
191 
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39. The best rules are the ones people make up for themselves, case by case if necessary. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 5 3.1 3.1 -3.1 2.00 6 3.7 3.7 6.8 
3.00 20 12.3 12.3 19.1 
4.00 22 13.6 13.6 32.7 
5.00 27 16.7 16.7 49.4 
6.00 14 8.6 8.6 58.0 
7.00 34 21.0 21.0 79.0 
8.00 22 13.6 13.6 92.6 
9.00 12 7.4 7.4 100.0 

Total 162 100.0 100.0 

Mean 5.593 Skewness -. 219 SE Skew 
. 
191 

Valid cases 162 Missing cases 0 

40. People should always be hones in their dealings with others. 

Value Label Value Frequency Percent 

1.00 56 34.6 
2.00 50 30.9 
3.00 31 19.1 
4.00 14 8.6 
5.00 6 3.7 
6.00 4 2.5 
7.00 1 

.6 

Valid Percent Cum Percent 

34.6 34.6 
30.9 65.4 
19.1 84.6 
8.6 93.2 
3.7 96.9 
2.5 99.4 

.6 100.0 

Total 162 100.0 

Mean 2.259 Skewness 1.163 

Valid cases 162 Missing cases 0 

100.0 

SE Skew 
. 191 
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41. People will do their best, so it is important to trust them. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 18 11.1 11.1 11.1 
2.00 39 24.1 24.1 35.2 
3.00 40 24.7 24.7 59.9 
4.00 20 12.3 12.3 72.2 
5.00 21 13.0 13.0 85.2 
6.00 12 7.4 7.4 92.6 
7.00 4 2.5 2.5 95.1 
8.00 8 4.9 4.9 100.0 

Total 162 100.0 100.0 

Mean 3.488 Skewness . 764 SE Skew . 191 

Valid cases 162 Missing cases 0 

42. People should anticipate and control change. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 19 11.7 11.7 11.7 
2.00 47 29.0 29.0 40.7 
3.00 42 25.9 25.9 66.7 
4.00 29 17.9 17.9 84.6 
5.00 17 10.5 10.5 95.1 
6.00 2 1.2 1.2 96.3 
7.00 4 2.5 2.5 98.8 
8.00 1 

.6 .6 99.4 
9.00 1 

.6 .6 100.0 

Total 162 100.0 100.0 

Mean 3.068 Skewness 1.012 SE Skew 
. 
191 

Valid cases 162 Missing cases 0 
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43. People can always achieve more if they try. 

Value Label Value Frequency 

1.00 35 
2.00 43 
3.00 31 
4.00 15 
5.00 25 
6.00 2 
7.00 7 
8.00 4 

Percent Valid Percent Cum Percent 

21.6 21.6 21.6 
26.5 26.5 48.2 
19.1 19.1 67.3 
9.3 9.3 76.5 
15.4 15.4 92.0 
1.2 1.2 93.2 
4.3 4.3 97.5 
2.5 2.5 100.0 

Total 162 100.0 100.0 

Mean 3.037 Skewness 
. 
885 

Valid cases 162 Missing cases 0 

SE Skew 
. 
191 

44. It is very important to stick closely to principles. 

Value Label Value Frequency Percent Valid Percent Cum Percent 

1.00 22 13.6 13.6 13.6 
2.00 37 22.8 22.8 36.4 
3.00 44 27.2 27.2 63.6 
4.00 20 12.3 12.3 75.9 
5.00 is 11.1 11.1 87.0 
6.00 11 6.8 6.8 93.8 
7.00 7 4.3 4.3 98.1 
8.00 1 .6 .6 98.8 
9.00 2 1.2 1.2 100.0 

Total 162 100.0 100.0 

Mean 3.327 Skewness . 
841 SE Skew 

. 
191 

Valid cases 162 Missing cases 0 
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APPENDIX VIII 

Development Phase 

Statistically Significant Differences 
in Factor Analysis between Public and Private 

Sector Respondents 

T tests, Factor Plot and Scree Chart 
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t-tests for independent samples of SECTOR 

Variable Number of Cases Mean SD SE of Mean 

FAC 12 REGR factor score I for analysis I 

Public Sector 88 -. 2442 
. 
880 

. 
094 

Private Sector 68 
. 
2383 

. 
837 

. 
101 

Mean difference ý -. 4825 

Levene's Test for Equality of Variances :F= .3 )64 P ý . 
547 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal -3.47 154 
. 
001 

. 139 (-. 757, -. 208) 
Unequal -3.49 147.47 

. 
001 

. 
138 (-. 756, -. 209) 

t-tests for independent samples of SECTOR 

Variable Number of Cases Mean SD SE of Mean 

FAC2 2 REGR factor score I for analysis I 

Public Sector 88 
. 
2448 

. 
878 

. 
094 

Private Sector 68 -. 2880 
. 
845 

. 
102 

Mean difference - -. 5328 

Levene's Test for Equality of Variances :F= . 
217 P ý . 

642 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
CI for Diff 

Equal 3.82 154 
. 
000 

. 
140 (. 257,. 808) 

Unequal 3.84 146.76 
. 
000 

. 
139 (. 258,. 807) 
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t-tests for independent samples of SECTOR 

Variable Number of Cases Mean SD SE of Mean 

FAC3_ 2 REGR factor score I for analysis I 

Public Sector 88 
. 
1472 

. 
884 

. 
094 

Private Sector 68 -. 2172 
. 741 

. 
090 

Mean difference - -. 3644 

Levene's Test for Equality of Variances :Fý 2.274 P= 
. 134 

t-test for Equality of Means 

Variances t-value df 2-Tail Sig SE of Diff 95% 
Cl for Diff 

Equal 2.74 154 
. 
007 

. 
133 (. 101,. 628) 

Unequal 2.80 152.94 
. 
006 

. 
130 (. 107,. 622) 
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Factor Plot 
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Factor Scree Plot 
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APPENDIX IX 

Development Phase 

Organizations which Participated 
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Organizations Participating in Development Phase 

Number Name of Organization 
of Responses 

Banks & 
Financial Institutions 

5 Bank of America Corporation 
I Barclays de Zoette Wedd 
I First National Bank of Chicago 
I Goldman Sachs 
I Morgan Stanley 
I Natwest 
I Swiss Bank Corporation 
I TSB Group plc 
I Allied Dunbar Assurance 
I Dun and Bradstreet Group plc 
2 Merrill Lynch 
I Wellington Underwriting Corp. 

I It; I; tis-e 

IA US utility 
I AT&T 
3 BT 
I Nuclear Electric 

Health 

I BUPA 
I Health & Safety Executive 
2 Independent Healthcare Association 
I Meica (optician) 
I New River Health Authority 
2 NHS 

Pharmaceutical 

2 Bristol Myers Squibb 
I Glaxo/Wellcome 

Food & Drink 

Haagen-Dazs 
Northern Foods plc 
Sara Lee 

2 Whitbread plc 
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Number Name of Organization 
of Responses 

Retail 

I Argos Distributors Limited 
I Boots Company 
I Comet Group plc 
I Hawkshead Limited 
2 Marks & Spencer 
I Superdrug Stores plc 

Computers 

I IBM 
2 Compunet 
I Software Consultant 
I System Concepts 

Pviihliv qpvtar 

I Civil Service 
2 Department of Environment 
I Engineering & Physical Sciences Research Council 
22 FCO 
I Further Education Funding Council 
I Highways Agency 
33 OPCS 
I Patent Office 
I Post Office Counters 
9 Serious Fraud Office 
I Treasury Solicitor's Department 
I Court Service 
3 DTI 
I MOD PE 
I Royal National Institute for the Blind 
I English Nature 
I NGO / Overseas Aid 

Consultancies 

2 Acer Consultants 
I Consulting Firm 
I Freelance writer and strategic planner in design 
I Sole Trader 
5 Sheppard Moscow Ltd 
I Ogilvy & Mather 
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Number Name of Organization 
of Responses 

Aviation 

I BA 
2 CAA 

"thor 

I Banctec Limited 
I Chartered Surveyors 
I Colman's of Norwich 
I Esso Petroleun Company Limited 
I FI Group 
I Fiditel & Scots 
2 Ford 
I GN Products Limited 
I Hanover International 
I IMRO 
I Marketing Analyst 
I Medical Defense Union 
I Nielsen 
I Norweb Plc 
I Novotel 
I Paribas Limited 
2 Raychem Limited 
I Relience Security Services 
I Reuters 
I Schlumberger 
I Self-employed 
I Sinfonia 21 
1 Surrey Institute of Art & Design 
I Zeneca 

172 TOTAL 
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APPENDIX X 

Review of questionnaire items in detail 

People should weigh up all the evidence so that they can reach impartial 
decisions. 

This question appeared to raise no difficulties for respondents, but it did evidence considerable 

social desirability skew, with 87.7% of respondents scoring from 1-3. It had a beta weighting 

of less than 0.35 in the factor analysis. However, it also differentiated, significantly, between 

public and private sector managers at the 0.001 level. This item was, therefore, retained and 

reworded: 

I should weigh up all the evidence objectively so that I can reach impartial decisions". 

2. People are important in themselves, not just for what they can achieve. 

Tills question raised no difficulties for respondents. It invoked a social desirability skew, with 
88.3% of respondents scoring from 1-4. It loaded onto factor five in the factor analysis, with a 
beta weight loading of 0.38. The original intention of this question was to contrast the 

managerial value of recognizing the importance of people per se with the managerial value of 

needing to control people who are valued primarily for their output. In terms of a respondent's 
behaviour, the contrast is between whether a respondent values and tries to develop her- or 
himself, or whether a respondent sees self-worth only in terms of output accomplished. This 

question was retained, but reworded: 

"under-performers bring other worthwhile attributes to the workplace". 

3. People should constantly set and achieve measurable targets. 

This question appeared to raise no difficulties for respondents, although one underlined the 

word "measurable". It invoked a social desirability skew, with 81.5% of respondents scoring 
frorn 1-4. It loaded onto factor five, with a beta weight of 0.41 and also onto factor two with a 
beta weight of 0.32. Again, the original intention was to contrast the value of believing in the 

importance of people with the importance of achievement. However, this itein correlated 

positively with valuing people for themselves, item 2. This finding tentatively suggests either 
that the original hypothesis was flawed, or that respondents see no conflict between valuing 
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people and setting targets. There is possibly an element of both, in that work is a situation 

where at least a modicum of achievement is expected, as opposed to a generalized view about 

others in society at large, where less emphasis might be placed upon achievement. The 

wording was strengthened to test whether valuing people for themselves, above their ability to 

achieve output, was a valid distinction to try to make in the work context. 

"people who set and achieve measurable targets are more valuable than those who ask you 

simply to trust them to do a good job". 

4. It is better to do something than to do nothing at all. 

This question appeared to cause no difficulty for respondents. It did not achieve a beta 

weighting above 0.35 in the factor analysis, but did differentiate statistically significantly 
between public and private sector respondents at the 0.38 level. However, when testing for 

face validity with survey experts, the wording was described as "too abstract", so it was 

reworded: 

"if in doubt, action is better than doing nothing at all" 

5. People should actively seek new ways of working and discard the old. 

This caused difficulty for one respondent, but survey experts assessing face validity found the 

wording acceptable. This question loaded onto factor two with a beta weight of 0.5: it also 
loaded onto factor one, but with a negative beta weight of -0.35. It discriminated between 

public and private sector respondents at the 0.0 1 level. It was therefore retained, but reworded 
in the first person singular: 

"I should actively seek new ways of working and discard the old". 

6. It is vital that people should be publicly accountable for their work output. 

This question caused difficulty for four respondents. All four queried the word "publicly". 

This question did not explain any variance in the factor analysis above the 0.35 level, nor did it 
discriminate between the public and private sectors. However, oil theoretical grounds, its 

retention is important. Although its source is a normative statement made about public 

servants, this research sought to test both theoretical and normative ideas. It is a general 

assumption of performance measurement that individuals should be held accountable for work 
for which they are responsible and which is within their power to control. The idea of public 

accountability is quite different, but one which nevertheless may be recognizable to private 

sector employees because of the recent emphasis, in managernent literature, placed on wider 
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issues of governance of firms. This question was therefore retained, but reworded: 

"I should be ready to be accountable to authorities outside my organization for my work 

actions". 

7. People should work very hard because then they will overcome most problems. 

This question caused difficulty for two respondents, who disliked the fact that overcoming 

problerns was given as a reason for working hard. It was the primary component of factor two 

with a beta weight of 0.70. It also discriminated between public and private sector managers at 
the 0.01 level. It was therefore retained, but reworded slightly. One expert approved the 

rewording, another wanted it simplified still further. However, as this question in its original 
form proved so influential in the data analysis, it was decided to keep rewording to a 

minimum, addressing only the issue, that had proven a problem for two respondents. 

"if I work very hard, I will overcome most problerns". 

8. People should be given the scope to exercise judgement. 

No respondents had difficulty with this question. However, it did not reach a beta weight of 
0.35 in the factor analysis, did not discriminate between public and private sector managers 

and elicited a social desirability response, with 91% of respondents scoring it from 1-3. This 

question was therefore dropped. 

9. People should be ready to take and defend their own decisions. 

No respondents appeared to have difficulty with this question. However, it featured only 

marginally in the factor analysis, loading as the eighth item onto factor three, with a beta 

weight of 0.35. It also elicited a social desirability response; 92% of respondents scored from 

1-3. Further, it did not discriminate significantly between public and private sector managers. 
It was therefore dropped. 

10. It is important to rely on people, not on objectives, because circumstances can 
change. 

No respondents appeared to have difficulty with this question, nor did it have a social 
desirability skew. However it did not contribute any explanatory value to the factor analysis. 
It was therefore decided to drop this itern and to retain the contrast between "self- 
development/achieving", the category to which this itern belonged, by clearer wording of other 
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iterns in this category, such as 2,3 and 33. 

11. The person I depend upon most at work is myselL 

This item caused difficulty for only one respondent, who commented that he only depended on 
himself at the moment because he was temporarily understaffed. It did not add to the factor 

analysis, although it did discriminate between public and private sector managers at the 0.09 

level. However, the category the question is intended to represent, individuality, did not inerge 

as a discriminating factor and it was therefore decided to drop this question. 

12. Applying rules carefully is the only way to ensure a fair approach to work. 

This question did not appear to cause any difficulty for respondents. It loaded onto factor one, 

with a beta weight of 0.43, with, on average, both public and private sector managers 
disagreeing with the statement. Experts found tile wording unhelpful. The original intention 

was to contrast even-handedness, or a group oriented approach, with an individualistic 

approach. However, the item loaded onto factor one, which was classified as "duty and 

principle". Therefore, it is likely that respondents were reacting to the term "fair", while 
disagreeing that applying rules is the only route to achieve fairness. In order to contrast 
behaving in a fair way with acting in another, equally valid, managerial way, the item was 
reworded: 

"it is more important to get results than to be fair". 

13. Intense competition is the best way to succeed. 

This question did not appear to cause respondents any difficulty. It loaded onto factor two 

with a beta weight of 0.52 and also distinguished between public and private sector managers 

at the 0.03 level. It was slightly reworded, mainly to emphasize that the concept, in common 
with the others being tested, is operating at the level of the individual. 

"competition between people Is the best way to achieve hIgh performance". 

379 



14. People should act with complete integrity at all times. 

Respondents did not report any difficulty with this statement. It loaded onto factor three with a 
beta weight of 0.38. However, it also elicited a socially desirable response skew, with 92% of 

respondents scoring 1-4 and was therefore dropped. 

15. "Wait and see" is a good policy, because change is not always for the best. 

This question caused difficulty for one respondent, who did not like the causality implied by 

the word "because". It loaded onto factor one with a beta weight of 0.39 and was retained in 
its current format. 

"wait and see" is a good policy, because change is not always for the best". 

16. People should seek to be masters of their own destiny. 

This question did not appear to cause difficulty for any respondents. It loaded onto factor three 

with a beta weight of 0.55 and differentiated between public and private sector managers at the 

0.001 level. It elicited something of a socially desirable response, with 87% of respondents 

scoring from 1-4. However, because of its other attributes, it was simply reworded slightly, to 

eliminate gender bias and to change it to the first person singular. 

I should seek to be in charge of my own destiny". 

17. It is important to seek general or widespread agreement before taking decisions. 

This question did not cause any problems for respondents, but it neither contributed to the 
factor analysis nor did it differentiate between public and private sector managers. It was 
therefore dropped. 

18. People should do whatever is necessary to get the job done. 

This question did not cause any problems for respondents. It loaded onto factor four, but with 

a beta weight of only 0.32 and did not differentiate between public and private sector 

managers. It was therefore dropped. 
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19. Change brings improvement, so people should constantly seek new ways of 
working. 

This question did not appear to cause a problem for any respondents. It loaded onto factor two 

with a beta weight of 0.44 and negatively onto factor one, with a beta weight of -0.35. It 

differentiated between public and private sector managers at the 0.001 level. However, experts 

commented that it was a double itern, so it was retained but split into two. The word 
"constantly" was considered an appropriate temporal term. 

"change brings improvement" 

"I should constantly seek new ways of working". 

20. People should always do their duty. 

This question caused a problem for four respondents, who reported that they did not 

understand the term "duty". Experts assessing face validity of the questions also cornmented 

that the term was too vague. This item loaded onto factor one with a beta weight of 0.52. It 

was, therefore, decided to retain the item but to reword it with a more explicit definition of 
"duty". The usual definition of "duty" includes the idea of fulfilling legal requirements. 
However, legal and moral requirements can conflict. As a survey of values is essentially about 

an internally driven definition of the self concept, although these will have been subject to 

social influence in their formation (Rokeach 1973), it was decided to exclude "legal" from the 

definition. 

"fulfilling moral requirements is more important than getting results" 

21. Sometimes it is necessary to use methods which work rather than the fairest. 

This question did not cause a problem for any respondents. It loaded onto factor four, but with 

a beta weight of only 0.30, nor did it differentiate between public and private sector managers. 
It was therefore dropped. 

22. It is often possible to change the future by using initiative. 

This question did not appear to cause a problem for any respondents. It loaded onto factor 

three with a beta weight of 0.46. One expert wished to change the word "often" to "usually", 

another to "sometimes". This seerned to reflect their own values rather than difficulty with the 
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question itself. It was, therefore, decided to drop the temporal frame of reference altogether. 

This question elicited a skewed response, with 85% of respondents scoring from 1-3, but it 

differentiated between public and private sector managers at the 0.001 level and so was 

retained. 

"it is possible to change the future by using initiative". 

23. People should work together and take decisions as a group. 

This question did not cause problems for any respondents. It loaded onto factor five with a 

beta weight of 0.48, but did not differentiate between public and private sector managers. The 

original intention was to contrast "individuality" with "collective" working. This contrast was 

captured in rewording. 

"group decisions are better than those which I take on my own". 

24. People should recognize that there is no such thing as an impartial decision. 

One respondent did not understand what was meant by the term "impartial decision". 

Responses loaded onto factor four with a beta weight of 0.37. The item was retained, but the 

prefix referring to "people", as opposed to the self, was dropped. 

"there is no such thing as an impartial decision". 

25. People should try to work with developments, rather than change too much. 

This question caused a problem for one respondent, who found the wording ambiguous. 

Expert assessors of face validity concurred. The item loaded onto factor four with a beta 

weight of 0.39, but also onto factor one with a beta weight of 0.36. It differentiated between 

public and private sector managers at the 0.034 level. The original intention behind the 

question was to look at an individual's time orientation: retaining the best of the present rather 

moving rapidly to a changed future. The item was therefore reworded to clarify this 

distinction. 

"I should adapt carefully rather than innovate too much". 
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26. People should seek to make a social contribution through worthwhile work. 

This item did not appear to cause any problems for respondents. It loaded onto factor one with 

a beta weight of 0.36. It was retained and slightly reworded, mainly to state it in the first 

person singular. 

"I should seek to make a social contribution through my work". 

27. It is necessary to direct or control others to get work done. 

This question led one respondent to comment on the need to balance "control" with 

empowerment. It did not contribute significantly to the variance in the factor analysis, nor did 

it differentiate between public and private sector managers and so was dropped. 

28. People should try to develop and improve themselves at work. 

Th is question appeared to cause no problems for respondents. It loaded onto factor three with a 

beta weight of 0.53 and differentiated between public and private sector managers at the 0.011 

level. However, it elicited a socially desirable response, with 90% of respondents scoring 

from 1-3. Nonetheless, there would appear to be two aspects to the question. This is part of 

the "Activity" category, or "why we value others". One aspect of the question is concerned 

with a respondent's own development and the second, with a respondent's role as a manager in 

developing others. Private sector managers cited "developing others" as a missing value 

category in the first stage study. This item was therefore divided into two. The wording of the 

item measuring self-development was also strengthened, as factor three seemed to have strong 

elements of personal development as a value. 

flan important purpose of work is that it allows me to develop and improve myself" 

"I sbould spend time developing others at work". 

29. People should be ready to challenge, change or bend the rules where necessary. 

This question caused a problem for seven respondents, who contrasted the meanings contained 

in the three verbs. Responses loaded onto factor four, but with a beta weight of only 0.32 and 

did not differentiate between public and private sector managers. It also elicited a skewed 

response, with 85% of respondents scoring frorn 1-4. It was dropped. 
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30. People should keep what is best from the past, but adopt new ways of working. 

This question did not appear to cause a problem for any respondents. It loaded onto factor 

three with a beta weight of 0.37 and differentiated between public and private sector managers 

at the 0.016 level. It elicited a skewed response, with 88% of managers scoring from 1-3. 

Interestingly, private sector managers endorsed the statement more strongly than public sector 

managers. Looking at the pattern of responses on the other "Time" orientation questions, it 

seems likely that both public and private sector managers were reacting mainly to the second 

half of the statement, "adopt new ways of working", with private sector managers more likely 

to do so. The statement was reworded to make the contrast between preferring working in the 

present, compared with moving to the future, clearer. 

"I should keep what is best from the past more than looking for change opportunities". 

31. It is often necessary to put others' needs before our own. 

This item did not appear to cause a problem for any respondents. It loaded onto factor one 

with a beta weight of 0.36, but also onto factor three with a beta weight of 0.34. It did not 

differentiate between public and private sector managers. Despite its loading onto two factors, 

the wording was retained because the literature on public sector managers states that altruism, 

the principle or practice of unselfish concern for the welfare of others, is deemed to be a 

distinguishing characteristic of public sector managers. The temporal frame of reference, 

"often", was dropped. 

11 it is necessary to put others' needs before my own". 

32. While "honesty is the best policy", cutting corners can sometimes achieve more. 

This question caused a problem for two respondents, who disagreed with the juxtaposition of 

the two ideas. Expert assessors concurred with this view. It loaded onto factor four with a 

beta weight of 0.47 but did not distinguish between public and private sector managers. It was 

reworded slightly to remove the idea that "cutting corners" and "honesty" are opposites and to 

be more explicit about the meaning of the question, rather than relying on respondents to 

understand a colloquialism. 

"bending the rules is acceptable when it gets results". 
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33. People always need to be given clear instructions and objectives. 

Three respondents did not agree that "Instructions" and "objectives" were interchangeable 

terms. Responses to this question loaded onto factor one with a beta weight of 0.43. This 

question belongs to the "Activity" category, where respondents asked for more clarity oil 

whether their response should be about how they treat others, or about how they themselves 

would act. The original intention was to contrast instructing others with allowing them scope 
for Judgement (Trompenaars, 1993). The question concerning scope for judgement, question 
8, was dropped (see above). It was decided to import this contrast into this question through 

rewording. The new wording was deliberately ambiguous, that is, rather than specifically 

placing the manager in the position of the individual always giving instructions, also leaving 

open the possibility that the manager might also receive instructions. This is congruent with 
the original intention behind the work of Kluckhohn and Strodtbeck (1961). 

"clear instructions are better than relying on people to exercise Judgement". 

34. We need to plan ahead for a changed and better future. 

This item did not appear to cause a problem for any respondents. It loaded onto factor five, 

but with a beta weight of only 0.31. It also elicited a skewed response, with 93% of 

respondents scoring 1-4. It was therefore dropped. 

35. People should respond to initiatives even if events look beyond their control. 

One respondent reported difficulties with this item because she/he did not like the phrase 
"beyond their control". It loaded onto factor two, but with a beta weight of only 0.34. It did 

not differentiate between public and private sector managers and was, therefore, dropped. 

36. It is better to do what is right or not to act at all. 

Three respondents found the meaning unclear or ambiguous. However, the question loaded 

onto factor one with a beta weight of 0.53 and so was retained but clarified. It did not 
differentiate statistically between public and private sector managers. 

"I must do what I believe to be right, or I would rather do nothing". 
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37. People should work very hard if they want results. 

One respondent did not like the qualifier "very". This item loaded onto factor two with a beta 

weight of 0.57, but also onto factor one with a beta weight of 0.35. It differentiated between 

public and private sector inanagers at the . 057 level. This was another item in the "Activity" 

category, which needed careful consideration as to whether it should be presented as a general 

proposition, or only as something a manager should expect from others. In common with 

earlier decisions from the same category, it was decided to reword this item to retain its 

generality. However, it was also decided to test the proposition that, while public sector 

managers were less convinced of the link between hard work and results, this did not mean 

that that they were unwilling to work hard, but rather that they inight see an alternative, easier, 

method. Flowers (1975) found public sector managers valued challenging work requiring 

imagination and initiative. This was, therefore, proposed as the alternative question. 

"it is hard work, more than ingenuity, which gets results". 

38. People should never show favourifism. 

This item caused a problem for one respondent who questioned the word "favouritism". It 

differentiated between public and private sector managers at the 0.054 level and loaded onto 

factor one, but with a beta weight of only 0.30. Although the term "favouritism" might be held 

to have negative connotations, responses were well distributed and the entire scale was used. 

Hence, the item was retained. The temporal framework of "never" was dropped. 

"I should not show favouritisin". 

39. The best rules are the ones people make up for themselves, case by case if 

necessary. 

This item caused a problem for one respondent, who felt that the question might be more 

easily polarized. It loaded onto factor four with a beta weight of 0.54 and differentiated 

between public and private sector inanagers at the 0.056 level. It was therefore retained but 

recast in the first person, singular. 

"the best rules are the ones I make up myself, case by case, if necessary" 
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40. People should always be honest in their dealings with others. 

No respondents reported difficulties with this item. However, it elicited a socially desirable 

response with 84% of respondents scoring 1-3. It loaded onto factor three with a beta weight 
of 0.0.37, but also onto factor three with a beta weight of 0.30 and negatively onto factor four 

with a beta weight of -0.33. It was decided to drop this item. 

41. People will do their best, so it is important to trust them. 

This item did not appear to cause a problem for respondents. It loaded onto factor five with a 
beta weight of 0.53. This is another item from the "Activity" category, but it is clear frorn the 

wording that managers are being asked their view about others rather than how they 

themselves wish to be viewed. The wording was, therefore, retained. 

"people will do their best, so it is important to trust them". 

42. People should anticipate and control change. 

One respondent had difficulty with this item. She/he preferred the idea of "managing" rather 
than "controlling" change. However, the emphasis sought here is one of making the future 

different through one's own efforts, rather than adapting or conforming, so the word "control" 

was seen to be important when discussed with expert assessors of face validity. It loaded onto 
factor four with a beta weight of 0.40. There was some evidence of a skewed response, with 
84% of respondents scoring 1-4. It was retained and slightly reworded. 

I should anticipate and control change". 

43. People can always achieve more if they try. 

This item did not appear to cause a problem for respondents. It differentiated between public 

and private sector managers at the 0.39 level and loaded onto factor three with a beta weight of 
0.37. This was the final item in the "Activity" category and the phrasing was retained to 

maintain its general applicability. 

"people can always achieve more if they try". 
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44. It is very important to stick closely to principles. 

This item caused a problem for one respondent who asked if "principles" was intended to 

imply "Integrity". It loaded onto factor one with a beta weight of 0.50. The original intention 

was to contrast integrity with pragmatism, the latter implying that completing tile job should 
take precedence over principle. Therefore, it was retained, but the underlying question was 

made stronger and more explicit. 

I should speak out against behaviour which contravenes my principles, even if it damages my 

career". 

Summary 

31 of the original 44 items were retained. Two questions, numbers 19 and 28, were split into 
two, resulting in a total of 33 items. 
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APPENDIX XI 

VRQ, RNK and BDS for Major Fieldwork 

(includes public sector wording for BDS) 
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VALUES QUESTIONNAIRE 

Values have been found to act as a guide for decision-making. This survey assesses 
those values which managers have told researchers are important. There are no right or 
wrong answers. Managers have different opinions about which values are most 
important and which are least important. 

Below you will find phrases, which represent these values. Each value is set against a 
scale from I to 5. Circling a score of "I" means that you completely agree that this 
value should be emphasized in your behaviour at work. Circling a score of "5" means 
that you completely disagree that this value should play any part in your behaviour at 
work. 

EXAMPLE 

Completely Partiallv Completely 
agree agree disagree 

2345 

Example 
It is more important to get results than to be fair. 1345 

This example indicates that the respondent agreed with the statement, but not 
completely. 

ID "I TVQ'Ir1r"IkTXT A T"111 T 

I AR rip "IqLTV 

1- 1 UA 12,: Q ULS I ION NAU RE FIFEINIIIS 

Work through the questions and circle the number, which you feel reflects your current 
opinion. Please try and use all of the scale. 

As a manager in my current job, I believe that... 

Completely Partially Completely 
agree agree disagree 

112345 

clear instructions are better than relying on people 12345 
to exercise judgement. 

2.1 should seek to make a social contribution through 12345 
my work. 

3. change brings improvement. 
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Completely Partially Completely 
agree agree tMI disagree 

234 

4. if I work very hard, I will overcome most 1 2 3 4 5 
problems. 

5. people can always achieve more if they try. 1 2 3 4 5 

6. 1 should adapt carefully rather than innovate too 1 2 3 4 5 
much. 

7. there is no such thing as an impartial decision. 1 2 3 4 5 

8. 1 should work very hard. 1 2 3 4 5 

9. 1 must do what I believe to be right, or I would 1 2 3 4 5 
rather do nothing. 

10. 1 should spend time developing others at work. 1 2 3 4 5 

11. my actions make little difference to what happens. 1 2 3 4 5 

12. 1 should weigh up all the evidence objectively so 1 2 3 4 5 
that I can reach impartial decisions. 

13. it is more important to get results than to be fair. 1 2 3 4 5 

14. 1 should actively seek new ways of working and 1 2 3 4 5 
discard the old. 

15. 1 should not show favouritism. 1 2 3 4 5 

16. under-perfon-ners bring other worthwhile attributes 1 2 3 4 5 
to the workplace. 

17. the best rules are the ones I make up myself, case 1 2 3 4 5 
by case if necessary. 

391 



Completely Partially Completely 
agree agree tn disagree 

234 

18. 1 should constantly seek new ways of working. 12345 

19. group decisions are better than those which I take 12345 
on my own. 

20. if in doubt, action is better than doing nothing at 12345 
all. 

21. "wait and see" is a good policy, because change is 12345 
not always for the best. 

22. 1 am reluctant to act on my own judgement if it 12345 
conflicts with organizational policy. 

23. 1 should seek to be in charge of my own destiny. 12345 

24. 1 should be ready to be accountable to authorities 12345 
outside my organization for my work actions. 

25. 1 should speak out against behaviour which 12345 
contravenes my principles, even if it damages my 
career. 

26. competition between people is the best way to 12345 
achieve high performance. 

27. people who set and achieve measurable targets are 12345 
more valuable than those who ask you simply to 
trust them to do a good job. 

28. it is possible to change the future by using 12345 
initiative. 

29. it is necessary to put others' needs before my own. 12345 

30. bending the rules is acceptable when it gets results. 12345 
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Completely Partially Completely 
agree agree disagree 

123451 

31. an important purpose of work is that it allows me 
to develop and improve myself 

32. it is hard work, more than ingenuity, which gets 
results. 

33.1 should keep what is best from the past more than 
looking for change opportunities. 

34. fulfilling moral requirements is more important 
than getting results. 

35. people will do their best, so it is important to trust 
them. 

36. given the choice, I should keep things as they are 
rather than changing much. 

37. it is better to resign than to condone behaviour 
which I consider to be wrong. 

38.1 should anticipate and control chan2e. 

Thank you for completing this questionnaire. 

1 

1 

1 

1 

1 

1 

1 

1 

It is often difficult to complete questionnaires, because there is so much more one 
would like to add to explain what one means. Please use this space to give me your 
comments on any of your answers. 
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PART TWO: A SHORTER SURVEY OF VALUES 

Values tend to be held in a hierarchy, with some driving our decisions more than 
others. Therefore, sometimes it provides more information if we are asked to choose 
between values. 

Please rank the following fourteen values to reflect how you feel you should behave at 
work. A rank of "I" is the most important, a rank of " 14" the least important. Please 
give each value a separate rank or number, i. e. no "tied" results. 

There are no wrong or right answers. Some of the values may appear equally attractive 
or unattractive to you. Nevertheless, please rank them in the order that is relatively 
more acceptable to you. Lastly, please rank the values using the definitions given, even 
if these are different from your own. 

At work, I should be 

Rank Value Definition 

achieving get results 

active if in doubt, act, don't'wait and see' 

changing change future through using initiative 

cornmanding seek to direct or control others 

competitive compete, win 

honest act with integrity 

impartial weigh evidence objectively, no favourites 

industrious hard work gets results 

modern discard old, change brings improvement 

non-confori-nist create own rules to fit the occasion 

principled adhere to own principles 

self developing develop own capabilities and character 

traditional preserve best of existing customs/methods 

trusting allow people to exercise judgement 

Have you found in the last three years that you have had to compromise a value which 
you consider to be important, because of something which has happened or been 
required of you at work? If so, please write the value here 

(The value can be a different one from the list above. ) 

If you would like to add any further information or comments, please do so on the back 
of this sheet. 
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PART THREE: TAKING DECISIONS (public sector) 

Managers are often called upon to make difficult decisions involving competing 
demands for funds. The following decisions ask you to decide where you think your 
organization most needs to spend money, against a background of financial limitations. 
If you do not usually exercise budget authority in your job, please make your decisions 

based upon your principles, rather than your experience. 

STEP ONE: INSTRUCTIONS 

Please consider yourself a manager of a small international organization. Part of your 
operations involve policy work, but in common with many other quasi-public sector 
organizations, you are expected to finance part of your own running costs through 
selling goods and services. Like most public sector organizations, you have a wide 
variety of stakeholders, not least, the individual taxpayer. Your organization is fifty 
years old. A majority of workers are union members. The organization's financial 
report, at the end of the year, is shown in Table 1. 

While there may be many choices and compromises, for the moment you are asked to 
consider only two proposals about each of five questions. To handle each of the five 
problems, please select proposal A or proposal B. After looking at Table 1, the 
organization's year-end report, read each of the five problems and indicate your choice 
by circling A or B. 

STEP TWO: DECISIONS 

Decision 1 

The organization's safety record is better than average, but current operations lead to a 
fifty-fifty probability of at least one serious injury or death a year due to known hazards 
outside the control of workers. The non-recurrent cost of eliminating hazards is 
E225,000. 

Choice: A. Spend the E225,000 

B. Let the matter ride 

Decision 2 

The organization's labour relations are average. The amount of finished product held in 
stock is somewhat higher than normal, at present. Even after bargaining, the 
organization will have to be prepared to increase wages by a total of 050,000 a year 
for three years, or chance a long and bitter strike which the organization would have a 
good chance of winning if it held out long enough. 

Choice: A. Spend E750,000 

B. Let the matter ride 
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Decision 3 

The organization is disturbed by the thirty salaried personnel who resigned. The 
organization's management salaries and bonuses are about average for the public sector 
and the local community. However, many of those who left said they were dissatisfied 
and resigned because of inadequate salaries. Surveys suggest that quite a few may have 
resigned because of their own shortcomings as managers and their inability to deal with 
their bosses and subordinates. 

Choice: A. Increase the budget by E200,000 for personnel selection, 
development and counselling and related activities 

B. Let matters ride 

Decision 4 

Product 'G' was a big success. The E75,000 initial special advertising led to about 
E500,000 in first sales last year, but few reorders have arrived from old customers, who 
complained about poor product quality and serviceability. If the product is not 
improved, about the same amount of special advertising will be required to attract the 
same number of completely new customers. Cost of improving Product G so that it 
will maintain repeat business among such new customers is 075,000. 

Choice: A. Spend the E375,000 on improvement 

B. Maintain the E75,000 special advertising 

Decision -15 

Plant X causes stream pollution, but legal advisors have assured you that the law on 
the particular case is such that it would take years to force the company to comply with 
"clean stream" regulations. Even then, the annual costs for continued non-compliance 
would be about E25,000, if successful legal action were taken. Modifying Plant X to 
eliminate stream pollution will cost f 15 0,000 altogether. 

Choice: A. Spend the E150,000 to modify the plant 

B. Let matters ride 
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PART THREE: TAKING DECISIONS (Private Sector) 

Managers are often called upon to make difficult decisions involving competing 
demands for funds. The following decisions ask you to decide where you think your 
organization most needs to spend money, against a background of financial 
limitations. If you do not usually exercise budget authority in your job, please make 
your decisions based upon your principles rather than your experience. 

STEP ONE: INSTRUCTIONS 

Please consider yourself a manager of a small international firm. The firm's stock is 
widely distributed among individual shareholders. The firm is 50 years old. A 
majority of workers are union members. The company's report, at the end of the 
year, is shown in Table 1. 

While there may be many choices and compromises, for the moment you are asked to 
consider only two proposals about each of five questions. To handle each of the five 
problems, please select proposal A or proposal B. After looking at Table 1, the 
company's year-end report, read each of the five problems and indicate your choice 
by circling A or B. 

STEP TWO: DECISIONS 

Decision I 

The firm's safety record is better than the industry average, but current operations 
lead to a fifty-fifty probability of at least one serious injury or death a year due to 
known hazards outside the control of workers. The nonrecurrewt cost of eliminating 
hazards is E225,000. 

Choice: A. Spend the E225,000 

B. Let the matter ride 

Decision 2 

The firm's labour relations are average for the industry. Company finished product 
inventory levels are somewhat higher than normal, at present. Even after bargaining, 
the firm will have to be prepared to increase wages by a total of 050,000 a year for 
three years, or chance a long and bitter strike which the firm would have a good 
chance of winning if it held out long enough. 

Choice: A. Spend f750,000 

B. Let the matter ride 
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Decision 3 

The firm is disturbed by the thirty salaried personnel who resigned. The firm's 
management salaries and bonuses are about average for the industry and the 
community. However, many of those who left said they were dissatisfied and 
resigned because of inadequate salaries. Surveys suggest that quite a few may have 
resigned because of their own shortcomings as managers and their inability to deal 
with their bosses and subordinates. 

Choice: A. Increase the budget by f200, OOO for personnel selection, 
development and counselling and related activities 

B. Let matters ride 

Decision 4 

Product G was a big success. The 05,000 initial special advertising led to about 
E500,000 in first sales last year, but few reorders have arrived from old customers, 
who complained about poor product quality and serviceability. If the product is not 
improved, about the same amount of special advertising will be required to attract the 
same number of new customers. Cost of improving Product G so that it will 
maintain repeat business among new customers is E375,000. 

Choice: A. Spend the f375,000 on improvement 

B. Maintain the f75,000 special advertising 

Decision 15 

Plant X causes stream pollution, but legal advisors have assured you that the law on 
the particular case is such that it would take years to force the company to comply 
with "clean stream" regulations. Even then, the annual costs for continued non- 
compliance would be about f25,000, if successful legal action were taken. 
Modifying Plant X to eliminate stream pollution will cost f 150,000 altogether. 

Choice: A. Spend the E150,000 to modify the plant 

B. Let matters ride 
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TAKING DECISIONS 

Table 1 
Trading Report For The Year Just Ended 

Sales E36,100,000 

Expenses: 
Cost of raw materials and processes F-19,137,000 
Salaries, wages and benefits 8,283,000 
Cost of depreciation of plant and equipment 2,917,000 
Cost of research and development 1,250,000 
Public relations 33,000 
Advertising costs 2,833,000 
Interest on borrowed money 1,133,000 
Cost of training and safety 600,000 
Total expenses 36,186,000 

Net Loss (86,000) 

200 Salaried personnel 
1,000 Wage eaming employees 

30 Avoidable resignations: salaried 
97 Avoidable resignations: wage earners 

2,189 Person-days lost due to voluntary work stoppages 
6,178 Person-days lost due to absences 

87 Person-days lost due to accidents 
168 Minor conflicts, most of which were settled on the local 

level 
12% Increase over preceding three year average of new product 

sales as a result of products introduced during the year just 
ended 

I% Increase in acceptable suggestions 
8% Increase in new customers 

15% Increase in customer complaints 
23% Share of market 

The net profit (loss) and sales for the previous 5 years were: 

Net Profits / (Loss) Sales 

Year -5 E141,000 E24,000,000 
Year -4 (113,000) 25,000,000 
Year -3 304,000 26,000,000 
Year -2 306,000 31,000,000 
Last Year 321,000 34,000,000 
This Year (86,000) 36,100,000 
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PARTFOUR 

This questionnaire is anonymous, but it would be very helpful to have a few facts 

about you for comparative analysis. 

Your job title, position or grade 

Yourjob function, e. g. marketing 

Years spent in full time education 

Do you have a University Degree or equivalent qualification (please circle one) Yes/No 

Name of University/College 

Your gender M/ F (please circle one) Your age 

Your nationality 

Marital status 

Your earnings band 
per annum 
(Please circle one) 

LO -f 10,000 f 10,000 1- f20, OOO E20,0001 - 00,000 

E30,001 - E40,000 E40,001 -f 50,000 E50,001 - E60,000 

f 60,001 - E70,000 E70,001 -f 80,000 

Years spent working in public sector 

(a) Civil Service (b) Other (please specify) 

Years spent working in private sector 

Mother's occupation or profession 
For most of your childhood 

Father's occupation or profession 
For most of your childhood 

E80,001 and over 
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APPENDIX XII 

Development Phase 

Comments from all Respondents on 
Difficulties Experienced when Rating Items 
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Summary of 
Difficulties Rating Certain Statements 

By Sector 

PUBLIC SECTOR 

* General dislike of questions which appear to pose duality e. g. question 29. 

4, Overall preference for clear, precise definitions. 

PRIVATE SECTOR 

Questioning whether some items should be answered as a manager or as a subordinate, 
that is, how we treat others or how we are treated. 

Wondering whether the answers should reflect official company policy, or what 
actually happens. 

Workplace pressures can distort personal values: some difficulty separating work and 
personal behaviours. 

* Statements commencing "People should" seem remote from own behaviour. 

Questions with the word "always" in them are difficult, because the world does not 
"always" work in one way. 

PUBLIC / PRIVATE SECTOR IE MANAGERS WITH EXPERIENCE IN BOTH 
SECTORS 

9 Dislike of questions posing extreme choices. 

* Dissonance between what respondent believes and how respondent would behave. 

* Too many degrees of scale. 
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All Comments From 172 Respondents July 1995 

PUBLIC SECTOR 
(# = respondent number) 

#15 Q29 exclamation mark over "bend" 

"Questions 25,32, and particularly 36 are ambiguous - which part is one 
agree ing/disagreeing with? I work in the Public Sector (diplomatic service). Given tile 
extraordinarily high standards of integrity to which my organization aspires, I would not 
feel very vulnerable by questioning a superior on a point of principle. I can imagine that 
this might not be true in other organizations. 

#17 Q27 added the word "sometimes" to end of sentence 
Q42 added the word "manage" to end of sentence 

#22 "Many of these are 'ideal' answers, and would/could change depending on 
circumstances. " 

#24 Q35 underlined 'beyond their control' 

#109 Q44 "if this [principles] means integrity, then box I" 

#113 Q24 underlined 'an impartial decision', "don't understand what you mean" 

#114 Q3 underlined 'i-neasurable' 
Q6 underlined'publiely' 
Q37 question mark over'very' 

I have answered instinctively because the moment I started to think about the questions, 
I started to want to debate this meaning or this implication, e. g. people should work very 
hard if they want results. What does this mean? What sort of results? Why 'very hard' 
and notjust 'hard'? Results in terms of personal achievement (promotion, etc. ) or results 
for the organization. I am not sure if I have answered the questions I think I have 
answered! " 

9117 Q36 "Don't understand this one. Should 'or' be changed to 'than'T 

#122 Q7 "Not logical! " 

"The 'because' statements of Q7 and Q 15" 

9123 Q20 question mark over'duty' 
Q38 question mark over 'favouriti sin' 

9126 "1 found myself wanting to write 'it depends on the circurnstances' next to quite a few of 
these statements. I wasn't sure I understood Q20! " 

4131 Q7 underlined 'because then they will overcorne most problerns' "two staternents in one; 
score indicates disagreement with the'because... 
Q20 "don't know what this means" 

4134 "Sorne questions dernand general answers which simply cannot be given. All illy 5s 
represent 'sometimes; sometimes not'. If you're happy with that, okay. " 
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#135 Q29 Challenge or question rules, yes; change or bend may or may not follow as a result 
of the challenge. 
Q32 Cutting corners may not be dishonest. 

# 143 Q20, "duty" has a range of meanings 
Q32, not clear whether "cutting corners" is intended to inean acting dishonestly 
Q33, "Instructions" and "objectives" are very different 

# 148 Q29, What are rules? Laws? Best practice? In any event, you must act with integrity. 

9151 Range of points, 1-9, too wide. Better as 1-4. 
Q29 "change" and "bend" = two questions. 

#152 Do not understand juxtaposition in Q25. 

4156 Ambiguous questions, poor presentation. 

#162 Some questions are tautologous and therefore without meaning eg Q36. 

#171 Some questions are difficult because they incorporate two elements. 

4172 Q5 Two ideas, "seek" and "discard". 
Q21 Leading - change is not always for the best 
Q27 Necessary to control others but also to empower people and develop them. 

PRIVATE SECTOR 

#1 Q23 changed "make" to "take" 

#3 Q6 question mark over "publicly" 

#46 "Difficult to remember whether from my point of view as manager or from a subordinate 
point of view. " 

#49 "There are two levels to answer these questions: 
- the official company policy 
- what actually happens or is 'rational 1 sed"' 

#52 "The questions regarding principles and honesty were difficult. Essentially I have two 
views. I arn as honest as possible with those who are honest with me. I wish I could 
afford this luxury with other colleagues who do not have an honest approach -I feel that I 
have to guard myself against such people - therefore I am more dishonest with them - 
perhaps 'less open' is a better expression. 

"Questions with the word 'always' in them are also difficult. Usually, the world doesn't 
'always' behave in a particular way. " 

453 "The questions could be more focused either on my own expectations of my own 
behaviour, or on the expectations I have from my staff 

Q33 "x" over "instructions" and V after "objectives" 
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#60 "Not really. Greatest uncertainty was how to describe those internal concepts or morals 
and the application of them based upon circumstances. It makes rne think that the 
difficulty is not teaching the morals but rather teaching the rnethod to measure situations 
and apply those morals as appropriate. " 

461 "Only in that decisions are rarely black and white and the number of options/solutions can 
be endless with a bit of creative thinking. 

However, common sense should (ali-nost) always prevail and managers should endeavour 
to stick to some basic principles e. g. integrity, fairness, maintaining employee's self- 
esteem, be a'quality' role model, lead by example, build effective working relationships, 
take initiative, etc. " 

462 "It is difficult to make such decisions without all sorts of background information. 
Nothing is ever black or white, but depends on circumstances, etc. " 

468 Q20 question mark 
Q37 question mark above "hard" 

470 Q6 underlined "publicly" 
Q29 -, ' over "challenge" and "change"; "x" over "bend" 

471 "Seerned to be very few questions to disagree with. This couldJust be me, but it felt like I 
was agreeing all the time. " 

974 "Difficulty of completing a values questionnaire in the knowledge that workplace 
pressures can distort these values. " 

477 "1 had difficulty separating work/personal behaviours. " 

#90 Q29 V over "challenge" and "change"; "x" over "bend" 

"Is it really a trade-off between 'honest' and 'principles' on the one hand, and cutting 
corners' or'bending rules'on the other? " 

#98 "The original instruction and the way the questions are phrased does not work well 
together. You're being asked how much the value suggested should be emphasized in 
your own behaviour, and yet many of the questions begin with "People 

...... i. e. think of 
others, not yourself, which is in conflict with the instruction. 

Secondly, in some cases, do you answer as manager or employee? 

Question 33 serves as a good example of both these points. Clearer amendments could 
have been: As a manager, I believe I should give emphasis to providing clear instructions 
and objectives, OR, I believe I should be given clear instructions and objectives. " 

RESPONDENTS WHO HAVE WORKED IN BOTH THE PUBLIC AND PRIVATE 
SECTORS 

#4 "Not really, except that: 
a) It is easy to confuse one's own actions with those you think others should take. 
b) Some questions are not absolute - the answer depends on how much more one knows 

about the context. " 
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#8 "Page 4 (Qs 29 and 39), answers are more easily polarised. 
Generally, answers tend more to agree than disagree. 
"Not sure" answer is '5' (partially agree). " 

#33 Q6 question mark over "publicly" 
Q36 "or" underlined and question mark at end of sentence 

980 "Improvement question 28.1 believe people should try and improve, but some people do 
not want to. So I accept their choice. No point in trying to railroad thern into doing 
things they do not wish to do. 

Re rules: I believe rules are there as a last resort: a guideline for idiots if you wish, not 
the guidance of wise men/women. " 

#84 QII comment "But only because I am temporarily understaffed" 
Q33 comment "depends who/what level" 

495 "Too inany degrees of scale. " 

4104 Q40 comment "but you can usually spot when they are not! " 

"Yes -I found there would be 'dissonance' between what I believe and what I would 
actually do, given a particular system, e. g. people should never show favouritism, but it is 
hard to divorce liking from favouritism, and it is often perceived as such, unfairly. " 
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APPENDIX XIII 

The Six Organizations 

which Participated in the Major Fieldwork 
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All details about the participating organizations are taken from their 1996/7 Annual Reports, 

the year in which the research data were gathered. In the case of the public sector 

organizations, these Reports are called a Business Plan, a Management Plan or a Departmental 

Report. 

The three private sector organizations whose senior managers agreed to support the study 
were: 

Coats Viyella p1c. Coats Viyella is a group of companies which owns thread, clothing, home 

furnishing, precision engineering and fashion retail (Jaeger, Viyella) businesses. The group's 

worldwide turnover in 1995/6 was E2,300 million; UK turnover was E824 million In the same 

year, with 24,000 employees in the UK. 1995/6 was a bad year for the group, with both the 

home furnishing and clothing businesses showing poor returns. The group places great 

emphasis on training and development at all levels. Fourteen of its UK companies gained the 

"Investors in People" Award in this year. 

2. Ladbroke ple. This international hotel and leisure group includes the Hilton Hotel Group 

and the Vernons Group. Texas Homecare was sold to Sainsbury in 1995. Worldwide turnover 

was reported as f4,200 million and UK turnover was E372 million, with 5,500 employees in 

the UK. London hotels were reported as doing well and the Langharn Hilton received an 

"Investors in People" Award in 1995/6. Gaming profits had been hit by the National Lottery. 

3. Scottish Courage, the brewing company, was formed in 1996 after Courage was purchased 

by Scottish & Newcastle Pic in 1995. The group includes Center Parcs and Pontins and had a 

turnover of F-885 million in 1996, with 4,815 UK employees. The group was reported as 

doing well, but undertaking reorganization and rationalization of its brewing activities, to 

cope with the purchase of Courage. The brewing subsidiary has 7 breweries in the UK, is tile 

leading UK brewer and has a turnover of 064 million. In 1996, the group created the 

"Company Forum", to match the spirit and intention of the European Works Council 

Directive. 

The three public sector organizations which agreed to participate in the research were: 

4. The Foreign and Commonwealth Office. The FCO budget was L 1,15 8 in iII loll in 1995/6/7 

and it had 6,003 UK employees. Of these, just over half are so-called home civil servants, 

with the remainder being Diplomatic Service personnel. In addition, the FCO employed 
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7,400 locally-engaged staff in its 215 overseas Posts. The average number of FCO staff at 

each Post was less than 11, with many being smaller; 98 had fewer than 5 FCO officers and 

21 had only one. The FCO divides its work into four broad areas. First, political and 

economic work focuses on achieving objectives relating to international bodies such as the 

UN and oil pursuing bilateral objectives with major states. Second, commercial work is 

aimed at promoting UK exports abroad. Third, consular work provides assistance to British 

citizens abroad and entry clearance work involves the operation of immigration controls 

overseas. Fourth, information and cultural programmes, through funding tile BBC World 

Service and tile British Council, further British interests abroad. The FCO has been under 

continual and increasing pressure over the past five years to reduce its expenditure. Tills 

pressure continued after the election of a Labour Government. 

5. The Office of Population Censuses and Surveys. OPCS employed 2,360 staff in 1995/6, in 

London, Southport and Titchfield, with a budget of E83 inillion. About half its employees 

were statisticians. OPCS provided statistical information to Government and the wider 

community, in order to nriprove decision-i-naking, stimulate research and inform debate. It 

also registered key life events, that is, births, deaths and marriages and its Permanent 

Secretary also had the title "Registrar General for England and Wales". Its major activities 

were to supply socio-economic statistics and analysis, such as that on household expenditure, 

and to provide a census of the population together with population, social survey and health 

statistics. OPCS has undergone change during the period of the research. On I April 1996, it 

was merged with the Central Statistical Office to form an executive agency called the Office 

for National Statistics. 

6. The Inland Revenue. The Inland Revenue had a budget of fl, 662 million in 1995/6 and 

53,700 UK employees. Its main responsibilities were for the efficient administration of 

income, corporation, capital gains, petroleum revenue and inheritance taxes and of stamp 

duty. Administration included collection and compliance activities. It also provided advice 

on tax policy and valuation services for revenue, rating and council tax purposes. The Inland 

Revenue's major priorities over the 1995/7 period were to reorganize local tax and collection 

offices and to introduce self-assessinent of tax by individuals, to be followed by self- 

assessment for corporations. Although the Inland Revenue "operates on Next Steps' lines" 

(Next Steps Briefing Note March 1997), it is not an Executive Agency. 
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APPENDIX XIV 

Descriptive and comparative statistics of the 
Major Fieldwork sample: 281 managers from 

the public sector, the private sector and Executive Agencies 
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DESCRIPTIVES 

UNIVERSITY Type of university attended 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

None 0 64 22.8 25.1 25.1 
Oxford / Cambridge 1 66 23.5 25.9 51.0 
Other 2 125 44.5 49.0 100.0 

26 9.3 

--- 

Missing 

------- 
Total 

------- 
281 

---- 
100.0 100.0 

Valid cases 255 Missing cases 26 

-------------------------------- 

SECTOR 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Public 1 136 48.4 48.4 48.4 
Private 2 101 35.9 35.9 84.3 
Executive Agencies 3 44 

------- 

15.7 

------- 

15.7 

------- 

100.0 

Total 281 100.0 100.0 

Valid cases 281 Missing cases 0 

PROMOTIO Times need to be promoted to become head of organization 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

03 1.1 1.4 1.4 
1 30 10.7 13.9 15.3 
2 43 15.3 19.9 35.2 
3 49 17.4 22.7 57.9 
4 38 13.5 17.6 75.5 
5 37 13.2 17.1 92.6 
6 14 5.0 6.5 99.1 
81 .4 .5 

99.5 
10 1 .4 .5 

100.0 
65 23.1 Missing 

------- 
Total 281 

------- 
100.0 

------- 
100.0 

Valid cases 216 Missing cases 65 

--------------------------------- ------- ------ -------- 
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FUNCTION 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Compliance 1 2 
.7 .8 .8 Finance 2 is 6.4 7.0 7.8 

Sales / Marketing 3 25 8.9 9.6 17.4 
Inspector 4 14 5.0 5.4 22.9 
Policy / Management Ad 5 75 26.7 29.1 51.9 
Diplomat 6 36 12.8 14.0 65.9 
Press Office / PR 7 1.1 1.2 67.1 
IT 8 8 2.8 3.1 70.2 
Research 9 6 2.1 2.3 72.5 
Legal 10 3 1.1 1.2 73.6 
Planning 11 1 .4 .4 

74.0 
Statistics 12 8 2.8 3.1 77.1 
Training and Personnel 13 11 3.9 4.3 81.4 
Purchasing 14 4 1.4 1.6 82.9 
Property Management 15 1 .4 .4 

83.33 
Agency Chief Executive 20 43 15.3 16.7 100.0 

23 8.2 Missing 

Total 
------- 

281 
------- 
100.0 

------- 
100.0 

Valid cases 258 Missing cases 23 

-------------------------- 

YEARSTED Years spent in full-time education 

------- ------- ------ -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

6 2 .7 .8 .8 
8 1 .4 .4 

1.2 
10 6 2.1 2.4 33.6 
11 19 6.8 7.5 11.1 
12 9 3.2 3.6 14.6 

28 10.0 11.1 25.7 
14 14 5.0 5.5 31.2 
15 18 6.4 7.1 38.3 
16 76 27.0 30.0 68.4 
17 41 14.6 16.2 84.6 
18 16 5.7 6.3 90.9 
19 6 2.1 2.4 93.3 
20 9 3.2 3.6 96.8 
21 5 1.8 2.0 98.8 
22 1 .4 .4 

99.2 
26 1 .4 .4 

99.6 
28 1 

.4 .4 
100.0 

28 

------ 

10.0 

------- 

Missing 

--- - 
Total 281 100.0 

--- 
100.0 

Valid cases 253 Missing cases 28 

----------------- --------- ------- ------- ------ -------- 
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DEGREE University degree 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Yes 1 193 68.7 74.8 74.8 
No 2 65 23.1 25.2 100.0 

23 

------- 

8.2 

------- 

Missing 

Total 281 100.0 
------- 
100.0 

Valid cases 258 Missing cases 23 

----------------- 

GENDER 
--------- ------- ------- ------ -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Male 1 223 79.4 87.1 87.1 
Female 2 33 11.7 12.9 100.0 

25 

------- 

8.9 

------ 

Missing 

Total 281 
- 

100.0 
------- 
100.0 

Valid cases 256 Missing cases 25 

----------------- 

MARITAL Marital status 

--------- ------- ------- ------ -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Married 1 217 77.2 84.8 84.8 
Single 2 27 9.6 10.5 95.3 
Separated / Divorced 3 12 4.3 4.7 100.0 
Widowed 

25 
------- 

8.9 
---- 

Missing Z, 

Total 281 
--- 

100.0 
------- 

100.0 

Valid cases 256 

----------------- 

Missing cases 

--------- 

25 

------- ------- ------ -------- 
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EARNINGS 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Less than f40,000 1 61 21.7 23.8 23.8 
f 40,001 -f 60,000 2 101) 36.7 40.2 64.1 
f 60,001 -f 80,000 3 65 23.1 25.4 89.5 
E80,001 4 27 9.6 10.5 100.0 

25 

---- 

8.9 

----- - 

Missing 

Total 
- -- 

281 
- 

100.0 
------- 
100.0 

Valid cases 256 Missing cases 25 

--------------------------------- 

YRSPUB Years spent working in the public sector 

------- ------ -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

0 78 27.8 30.2 30.2 
1 7 2.5 2.7 32.9 
2 6 2.1 2.3 35.3 
3 2 

.7 .8 
36.0 

4 2 
.7 .8 

36.8 
5 2 

.7 .8 
37.6 

6 2 
.7 .8 

38.4 
7 5 1.8 1.9 40.3 
8 1 

.4 .4 
40.7 

10 2 
.7 .8 

38.4 
11 1 

.4 .4 
41.9 

12 2 
.7 .8 

42.6 
14 2 

.7 .8 
43.4 

15 4 1.4 1.6 45.0 
16 1 

.4 .4 45.3 
17 2 

.7 .8 
46.1 

18 2 
.7 .8 46.9 

19 2 
.7 .8 47.7 

20 5 1.8 1.9 49.6 
21 5 1.8 1.9 51.6 
22 10 3.6 3.9 55.4 
23 6 2.1 2.3 57.8 
24 5 1.8 1.9 59.7 
25 9 3.2 3.5 63.2 
26 11 3.9 4.3 67.4 
27 7 2.5 2.7 70.2 
28 9 3.2 3.5 73.6 
29 3 1.1 1.2 74.8 
30 18 6.4 7.0 82.2 
31 5 1.8 1.9 84.1 
32 3 1.1 1.2 85.3 
33 6 2.1 2.3 87.6 
34 9 3.2 3.5 91.1 

. 35 7 2.5 2.7 93.8 
36 5 1.8 1.9 95.7 
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YRSPUB Years spent working in the public sector continued 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

37 2 
.7 .8 

96.5 
38 5 1.8 1.9 98.4 
39 1 

.4 .4 
98.8 

40 1 
.4 .4 

99.2 
41 1 

.4 .4 
99.6 

42 1 
.4 .4 

100.0 
23 

-- ---- 

8.2 

------- 

Missing 

------- 
Total 

- 
281 100.0 100.0 

Valid cases 258 Missing cases 23 

-------- 

OTHERPUB 

------------------------- 

Years spent working in non-central public 

------ ------- -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

0 22 7.8 52.4 52.4 
1 1 

.4 
2.4 54.8 

4 1 
.4 

2.4 57.1 
5 1 

.4 
2.4 59.5 

7 1 
.4 

2.4 61.9 
8 1 

.4 
2.4 64.3 

12 1 
.4 

2.4 66.7 
24 1 

.4 
2.4 69.0 

25 2 
.7 

4.8 73.8 
27 3 1.1 7.1 81.0 
29 1 

.4 
2.4 83.3 

30 2 
.7 

4.8 88.1 
32 2 

.7 
4.8 92.9 

. 34 1 
.4 

2.4 95.2 

)7 1 
.4 

2.4 97.6 
42 1 

.4 
2.4 100.0 

239 85.1 Missing 
I 

Total 
------- 

281 
------- 
100.0 

------- 
100.0 

Valid cases 

-------- 

42 Missing cases 

----------------- 

239 

-------- ------ ------- -------- 
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YRSPRIV Years spent working in the private sector 

Value Label Value Frequency Percent Valid Cum 
Percent Percent 

0 102 3 6.33 39.5 39.5 
0 1 

.4 .4 
39.9 

1 1 .4 .4 
40.3 

1 25 8.9 9.7 50.0 
2 1 

.4 .4 50.4 
2 9 3.2 3.5 53.9 
3 11 3.9 4.3 58.1 
4 10 3.6 3.9 62.0 
5 3 1.1 1.2 63.2 
6 2 

.7 .8 
64.0 

7 3 1.1 1.2 65.1 
8 3 1.1 1.2 66.3 
9 2 

.7 .8 
67.1 

10 5 1.8 1.9 69.0 
11 3 1.1 1.2 70.2 
12 2 

.7 .8 
70.9 

13 6 2.1 2.33 73.3 
14 1 

.4 .4 
73.6 

15 2 
.7 .8 74.4 

16 4 1.4 1.6 76.0 
17 2 .7 .8 

76.7 
18 4 1.4 1.6 78.3 
19 2 

.7 .8 
79.1 

20 6 2.1 2.3 81.4 
21 2 

.7 .8 
82.2 

22 6 2.1 2.3 84.4 
23 6 2.1 2.3 86.8 
24 5 1.8 1.9 88.8 
25 3 1.1 1.2 89.9 
26 1 .4 .4 

90.3 
27 4 1.4 1.6 91.9 
28 5 1.8 1.9 93.8 
29 3 1.1 1.2 95.0 
32 3 1.1 1.2 96.1 
333 4 1.4 1.6 97.7 
34 1 

.4 .4 
98.1 

35 3 1.1 1.2 99.2 
38 1 

.4 .4 
99.6 

39 1 
.4 .4 

100.0 
23 

------- 

8.2 

------- 

Missing 

------ 
Total 281 100.0 

- 
100.0 

Valid cases 258 Missing cases 233 
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MOTHER Mother's occupation 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Housewife 1 163 58.0 64.9 64.9 
Academic 2 23 8.2 9.2 74.1 
Management 3 18 6.4 7.2 81.3 
Operative 4 25 8.9 10.0 91.2 
Labourer 5 8 2.8 3.2 94.4 
Artisan 6 2 

.7 .8 
95.2 

7 12 4.3 4.8 100.0 
Health 30 10.7 Missing 

Total 
------- 

281 
------- 
100.0 

------- 
100.0 

Valid cases 251 Missing cases 30 

- - ---------- 

FATHER Father' 

-------------- 

s occupation 

---- -- ---- --- ------- -------- 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

No father 0 9 3.2 3.6 3.6 
Unemployed 1 1 .4 .4 

4.0 
Academic 2 21 7.5 8.4 12.4 
Management 3 126 44.8 50.2 62.5 
Operative 4 58 20.6 23.1 85.7 
Labourer 5 15 5.3 6.0 91.6 
Artisan 6 12 4.3 4.8 96.4 
Health 7 9 3.2 3.6 100.0 

30 

------- 

10.7 

------- 

Missing 

------- 
Total 281 100.0 100.0 

Valid cases 

---------- 

251 Missing cases 

-------------- 

30 

------- -------- ------- -------- 
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COMPARATIVE STATISTICS SHOWING DIFFERENCES BETWEEN PUBLIC SECTOR 
MANAGERS, PRIVATE SECTOR MANAGERS AND AGENCY CHIEF EXECUTIVES 

PROMO Recoding of number of times need Promotion to become head of organization 

Valid Cum 
Value Label Value Frequency Percent Percent Percent 

Need 0-2 promotions 1.00 120 42.7 46.2 46.2 
Need 3- 10 promotions 2.00 140 49.8 53.8 100.0 

21 7.5 Missing 
------- ------- ------- 

Total 281 100.0 100.0 

Valid cases 260 Missing cases 21 

CROSSTABS 
/TABLES=SECTOR By promo 
/FORMAT= AVALUE NOINDEX BOX LABELS TABLES 
/STATISTIC=CHISQ 
/CELLSý COUNT ROW RESID ASRESID. 

SECTOR BY PROMO Recoding of Promotion 

PROMO 
Count 

Row Pct 
Residual 

SECTOR Adj Res 1.00 
I 

2.00 Row Total 

Public 1 30 101 131 
22.9% 77.1% 50.4% 

-30.5 30.5 

-7.6 7.6 
Private 2 46 39 85 

54.1% 45.9% 32.7% 
6.8 -6.8 
1.8 -1.8 

Executive 3 44 0 44 
Agency 100.0% . 

0% 16.9% 
23.7 -23.7 

7.9 -7.9 

Column 120 140 260 

Total 46.2% 53.8% 100.0% 
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Chi-Square Value DF Significance 

Pearson 82.00416 2 
. 
00000 

Likelihood Ratio 100.66314 2 
. 
00000 

Linear-by-linear 80.5722 1 
. 
00000 

Association 

Minimum expected frequency : 20.308 

Number of missing observations : 21 

SECTOR by PROFMOTH Mother's Profession 

PROFESS 
Count 

Row Pet 
Col Pet Non Prof Professi 

Residual essional onal Row 
SECTOR Adj Res 1 2 Total 

Public 1 

I 

15 28 43 
34.9% 65.1% 48.9% 
42.9% 52.8% 

-2.1 2.1 

-. 9 
.9 

Private 2 14 19 33 
42.4% 57.6% 37.5% 
40.0% 35.8% 

.9 -. 9 

.4 -. 4 
Executive 3 6 6 12 
Agency 50.0% 50.0% 13.6% 

17.1% 11.3% 
1.2 -1.2 
.8 -. 8 

Column 35 53 88 

Total 39.8% 60.2% 100.0% 

Chi-Square Value DF Significance 

----------------------------- 
Pearson 

--------------- 
1.04992 

--- ----- 
2 

---------------- 
. 59158 

Likelihood Ratio 1.04498 2 
. 
59304 

Linear-by-linear 1.03798 1 
. 
30829 

Association 

Minimum expected frequency - 4.773 

Cells with expected frequency :<5-I of 6 (16.7%) 

Number of rnissin- observations: 193 
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SECTOR by PROFESS Father's Profession 

PROFESS 
Count 

Row Pct Non Prof Professi 
Col Pct essional onal Row 

SECTOR 1 2 Total 

Public 1 39 81 120 
32.5 67.5 49.8 
45.9 51.9 

Private 2 33 48 81 
40.7 59.3 3 3) 3.6 
38.8 30.8 

Executive 3 13 27 40 
Agency 32.5 67.5 16.6 

15.3 17.3 

Column 85 156 241 

Total 35.3 64.7 100.0 

Chi-Square 

-------- ----- 

Value 

-------------- 

DF 

---- ----- 

Significance 

---------------- ------------ ---- 
Pearson 1.59960 2 

. 
44942 

Likelihood Ratio 1.58444 2 
. 
45284 

L inear-by- linear 
. 
16048 1 

. 
68871 

Association 

Minimum expected frequency - 14.108 

Number of missing observations: 40 
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SECTOR by University Degree 

DEGREE 
Count 

Row Pct 
Col Pct Yes 
Residual 

SECTOR Adj Res 1.00 

Public 1 94 
71.8% 
48.7% 

-4.0 
1 1 

Private 2 
- . 

65 
76.5% 
33.7% 

1.4 

.4 
Executive 3 34 

Agency 81.0% 
17.6% 

2.6 
1.0 

Column 193 

Total 74.8% 

Chi-Square 

---- ------- 

Value 

-------------- --------------- --- 
Pearson 1.61358 
Likelihood Ratio 1.65229 
Linear-by-linear 1.60696 

Association 

Minimum expected frequen cy - 10.581 

Number of missing observations: 23 

No 
Row 

2.00 Total 

37 131 
28.2% 50.8% 
56.9% 

4.0 
1 1 
. 

20 85 
23.5% 32.9% 
30.8% 

-4.0 
IJ - 

8 42 
19.0% 16.3% 
12.3% 

-2.6 
-1.0 

65 258 

25.2% 100.0% 

DF Significance 

----- 
2 

---------------- 
. 
44629 

2 
. 
43773 

1 
. 
20492 
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SECTOR by Gender 

Count 
Row Pet 
Col Pet 
Residual 

SECTOR Adj Res 

Public 

Private 2 

Executive 3 
Agency 

Column 
Total 

GENDER 

Mate 

1.00 

107 
82.3% 
48.0% 

-6.2 
-2.3 

76 
90.5% 
34.1% 

2.8 
1.1 
40 

95.2% 
17.9% 

3 3.4 

223 
87.1 

Chi-Square Value 

Pearson 5.98870 
Likelihood Ratio 6.50590 
Linear-by-linear 5.83519 

Association 

Minimum expected frequency - 5.414 

Number of missing observations: 25 

Female 

2.00 Row Total 

23 130 
17.7% 50.8% 
69.7% 

6.2 
2.3 

8 84 
9.5% 32.8% 

24.2% 

-2.8 
-1.2 

2 42 
4.8% 16.4% 
6.1% 

-3.4 

33 256 
12.9 100.0 

DF 

--- ----- 

Significance 

----- 
2 

----------- 
. 
05007 

2 
. 
03866 

1 
. 
01571 

423 



SECTOR By MARITAL Marital status 

Count 
Row Pct 
Col Pct 

SECTOR 

MARITAL 

Married 

1 

Single 

2 

Separate 
d/Divorc 

3 

Public 1 112 10 7 
86.8 7.8 5.4 
51.6 37.0 58.3 

Private 2 66 15 4 
77.6 17.6 4.7 
30.4 55.6 33.3 

Executive 3 39 2 1 
Agency 92.9 4.8 2.4 

18.0 7.4 

Column 217 27 12 

Total 84.8 10.5 4.7 

Chi-Square Value DF Significance Zý 
----------------------------- 
Pearson 

-------------- 
7.87489 

---- ----- 
4 

---------------- 
. 
09627 

Likelihood Ratio 7.73 )076 4 . 
10195 

Linear-by-linear 
. 
19793 1 

. 
65640 

Association 

Minimum expected frequency - 1.969 

Cells with expected frequency : <5 -3 of 9 (33.3% 

Number of missing observations: 25 
Zý 

Row 
Total 

129 
50.4 

85 
32.2 

42 
16.4 

256 

100.0 
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SECTOR by UNIVERSITY Type of university attended 

Count 
Row Pet 
Col Pct 

ResiduAL 
Adj Res 

SECTOR 

UNIVERSITY 

None Oxford/C 
abridge 

01 

Other 

2 
Row 

Total 

1 36 46 48 130 
Public 27.7% 35.4% 36.9% 51.0% 

56.3% 69.7% 38.4% 
3.4 12.4 -15.7 
1.0 3.5 -3.9 

2 20 7 56 83 
Private 24.1% 8.4% 67.5% 32.5% 

31.3% 10.6% 44.8% 

-. 8 -14.5 15.3 

-. 3 -4.4 4.1 
3 8 13 21 42 

Executive 19.0% 331.0% 50.0% 16.5% 
Agency 12.5% 19.7% 16.8% 

-2.5 2.1 .4 
-1.0 .8 .1 

Column 64 66 125 255 

Total 25.1% 25.9% 49.0% 100.0% 

Chi-Square 

--- ------ 

Value 

------------------ 

DF 

----- 

Significance 

---------------- ---------------- ---- 
Pearson 25.36265 4 . 

00004 
Likelihood Ratio 28.16855 4 . 

00001 
Linear-by-linear 4.99993 1 . 

02535 
Association 

Minimum expected frequency - 10.541 

Number of missing observations: 26 
1 
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ONEWAY 

Variable AGE 
By Variable SECTOR 

Analysis of 

Source D. F. Sum of 
Squares 

Between Groups 2 3204.2969 
Within Groups 252 10956.1737 

Total 254 14160.4706 

Group Count Mean 

Variance 

Mean FF 
Squares Ratio Prob. 

1602.1484 36.8506 
. 
0000 

43.4769 

Standard Standard 95 PCT Conf Int 
Deviation Error for Mean 

6.2263 
. 
5461 47.8273 to 49.9881 

7.9477 
. 
8724 40.4332 to 43.9041 

4.3495 
. 
6711 50.0017 to 52.7125 

Public Sector 130 48.9077 
Private Sector 83 42.1687 
Executive Agency 42 51.3571 

Total 255 47.1176 7.4666 
. 
4676 46.1968 to 48.0385 

Group Minimum Maximum 

Public Sector 32.0000 63.0000 
Private Sector 27.0000 59.0000 
Executive Agency 42.0000 60.0000 

Total 27.0000 63.0000 

--- -- ONEWAY 

Variable AGE 
By Variable SECTOR 

Multiple Range Tests : LSD test with significance level 
. 
05. 

The difference between two means is siOnificant if 
Mean (J) - Mean (1) >- 4.6624 * RANGE SQRT (I ýN (1) +I /N (J) 
with the following value(s) for RANGE: 2.79. 
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Indicates significant differences which are shown in the lower triangle 

GGG 
rrr 
ppp 

213 

Mean SECTOR 

42.1687 Grp 2 
48.9077 Grp I 
51.3571 Grp 3 

----- ONEWAY 

Variable 
By Variable 

Source 

Between Groups 
Within Groups 

Total 

Group 

Public Sector 129 15.3411 
Private Sector 82 15.1585 
Executive Agency 42 16.2134 

Total 253 15.4269 

Group Minimum Maximum 

Public Sector 10.0000 28.0000 
Private Sector 6.0000 21.0000 
Executive Agency 6.0000 26.0000 

Total 6.0000 28.0000 

YEARSED Years spent in full-time education 
SECTOR 

Analysis of Variance 

D. F. Sum of Mean 
Squares Squares 

2 32.8945 16.4473 
250 2017.0027 8.0680 

252 2049.8972 

FF 
Ratio Prob. 

2.0386 
. 1324 

Standard Standard 95 PCT Conf Int for 
Deviation Error Mean 

2.6086 
. 2297 14.8866 to 15.7955 

3.0931 
. 
3416 14.4789 to 15.8382 

3.0084 
. 
4642 15.2768 to 17.15 18 

Count Mean 

2.8521 
. 
1793 15.0737 to 15.7800 
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ONEWAY 

Variable YEARSED Years spent in full-time education 
By Variable SECTOR 

Multiple Range Tests : LSD test with significance level 
. 
05. 

The difference between two means is significant if: 
Mean (J) - Mean (1) >- 2.0085 * RANGE * SQRT (I /N (1) +I /N (J) 
with the following value(s) for RANGE: 2.79. 

No two group are significantly different at the . 050 level 

--- -- ONEWAY ------ 

Variable EARNINGS 
By Variable SECTOR 

Analysis of Variance 

Source D. F. Sum of Mean FF 
Squares Squares Ratio Prob. 

Between Groups 2 29.1817 14.5908 21.3323 
. 0004 

Within Groups 254 125.1678 
. 
6840 

Total 256 154.3495 

---- - ONEWAY ------ 

Variable EARNINGS 
By Variable SECTOR 

Multiple Range Tests : Scheffe test with significance level 
. 
05 

The difference between two means is significant if : 
Mean (J) - Mean (1) >ý. 5848 * RANGE * SQRT (I/N (1) +I /N (J) 
with the following value(s) for RANGE : 3.49. 

Indicates significant differences which are shown in the lower triangle 

GGG 
rrr 
PPP 

123 

Mean SECTOR 

1.6386 Group 1 
2.2973 Group 2 
2.6552 Group 3 
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APPENDIX XV 

Classification of parents by occupation 

into two subgroups 

"professional" and "non-professional" 
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For this research, respondents were placed in two categories, professional and non- 

professional, based on the occupations reported for their parents during most of their 

childhood. Guidelines used for this categorization were The Social Class System and the 

IPA Social Grade Scheme. The British Goverinnent's class defining techniques are 

used to predict many variables, including how many children individuals are likely to 

have and what education they can expect. 

The Social Class System, which was started as the Social Class Scheme in 1911, is 

derived from census information and places everybody into one of six classes: 

professional occupations, managerial and technical, skilled non-manual, skilled manual, 

partly skilled and unskilled. The government and insurers are able to correlate 

mortality, education, children's achievement, propensity to particular illnesses and 

political persuasion within each group, drawing class and lifestyle conclusions from the 

occupations. The IPA Social Grade Scheme is used mostly by market researchers and 

also groups by occupation, but uses the more familiar ABCI and 2 and D rankings. 
Category A is the most prestigious and covers very senior managers in business and the 

civil service, together with judges and farmers. This category represented about 3% of 

the UK population in 1997. Category B (14% of the population) incorporates skilled 

professionals, such as middle managers, GPs, computer programmers and journalists. 

Category Cl (26%) includes skilled non-manual workers, but also professions as 
diverse as police constables, opticians, cameramen, RAF sergeants, nurses and 
footballers. Categories B and C1 are loosely defined as the "middle class" and are 

expected to earn in excess of the average wage, eat out once a week and have children 

who will go to university. Category C2 (25%) covers skilled manual workers or 

craftsmen, including joiners, AA patrolmen, firemen and taxi drivers. Category C2 

workers are more likely to be classified as "working class" and are expected to go to 

pubs, eat out infrequently and their children are less likely to go to university. Category 

D comprises unskilled manual workers such as labourers and cleaners. Those who 
depend entirely upon State support are classified as Category E. Children of Category 

D and E parents are expected to suffer from a poor diet and to underachieve at school. 
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In 1997, the Economic and Social Research Council (ESRC) was commissioned to 
define a new class system, which would take account of a wider range of employment 

possibilities. One anomaly cited by Professor David Rose of Essex University, head of 
the review, was that of Channel tunnel train attendants, called "managers". This title 

would probably place them in class 2 under the Social Class System (managerial and 

technical), while their job duties would be more likely to place them in Class 4 (skilled 

manual). 

The purpose of classifying respondents by parents' occupations for this research was to 

investigate any statistically significant impact of having been raised by parents with 

greater or lesser knowledge-intensive occupations. While taking account of standard 

classification systems, the classification adopted here was whether parents could be said 

to have gathered and applied a set of knowledge, whether Professional (eg medical) or 

managerial. 
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Classification by occupation for this research: "professional" classification 

Mother 

Politician/Academic (writer, politician, teacher, lecturer, professor, librarian). 

Professional/Management (hotelier, PR consultant, retail proprietor, child welfare 
officer). 

Health (physiotherapist, surgeon, doctor, nurse, health visitor, pharmacist). 

Father 

Politician/Academic (schoolmaster, journalist). 

Profession al/Management (accountant, pilot, priest, army/naval officer, engineer, civil 
service, local government official, licensee, statistician, architect, scientist, laboratory 
chemist, shop owner, hotelier, banker, trader, company director, police inspector, 
probation officer, tax inspector). 

Health (surgeon, doctor). 

Classification by occupation for this research: "non-professional" classification 

Mother 

Operative (receptionist, office worker, bookkeeper, shop assistant, secretary, clerk). 

Labourer (cook, canteen assistant, machinist, school meals, cleaner, waitress). 

Father 

Operative (train driver, bus driver, mechanic, fitter, estate agent, security officer, 
insurance rep, plumber, soldier, railway signalman, draughtsman, salesman, policeman, 
buyer, foreman, TU official, clerical, coal merchant, farmer, butcher). 

Labourer (docker, bricklayer, panel beater, miner, storeman, farm worker, 
factory/process worker). 

Artisan (carpenter, technician, tailor, pattern maker, fashion designer, metal spinner, 
diamond cutter). 

Notes: 1. statistical analysis showed that professional or non-professional parentage was 
distributed evenly between the three samples. 

2. there was a separate "housewife" classification for "mother". 
3. all responses are included in the classification above. 
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APPENDIX XVI 

Consolidated statistical analysis of 
the Major Fieldwork data 
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Principle components analysis of responses of the three samples to the VRQ (N = 281): 
item and beta weight loading by named factor 

Item Factor name Loading 
(beta) 

3 change brings improvement Change 0.698 
14 1 should actively seek new ways of working Change 0.690 

and discard the old 
18 1 should constantly seek new ways of working Change 0.687 
36 (given the choice, I should keep things as they Change -0.500 

they are rather than changing much) 
33 (1 should keep what is best from the past more than Change -0.475 

looking for change opportunities) 
6 (1 should adapt carefully rather than innovate too much) Change -0.425 

37 it is better to resign than to condone behaviour which Principle 0.705 
1 consider to be wrong 

34 fulfilling moral requirements is more important than Principle 0.654 
getting results 

91 must do what I believe to be right, or I would rather Principle 0.643 
do nothing 

25 1 should speak out against behaviour which contravenes Principle 0.638 
my principles, even if it damages my career 

21 should seek to make a social contribution through Principle 0.511 
my work 

22 (1 am reluctant to act on my own judgement if it Control -0.629 
conflicts with organisational policy) 

II (my actions make little difference to what happens) Control -0.599 
381 should anticipate and control change Control 0.594 
28 it is possible to change the future by using initiative Control 0.531 
23 1 should seek to be in charge of my own destiny Control 0.526 

4 if I work very hard, I will overcome most problems Hard work 0.705 
81 should work very hard Hard work 0.608 

32 it is hard work, more than ingenuity, which gets results Hard work 0.571 
5 people can always achieve more if they try Hard work 0.525 
1 clear instructions are better than relying on people to 

exercise judgement Hard work 0.504 

17 the best rules are the ones I make up myself, case by 
case if necessary Pragmatism 0.701 

10 bending the rules is acceptable when it gets results Pragmatism 0.598 
13 it is more important to get results than to be fair Pragmatism 0.507 
26 competition between people is the best way to 

achieve high performance Pragmatism 0.3 ') 6 
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Decision 3 and 4 from BDS, crosstabulation by sector 

DECISON3 by SECTOR 

SECTOR 
Count 
Row Pet 
Col Pet Public Private ACE 
Residual Row 
Adj Res 1 2 3 Total 

DECISON3 
1 49 50 19 118 

A 41.5% 42.4% 16.1% 43.4% 
36.0% 53.2% 45.2% 

-10.0 9.2 
.8 

-2.4 2.4 
.3 

2 87 44 23 154 
B 56.5% 28.6% 14.9% 56.6% 

64.0% 46.8% 54.8% 
10.0 -9.2 -. 8 
2.4 -2.4 -. 3 

Column 136 94 42 272 
Total 50.0% 34.6% 15.4% 100.0% 

Chi-Square 

----------------------- 

Value 

--------- 

DF Significance 

Pearson 6.73485 
---- 
2 

--------------- 
. 
03448 

Likelihood Ratio 6.74636 2 
. 
03428 

Linear-by- Linear 3.23906 1 
. 
07190 

Association 

Minimum Expected Frequency - 18.22 1 

Number of Missing Observatio ZI ns: 9 

DECISON4 by SECTOR 

SECTOR 
Count 
Row Pet 
Col Pet Public Private ACE 
Residual Row 
Adj Res 1 2 3 Total 

DECISON4 
1 117 77 40 234 

A 50.0% 32.9% 17.1% 86.3% 
86.0% 81.9% 97.6% 

-. 4 -4.2 4.6 

-. 2 -1.5 2.3 

B2 19 17 1 37 
51.4% 45.9% 2.7% 13.7% 
14.0% 18.1% 2.4% 

.4 4.2 -4.6 

.2 1.5 -2.3 

Column 136 94 41 271 
Total 50.2% 34.7% 15.1% 100.0% 
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Chi-Square 

Pearson 
Likelihood Ratio 
Linear-by-Linear 
Association 

Minimum Expected Frequency - 5.598 

Number of Missing Observations: 10 

Value DF 

---------- ---- 

Significance 

5.95136 2 
---------------- 

. 
05101 

7.77876 2 
. 
02046 

1.48771 1 
. 
22257 

DEMOGRAPHIC DATA AS PREDICTOR VARIABLES 

**** MULTIPLE REGRESSION**** 

Listwise Deletion of Missing Data 

Equation Number I Dependent Variable.. YEARSED Years spent in full-time e 

Block Number 1. Method: Enter 
FACI I FAC2_1 FAC31 FAC4-1 FAC5 

-1 

Variable(s) Entered on Step Number 
L FAC5 I REGR factor score 5 for analysis 
2.. FAC I-I REGR factor score I for analysis 
3.. FAC2 

-I 
REGR factor score 2 for analysis 

4.. FAC3 I REGR factor score 3 for analysis 
5.. FAC4 I REGR factor score 4 for analysis 

Multiple R 
. 
20708 

R Square 
. 
04288 

Adjusted R Square 
. 
02343 

Standard Error 2.82270 

Analysis of Variance 
DF Sum of Squares Mean Square 

Regression 5 87.81657 17.56331 
Residual 246 1960.03661 7.96763 

F 2.20433 Signif F =. 0545 
Zý 

------------------------------------------- Variables in the Equation ------------------------------- 

Variable B SE B Beta T Sig T 
FACII - . 

020396 
. 176417 -. 007217 -. 116 

. 
9081 

FAC2 1- 
. 
284339 

. 
184806 -. 095992 -1.539 . 

1252 
FAC31 - . 

314907 
. 
175835 -. 111738 -1.791 . 

0745 
FAC4-1 

. 315444 . 
183213 

. 
107522 1.722 

. 
0864 

FAC5-1 
. 
295065 

. 
179473 

. 
102604 1.644 

. 
1014 

(Constant) 15 
. 
415398 

. 
178113 86.548 

. 
0000 
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Equation Number I Dependent Variable.. AGE 

Block Number 1. Method: Enter 
FACII FAC2- I FAC31 FAC4-1 FAC5-1 

Variable(s) Entered on Step Number 
I.. FAC5- 1 REGR factor score 5 for analysis 1 
2.. FAC3 1 REGR factor score 3 for analysis 1 
3.. FACI I REGR factor score I for analysis 1 
4.. FAC2- 1 REGR factor score 2 for analysis 1 
5.. FAC4- 1 REGR factor score 4 for analysis I 

Multiple R 
. 
23678 

R Square 
. 
05607 

Adjusted R Square 
. 
03704 

Standard Error 7.33174 

Analysis of Variance 
DF Sum of Squares 

Regression 5 791.82049 
Residual 248 13331.07715 

F-2.94607 Signif F= 
. 
0133 

------------------------ ----------------- Variables in the Equation ------------- 

Variable B SE B Beta 
FACI 1 

. 
774900 

. 
452233 

. 
105793 

FAC2-1 
. 
029103 

. 
485171 

. 
003703 

FAC3 1 -1.439429 . 450048 -. 197387 
FAC4-1 -. 390235 

. 475345 -. 050710 
FAC5 1 

. 
409747 

. 
467243 

. 
054155 

(Constant) 47.101744 
. 
460915 

----- ONEWAY ---- 
Variable FACU REGR factor score I for analysis 

By Variable MARITAL Marital status 

Analysis of Variance 

Sum of Mean 
Source D. F. Squares Squares 

Between Groups 2 
. 
2761 

. 
1381 

Within Groups 252 262.6905 1.0424 
Total 254 262.9667 

Mean Square 
158.36410 
53.75434 

T Sig T 
1.713 

. 
0879 

. 
060 

. 
9522 

-3.198 . 
0016 

-. 821 
. 
4125 

. 
877 

. 
3814 

102.192 
. 
0000 

FF 
Ratio Prob. 

. 
1325 

. 
8760 
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----- ONEWAY ---- 
Variable FAC2 I REGR factor score 2 for analysis I 

By Variable MARITAL Marital status 

Analysis of Variance 

Sum of Mean F F 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 2 3.4944 1.7272 1.9547 
. 1437 

Within Groups 252 225.2460 
. 
8938 

Total 254 228.7405 

----- ONEWAY ---- 
Variable FAC3 I REGR factor score 3 for analysis I 

By Variable MARITAL Marital status 

Analysis of Variance 

Sum of Mean F F 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 2 1.1938 
. 
5969 

. 
5682 

. 
5673 

Within Groups 252 264.7089 1.0504 

Total 254 265.9026 

ONEWAY 

Variable FAC4 I REGR factor score 4 for analysis I 
By Variable MARITAL Marital status 

Analysis of Variance 

Sum of Mean F F 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 2 1.5489 
. 
7745 . 

8306 
. 
4370 

Within Groups 252 2' )4.9534 . 9324 

Total 254 236.5023 

----- ONEWAY ---- 

Variable FAC5 I REGR factor score 5 for analysis I 
By Variable MARITAL Marital status 

Analysis of Variance 

Sum of Mean F F 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 2 
. 
6016 

. 
3008 . 

3061 
. 
7366 

Within Groups 252 247.6554 
. 
9828 

Total 254 248.2570 
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t-tests for Independent Samples of DEGREE University degree 

Number 
Variable of Cases Mean SD SE of Mean 

FACII REGR factor score I for analysis I 

Ye 193 
. 
0386 1.007 

. 
072 

No 64 -. 0863 1.051 
. 131 

Mean Difference =. 1249 

Levene's Test for Equality of Variances: F= 
. 
116 

t-test for Equality of Means 
Variances t-value df 2-Tail Sig SE of Diff 

Equal 
. 
85 255 

. 
396 

. 147 
Unequal 

. 
83 104.03 

. 
407 

. 
150 

Variable 
Number 
of Cases Mean 

P- 
. 
734 

95% 
Cl for Diff 

(-. 164,. 414) 
(-. 173,. 422) 

SD SE of Mean 

FAC2-1 REGR factor score 2 for analysis I 

Ye 193 -. 0401 
. 
962 

. 
096 

No 64 -. 0504 
. 
960 

. 
120 

Mean Difference ý .0 
104 

Levene's Test for Equality of Variances: F= 
.0 

13 P= 
. 
910 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal 
. 
07 255 

. 
940 

. 
139 (-. 263, 

. 
283) 

Unequal 
. 
07 108.00 

. 
940 

. 
138 (-. 264, 

. 
285) 

Number 
Variable of Cases Mean SD SE of Mean 

FAC31 REGR factor score 3 for analysis I 

Ye 193 -. 0698 1.022 
. 
074 

No 64 
. 
1489 1.001 

. 
125 

Mean Difference = . 
2187 

Levene's Test for Equality of Variances: F- 
. 
081 P- 

. 
776 

t-te st for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff CI for Diff 

Equal -1.49 255 
. 
137 

. 
147 (-. 508, 

. 
070) 

Unequal -1.51 109.86 
. 135 

. 
145 (-. 506, 

. 
069) 
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Variable 
Number 
of Cases Mean SD SE of Mean 

FAC4 I REGR factor score 4 for analysis I 

Ye 193 
. 
0693 

. 
967 

. 
070 

No 64 -. 2658 
. 
935 

. 
117 

Mean Difference ý . 
3350 

Levene's Test for Equality of Variances: F= 
. 
000 P= 

. 
985 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal 2.42 255 
. 
016 

. 138 (. 063,. 607) 
Unequal 2.46 111.09 

. 
015 

. 
136 (. 066,. 604) 

Number 
Variable of Cases Mean SD SE of Mean 

FAC5-1 REGR factor score 5 for analysis I 

Ye 193 -. 0860 1.035 
. 074 

No 64 -. 1341 
. 
824 

. 
103 

Mean Difference = . 
2201 

Levene's Test for Equality of Variances: Fý 2.620 P- 
. 
107 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal 1.55 255 
. 123 

. 
142 (-. 060,. 500) 

Unequal 1.73 134.07 
. 
086 

. 
127 (-. 031,. 472) 

---ONEWAY 

Variable FACI 
-I 

REGR factor score I for analysis I 
By Variable EARNINGS 

Analysis of Variance 

Sum of Mean FF 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 3 3.4064 1.1355 1.0960 
. 
3514 

Within Groups 251 260.0343 1.0360 
Total 254 263.4407 
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- ---- ONEWAY ---- 

Variable FAC2 I REGR factor score 2 for analysis I 
By Variable EARNINGS 

Analysis of Variance 

Sum of Mean FF 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 3 5.7074 1.9025 2.1137 
. 
0990 

Within Groups 251 225.9156 
. 
9001 

Total 254 211.6230 

ONEWAY 

Variable FAC3 I REGR factor score 3 for analysis I 
By Variable EARNINGS 

Analysis of Variance 

Sum of Mean FF 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 3 6.1051 2.0350 1.9578 
. 
1208 

Within Groups 251 260.9046 1.0395 

Total 254 267.0097 

ONEWAY 

Variable FAC4 I REGR factor score 4 for analysis I 
By Variable EARNINGS 

Analysis of Variance 

Sum of Mean FF 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 3 
. 
9877 

. 
3292 

. 
3446 

. 7931 
Within Groups 251 239.7683 . 

9553 

Total 254 240.7560 

ONEWAY 

Variable FAC5 I REGR factor score 5 for analysis I 
By Variable EARNINGS 

Analysis of Variance 

Sum of Mean FF 
Source D. F. Squares Squares Ratio Prob. 

Between Groups 5.2151 1.7384 1.8544 
. 
1378 

Within Groups 251 235.2987 
. 
9374 

Total 254 240.5139 
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t-tests for Independent Samples of PROFESS Father's Profession 

Number 
Variable of Cases Mean SD SE of Mean 

FAC31 REGR factor score 3 for analysis I 

Non Professi 85 
. 
2041 1.044 

. 
113 

Professional 156 -. 1466 1.000 
. 
080 

Mean Difference = . 
3507 

Levene's Test for Equality of Variances: Fý .0 
19 Pý 

. 
890 

t-test for Equality of Means 
Variances t-value df 2-Tail Sig SE of Diff 

Equal 2.56 238 
. 
011 

. 
137 

Unequal 2.53 166.77 
. 
012 

. 
139 

t-test for Independent Samples of PROFMOTH 

Number 
Variable of Cases 

95% 
Cl for Diff 

(. 081,. 621) 
(. 077, 

. 
625) 

Mother's Profession 

Mean SD SE of Mean 

FAC3 I REGR factor score 3 for analysis I 

Non Professi 35 
. 
4963 

. 
999 

. 
169 

Professional 53 -. 2405 
. 
907 

. 
125 

Mean Difference ý . 
7368 

Levene's Test for Equality of Variances: F= 
. 
716 P= 

. 
400 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff Zý 

Equal 3.58 86 
. 001 

. 
206 (. 328,1.146) 

Unequal 3.51 67.92 
. 
001 

. 
210 (. 318,1.156) 
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Number 
Variable of Cases Mean SID SE of Mean 

FAC4-1 REGR factor score 4 for analysis I 

Non Professi 35 -. 3278 
. 
939 

. 
159 

Professional 53 
. 
2480 1.034 

. 
142 

Mean Difference = -. 5758 

Levene's Test for Equality of Variances: Fý 
. 
696 P= 

. 
407 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal -2.65 86 
. 
010 

. 
217 (-1.008, -. 144) 

Unequal -2.70 77.68 
. 
008 

. 
213 (-1.000, -. 152) 

T-TESTS DECISION AND FACTOR, BY HIERARCHICAL LEV EL 

Key: PROMO I- 0-2 levels from top 
PROMO 2= 3-10 levels from top 

Number 
Variable of Cases Mean SD SE of Mean 

DECISION4 

PROMO 1 117 1.0940 
. 
293 

. 
027 

PROMO 2 139 1.1799 
. 
385 

. 
033 

Mean Difference = -. 0858 

Levene's Test for Equality of Variances: F= 16.744 Pý. 000 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal -1.98 254 
. 
049 

. 
043 (-. 171,. 000) 

Unequal -2.02 251.52 
. 
044 

. 
042 (-. 169, -. 002) 

Number 
Variable of Cases Mean SD SE of Mean 

FAC2-1 REGR factor score 2 for analysis I 

PROMO 1 120 -. 2668 
. 
930 

. 
085 

PROMO 2 140 
. 
1631 

. 
941 

. 
080 

Mean Difference - -. 4298 

Levene's Test for Equality of Variances: F= 
. 
030 P=. 862 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff CI for Diff 

Equal -3.69 257 
. 
000 

. 
117 (-. 660, -. 200) 

Unequal -3.69 252.31 
. 
000 

. 
117 (-. 659, -. 200) 
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Number 
Variable of Cases Mean SD SE of Mean 

FAC5-1 REGR factor score 5 for analysis I 

PROMO 1 120 
. 
2268 

. 
929 

. 
085 

PROMO 2 140 -. 1267 1.013 
. 08( 

Mean Difference - . 
3535 

Levene's Test for Equality of Variances: F= 
. 
276 P- . 

600 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff CI for Diff 

Equal 2.91 257 
. 
004 

. 
122 (. 114,. 593) 

Unequal 2.93 256.05 
. 
004 

. 
121 (. 116,. 591) 

VRQ FACTORS BY OXBRIDGE/NOT OXBRIDGE/OTHER UNIVERSITIES 

Number 
Variable of Cases Mean SD SE of Mean 

FACII REGR factor score I for analysis I 

Oxbridge 66 
. 
3406 1.118 

. 
138 

Not Oxbridge 215 -. 1051 
. 
939 

. 
064 

Mean Difference = . 
4457 

Levene's Test for Equality of Variances: F= 2.204 P= 
. 
139 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff CI for Diff 

Equal 3.22 278 
. 
001 

. 
138 (. 173, 

. 
718) 

Unequal 2.93 94.94 
. 
004 

. 
152 (. 144,. 747) 

Number 
Variable of Cases Mean SD SE of Mean 

FAC31 REGR factor score 3 for analysis I 

Oxbridge 66 -. 4173 1.034 
. 
127 

Not Oxbridge 215 
. 
1287 

. 
956 

. 065 

Mean Difference ý -. 5461 

Levene's Test for Equality of Variances: F- . 
13 1 P- 

. 
718 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal -3.98 278 
. 
000 

. 
137 (-. 816, -. 276) 

Unequal -3.82 101.64 
. 
000 

. 
143 (-. 8')0, -. 262) 
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Number 
Variable of Cases Mean SID SE of Mean 

FACII REGR factor score I for analysis I 

Oxfor 66 
. 
3406 1.118 

. 
138 

Other Uni 126 -. 1116 
. 
895 

. 
080 

Mean Difference - -. 4522 

Levene's Test for Equality of Variances: F= 2.469 P= 
. 
118 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal 3.04 189 
. 
00.1 

. 
149 (. 159,. 746) 

Unequal 2.84 109.78 
. 
005 

. 
159 (. 137,. 768) 

Number 
Variable of Cases Mean SD SE of Mean 

FAC31 REGR factor score 3 for analysis I 

Oxfor 66 -. 4173 1.034 
. 127 

Other Uni 126 
. 
1412 

. 
951 

. 
085 

Mean Difference = -. 5585 

Levene's Test for Equality of Variances: F= 
. 
184 P= 

. 
668 

t-test for Equality of Means 95% 
Variances t-value df 2-Tail Sig SE of Diff Cl for Diff 

Equal -3.94 189 
. 
000 

. 
149 (-. 853, -. 264) 

Unequal -3.65 123.20 
. 
000 

. 
153 (-. 861, -. 256) 
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