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ABSTRACT 

 

Applying the theoretical perspective of organisational identification (OI), in this 

thesis I explore how rising individualistic cultural values (ICVs) of employees 

affect their work performance in service industry of South China.  I consider leader–

member exchange (LMX) and its moderating effect on the association between 

rising ICVs and OI of employees, which may affect their performance.  The 

hypotheses are tested using data collected from a large Hong Kong owned 

organisation in the hospitality industry in South China.  The data show that ICV has 

a negative relationship with OI, which in turn can cause poorer employee 

performance of young generation workforce.  The data also show that a relationship 

approach such as LMX can moderate the negative association between ICV and OI.  

From the empirical findings, there are practical implications for people management 

in South China business operations.  
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Chapter 1 Introduction 

 

1.1 Research Background 

Societies with dominant Chinese populations such as Hong Kong, Taiwan and 

mainland China, have traditionally exhibited low individualism based on findings of 

major culture studies (Hofstede, 1980).  However, several studies have found a rapid 

increase in individualism in South China, for example, in Hong Kong (Huo & Randoll, 

1991; McGrath, Macmilan, Yang & Tsai, 1992).  Within the dimension of 

collectivism/individualism in the 1999 GLOBE Project, mainland China and Hong 

Kong belonged to Level A and Level B, respectively.  This suggests a gradual shift 

in the culture of South China region to high individualism.  Hong Kong is a good 

early trend indicator of China’s southern parts.  Due to its sovereign history, it has 

been remote from China’s central government through distance and its Cantonese 

dialect.  Table 1 shows the results of the GLOBE study (House, et al., 2004).  One 

can see that among the four sets of measurements for individualistic/collectivist 

culture, Hong Kong and mainland China are significantly different in two sets, and 

they are in the same set only for the measurement of ‘institutional collectivism’.  

Therefore, the data from the GLOBE study specifically suggest that there is 

increasing change from the mainstream culture to local subculture in the southern part 

of China, i.e. the Pearl River Delta region where Hong Kong is situated. 

 

Individualism can be defined as (1) a person’s concern over the effects of actions or 

decisions on others, (2) sharing of material benefits, (3) sharing of non-material 

resources, (4) a person’s willingness to accept the opinions and views of others, (5) 

concern for self-presentation and loss of face, (6) belief in the correspondence of 

one’s own outcomes and the outcomes of others and (7) feeling involved in and 

contributing to the lives of others.  Comparatively, individualists are less concerned 

than collectivists about sharing with their team or organisation, or having empathy for 

others. (Hui & Triandis, 1986).  To test this, Schwartz (1990) developed a universal 
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set of cultural values related to individualistic orientation. Based on Hofstede’s 

dimensions of individualism and collectivism, they are designated individualistic 

cultural values (ICVs) held by individuals.  These values refer to power, 

achievement, hedonism, stimulation and self-direction (Table 2). 

 

The sociological development of South China cities can partially explain the rising 

trend of ICVs among the younger generation from the societal to the organisational 

level.  Specifically, young people are paying more attention to individual 

opportunities and less attention to the collective goals of their organisations.  This in 

turn may influence their motivation and job commitment.   For example, people 

management in the service industry, (e.g. hotels, hospitals, restaurants,) relies heavily 

on the younger generation as a major part of its workforce, owing to the labour 

intensive nature of the work and competitive service quality.  With the increasing 

trend in ICVs embedded in individual value system, more young people in traditional 

collectivist cultures may exhibit behaviours that are different from their older 

counterparts.  They may be physically present at their place of employment without 

being mentally engaged with their jobs.  With no rectifying measures to change this, 

‘quitting in seat’, as it is colloquially referred to, threatens corporate performance and 

productivity (Vollmer, 2016).  

 

At the millennium (Y2K), young people born in the 1980s began to enter the labour 

market.  The older generations soon experienced a surprisingly huge generation gap.  

Most of these young people have been observed to share a very different set of 

characteristics and traits (Zemke, 2000).  In 2000, Zemke designated them 

‘Generation Y’. Since then, they have strived to outperform others during the 

transition from traditional business operations to the fast-paced, high technology 

driven and globalised world of the technology age.  Because the living standard has 

been improved in most developed and developing countries since World War II, most 

young people today can focus their full effort on education without the burden of the 

family.  Living in a peaceful world, they indulge in a fascinating social life.  Further, 
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as the new highly educated workforce, they are stronger at leveraging technology and 

performing multiple tasks, with a desire for efficiency and fast-tracked achievements.  

Members of Gen Y born in the mature information age are called ‘digital natives’, 

rather than ‘digital immigrants’ (Prensky, 2001).  However, due to the perceived 

strength of their educational background and the immensely undermined value of 

work experience, less respect and empathy are shown to their superiors.  It also 

appears that they are very impatient, demand more responsibility and have no sense of 

loyalty or commitment to organisations (Zimmeman, 2008). 

 

Together with the post-war generations, the spectrum of ‘living’ generations may be 

discretely arranged into four distinct age classes in the contemporary workplace, from 

the silent generation, the baby boomer generations, generation X and generation Y 

(Zemke et al., 2000).  Born before 1946, the silent generation’s collective core 

values revolve around discipline, sacrifice to the society and respect for authority.  

They are called ‘silent’ because of their strict sense of obedience.  Born between 

1946 and 1964 just after World War II, baby boomers still value loyalty, work ethics 

and moral discipline.   Gen X, born between 1965 and 1980, have been viewed as 

savvy and entrepreneurial, with a rising sense of self-reliance.  Born after 1980, Gen 

Y are known to complain about inequity and hold different views, driven by an 

inherent mindset of independent thinking.  It is apparent that compared with Gen X, 

members of Gen Y expect more from fast track growth and development and think 

less about their own corporate contributions and productivity.  Earlier in Hong 

Kong’s development, employees lacked organisational commitment and long-term 

career planning (Wong, 1991).  Those entering the labour market were mainly 

attracted by the starting pay.  Soon, however, they realised their ill-promised future 

career prospects resulting from flatter organisational structures.  Many lost their zeal, 

replaced it with discontent and sought opportunities to quit.  Today, wider exposure 

and experience are expected by young employees, and firms are obligated to satisfy 

this by creating job rotations and enrichment opportunities across the organisation or 

global company (Vollmer, 2016). 
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There are value differences across birth cohorts (Inglehart and Baker, 2000).  Owing 

to the low birth rate in Chinese industrial societies such as Hong Kong and Taiwan 

and the One-child Policy (abolished in 2018) in mainland China, parents in small 

families contribute to their single child or few children, sacrificing their own 

well-being.  Without much need to worry about survival, the young generation 

embraces the value of self-expression (Inglehart and Baker, 2000). 

 

When observing the daily social and work life of the young generation, it becomes 

obvious that the change in their values has taken place at the individual level.  The 

influence of traditional values, such as religion, respect for the absolute authority of 

god, the fatherland, family and Confucianism have diminished.  In Hong Kong, since 

reunification with China, the new emphasis has been on egalitarianism, the rise of 

egoism and the dual identity crisis.  At the societal level, there have been signs of 

individualism, instead of readily accepting the power distance.  The 2011 ‘Occupy 

Wall Street Movement’ in New York, the 2014 ‘Sunflower Student Movement’ in 

Taiwan and the 2014 ‘Occupy Central (aka Umbrella) Movement’ in Hong Kong are 

good examples of government opposition and the desire for liberation, freedom and 

independence.  However, previously Taiwan and Hong Kong were described as 

having collective culture in the East.  At the organisational level, it was not 

uncommon within routine operations and people management to find a lack of social 

communication between supervisors and subordinates, lack of empathy, a desire for 

innovation and creativity based on personal merit, the concept of a ‘cash-and-carry’ 

job instead of a career, personally vested interests placed over organisational interests, 

a poor sense of roles and responsibilities and blurred organisational identity or 

membership (Rousseau, 1998). 

 

Eastern cultures have historically been characterised by traditional Confucian and 

collectivist thinking internalised across generations.  For example, the low rating on 

individualism in Chinese societies found by Hofstede in the 1980s, when most 
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Chinese societies were developing economies, was attributed to profound Confucian 

ideology in the East (Inglehart, 1997).  Poverty and a weak social order were quite 

common, but a sense of mutual assistance within and among neighbourhoods 

prevailed.  Collectivist cultural values were the beliefs of citizens as the social norm.  

They were necessary to one’s very survival in daily living.  In Ralston’s (1993) study, 

new measures were developed to identify cultural dimensions indigenous to the East, 

focusing on the profound and traditional values of most Chinese people, namely (i) 

Confucian work dynamism, (ii) human-heartedness, (iii) integration and (iv) moral 

discipline.  These resonated with the collectivist values of respect and empathy, 

social responsibility, sacrifice for the welfare of others and loving among people 

(Schwatz, 1990).  However, in the twentieth century, the influence of Confucianism 

in the East has diminished greatly, as regions like Hong Kong and South China have 

become more well-off and enjoy a higher standard of living.  The social need for 

mutual assistance among neighbours and family members, i.e. social interdependence, 

has declined.  Confucianism has begun to be viewed as ‘unambitious, peaceful and 

natural’, and a relatively weak and passive ideology, when compared to Western 

cultures (Inglehart, 1997). 

 

Brought on by the big wave of globalisation and internationalisation in recent decades, 

massive cultural exchange has taken place around the world, empowered by the 

escalating popularity of social media technology.  Global leadership has been 

increasingly important to promoting effective business management in different 

cultures.  Changes in the ecology have resulted in changes to the culture, which have 

further resulted in changes to individuals’ personalities and personal values (Triandis, 

2001, p. 920). 

 

Using the cultural dimension scores reported by Hofstede (1980), researchers have 

mapped the association between the demographic, political, economic, social and 

historical contexts of countries and the shared culture of nations.  Strong religious 

beliefs in man’s superior status can readily explain the high rating of masculinity.  
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The profound dominance of a single party government in China can be attributed to 

the wide power distance and high diversity of wealth.  Citizens’ educational level 

does matter.  When countries become better developed and have highly educated 

populations with stronger bargaining power, the citizens begin to behave more 

individualistically to boost their self-esteem.  The overall cultural outlook is more 

individualistic at the aggregate level. 

 

The emerging, individually centred ‘global village culture’ illustrated above (Castells, 

2009) is inherently relevant to the rising idiocentrism rather than allocentrism at the 

individual level (Schwartz, 1990).  It is suggested that the cumulative effects of 

idiocentrism could give rise to ICVs among people at the aggregate level.  Table 3 

summarises the impact of the above extrinsic factors in the living environment on the 

ICVs of citizens in South China.  This helps to predict the rising trend of ICVs 

among young people in the South China region and the overall cultural outlook of 

individualism in the East.  Building on this foundation, ICVs among employees and 

their impact on business operations in service industry are the research focus of this 

thesis. 

 

                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             

1.2 Research Objectives 

In recent years, there has been a rise in the ICVs of employees in many Chinese 

dominant organisations in Singapore, Hong Kong, Taiwan and Guangdong province.  

First, this thesis examines the direct and indirect effects of Chinese people’s ICVs by 

studying a sample of young employees working in hospitality industry in South China.  

Research has suggested that individualistic cultural values can affect OI (e.g., Tang, et 

al., 2014), which in turn can influence employee performance (including the intention 

to leave and their work effectiveness).  Although previous research has tended to 

view the culture as a stable set of constructs (e.g., Kluckhohn & Strodtbeck, 1961), I 

argue that these constructs are malleable and can change with the external 

environment regionally, temporally or evolutionarily (Li & Karakowsky, 2002).  The 
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corresponding cultural values held by the people living in the culture evolve as well. 

This in turn can affect employee behaviour and performance.   

 

Second, most studies have treated cultural dimensions as mediators or moderators of 

performance management.  I aspire to explore the essence of rising ICVs of 

employees as the key antecedent to a rapidly developing South China, and particularly 

Shenzhen and its neighbouring cities in Guangdong province.  This is the primary 

theoretical contribution of this thesis. 

 

Based on evidence from relevant research (e.g., Bond & King, 1985; Huo & Randoll, 

1991; McGrath, Macmillan, 1992; Ralston, Gustafson, Cheung & Terpstra, 1993), I 

conduct an empirical study to address this issue.  Bong and King (1985) critically 

pointed out the structural pattern of Chinese attitudes and behaviours for pursuing 

harmonious social relationships under the profound influence of Confucianism.  

They used it as a social theory and force to articulate the association between society 

and group-oriented, family-oriented and socially dependent individual Chinese.  

Although most developing countries in the East have enjoyed economic prosperity 

from importing foreign economic development models, they have minimised the 

cultural impact and threat of Westernisation.  Chinese people in South China have 

faced social interventions from (i) previously Westernised and then reunified Hong 

Kong culture, (ii) Greater Bay Area development (GBA) in southern Guangdong 

province and (iii) strategic national development of the Belt and Road Initiative or 

One Belt One Road (OBOR).  McGrath and Macmillan (1992) argued that 

entrepreneurs’ beliefs transcend local cultures in which these perceived differences 

are linked to entrepreneurial behaviour and activity.  According to prior research, I 

argue that even in traditional Asian collectivist cultures such as South China, the ICVs 

of employees can rise in the organisational context, which in turn can influence 

employee behaviours and performance.  

 

Third, Eastern and Western countries are known to have very different cultures and 
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thus managerial values among organisations are based on different historical and 

sociological development.  People in two different cultures have quite extreme sets 

of beliefs and values.  Ralston et al. (1993) developed two streams of measures to 

accommodate two different cultures.   For Western countries, four dimensions, 

consisting of Machiavellianism, locus of control, intolerance of ambiguity and 

dogmatism were adopted, whereas Confucian dynamism, human-heartedness, 

integration and moral discipline were the key dimensions of intuitively acceptable 

values shared among Chinese.  These dimensions can easily be divided into the 

individualistic and collectivist cultures in Western and Eastern societies respectively.  

In their practical implication, the findings of Ralston et al. suggest that culture and the 

business environment often interact to create a unique set of managerial values in a 

country.  

 

Alternatively, it is interesting to observe that while individualistic cultural values 

among Chinese are rising in many emerging markets in the East, the cultural values of 

Westerners could be shifting due to the stagnant and bleak economic outlook in the 

West.  In other words, the West may be re-evaluating the negative relationship 

between collectivism and economic prosperity (Hofstede, 1980; Paul & Venaik, 2011).  

This thesis provides a good discussion of this reversal in the West. 

 

Fourth, when specifically studying the impact of employees’ ICVs on organisations, I 

predict that the rise of employees’ ICV will negatively affect their OI, which in turn 

may lead to poorer employee performance.  As a buffering remedy, I also predict 

that certain team approaches, such as leader–member exchange (LMX), may 

moderate the relationship between rising ICV and OI of employees, which in turn can 

help improve work performance (Ashforth, Harrison, & Corley, 2008; Dukerich, & 

Harquail, 1994; Dienesch & Liden, 1986; Li, et al., 2013).  In addition to the 

recommended communication strategy of using corporate image to enhance corporate 

value and organisational identity, the moderating influence of LMX could allow 

HR/operations managers and leaders to find ways to rectify the negative impacts of 
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ICVs on formulation of young employees’ value system.  This could facilitate the 

discharge of effective performance in the best interests of corporations.  It is my 

research objective to explore viable remedies at the group level and arouse the 

attention of top management to identify effective HRM systems and people 

management at the organisational level. 

 

In the remainder of this thesis, I address this issue based on the theoretical perspective 

of OI (Ashforth, Harrison, & Corley, 2008; Dukerich, & Harquail, 1994).  I focus on 

the influence of one’s cultural values at the group level and then link up employees’ 

organisational identification to explore the impacts in an organisational context 

through the outcome of WP (Smith et al., 2008). 

               

To test these predictions, a theoretical model is proposed, based on the organisational 

identification perspective.  After that, empirical research is presented on 64 work 

groups of up to 190 young dyads under thirty years old (Gen Y) in service industry 

from the southern part of China.  

 

1.3 Paper Structure 

This thesis is composed of six chapters.  The first chapter introduces the research 

background on rising individualism in South China.  It includes a brief definition of 

the ICVs embraced by the Chinese people, especially the young generation workforce.  

The second chapter is a classic literature review of cultural values in general, 

organisational identification and LMX.  The third chapter develops the hypotheses 

and models through overarching theories of social identity and LMX.  The fourth 

chapter stipulates the methodology for sampling and data analysis.  The fifth chapter 

unveils the empirical findings with statistical analysis and support.  The sixth chapter 

is a narrative account and academic discussion of the theoretical contributions and 

practical implications of managerial capacity, the research limitations of this study 

and the future directions for future studies.  The final chapter concludes with the 

overall insights and key highlights.  
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Chapter 2 Literature Review 

Culture is an elusive, ‘a fuzzy, difficult-to-define construct’ (Ajiferuke & Boddewyn, 

1970; Kelly & Worthley, 1981; Triandis et al, 1986).  It originated with anthropology, 

but had no logical definition before it was widely adopted for diverse applications in 

various fields.  In the general anthropological sense, most scholars have equated 

‘culture’ with combined elements of values and traditions, social customs and 

attitudes, religion and language.  Ajiferuke and Boddewyn (1970) compared 33 

selected management studies then grouped them into three quality explanations, 

namely, (i) social-cultural, (ii) economic and (iii) psychological, to identify 

managerial similarities and differences.  Most studies, however, have avoided clear 

definitions of culture, leaving it as a domain, rather than a concrete construct to 

establish logical research conclusions. 

 

In their attempt to define culture, Ajiferuke and Boddewyn (1970) referenced the 

definitions of Fayerweather (1959) and Whitehill (1964).  Fayerweather (1959) 

defined culture as ‘the attitudes, beliefs, and values of a society’ (p.7) that are 

enumerative rather than exhaustive.  Whitehill (1964) defined culture more generally 

as ‘the whole complex of distinctive features characteristic of a particular stage of 

advancement in a given society’ (p.69).  Fayerweather’s definition is more relevant 

to illustrate the growth of personal values in the context of cultural background, i.e. 

cultural values from the societal to the individual level.  Kluckhohn (1954) argued 

that ‘culture is to society what memory is to individuals’.  Thus, to apply social 

identity theory as the theoretical framework for this thesis, it is important to clearly 

distinguish one’s cultural values at the individual level based on cultural heritage at 

the national level. 

   

2.1 Individualistic Cultural Values (ICVs) 

Culture is what people from the same nation share. Cultural values are what 

individuals believe.  When analysing individuals, a clear delineation of the two 
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concepts helps to explain the effect of social interactions in the living environment on 

the formation and recognition of the ‘actual self’ and the ‘ideal self’.  Through 

self-concept, individuals develop their own sets of personal values.  These include 

specific cultural characteristics such as individualism, collectivism or feminism, in 

order to translate into certain common attitudes and behaviours in real life. 

 

In this respect, Triandis (2001) suggested that ‘changes in the ecology result in 

changes in culture which result in changes in personality and hence the personal 

values’ (p. 920).  As such, personal values at the individual level can be viewed as 

probabilistic conceptions linked to national culture at the society level.  Whitehill’s 

definition offers a broad description of shared cultural ‘phenomenon’.  In addition, it 

stipulates the dynamic nature of culture by underlining the stage of cultural 

advancement in terms of time and space, which implicates both continuity and 

change. 

 

Hofstede and Bond (1988) defined one’s cultural values as ‘the collective 

programming of the mind that distinguishes the members of one category of people 

from those of another’.  They found that programming of the mind is likely to be 

ingrained in individuals by adolescence.  Although each generation may modify or 

redefine its beliefs and values over time, culture may be viewed as those beliefs and 

values that are widely shared in a specific society at a particular point in time 

(Ajiferuke and Boddewyn, 1970).  Triandis (1986), Hofstede (1980) and the Chinese 

Culture Connection (1987) proposed various dimensions of culture, through which 

culture as a group’s ‘collective being’ can be viewed as both static and dynamic by its 

nature.  That is, it exists at a point in time and over time.  Inglehart and Baker 

(2000) described one’s cultural values simply as the ‘worldviews of people’ that are 

shared among members of a society.  

 

Hofstede’s cultural dimensions 

Hofstede (2007) pointed to six cultural dimensions, describing them as the systematic 
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basis to theoretically divide countries by cross-cultural analysis so that measures 

could be effectively used in social and business practices with generalisability across 

different countries, nations and cultures.  These classical cultural dimensions are 

power distance, individualism and collectivism, uncertainty avoidance, masculinity 

and femininity, long-term and short-term orientation, and indulgence and restraint.  

In his later research on mixed cultures in Hong Kong, Hofstede (1991) appended a 

fifth cultural dimension, long-term orientation (formally, Confucian dynamism) as a 

remarkable supplement to explain the attitudes and behaviours of Chinese employees 

and managers.   

 

It should be clear that Hofstede’s cultural dimensions primarily work at the group 

level to represent, on average, the national culture of the population as a whole.  The 

scores represent the majority but not the entirety.  There are exceptions to the masses.  

The dimensions can be perfectly explained by normal statistical population 

distribution.  Nation is the total population.  There are variations (in the values and 

norms) of the sample populations of sub-cultures in different districts or groups.  

There are also variations (i.e. personal values) within individual samples.  Further, 

certain individual traits and personalities cannot be directly projected or absolutely 

determined by dimension ratings.  Yet such a gap in Hofstede’s theory at the 

individual level may be bridged by trait theory of human personality in applied 

psychology (Smith, 2004).  Overall, there is a reasonable degree of correlation 

among these cultural dimensions.  Schwartz (1990) aimed to better understand 

cultural values among individuals using Hofstede’s work as the foundation. 

 

Universal value types 

Schwartz (1990) more clearly set out a set of universal values based on motivation, 

reflecting the goals and objectives to be achieved at the individual level.  Under his 

definition, ‘values are people’s conceptions of the goals that serve as guiding 

principles to select actions and evaluate events in their lives’.  Values vary by 

salience and transcend specific situations.  Schwartz (2010) viewed one’s cultural 
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values as the normative values underlying and justifying the functioning of societal 

institutions.  However, norms are explicit forms of the underpinning culture; they are 

not the culture itself.  Based on Hofstede’s dimensions of individualism and 

collectivism, Schwartz (1990) developed a set of universal values based on 

motivational concerns.  These concerns refer to power, achievement, hedonism, 

stimulation and self-direction.  For the collectivist, values include benevolence, 

tradition, security and conformity.  The common values are maturity and 

universalism.   

 

Schwartz (1990) examined the individualism and collectivism dichotomy at the 

cultural level and idiocentrism and allocentrism at the psychological level.  The 

nature of individualism and collectivism can be described as ‘reflecting basic value 

emphases’ carrying the priorities or preferences found in cultures or expressed by 

individuals for some goals rather than others (Kluckhohn, 1951; Rokeach, 1973; 

Williams, 1968).  Values are defined as the conceptions of the goals throughout 

individuals’ lives within various events and environments.  Values reflect the 

interests of individuals and collectivities.  Individualism (and idiocentrism) refers to 

according high priority to personal goals over the goals of in-groups.  ICVs in one’s 

value system emphasise self-interest, feeling good, self-identity and independence.  

In contrast, collectivism (and allocentrism) refers to according high priority to 

in-group goals, and collectivist cultural values that emphasise the essence of in-group 

goals over personal goals.  The ultimate vision of in-group integrity is 

interdependence and harmonious relationships.  Here the term ‘in-group’ is 

understood to stand for social groups and societal units ranging from families and 

relatives, friends and peer groups, institutions and religions to nations, although 

identity may vary across societal units.  Individualism and collectivism are said to be 

the aggregate reflection of attitudes, self-concepts and behaviours (Triandis, 1989).  

Oyseman (1993) described the collectivism through the collectivist worldview of 

pursuing the common values and goals that prevail among in-groups rather than 

out-groups. 
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Schwartz (1990) proposed the theory of universal value types (shown in Table 3) 

defined by a finite number of motivational concerns that inherently serve 

individualism and collectivism.  He defined ‘values as people’s conceptions of the 

goals that serve as guiding principles in their lives’ (p.142).  Values are both 

culturally and situationally specific.  The theory assumes the nature and sources of 

values in the sense that values are cognitive representations of the three basic things 

individuals need to adapt to the societal environment: biological organisms, the 

requisites of coordinated social interactions and the survival and welfare needs of 

groups.  To carefully coordinate the cultural and individual levels of analysis, it 

should be noted that aspects of culture and personal values are treated as customs and 

habits, respectively, whereas habits are always interactively driven by the customs 

derived from the cultural background of a particular nation or society. 

 

By classifying whose interests they serve, one’s values can be grouped into the 

self-interest, collective interests and common interests of both individuals and 

collectives.  Yet individual and collective interests do not necessarily conflict.  

Idiocentric people who desire pleasure, independence, power and achievement may 

not impair others’ interests or act at the expense of the collective.  The focus on a 

unit of analysis at the individual level is fundamental and insightful because leaders 

and managers can promote the same values as group and collective interests.  The 

individual focus on serving one’s self-interest would remain; however, it would be the 

self-interest of the in-group instead of the interests of ‘others’.  This is about the 

extension and projection of self.  

 

Universal values are driven by three main types of human motivation based on 

biological needs, the need for social coordination and the welfare and survival of 

others.  There are sub-values under these value types.  Power includes authority, 

social status and wealth, dominance and leadership.  Achievement links up success, 

intelligence and capability, self-respect, ambition and influence.  Hedonism refers to 
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the enjoyment of pleasure.  Stimulation inspires excitement and challenges one to 

seek variety.  Self-direction implies freedom and independence, creativity and 

curiosity, and choosing one’s own goals.  Benevolence makes sense of helpfulness, 

honesty and loyalty, friendship, forgiveness and self-responsibility.  Tradition refers 

to respect for cultural heritage, accepting others, humility, devotion and moderation.  

Conformity is obedience and self-discipline.  Security comprises social order, family 

and national security, the mutual reciprocation of social exchange, health and 

cleanliness, a sense of belonging and membership.  Finally, universalism refers to 

the natural environment, wisdom, broad-mindedness, equity, social justice, peace and 

harmony. 

 

The self-esteem (achievement) derived from personal identity (self-existence) and 

autonomy (self-direction) is the key to explaining how such ICVs of individuals work 

to exert their profound influence on the functioning and development of a country.  

To illustrate, individualistic employees are inclined to prioritise their personal success 

and rewards (achievement) over the best interests of the organisation as a whole.  In 

contrast, collectivist workers first think of forsaking their personal interest for the 

greater well-being of others (prosocial).  These disparate values affect attitudes and 

behaviours in many aspects of work life, social life, consumer markets and social 

issues (e.g. education, health, housing, transport and human rights) that people care 

about. 

 

In essence, one’s ICVs affect the extent and willingness of people to form groups or 

institutions within a society.  People with ICVs built on short-sighted self-concepts 

hardly form strong bonds with groups, other than their immediate family units.  

People with high ICV often use the individual pronoun (‘I’) to call attention to 

themselves during daily conversations.  In contrast, closely integrated and unified 

in-groups with strong interpersonal ties are found among people with collectivist 

cultural values.  Groups in collectivist societies are bonded by absolute trust and 

respect.  Conflicts only arise between in-groups, not between the individual 
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members of in-groups.  In individualistic countries, people tend to develop high ICV 

and emphasise the protection of their own interests and social freedoms.  In 

collectivist countries people are more supportive of national harmony and unity.  The 

value of achievement is transcended by pro-social values for the welfare of others.  

Love and respect are found in Schwartz’s (1990) work under one’s collectivist values. 

 

People with a strong ICV favouring self-direction and social power tend to challenge 

high power distance at the individual level and behave accordingly in their social and 

work lives.  Power distance refers to the level of acceptance of people with less 

power and social status within organisations and institutions and the uneven power 

structure of society.  It not only reflects perceived power difference but the resultant 

inequality experienced by those who are weaker and lower in the hierarchy.  People 

with strong ICV tend to challenge authority and have a strong desire for equality, 

power and status, at the expense of the social order (Hofstede, 1980; Schwartz, 1990).   

 

The ICV of self-direction for autonomy and self-control may prevent people from 

accepting others’ ideas and ways of thinking.  Such people may be reluctant to alter 

their ideology and living environment, with an inherent will to avoid uncertainty.   

As a result, they may lack resilience under conditions of risk and uncertainty, and be 

unable to react proactively to an unforeseeable event when moving away from the 

status quo of the perceived safety zone.  Being in a state of unknown implies 

uncertainty in the future that is beyond one’s ability to control.  Individualistic 

people tend not to follow ethics, rules and regulations, but in general obey commonly 

accepted sets of values and beliefs to decide what is right or wrong.  Limited 

legislative interpretation is needed to allow ambiguity and these people tend to adopt 

a free-wheeling lifestyle (Hofstede, 1980; Schwartz, 1990). 

 

One’s ICV of competing for achievement and self-esteem is partly like masculinity in 

its extreme orientation towards seeking materials and a better quality of life.  In the 

workplace, it refers directly to gender domination in management.  Under the 
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influence of one’s ICV, management style and ethical behaviour can change.  

However, there is a clear personal goal to achieve targets or resolve conflicts through 

force and assertion, instead of adopting a more caring and compromising approach.  

Such mindeset undermines respect and empathy which are found in Schwartz’s (1990) 

work. 

 

It has been said that people with high ICV and a strong desire to achieve, tend to seek 

short-term rewards and accomplishments of their own rather than being concerned 

with the long-term benefit to the group.  Long-term orientation (LTO) as opposed to 

short-term orientation (STO) focuses on time orientation.  Long-term orientation 

emphasises the hope for a better future (entrepreneurship) by sacrificing short-term 

gains or emotional comfort.  The distinct trait of long-term orientation is persistence.  

Conversely, short-term orientation preserves past and present things and situations 

(status quo).  People with short-term orientation respect traditions, and have a strong 

sense of social obligation, in a way that differs from individualists (Hofstede, 1991; 

Schwartz, 1990).  

 

Indulgence implies the value of gratification and social satisfaction, notwithstanding 

the fulfilment derived from simple joy.  Indulgence means the freedom to enjoy 

personal happiness, fun and well-being within a society.  Restraints impose strict 

norms, rules and regulations to control gratification.  Different people have different 

perceptions of indulgence and restraints.  In some conservative countries, the norm 

may be to control people to ensure they behave decently.  Indulgence is directly 

matched with the ICV of hedonism and stimulation (Hofstede and Minkov, 2007; 

Schwartz, 1990). 

 

Individualistic characteristics of Western cultural values 

Ralston (1993) deployed four Western-developed measures (Machiavellianism, locus 

of control, intolerance of ambiguity and dogmatism), which served as a good 

reflection of the West’s ICVs at the individual level in his study. 
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People with a high degree of Machiavellianism are inclined to (i) act confidently, 

ambitiously and aggressively to satisfy their own interests and goals, (ii) seek wealth 

and power, (iii) overlook relationships due to a weak sense of empathy (and as a result 

avoid social interactions and emotional attachments) and do not disclose their true 

intentions, (iv) exploit, manipulate and harm others, (v) lie and deceive when required, 

without caring about principles of morality or awareness of the consequences of their 

wrongdoing and (vi) sometimes struggle to identify their own emotions (Ralston, 

1993).  This perceived will of ambition is close to the achievement type of ICV.  

 

Locus of control (LOC) is an individual’s self-interpretation of the value of his or her 

experience and other personal factors that determine success or failure.  The 

ideology can be divided into two distinct categories: internal and external.  Those 

with internal locus of control tend to attribute their achievements to their personal 

efforts and abilities.  They are more self-initiating and eager to learn, and as a result, 

they outperform.  Those with external locus of control tend to let luck or fate 

determine their career attainment, and have less drive to compete and strengthen their 

own capability.  They are often anxious about uncertainty in life, feel they are out of 

control and thus are vulnerable to risk (Rotter, 1966).  This is not intended to 

conclude, however, that internal locus of control is better in the sense of being a 

proactive mindset for success that is resilient to crises.  After all, there are other 

factors to take into account, e.g. the corporate value and the type of organisation.  

Yet psychological research supports the notion that people with stronger internal locus 

of control appear to outperform, in terms of their career achievement and job pay.  A 

similar reflection is noted for individualistic as opposed to collectivist thinking.  It is 

an indication of an individual’s feelings of self-control.  Highly willed individuals 

with a strong sense of self-control (internal) tend to be more aggressive and expect 

positive outcomes from actively influencing others.  In contrast, those with external 

LOC have a weak intention to influence others (Rotter, 1966).  In short, LOC reflects 

one’s cultural values of self-direction and self-control when deciding how to act.  
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This construct has raised extensive research interest (Blau ,1987; Hollenbeck et al., 

1989; Spector, 1988). 

 

Employees differ in their LOC, or the extent to which they deem they have the ability 

to control their environment and the ways in which they attribute success and failure 

to internal or external causes (D G Allen, Weeks, & Moffitt, 2005; Rotter, 1966).   

Individuals who attribute control over events to themselves are referred to as internal 

employees, and individuals who attribute control over events to outside forces are 

referred to as external employees (Spector, 1982).  This partly explains the nurturing 

of ICVs among the young generation in Hong Kong, where there has been an infusion 

of Western educational culture in the past two decades (i.e. independence, high 

confidence and self-esteem). 

 

Tolerance of ambiguity is a psychological construct designed to illustrate how 

individuals react to unexpected or unplanned changes, triggers or situations (Ralston, 

1993).  People may have different attitudes or reactions to change, ranging from 

acceptance and neutrality to resistance depending on whether the change is treated as 

an opportunity or a threat.  A manager’s ability to identify this enables him or her to 

function and make decisions in uncertain environments (Martin & Westie, 1959).  

Individuals who are intolerant of uncertainty tend to view situations in absolute terms 

without any grey areas.  However, there is abundant competition and uncertainty in 

international business (Adler & Graham, 1989).  Therefore, this construct carries 

useful practical insights for the global arena.  Tolerance of ambiguity is important to 

determining a manager's decision-making capacity in the business environment where 

there is imperfect market and information asymmetry.  Tolerance of ambiguity can 

also determine the effectiveness of corporate rules and regulations to a certain degree 

of formalisation and legitimacy within an organisation.  This measure echoes 

Hofstede’s (2007) dimension of uncertainty avoidance, which has a similar meaning 

and nature.  It also partly reflects one’s individualistic value of self-direction for 

decision-making. 
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Dogmatism is close to intolerance of ambiguity as a psychological tendency.  

However, it is specific to one’s openness to new ideas, measuring the tendency to 

accept new ideas that depart from one’s own ideology.  The most common excuse 

highly dogmatic managers give when overriding new ideas is that, ‘if the old ways 

were good enough for my predecessors, they are good enough for me’ (Schulze, 1962).  

In contrast, low dogmatic individuals may have high tolerance for understanding new 

ideas even if they originated in other cultures, and perhaps liberally adopt new 

concepts that merge ideologies and values.  Similar to avoidance tolerance, a 

dogmatic manager tends to follow company codes and policies, which form important 

boundaries for new ideas to be accepted, especially from external sources.  The 

company code establishes both ideological and behavioural boundaries for employees 

to follow.  For highly structured tasks, the dogmatic view may be beneficial; 

however, for more creative tasks this approach may be problematic (Fiechtner & 

Krayer, 1987).  It reflects the self-direction value type of independent thinking. 

 

People with high ICVs accord higher priority to an individual’s will and interests over 

the group as a whole.  Those who have incorporated ICV into their value system, 

pursue independence and autonomy in wide aspects.  Such individuals are free to 

exercise their personal choice of living style.  Personal attitudes and preferences are 

highly respected social behaviours, particularly in regions like North America and 

Western Europe, or countries like the United States, Germany, Ireland, South Africa 

and Australia (Hofstede, 1980).  It has been commonly observed that individualism 

prevails in the West.  When Chinese people observe and admire the freedom and 

independence enjoyed by Westerners, they may intuitively pursue similar human 

‘rights’, driven by the personal motivation to achieve a high level of self-esteem and 

self-actualisation.  Cultural values of Chinese people may be adjusted over time to 

assimilate more individualistic thinking in the course of developing personal values 

and a self-concept. 
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Independence and interdependence 

One’s ICV relatively stresses independence with individual’s group, when compared 

with the collectivististic value for interdependence (Markus & Kitayama, 1991).  

People with high ICV are viewed as acting independently and possessing a different 

set of traits that are unique from others (Markus & Kitayama, 1994).  In pursuit of 

independence and uniqueness, people with high ICV view the self as inherently 

independent with any group in which they hardly build up the sense of belonging.  

Also stemming from ‘theories of the self’ integrated from both psychology and 

anthropology, one’s ICV can be defined by a construal of the self as independent, 

whereas the collectivistic value can be represented by a construal of the self as 

interdependent. 

 

High ICV of individuals brings about the attention to the self, the appreciation of 

individual difference from others and the essence of self-assertion, whereas low ICV 

stresses attending to and fitting in with others and the pursuit of harmonious 

interdependence with groups.  By this delicate category of the self, divergent aspects 

of the self can be examined.  While inner aspects of the self may well be universal, 

many other aspects of the self may be specific to particular cultures (Triandis, 1989), 

i.e. culture and the self in individual’s value system. 

 

With an independent construal of the self such as one’s ICV, others are less centrally 

implicated in one’s current self-definition or identity.  The self is considered as a 

complete, entire and autonomous entity, without the others.  Therefore, with high 

ICV, people would have weak sense of identity and belonging to others (i.e. groups).  

Furthermore, the acts of standing out themselves form an important grounding of  

self-esteem (Markus & Kitayama, 1991). 

 

Self-expression and survival 

Inglehart and Baker (2000) identified the values of survival and self-expression to 

reflect the dichotomy of collectivism and individualism.  Inglehart (1997) focused on 
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the significance of monetary and material aspects to intuitively move the personal 

development of individualistic values (i.e. seeking wealth for self-interest of social 

power).  Inglehart suggested that a country’s economic growth is the major factor in 

building self-expression and an individualistic ideology, regardless of national cultural 

background.  According to him, the influence is particularly salient when there is an 

external threat of competition over resources in a small economy.  Inglehart 

proposed modernisation theory.  Post-modernisation may be a better term, however, 

for the rise of an advanced industrial society where there is a fundamental shift in the 

basic values derived from tradition and culture.  In Inglehart’s (1997) view, the 

competing strategies of survival, well-being, traditionality and rationality vary in their 

prevalence among different countries and different circumstances.  

 

In a society with the enduring influence of traditional values and cultural heritage, the 

authority of god, fatherland and family is inherent and absolute.  The value of life is 

to be proud of one’s family and clan together with love and respect.  Parents offer 

their best to their children.  Family-centred survival value is common, especially in 

pre-industrial societies.  Large family sizes and high fertility rates prevail in 

traditional societies for better survival in a poor economy.  People driven by the need 

for personal and family security rely on the national authority for their defence, trade 

protection and internal social order up to the national level.  People in traditional 

societies embrace national pride, a nationalistic outlook and hence a national identity.  

Citizens with high traditional values advocate social conformity rather than 

individualistic challenges.  Survival values are therefore characterised by trust, 

tolerance, subjective well-being and political activism (Inglehart and Baker, 2010). 

 

In post-industrial societies with high levels of wealth and security, individual 

self-expression emerges from the heartfelt ambition for self-esteem and 

self-actualisation at high levels of human motivation.  Conversely, people living in 

societies with widespread poverty, unstable social security and poor living standards, 

seek material and physical security because they highly value survival.  Inglehart 
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and Baker (2010) described the dichotomy of survival and self-expression, saying it 

had both materialist and post-materialist values.  Extensive studies have supported 

the idea that there has been an inter-generational shift of these cultural values of 

individuals from survival needs valuing material and physical security to increasing 

concern over cognitive self-expression, subjective well-being and quality of life, e.g. 

hedonism and stimulation (Inglehart, 1997). 

 

Self-orientation and work-orientation values 

Brewer and Venaik (2010) suggested that one’s ICVs could be interpreted as 

‘self-orientation’, compared to ‘work-orientation’ in the collectivist context.  

Alternatively, it could refer to the difference between personal goals and professional 

work goals.  Cross reference can be made to multiple work-related identities such as 

organisational identity, professional identity and vocational identity.  These are 

discussed in the next section on organisational identification.   

 

The nomenclature of self-orientation and work-orientation has been well evidenced by 

the strong correlation between enjoyment and duty, and hedonism and skill (Hofstede, 

2001).  Individuals are considered ‘good for being outstanding’ if they are self-made, 

have self-initiated thinking and most importantly can outperform on their own.  

Self-orientation focuses on individual self-interest, which reflects the heart of 

individualism.  In contrast, work-orientation focuses on the way to accomplish a task, 

without much concern over maximising personal gain or even self-sacrifice.  With 

high collectivist cultural values, individuals are expected to embrace the group 

identity and work collaboratively for reciprocal protection and social exchange that 

fosters group loyalty and norm compliance. 

 

Competitors and cooperators 

Schlenker (1986) in his ‘triangle model’, provided a good behavioural analogue of 

‘competitors’ and ‘cooperators’ for individual actors, with individualistic and 

collectivist cultural values respectively.  In his view, competitors with typically high 
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ICV are just as inflexible as cooperators in accommodating the collective mind 

programming of social groups, and hence the perceived group identities and shared 

attributes needed for behavioural assimilation. 

 

Kelley and Stahelski (1970) examined the personality and situational determinants of 

interpersonal behaviours related to social influence and conflict.  In their study, 

cooperators acknowledged the coexistence of both cooperative and competitive types; 

however, competitors were presumed to dominate others.  The triangle model, like 

game theory for value maximisation, is composed of competitors, cooperators and 

goals.  Competitors tend to pursue a self-fulfilling prophecy in which they compete 

and induce others to follow suit.  Cooperators endeavour to adapt to complex 

situational demands by accommodating their own behaviour to suit others’ behaviour 

to achieve the goals identified for desired outcomes.  Under pressure from different 

situational demands, competitors exert dominance, control and influence over 

cooperators to deliver desirable outcomes benefitting their personal interests 

regardless whether they are favourable or adverse in the aggregate.  Projected to the 

societal level, it is posited that competitor-type people will tend to exert influence on 

the changing values of their cooperator-type counterparts through the iteration of 

behavioural assimilation. 

 

Shamir (1990) provided a general account of the different cultural values people hold.  

Disparate cultural values of individuals exert different degrees of influence on the 

self-concept of collective identities.  For instance, in traditional Confucian Chinese 

culture, most people’s self-concept emphasis the community, as opposed to the US 

culture in which a typical reflection is characterised by habitual self-expressions of 

‘we’ and ‘I’.  In a business organisational context, the different cultural values of 

employees can be observed in the relative strength of various work-related identities 

such as the organisational identity or vocational identity, reflecting the employees’ 

self-concept.  Another typical example from the East is that most Japanese workers 

are likely to place a relatively high value on their organisational identity, reflecting 
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traditional Japanese culture, where quality circles and autonomous work teams might 

re-create the cooperative atmosphere of a typical Japanese organization (Ouchi, 

1981). 

 

Concept of self 

As the basic element of thinking, people perceive their own existence and concept 

first.  Self-concept is a fundamental value and generally defines how individuals 

image, assess and conceptualise themselves.  When people have a sense of their own 

well-being, they build up their own concept of self-existence: ‘The individual’s belief 

about himself or herself, including the person's attributes and who and what the self 

is’ (Baumeister, 1999, p.386). 

 

Exploring the concept of self in terms of social and humanistic psychology, Lewis 

(1990) developed two aspects: the existential self and the categorical self.  The 

existential self is ‘the most basic part of the self-scheme or self-concept; the sense of 

being separate and distinct from others and the awareness of the constancy of the self’ 

(Bee, 1992, p.355).  The categorical self refers to the advanced concept of self by 

alluding to the physical attributes and common classifications of other human beings 

in the society.  After categorising ‘self’, people acquire a clearer understanding of 

‘own’, in addition to the abstract self-perception of their own existence. 

 

Once a child understands self-existence as an independent body of life experience, he 

or she can recognise his/her existence as an object within the environment.  As the 

child experiences and learns more about the common properties of objects such as 

their size, colour and texture, he or she can associate the self with the object by 

categorising his/her own properties as common objects.  Common human categories 

are age, gender, size, skin colour and even skills.  Infants initially have no concept of 

sex (i.e. unisex) before they grow into toddlers.  Until early adolescence, young 

people develop clear and solid categories for gender, skin, hair, body figure, interests 

and habits.  As they grow older, they learn self-identification and how to evaluate 
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their internal psychological traits through comparisons and reflective confirmation.  

This rises to a high level of self-concept, both spiritually and psychologically.  

According to Carl Rogers (1959), there are three stages of self-concept: self-image 

(the view of self), self-worth or self-esteem (the value of self) and the ideal self (the 

expected self). 

 

The process of developing a self-concept is influenced by cultural background and 

living environment.  Cultural background is instilled by parents transmitting 

fundamental cultural values from themselves to their children.  Through constant 

observation, children tend to assimilate their parents’ behaviours and associated 

ideologies.  For instance, collectivist parents talk about and engage in more 

interpersonal relationships, harmony and common goals.  National culture exists as 

the beliefs, perceptions and assumptions learned in early childhood that distinguish 

the people of one nation from another (e.g. Beck & Moore, 1985; Hofstede, 1991).  

 

Using medial prefrontal cortex (MPFC) analysis by functional magnetic resonance 

imaging (MRI) examination, Carl (1959) provided scientific and biological evidence 

of the brain activity associated with different thoughts on individualistic and 

collectivist values.  People always have opinions, but individuals must live life the 

way they want to. 

 

Social identity theory 

As discussed above, the concept of self begins with personal identity.  Most people 

with high ICV assume that their identity is a direct consequence of their unique traits.  

It then develops into a foundation for social identity.  As one ages, there are 

increasing social interactions with people from all walks of life, both personally and 

professionally.  Self-concept thus comprises both a personal identity and a social 

identity.  The conceptual hub of social identity theory (Tajfel and Turner, 1982) is 

social group membership, in which individuals’ integration is a core component of 

their self-concept.  At the society level, social identity theory can explain the 
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formation of a cultural identity (Bond, 1985).  In the organisational context, 

(discussed later in this thesis), social identity theory is the overarching theory used to 

explain the link between ICVs and OI of employees specifically in the organisational 

context.  Social identity theory is further discussed in the section on OI.   

 

ICV versus social conformity in group dynamics for productivity 

The most probable consequence of those independent and divergent thinking of the 

self is the impact on social conformity in team-based operations, especially in a 

collectivistic culture (Bond & Smith, 1996).  Because the personal identity is closely 

linked to his/her social group in collectivistic cultures, the primary goal of the person 

is not to maintain independence from others, but to promote the interests of the group 

through better work outcome and productivity (Davidson, Jaccard, Triandis, Morales 

& Diaz-Guerrero, 1976).  It applies to clear and repetitive tasks in work groups. 

 

Chinese work practices in the East rely much on work groups in organisations and 

‘team’ based tasks occupy considerable employees’ time of working in groups (Ilgen, 

et al, 1993; McGrath, 1997).  More managerial attention has been drawn to 

understand how employees could better fit in a cooperative work environment.  

Researchers have explored the reversal shift of collectivistic orientation in work 

groups to emphasise the needs of the group over those of the individual at American 

workplace in the West (Locke, Tirnauer, Goldman, Latham & Weldon, 2000).  It is 

believed that one’s collectivistic values reduce social loafing and increase cooperation 

(Wagner, 1995) and employees with low ICV may intuitively identify and attach more 

strongly with their work groups, i.e. OI, for which operational efficiency and 

productivity could be promoted (Chatman, Polzer, Barsade and Neale, 1998). 

 

Work scope for creative potential and achievement 

Althrough collectivism may promote the sense of group harmony and cooperation, 

there would be a potential trade-off of suppressing the creative voice and spark for 

innovation as strategic competitive advantage for firm’s sustainable business growth 
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(Porter, 1995). 

 

Zha (2005) unveiled the relationship between culture and creative potential of highly 

educated adults, through how individualistic (individuals serving themselves) or 

collectivistic (individuals serving society) the society of origin is.  Two equal groups 

of American (more individualistic) and Chinese (more collectivistic) doctoral students 

were surveyed.  Results showed that Americans displayed significantly higher scores 

on the measure of creative potential.  The merit of one’s ICV on individual creativity 

is thus somewhat supported.  However, the context for Zha’s study confines to 

highly educated elites up to doctoral level, which may not apply to general education 

background of frontline workers in hospitality industry as specifically examined in the 

paper. 

 

For group creativity, Goncalo and Staw (2005) explored that individualistic groups 

were more creative than collectivistic groups given the same instructions to achieve 

the salient goal for creativity.  The results suggest that one’s ICV may also be 

beneficial to group creativity and divergent thinking.  Again the respondents were 

university students instead of business practitioners, which might limit the 

generalisability in real business practices.  In light of the above, I would focus my 

study area on work nature of discharging clear and repetitive tasks by work groups, 

instead of creative tasks for innovation, requiring emphasis on (i) employees’ 

individual education background and (ii) research and development firm 

infrastructure. 

 

Work scope in service industry in South China region 

According to World Bank Data, service industry accounted for over 60% of global 

GDP in 2007.  Business work nature in hospitality industry such as hotels, catering 

services, retails and hospitals, is my study focus for effective people management of 

frontline workers, instead of innovation and creativity driven heavily by high level 

talent management and firm capability of research and development.  In addition, 
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South China operations are taken as a regional and representable sample for shared 

collectivistic cultures in the East. 

 

In the next section, I address this issue based on the theoretical perspective of 

organisational identification (Ashforth, Harrison, & Corley, 2008; Dukerich, & 

Harquail, 1994) and I explore the possible effects of one’s ICVs on their OI.  After 

that, I discuss both their direct and indirect effects on the relationship between ICV 

and employees’ WP. 
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2.2 Organisational Identification (OI) 

Given the discussion on the rise of individualism in China and ICVs, especially 

among the young workforce, I aim to unveil their impacts in the organisational 

context from the employee perspective.  When an individual is employed in a new 

organisation, he or she acquires the organisational role to perform certain duties.  In 

this way, employees acquire an organisational identity, in which exchanges of values 

and views take place at the same time.  In this respect, I address the importance of 

organisational identification, together with the ICVs of employees as a rising 

phenomenon in South China.  

 

Early in organisational science, Chester Barnard (1938) suggested that the 

‘coalescence’ of employees towards their organisation is the key to driving work and 

devotion.  The famous management science scholar Frederick Taylor (1911) also 

pointed out the significance of goal congruence to align the common interests of 

members and their organisation through ‘close, intimate, personal cooperation 

between the management and the men’.  Identical goals and interests are realised 

through the individuals’ identification with their organisation. 

 

Existence of organisational identification 

Ashforth and Corley (2008) presented four basic questions when examining the 

existence of organisational identification: 1) ‘What is identification’, 2) ‘Why does 

identification matter’, 3) ‘How does identification occur’ and 4) ‘How many’?  First, 

identification can be situational or ideological.  Situated identification is enacted 

narrowly and externally by the influence of the surrounding environment on one’s 

own perceptions.  Deep identification is the ideology and thought that evolves 

broadly and internally within individuals.  Although organisational identification is 

different from organisational commitment, the two constructs are within the spectrum 

of identification.  Second, the significance of identification is related to the 

individual’s concept of existence and can extend to operations management in the 
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context of behavioural psychology and performance management.  Regarding the 

process in which identification takes place, an individual’s sense is the hub of the 

human mind.  The identification process is a sense formation model, involving 

cycles of breaking, giving and making sense, whereas identity can be enacted and 

constructed in the form of narratives.  At last, different identifications may co-exist 

and individual or group identification, (e.g. team, workgroup and sub-units) can be 

examined.  Identification can take form by categories, (e.g. relations, occupation and 

career identification).  Conflicts, convergences and combinations among multiple 

identifications can occur among different classes. 

 

Organisational identification and organisational identity 

Organisational identification was first set out by Simon (1947) as an established 

theory.  The concept has sometimes been confused with the doctrine of 

organisational identity.  People have thought about self-identity or group identity in a 

broad and realistic sense.  However, researchers have realised the subtle difference 

between identification and identity in firms or groups.  Cheney and Tompkins (1987) 

distinguished the two concepts by defining identification as the way individuals 

acquire and make use of identity, i.e. ‘the appropriation of identity’.  The process 

involves the way an individual or a group develops and maintains the same form and 

substance under the external influence of other groups or environmental change. 

 

Identification is a crucial criterion of communication theory and a process itself.  

Communication is life and life is communication.  Identification takes place by 

communicating a series of key symbolic linkages (e.g. corporate image). However, 

the mechanism of identification for each individual or group in organisations, by their 

nature, change from time to time (Cheney, 1987).  Cheney concluded that 

identification in general terms is ‘an active process by which individuals link 

themselves to elements in a social scene’ (p.2), with its great importance to shaping 

human sense and decision-making capability.  The identification process can be 

particularly effective and easy when similar languages or affiliated groups or entities 
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are involved (Cheney, 1983; Cheney & Tompkins, 1987).  In the context of 

organisational science, Phillip Tompkins (2005) first introduced the phrase 

‘organisational identification’ in steering the study and application of organisational 

communication.  

 

Exchanging and communicating values 

Organisational identification (OI) can function as a self-control system in an 

organisation for employees who are free to choose the best way to achieve the 

expected goals and benefits of the organisation (Cheney, 1987).  Many scholars have 

subsumed identification to be the perception of values.  Pratt (1998) referred to OI as 

the value alignment of both individuals and organisations.   Ashforth and Mael 

(1989) suggested that people value their individual self over their position as a 

subordinate within an organisation.  OI can also be defined as a way of expressing 

personal views and judgments and classifying the self with respect to one’s 

organisational membership identity (Rousseau, 1998).  

 

Identification takes place at the individual level to establish the value of one’s 

personal existence, with social links to groups or organisations.  The bottom-up 

process of organisational identification from employees to organisations makes OI 

very significant in many aspects when determining the well-being of employees and 

organisations.  The implications of OI at the organisational level have been widely 

addressed.  For example, its application has extended to the merger and acquisition 

activities of listed companies (Levinson, 1970).  OI is organisation specific as 

confined by the context of identification.  After a takeover or company re-structuring, 

employees of the new legal entity are vulnerable to value impairment, affecting their 

sense of self in their organisational position or membership, and probably resulting in 

eroded staff loyalty.  OI has been viewed as the key to regaining the confidence and 

loyalty of employees in such cases (Drucker, 1986).  The inherent perception of self 

among employees as a salient element in the OI process should be carefully examined, 

because business applications extend from self-concept at the level of families, 
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neighbours, peers, political parties and religion. 

 

Nonetheless, identification has many fluid forms and volatile definitions.  Although 

organisation-specific OI carries high practical value for organisation management 

science, it lacks a coherent set of theories to render it a concrete construct (Reichers, 

1985; Wiener, 1982).  Technically, there are other related constructs such as 

organisational commitment and organisational citizenship, which are close and are 

easily confused with OI by researchers.  Organisational commitment and citizenship, 

however, rely more on behaviours and attitudes, whereas OI is the appropriation of 

identity and the process of perception.  The prevailing measures are mostly work 

related by their terminology, which hinders the ability to benchmark various 

organisations by different trades.  

 

Identity of organisational membership 

To critically address the aforesaid problem, Ashforth and Mael (1989) adopted social 

identity theory to reconceptualise OI as ‘the perception of oneness with or 

belongingness to an organisation, where the individual defines himself or herself in 

terms of the organisation in which he or she is a member’ (p.34).  Pursuant to its 

technical definition, OI can be separated from other related constructs in the 

operational context for further research development. 

 

In 1989, Ashforth and Mael gathered sample data from the alumni of a religious 

college through a survey that partially tested the organisational identification models 

of related antecedents and consequences.  The religious college was treated as a 

holographic organisation.  According to Albert and Whetten (1985), people in 

holographic organisations have a widely shared organisational identity, with minimal 

overlapping of multiple identities at the departmental level or other forms such as 

occupational identity.  The alumni were recruited for the survey because they were 

believed to have a strong bond and network among them.  They formed a reliable 

pool of sponsorship and support for their college, especially those with a religious 
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background.  Alumni identification was thus considered very relevant to represent 

organisational identification in the college context that affected the well-being of the 

alma mater.  Although a religious college is not a typical business entity and the 

alumni are not employees, the college is revenue conscious.  It maintains 

self-financing and the alumni can effectively represent organisation members in the 

same way that employees in a firm perceive their corporation membership.  As such, 

the OI model can apply generic scales to evaluate organisational identification. 

 

As explained below, members first perceive identity as the realisation of 

self-existence within the organisation, and then extend it to the society.  It forms an 

initial cognitive part of the OI process.  After recognising their organisation or group 

identity, people develop a high level of need for satisfaction in the aspects of emotion 

and affection.  For instance, the religious college in Ashforth and Mael’s study was 

highly reputable.  Alumni by their nature, are emotionally driven and attached to 

their college, and in this case its religious background (mixed with religious identity).  

With the acquisition of organisational membership in the college, all members, 

including teachers, students and alumni, share a similar feeling of pride and group 

uniqueness.  This forms the affective part of the OI process. Group emotional 

reinforcement is enacted among members.  As a result, they tend to contribute their 

collective support to continue the prosperity of the college.  This is the evaluative 

part of the OI process.  Social identity theory is exactly constructed by the cognitive, 

affective and evaluative ingredients that explain the formation process of 

organisational identification.  

 

Social identity theory 

Social identity theory was developed by O’Reilly and Chatman in 1986.  They 

examined the concept of OI by breaking down the identification process into 

cognitive to affective stages in terms of its motivational aspect.  They explained that 

people are emotionally driven to satisfy the psychological need to acquire and retain 

their self-defined organisational membership or relationship in which OI occurs 
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naturally.  Therefore, we must gain more understanding of the perceptual link to an 

organisation for OI to be more holistically defined.  At the organisational level, there 

are many daily social interactions among frontline staff, supervisors, managers, 

leaders and even external parties related to the organisation.  Here the organisation 

comprises all internal and external people as a collective entity to build up social links 

with individual employees through repeated cognitive and affective processes during 

social interactions.  Employees perceive the corporate image and organisational 

membership and decide how to appropriate the identity of the firm as their own.   

Nonetheless, the boundary of OI should be carefully defined.  OI can shed light on 

the cognitive and affective mechanisms underpinning decision-making to predict 

employee performance within an organisation.  However, there are sometimes 

complications when applying OI, together with other affection and emotion-based 

constructs such as affective organisational commitment.  One should bear in mind 

that affective organisational commitment is more like psychological attachment, 

whereas OI pertains to the appropriation of the identity acquired.  Nonetheless, both 

constructs are similarly driven by the human needs of employees within the 

organisational context (O’Reilly & Chatman, 1986). 

 

The concept of self is the foundation of social identity.  Self-concept is composed of 

personal identity and social identity.  Personal identity encompasses the individual’s 

idiosyncratic features, such as interests and abilities.  Social identity steers individual 

preferences when classifying groups, referencing personal identity.  People always 

act in accordance with their personal preferences, which are formed based on their 

personal characteristics.  People are intuitively inclined to group things and assign 

the self to the self-defined group.  The levels of self-representation in the process of 

self-definition are listed in Table 4 (Brewer and Gardner, 1996).  In social life, 

people assign themselves and their counterparts to different social groups with 

different backgrounds and shared characteristics such as organisations, interests, 

hobbies, age and sex.  Individuals stand as tiny entities within the social environment.  

One cannot readily handle ‘one to many’ interactions with other people in the society.  
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Therefore, humans learn to start with ‘one to a few’ interactions in groups and then ‘a 

few to many’ group interactions in the society.  Group classifications help 

individuals live within societal organisations through group activities.  All in all, 

according to social identity theory, individual members tend to self-define social 

classes by projecting their own prototypical features and traits, due to cognitive 

certainty and perceived familiarity with such matters (Tajfel & Turner, 1985). 

 

OI as a typical type of social identification in an organisational context 

For social identification, OI stands as the perceived sense of belongingness to a 

self-classified group.  The group membership perceived by the individual can be 

actual or symbolic, e.g. an old boy network among the alumni, a fan of a young 

Youtuber, a top manager of a listed company.  Under the deep perception of group 

labelling, individuals face the same fate, share the same destiny and experience the 

same successes and failures of the group (Tolman, 1943).  Sometimes, the successes 

are the group’s instead of the individuals.  By projecting social identification, 

individuals assume the accomplishments of the group as their own, even if such 

accomplishments are beyond their prowess and ability (Katz and Kahn, 1978).  On 

the dark side, individuals may attribute their personal failures or wrongdoings to the 

larger self as a group (Staw, 1984).  By the same token, when employees refer to 

their belongingness to the organisation, OI is a typical type of social identification in 

the organisational context.  Organisational identity is thus formed by internalisation 

and socialisation within the organisation, through the perception of sharing the same 

characteristics, i.e. organisational identification. 

 

Cognitive perception of organisational identity 

There are four aspects to conceptualising organisational identification.  First, 

identification stands as a construct, and it is also based on a cognitive perception of 

organisational identity.  However, it does not form any specific affective attachments 

or behaviours (Turner, 1982).  Second, it is a relational and comparative concept 

because people classify themselves by comparing themselves with members of other 
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categories in a relative sense (Tajfel & Turner, 1985).  Gender categories clearly 

explained the exclusive relativity of male and female classifications until the 

emergence of transgender status in recent years.  Third, the element of self-esteem 

can be applied to social identity theory, partly due to motivation based on human 

needs and desires.  This echoes the nature of the relational and comparative 

processes of identification (Abrams and Hogg, 1988).  Given the drive to pursue 

self-esteem, people are inclined to project their self-concept onto the reputable and 

valued members of their class and subjectively evaluate their social identity on the 

positive side (Burke and Franzoi, 1988).  Sometimes, there is a setback that weakens 

identity, for example, in cases of undesirable failures suffered by the group (Turner, 

1981).  Finally, even though classification takes the discrete form of categories, the 

feeling of strength from being identified as a member of the category differs by 

degree of intensity.  

 

Leveraging OI as a corporate communication strategy for value convergence 

Cheney (1983) noted that the degree of OI depends on the employee’s personal beliefs 

and attitudes.  Thus, corporate communication strategies and policies do matter with 

OI.  A corporate communication structure includes codes of associations, house rules 

and regulations, administrative policies, a mission, value and vision statements.  All 

are closely intertwined with OI.  This means that to promote management controls 

and even leadership styles, a reasoned effort must be made to boost OI.  Corporate 

policies nurture employees’ organisational identification through staff communication 

in both implicit and explicit ways (Cheney, 1983).  Under the umbrella of OI, 

employees are guided to behave and make problem solving decisions through a 

preferred set of alternative solutions that favour the best interests of the organisation 

and its success (Kassing, 1997). 

 

As a cognitive part of an individual’s personal self-concept, social identity specifies 

the sense of group membership in a particular social group(s), and the concerted 

values, beliefs and emotions encompassing such membership (Tajfel quoted in 
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Ashforth, Harrison & Corley, 2008).  Identity theory explains how individuals 

perceive and impose their personal values and hence their roles in varied and 

segmented societies (Ashforth, et al., 2008).  The significance of the theory lies in its 

investigation of societal roles such as professional and organisational membership and 

status in the society.  

 

In three major aspects, (ideation, definition, phenomenon), organisational identity has 

been well-defined as the ‘central, distinctive and enduring characteristic of an 

organisation’ (Whetten, 2006, p.221), evolved through the aligned values 

communicated between both internal and external stakeholders (Aust, 2004).  The 

organisational identity functions to control the perceived outlook of the organisation 

and the way it is presented to stakeholders (Cheney & Christensen, 2001). 

 

Because organisational identity is important to both the internal and external 

stakeholders of an organisation, from an organisational perspective, similar to 

individuals’ self-concept, firms should realise their existence, value and relationship 

with other organisations in an effort to wisely do business with them long-term.  

Albert, Ashforth and Dutton (2000) asserted that ‘identities situate the organisation, 

group and person’ (p.13-14).  Apart from externally facilitating business operations 

among organisations, firms should develop a distinct identity for their staff to easily 

follow and allow them to situate their own identify within the organisation in the 

process of organisational identification. 

 

In the contemporary business world, organisations formulate and refine their vision, 

mission and value statements to communicate their identity internally and externally. 

They discuss such things as the nature of the business, market position and employee 

relationships.  Organisational identity then functions as a corporate control for 

organisations to frame their communication channels for internal employees and 

external parties to absorb the corporate values and objectives.  The greater the desire 

of employees to identify and align with the corporate values and objectives, the 
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greater the extent of organisational identification.  Organisational identify works as a 

control in the sense that under the repeated and reinforced identification of corporate 

values and objectives, decision-making among staff who have aligned with the 

identity is inherently bounded.  With the prerequisite of organisational identity, 

organisations can create a subtle and penetrative communication platform for 

organisational identification.  However, some scholars have found that identity 

cannot perpetually endure.  In the modern competitive world, organisations should 

be very dynamic and flexible, ready to respond to the changing business environment, 

with an ever-changing organisational identity (Whetten, 2006). 

 

Firms formulate their communication frameworks and strategies in such a way as to 

promulgate a specific set of beliefs and values that shape the performance conformity 

of employees.  Fundamentally, through value congruence, the convergence of 

organisational identity and self-identification determines an individual’s fitness to 

work for an organisation (Van Dick, 2004).  To a great extent, it is a self-fulfilling 

process in which individuals evaluate their fitness to work for an organisation by 

matching self-identification and organisational identity. 

 

Possible consequences of OI 

Self-identification and commitment to an organisation is to a certain degree correlated 

throughout the process of organisational identification (Riketta, 2005).  The 

consequences of organisational identification can be positive work attitudes and 

behaviours such as good WP, job satisfaction, motivation, participative staff 

engagement, harmonious staff relationships and low staff turnover (Cheney, 1983).  

All positive outcomes have salient impacts on corporate performance through 

enhanced work efficacy, productivity and ultimately profitability and higher 

shareholder value. 

 

Ashforth, Harrison and Corley (2008) raised four areas of significance in 

organisational identification.  It begins with self-identity.  People always identify 
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themselves first in the living environment and then position themselves to adapt to it. 

After defining self, the second stage is to enhance self by attaching the self to the 

larger self, i.e. the group, the clan, the organisation, the society and the nation.  The 

third consideration is the contribution of OI to the organisation.  OI is believed to be 

linked to certain major work outcomes at the organisational level, as discussed above 

(Cheney, 1983).  However, there are drawbacks to OI, discovered by some modern 

technology age researchers: the protective mentality of creative thinking and 

uncertainty avoidance.  Finally, it is believed that OI is closely associated with a high 

level of organisational behaviour such as leadership style, perceived justice and 

work-life balance. 

 

In Hong Kong’s current political environment, as described previously, young people 

should recognise the dual identity of colonised Hong Kong and Hong Kong as a part 

of mainland China in addition to the national identity of China.  It is a societal 

phenomenon.  In the business workplace, identity and identification stand as 

common organisational phenomena.  Individuals make use of their organisational 

identity to trade in their business life and to reflect their career status in their social 

life.  Social interaction, teamwork, work attitude and efficacy are those 

organisational behaviours.  Albert, Ashforth and Dutton (2000) stressed that identity 

and identification are the answer to the self-conscious questions of ‘who am I?’ and 

‘what is my role in this world?’  By observing the various underlying organisational 

behaviours, identity and identification become the root constructs of organisational 

phenomena.  Acknowledging identity comes before realising identification (Ashforth, 

Harrison & Corley, 2008).  

 

Therefore, self-identity stemming from one’s cultural values as the core driver of 

appropriate identification is believed to be the antecedent of OI, such that OI has a 

mediating effect between ICV and WP.  Indeed, WP is viewed as the positive 

consequence of OI when goal congruence is established as a result of social identity 

being imposed on organisational membership.  
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Here we should carefully consider the notion that despite OI’s role as a cognitive 

construct that describes and explains individuals’ self-concept, most OI outcomes are 

consequential acts and behaviours readily predicted by behavioural psychology as a 

result of perceived oneness within various types of groups and organisations.  It has 

been discovered that OI could probably weaken a staff’s intention to leave, resulting 

in a reduced turnover rate, increased tenure at work and even extra role behaviours.   

That is, employees could be willing to perform extra duties that are irrelevant to and 

on top of their own roles and responsibilities for the best interest of the organisation 

(O’ Reilly & Chatman, 1986).  Such behaviours suggest their value to collectivism 

due to goal congruence after projecting their own interests onto the collective interests.  

In cases of established HRM systems and team-based approaches such as LMX, it is 

believed the positive consequences of OI can incur within the in-groups, teams and 

business units of organisations, with external linkages to sophisticated client 

engagement (Scandura, 1995).  

 

Levels of contextual application and other interactive identities in organisations 

The concept of identity has three areas of contextual application in this thesis: 1) the 

basic self-level of social identity theory and self-categorisation theory, 2) the 

structural control level of structural identity or identity control theory and 3) the 

organisational level of organisational identity for differentiated features of the 

organisation.  There is also a corporate identity that pertains to the corporation image 

built by the organisation as perceived by both other internal staff and external parties 

(Hatch & Schultz, 1997). 

 

Another commercial form of identity in the organisational context is corporate identity.  

Typically speaking, corporate identity creates a clear physical appearance through a 

visualised image used for publicity, with a key representation of corporate leadership 

(Hatch & Schultz, 1997).  This is different from organisational identity.  

Comparatively, organisational identity is more internally focused on managing 
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relationships among employees and associated staff.  Corporate identity or corporate 

image is a marketing tool directed at a more externally focused public (Hatch & 

Schultz, 1997).  However, the ‘public’ can include the employees, leaders and 

shareholders of the organisation, in addition to core target groups of customers, 

suppliers and other business partners.  Corporate identity functions partly as a 

reflection of organisational identity in a visible manner.  In turn, organisational 

identification can take place in a subtle and intuitive way.  As a central component of 

corporate communication strategy, corporate identity serves to establish and maintain 

the active promotion of commercial directions and business products.  Typical 

corporate images take the form of visual brand names, trademarks and product logos.  

Corporate identity is also incorporated into other corporate communication functions 

such as marketing and media relations.  Through professional marketing of the 

corporate identity, images can be created for consistent logo design, colour schemes 

and word and font standards to enhance direct image association by the recipients. 

 

To effectively communicate a corporate identity, there are few relevant brand 

strategies (Porter, 1995), namely differentiation, relevance, coherence and esteem. 

 

(a) Differentiation  

Porter (1995) suggested that for a firm to create a strategic asset that leverages its 

competitive advantage over other competitors in the market, its brands, like other 

business products, should be differentiated and focused, with a ‘good reason for 

being’ (p.6)  Corporate identity is the brand itself.  The image represented should be 

outstanding and impressive to the receiving public to influence their preference for the 

brand and the firm’s products.  Only brands that are distinct from other brands or 

companies attract and retain public attention.  This element resonates with the 

uniqueness associated with individuals’ pursuit of organisational identification. 

 

(b) Relevance  

The brand or identity strategy should connect to the target groups who have a 
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potential need for the company’s business.  To manage people’s demands, the 

organisation should survey and find ways to determine the needs and desires of 

individual customers or institutions.  This partly forms the relevant domain in which 

individuals match their similar characteristics (own prototypical features and traits) to 

the corporate image or identity.   The organisational identification is a kind of 

self-projection, to a large extent. 

 

(c) Coherence 

If relevance is the horizontal connection between individuals and the promotion of 

corporate identity, coherence addresses the vertical integration of the marketing and 

communication plan in a close, interlocking and consistent way.  From brand 

promotion, sales and marketing, brand experience, the consumption of goods and 

services to after sales service, branding communication should be closely linked and 

consistently discharged to build up trade credibility.  In the context of organisational 

identification, coherence works for image enhancement and the stabilisation of 

deepened communications with internal employees. 

 

(d) Esteem 

With the first three elements (differentiation, relevance and coherence of brands), both 

internal and external stakeholders can perform evaluations.  Good brand experience 

and repeated purchases help build up a good corporate reputation, which stems from 

the esteem of both internal and external clients.  Employees are, in a way, like 

internal clients who receive the positive corporate image as part of constructive staff 

communication.  Pursuant to Maslow’s (1943) hierarchy of needs, esteem brings the 

highest level of organisational identity to individuals and organisational identification 

can easily take ground. 

 

Organisational identity is the intangible image perceived by individuals, and it is 

reinforced by observable corporate identity.  The self-concept is a perceived 

projection of organisational identity, which is conferred by group affiliation and hence 
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group membership.  As such, both the organisation and organisational membership 

are crucial to creating OI (Edwards & Peccei, 2010; Jetten, 2012).  Under social 

identity theory, employees align with the identified organisational values and goals 

and project them onto their personal values and goals (e.g. goal congruence of 

Frederick Taylor (1911).  By achieving the collective goals of the organisation, 

individual staff can feel satisfied, as if these were their own achievements. This is part 

of the sense of belonging to the organisation (organisational membership) as a whole. 

 

Another condition employees must meet to establish organisational identification is 

procedural justice for perceived equity within the organisation.  When staff are not 

perceived as fair in their daily working relationships and environment, their perceived 

identity within the organisation can be adversely affected.  Their organisational 

identification may be hindered in such situations (Edwards & Peccei, 2010). 

 

Finally, there are other types of identities related to individuals’ occupations within 

organisations, namely vocational and career identities.  Both concepts are similar 

and connected.  Vocational identity has high-level implications for long-term 

employability.  Career identity pertains to immediate short-term job placement in a 

specific firm.  Vocational identity refers to an individual’s work identity over the 

long run to become stabilised when the employee gains experience, exposure and 

confidence to effectively manage his or her career development at a reasonably 

competent level.  Identity represents a constant and generic set of skills-based 

competencies and value-based aspirations across different organisations.  Such 

personal attributes and characteristics serve as a planning structure for job transitions 

throughout one’s career.  People who have a good sense of vocational identity have 

control over job planning and decision-making when choosing suitable organisations 

and postings.  They can develop a career that goes from strength to strength, given 

their established and coherent work experience and exposure.   Having a strong 

vocational identity also refers to resilience prowess, that is calm and confident 

decision-making and problem solving under stress and uncertainty (Holland, 1980). 
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There are three conceptual components of vocational identity, comprising structural 

domain, relational domain and behavioural domain.  Structural domain describes an 

individual’s perception of the bargaining power mechanism in the vocational field.  

Relational domain refers to the scope of social relationships and emotions.  

Behavioural domain pertains to actual behaviours and work histories.  Due to its 

multiple perspectives, the construct of vocational identity is complicated and 

underdeveloped (Holland, 1980). 

 

Vocational identity has significance for an individual’s long-term career development 

plan and associated competence building.  The relationship, however, has yet to be 

empirically proven, which has hindered the generalisability of the construct.  Young 

workers are often perplexed by identity building, socialisation and career planning in 

the early work stages.  Vocational identity addresses the acquisition of a concrete 

outlook based on workers’ motivations, interests and competencies (Holland et al, 

1993).  The correlation between the intertwining dimensions of identity and career 

aspects, especially among young workers should be established in the research field.  

This definition and area of interest is skewed from the conventional scope of 

identification. Nonetheless, it exactly echoes the focus of this thesis on the young 

generation workforce and their organisational identification. 

 

As for career identity, the variant is useful to explaining one’s employability.  In 

modern society, most individuals are responsible for their own career plan and 

aspirations and it should be so.  To survive in the contemporary knowledge-based 

business environment, people should be equipped with a competitive skill profile by 

specialty and an established career identity.  The career identity should be one 

commonly adopted and recognised by individuals and other members of the 

organisation to enhance job security.  Like vocational identity, career identity refers 

to the relationship between an individual’s personal goals, interests and talents with 

the defined duties of their position within the organisation (Holland et al., 1993).  



 

 46 

Because socialisation takes place in the organisation, the concept of career identity 

can further be explored and examined from the perspective of social identity. 

 

In applied psychology, it is evident that vocational identity can explain job 

satisfaction better than other environmental factors.  As such, one’s values, beliefs 

and career aspirations can measure job movement with a higher degree of reliability.  

First, the nature of the job must fit one’s own characteristics.  The environment can 

be adapted afterwards.  A good sense of vocational identity implies that a job is 

better matched with the employee’s own traits and interests rather than the specific 

environmental conditions of the workplace.  In contrast, a poor sense of vocational 

identity suggests career instability with repeated job mismatches and moves.  The 

outcome could be worse for both the self-interests of individuals and the collective 

interests of society as a whole.  The contribution of vocational identity is that it 

matches people to satisfying jobs and promising career development (Holland, 1980). 

 

A robust vocational identity should start top-down from a few career aspirations to 

many occupational goals.  A vocational focus can increase the chances for success 

by concentrating effort in a particular field with specialised skills.  This explains the 

essence of a good and reliable sense of vocational identity, building skilled 

competence and confident decision-making capability for career development through 

esteem and satisfaction.  Narrowing down skill and experience into a focal expertise 

enables performance reliability, and hence there is a lower risk of uncertainty over 

task accomplishment.  Similar to some scholars’ confusion over identity and 

commitment, vocational identity and occupational commitment are related but 

different by their definition and nature.  There are limitations on differentiated 

interests in the vocational context of OI that are yet to be validated (Holland et al, 

1993).  

 

In the technology age economy, the conventional labour force has become vulnerable 

to being replaced by AI robotics, (e.g. personal electronic payments or bank 
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transactions by smartphone to displace cashiers and tellers; greeting robots to displace 

the concierge at hotels and airports; dummy programming of Microsoft office 

software to displace senior clerical staff; forex trading systems to displace manual 

quote traders; tug robots and automated guided vehicles (AGV) to displace long 

distance transportation within hospital compounds and warehouses; 3D printing to 

displace prototype technicians and many other occupational examples).  Nowadays, 

the labour market is becoming very fluid and hybrid.  The channels of social 

communication are different now.  The young workforce appears to be more 

adaptive to the new business ecology and social environment, as discussed previously.  

As such, middle aged employees must have a clear vocational identity so they can 

integrate their work experience and mature social skills to maintain their 

employability.  Middle aged employees can retain their competitiveness in the labour 

market by leveraging their tactful thinking and stable work attitudes to readily serve 

their career roles.  In career psychology, career identity stands as a prerequisite for 

individuals to develop their own employability.  They are perceived to be 

competitive in the labour market through their actual career behaviour.  Through the 

doctrines of self-concept and social identity, career identity becomes a sort of resume, 

with narrative descriptions of career roles and continuous self-identification 

throughout one’s work history.  As the prescribed career becomes more senior, the 

job demands require multiple skills and more expertise.  For example, the senior 

managers in charge of business support in hospitals may need to acquire expertise in 

general management, supplies and logistics, professional cleaning and domestic 

services, in addition to healthcare knowledge in the hospital operational context.  

Career identity can be complicated, involving multiple selves in the career narrative 

identification process.  The antecedent career identity to constructing proper career 

behaviours is attributed to individuals’ success in terms of employability. 

 

Dukerich and Harquail (1994) raised the importance of organisational images when 

shaping the effect of identification on employees.  Organisational images from 

various identities can strengthen OI, affecting the ecology of social interactions 
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among employees and enhancing distinct identities and self-esteem through the 

continuity of self-concept.  Key organisational images exert both internal and 

external effects on the perception of OI by individual employees.  Internally, 

employees perceive the organisation’s image as central, distinct and enduring, i.e. 

perceived organisational identity.   Externally, it is the employees’ beliefs about how 

outsiders view the organisation, i.e. construed external image. 

 

In summary, because there are growing multiple identities at different levels in 

organisations, the model can be extended to become very complicated and dynamic.   

In Table 5, I organise the OI literature discussed, to better present the logical linkage 

in an orderly manner.  In the remainder of this study, I set out the analyses of 

personal, group, corporate and OI collectively, to achieve a balance of parsimonious 

identification models that incorporate multiple loci. 

 

Distinction between organisational identification and affective organisational 

commitment 

In past research, organisational identification has often been mixed with the class of 

organisational constructs that includes affective organisational commitment, 

organisational citizenship and job satisfaction (Ashforth & Mael, 1989).  

Identification itself is a typical cognitive construct relating to self-perception and the 

appropriation of the narrative identity.  The identification process limits individuals 

who associate their self-identity with the group’s destiny.  Perceptually, self-identity 

is projected on the matched group identity.  From a different approach, emotional 

affection and subjective behaviours are antecedents and consequences (Tajfel, 1978).  

The distinct nature of the two classes makes the uniqueness of OI a specific construct, 

initiated by self-concept. 

 

The definitions of internalisation vary among disciplines within sociology and 

psychology.  As a general meaning, it can be viewed as the psychological outcome 

of mindful reasoning of a subject matter.  The subject becomes internalised if the 
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individual considers it internally in his or her mind.  Beliefs about religion and moral 

disciplines can induce individuals to internalise established ideas.  Internalisation 

can be regarded as a direct learning process composed of acquisition and the 

application of concepts and ideas within a business entity (Doran, 2011). 

 

Internalisation is an important concept of self-identity.  From theory of self-concept, 

people begin to develop a sense of self and search for the value of their existence in 

the world by perceiving their own identity and comparing it with others’ 

characteristics.  Internalisation functions as an internal process to integrate the values, 

beliefs, attitudes and views of other people through observations or social interactions 

into the internally accepted concept of one’s own identity.  The process may involve 

egoism in psychoanalysis.  Internalisation represents a common societal environment 

in which individuals learn how to act as members of the society.  ‘Group norms arise 

from the interaction between group members when they express a generally accepted 

way of thinking, feeling or behaving that is endorsed and expected because it is 

perceived as the right and proper thing to do’ (Turner, 1991, p.3). 

 

In sociology, there are three stages to the adoption of ideas, namely externalisation, 

objectivation and internalisation.  Externalisation is the export of ideas, which is the 

exact opposite of internalisation.  By objective comparison of the subject matter, 

individuals learn to reassess the objective facets of the ideas.  At the final stage, 

individuals endorse the truth of the ideas through internalisation.  Most research 

findings suggest that the beliefs and value systems of childhood internalised through 

family socialisation are crucial to shaping and establishing the lifelong mind 

reasoning on moral development.  Based on the value formation stages, Deci and 

Ryan (1985) proposed a self-determination theory to describe the process of 

motivation from extrinsic to intrinsic drive under the control of autonomous 

self-regulation.  Follow-on studies have also proposed that the concept of a moral 

self takes root in the early few years of childhood socialisation.  It has been said that 

young people with perceived morality in their childhood will behave in a pro-social 
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way, with limited anti-social attitudes. 

 

Individuals can never live on their own.  Through family life, an individual begins to 

experience intimacy with other family members and first understands the power 

distance of the family hierarchy by the seniority of elderly people, especially in the 

Chinese Confucian culture.  Through work life, people learn how to work with 

colleagues and supervisors and follow the ethical rules of conduct within the 

organisation.  Through social life, people learn to communicate harmoniously with 

friends and peers to build friendships and social networks.  Through developmental 

psychology, individuals sense the need to develop interactions with others to realise 

and adapt to the culture and survive in the living environment.  By understanding the 

values and norms of the local culture, people learn to avoid conflict and seek mutual 

support from the people around them.  To effectively socialise in a particular cultural 

environment, people undergo a value orientation and alignment process.  

Socialisation is the way people internalise the values and beliefs of the society.  With 

perceived cultural values and beliefs, sets of acceptable behaviours as norms are 

readily perceived for individuals to follow and respect.  Socialisation works as a 

guide for individuals to learn and teach so that social and cultural values can be 

passed through and evolve.  Socialisation means lifelong learning as humans grow.  

It fundamentally affects the development of values, beliefs, attitudes and behaviours 

among all age groups (Clausen, 1968). 

 

Different cultures have different moral ideologies when it comes to right and wrong.  

They depend on the values and belief systems commonly accepted by the majority of 

the society through consensus.  Values and belief systems link the cultural ideologies 

of the ancestors with the current population.  The need for socialisation equates with 

the need for agreed moral principles and codes that become a mechanism for 

resolving conflicts in cases of divergent views among individuals.  As an 

independent individual thinker, a human always has his or her own perception of the 

concepts represented by his/her views.  Yet these views are bounded by mainstream 
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ideologies and by the historical and prevailing consensus of the society.  They are 

usually described as norms, which are considered normal and acceptable by the 

general public.  Although socialisation is essential to explaining the development of 

values and beliefs among human beings in the social environment context, recent 

scientific studies have found that biological genetics are influential when determining 

individuals’ resultant behaviours.  Both socialisation and genetic biology function to 

frame and refine individuals’ own behavioural patterns (Ridley, 2003). 

 

At different growth stages, there are different ways to undertake moral reasoning to 

address the situational justification of truths.  In this regard, Lawrence Kohlberg 

(1958) defined mature adolescence as a conventional stage.  In the pre-conventional 

stage, youth associate things with strong feelings of happiness and hardship.  They 

are taught and learn from early life experience how to determine what is right or 

wrong.  In the conventional stage of adolescence, mature adults are believed to know 

how to compromise social norms and accept the societal conventions defining acts of 

righteousness and wrongdoing, even if such moral decisions are not derived from 

their own experiences at the pre-conventional stage.  In the post conventional stage, 

certain people are able to move away from societal norms.  They build their own 

ethical standards for moral decision-making.  However, this is rarely achieved 

because few individuals can develop a distinct philosophical mindset that differs from 

the masses, and subsequently their thoughts may be adopted by the people when they 

are applied to the dynamic environment. 

 

Erik H. Erikson (1982) examined the changes to moral reasoning throughout the life 

course and the potential for identity crises through the lens of psychosocial 

development.  Infants sense an intimacy with parents to learn the concept of trust.  

Toddlers gain their mobility by walking and gain freedom from parents, without any 

uncertainty.  At pre-school, children actively play, and that is everything to them.  

Children’s vigour may be interpreted as aggressiveness.  At the pre-adolescence 

stage, children realise the need to work hard to avoid inferior performance during 
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early learning in class.  During adolescence, youngsters have a strong sense of 

pursuing an abstract identity.  This context again echoes my interest in the effect of 

ICV on the OI of the young workforce.  In young adulthood, individuals are more 

thoughtful when dealing with affection and love.  They can make their own 

decisions about forming close relationships with others or being alone.  In middle 

adulthood, people pursue outstanding status and self-esteem by identifying and 

searching for a comparative advantage or superiority over others.  In the final stage, 

elderly people struggle with integrity and despair, i.e. ego integrity and a sense of 

coherence and wholeness (Erikson, 1982) 

 

The importance of social influence to shaping individual self-concept is also 

supported by theory of social behaviourism.  George Herbert Mead (1863–1931) 

proposed the concept of self, comprising self-awareness and self-image.  

Self-concept is not inborn.  Instead it is shaped and influenced by social experience 

through social interactions and learning.  Humans explore the intentions and 

consequences of observable actions and reactions, i.e. the exchange of symbolic acts.  

To understand the underlying meanings of the social experience, people must view 

things from the perspective of others.  Such a perception model is described as 

mirroring others to one’s own self.  People learn social norms through repeated 

mirror reflections and projections from other people in the society. 

 

Charles Horton Cooley (1902) extended Mead’s self-concept to the analogy of a 

looking glass self.  Under this theory, individuals rely on others’ perceptions of them 

to identity their self-image.  As a psychosocial concept, self-image is nurtured 

through social interactions and the reflective perception of other people recognised by 

the individual.  Self is not absolutely ego inborn.  It is constructed through the 

perceptions of others upon self.  It is how others form the individual self. 

 

The cognitive process of the looking glass self involves three main elements.  They 

are (i) the individual’s appearance as seen by others, (ii) the speculated judgment of 
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one’s appearance by others and (iii) self-identity being developed based on others’ 

judgments.  Under this concept, individuals are concerned with others in the process 

of developing self.  They learn, shape and actualise the self by taking the role of 

others.  Babies with growing brains, can only directly imitate others’ image to 

acquire the feeling of physical existence.  As they grow into childhood, children 

acquire the outlook and roles of others.  Finally, various roles are grouped and 

generalised into an integrated and complete set of cultural values and norms that are 

widely accepted by the general public as a common social control and evaluation 

mechanism.  In summary, identification takes place through social interactions and 

experience, in which individuals are expected to demonstrate empathy for others in a 

reflective role taking initiative to acquire their own identity.  Hence, empathy is the 

basis and the major component of socialisation (Cooley, 1992). 

 

Socialisation takes place through different entities in society and in different forms or 

interaction platforms such as organisations, groups and racial and cultural 

socialisation.  Through organisational socialisation employees learn their job’s 

specific requirements such as the vocational skills, know-how and work expertise 

needed to discharge the role.  Socialisation is particularly crucial to new recruits 

adapting to the work environment through informal orientations of the company’s 

culture and values.  To facilitate communication over daily tasks, new employees 

must learn the jargon of the trade.  For routine administration, they should become 

familiar with both the formal rules and regulations, and the informal norms.  To 

better understand the cultural development of the firm, employees should study the 

company history to grasp the corporate values as a whole.  For staff relationships 

and team building, employees should be socialised to join and know the work units, 

their close team co-workers, their own organisational roles and importantly, how skills 

and roles function together to accomplish business tasks. 

 

The socialised company teaches its practices to new employees, enabling them to 

exercise their strengths more effectively and work well with other colleagues.  How 
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employees are actively engaged or passively motivated to become socialised 

determines whether the outcome is coherence or isolation.  Socialisation is a salient 

and informal orientation to control new employees by teaching them to follow 

organisational values and practices through internalisation (Wanberg, 2003). 

 

From the initial self-concept to self-identity shaped by parental influence, group 

socialisation at the peer group level imposes key conditions that determine the 

personality traits of adolescents.  A few adolescents may have strong parental 

attachment at home but most develop their social life outside the home or through the 

web.  As they gradually grow into young adulthood, they continue to study at college 

or begin to work in the society.  School or work occupies their social life, and their 

peers are actively involved in their daily social interactions and norm shaping.  

Parental influence begins to diminish during adolescence.  Typical tests of identical 

twins with identical genes show that they develop different characters due to different 

peer influences, rather than parental influence at home (Harris, 1995).  Scientific 

evidence has proven that the genetic factor still accounts for half of one’s personality 

development, but only one tenth is attributed to environmental factors, and one fifth is 

attributed to measurement error.  Thus, parental guidance is surprisingly insignificant 

in shaping the personality of adolescents.  Harris (1995) pointed out that group 

socialisation in which personal values develop beyond the influence of the family is 

better in a long run. From social interactions among peers, group members take on the 

attributes of the people they work and form social networks with.  This is helpful to 

their career or business development.  In addition, the knowledge and habits 

acquired within the homogeneous home environment are saturated early, without 

much room for change or enrichment.  Learning growth from parental models 

becomes static by adolescence.  Group socialisation among peers outside the home 

environment can enhance the social diversity of adolescents that helps to build their 

future success (Harris, 1995). 

 

When youngsters perceive the existence of the self and pursue their identity and 
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independence, high school is the milestone for abandoning parental control.  Young 

people enjoy the freedom to express their views among their peers and exercise 

freewheeling decisions about their own behaviours.  At the same time, by expressing 

different views and refining their different ethics, they develop diverse characteristics 

and an identity of their own, resulting in pride and self-esteem. 

 

Groups and individuals should match their respective expectations and requirements.  

However, such a mutual relationship may alter over time.  This can be analogised to 

a cost and benefit analysis.  Individuals make a commitment to gain membership in a 

group and benefit from being a group member (e.g. knowledge sharing, identity and 

protection).  In return, they are asked to contribute to the development of the group, 

which exercises controls over the members’ behaviour through codes of practice and 

house rules.  Individuals thus experience control from both parents and groups.  

When they can no longer tolerate others’ control or their own level of 

commitment/contribution, they may choose to transfer from one group to another.  

Levine and John (1982) proposed a change cycle of group relationships and 

membership by the order of investigation, socialisation, maintenance, resocialisation 

and remembrance.  At every stage, an iteration of evaluations and commitments 

attached to group socialisation takes place until group membership is eventually 

upgraded to full member or downgraded to former member. 

 

At the investigation stage, individuals search and select the group whose primary 

social objectives match their need fulfilment (reconnaissance).  Groups in turn assess 

the potential contribution of the new member (recruitment).  This is followed by the 

offer and acceptance of both parties, resulting in the individual’s initial entry into 

group membership. 

 

At the next stage, socialisation, individuals learn and accept the values and norms of 

the group (assimilation) and internalise them.  In return, their needs are fulfilled by 

the group (accommodation).  After a cultural fitness test during the transition period, 
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full membership is attained.  Otherwise, the transition into full membership may be 

extended until mutual trust is built.  Non-acceptance by other members implies a 

failure to pass the group-culture fitness test. 

 

Soliciting contributions and commitments between both parties takes place at the 

maintenance stage (role negotiation).  Beyond the basic fitness test for group-culture, 

the ongoing contributory value of the member the group expects is assessed.  After 

socialisation, most new members complete their tenure, except in cases of value 

divergence by either the individual or the group (divergence).  Full members with 

divergent values are vulnerable to retreating to marginal membership at this point. 

 

The next stage is resocialisation for consolidation or dismissal.  Marginal members 

are re-socialised until the value divergence is resolved and full membership is 

regained (convergence).  Alternatively, the group may permanently withdraw the 

individual’s membership or the individual may choose to leave the group (exit). 

 

At the final stage, remembrance, former-members reflect on and treasure the 

compassion of the group and the reasons for their dismissal.  The group reviews the 

value divergence case and shares their experience for the gradual rationalisation and 

evolution of group norms and values (Levine & John, 1982). 

 

Racial socialisation takes place in ethnic groups where children develop their values, 

beliefs, attitudes and behaviours through perceived inborn group membership.  There 

are five established dimensions of racial socialisation: cultural socialisation, 

preparation for bias, promotion of mistrust, egalitarianism and other.  Cultural 

socialisation refers to the parental transmission of racial heritage and cultural history 

to form an individual’s pride and esteem.  Owing to their similar language, skin 

colour and physical appearance, clans, nations and races form natural bonds and 

closeness.  This is a kind of racial or national identity.  Cultural conflicts and 

territory wars among races create the universal problem of discrimination.  
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Preparation for bias aims to equip children with anti-discrimination measures.  

Promotion for mistrust advocates the socialisation of children’s negative and 

protective attitudes towards other races.  Racial socialisation partly explains 

significant cultural differences across different races (Rotherman & Phinney, 1987). 

 

As comprehensively discussed under the headings of internalisation and socialisation 

below, internalisation describes an individual’s cognitive intention to incorporate the 

assumed values of the self he or she believes in with those learned from others.  

Identification is referred to as the cognitive intention to classify the self within the 

social environment. Ashforth and Mael (1989) explained the difference between the 

two constructs through the analogy of ‘I believe’ and ‘I am’.  In the practical 

business environment, employees often face the dilemma of identification and 

internalisation at the operational level.  They can recognise and identify the self as a 

member of an organisation, and yet in reality they do not concur with its standing 

organisational values due to certain misperceptions or misunderstandings.  

Conversely, employees may appreciate company policies and beliefs but do not have 

subjective feelings of being insiders of the firm.  According to developmental 

psychology, the difference stems from individuals’ cognitive variations. 

 

Another construct that is close to OI is organisational commitment.  Scholars have 

sometimes confused OI with organisational commitment.  Meyer and Allen (1991) 

basically equated the two constructs in their model of organisational commitment 

comprising the three core elements of affective, continuance and normative 

commitment in a wide perspective.  Wiener (1982) attempted to examine OI as a 

facet of organisational commitment.  However, in the established Organisational 

Commitment Questionnaire, Mowday, Steers and Porter (1979) measured employees’ 

beliefs about organisational values and goals, the will to contribute to the organisation 

and the aspiration to continue organisational membership.  The measures involved 

the internalisation of values and beliefs and affective behaviours, rather than 

identification in terms of the social classifications of organisational membership. 
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Like the variants of socialisation, identification is situational in different contexts.  

OI is specific to organisations, whereas internalisation and commitment are more 

generic by their nature.  In the competitive business world, most organisations have 

similar or common values and goals such as respect for people, empathy, professional 

excellence, lean management, profitability, creativity, innovation, strategic assets and 

valuable human capital.  As such, employees may give high ratings for commitment 

and internalisation across different organisations.  However, there is no guarantee 

they will accept the current organisational status and positioning in the field, and 

hence the associated membership perceived by them.  Nevertheless, once an 

individual has recognised the identity of a particular organisation, he or she may 

suffer certain psychic loss when he/she quits the firm (Levinson, 1970).  Ashforth 

and Mael (1989) shared similar findings from their survey of newly employed 

psychology students.  Through confirmatory factor analysis, it became evident that 

the six-item Organisational Identification Questionnaire (OIQ) scale and the 15-item 

Organisational Commitment Questionnaire (OCQ) scale were distinct despite the high 

correlation between the two measures (r = 0.69, p 5 0.001). 

 

As discussed previously, vocational identity is concerned with long-term career 

planning and the employability of working individuals.  In this regard, OI is readily 

differentiated from vocational identification in terms of professions and occupations.  

Again, OI is strictly relevant to the self-definition of identity as it pertains to a 

particular organisation, i.e. it is organisation specific.  Professional and occupational 

identification, as a more specific form of vocational identification, refers to an 

individual’s long-term career profile and employability based on his or her identified 

professionalism and occupational expertise.  This in turn is based on his/her clear 

prototypical characteristics and the ability to perform the job tasks, (e.g. electrical 

engineers, nurses) (Van Maanen and Barley, 1984).  Such identification is relevant to 

specific professions, but it is generic to many organisations in the field.  For the 

same reason that vocational identification and its variants are not organisation specific, 
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the values and norms embraced by employees are not necessarily congruent with 

those acquired from organisational membership. 

 

Back to the intertwined application of OI and organisational commitment, 

Knippenberg and Sleebos (2006) distinguished both constructs by refining their core 

elements and natures.  Identification reflects self-reference to one’s cognition or 

perception of the self.  The self-defined identity of individuals upon organisational 

membership reflects psychological oneness and belongingness to the organisation.  

Commitment refers to their attitudes towards the organisation and its associated 

people, indicating the affective relationship between individuals and organisations 

(Knippenberg & Sleebos, 2006). 

 

Riketta (2005) made a significant contribution by theoretically differentiating OI and 

organisational commitment.  Although there was proven overlapping of both 

constructs with high correlation between OI and organisational commitment (r=.78) in 

his meta-analysis, he pointed out the difference between the two constructs in the 

consequences of key work outcomes.  The difference has been empirically proven in 

subsequent studies adopting Ashforth and Mael’s scale (1992) of OI in which 

emotional attachment is excluded.  Being focused on employees’ perceptions of 

organisational identity (oneness with and belongingness to the organisation), Ashforch 

and Mael’s scale, compared with the OCQ scale, enabled OI to show a weaker 

correlation with job satisfaction (r = .47 and r =.65) and turnover intention (r = -.35 

and r = -.56) but a stronger correlation with job involvement (r = .60 and r = .53) and 

extra role performance (r = .39 and r = .23).  Meanwhile, using the conventional 

organisational identification questionnaire (OIQ), a higher correlation of OI than 

organisational commitment was shown for turnover intentions (r = -.64 vs. r = -.56) 

and age (r = .60 vs. r = .15), with insignificant differences for job satisfaction (same r 

= .68). 

 

Ashforth suggested that the organisational outcome of intention to leave could make a 
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difference between OI and organisational commitment.  If OI is organisation specific, 

and commitment is more generic across organisations, then OI could be a superior 

predictor of employees’ intention to leave.  Instead, Riketta (2005) stated that the 

narrative items on staff turnover had already been incorporated into the commitment 

measures.  Questions on employees’ intention to leave are readily found in the 

15-item Organisational Commitment Questionnaire of Mowday et al. (1979), Allen 

and Meyer’s (1990) 8-item Affective Commitment scale and their 8-item Continuance 

Commitment scale. 

 

In summary, Riketta (2005) concluded in his meta-analysis that Ashforth and Mael’s 

(1992) scale could better measure OI by narrowing the scope of perception of 

self-identity and extracting affective attachment, which could be the reason for the 

overlapping with the OIQ.  As a result, Ashforth and Mael’s (1992) scale is viewed 

as more relevant to measuring OI.  Specifically, the scale is more reliable for 

associating the relationship with job involvement and extra role behaviour, but its 

usefulness to measure turnover intention is questionable. 

 

Edwards and Peccei (2007) developed a wider, more holistic model of OI measures 

comprising three key components of OI by definition: (i) self-classification as a 

member of the organisation, (ii) perceived acceptance of organisational values and 

goals and (iii) the sense of belongingness and organisational membership, ambitiously 

carrying emotional attachment.  Because the model covers all OI concepts in three 

factors with two independent items in the measure, the fitness of the model has been 

significantly improved and a confirmatory factor analysis can be sufficiently 

performed.  The findings showed that the three dimensions had no discriminant 

validity.  Although the three-factor model improved fitness, the single factor also fit 

the data satisfactorily.  This suggests that the three dimensions are highly correlated 

among themselves.  Practically speaking, a six-item scale, combined from item 

regrouping of the three dimensions suffices as an OI measurement. 
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2.3 Leader–member Exchange (LMX) 

Having observed the rising individualistic ideology among Chinese people, such as 

the citizens of Hong Kong and mainland China, the possible downside of WP should 

be considered.  Some studies have suggested that certain positive participative and 

empowerment approaches such as LMX may be effective at rebuilding respect, trust 

and group identity between employees and their organisation by facilitating 

exchanges with immediate supervisors or managing dyads.  This is considered 

relevant in the East due to its collectivist cultural heritage (Aryee & Chen, 2006). 

 

Scholars have observed that Chinese people treasure interpersonal relationships in 

social life.  LMX is based on the profound concept of relationship building between 

leaders and followers through routine operations and successful projects. LMX can 

link individuals to align with corporate values and culture at the team operational 

level.  As a result, it can promote OI weakened by employees’ ICVs (Li, et al., 

2013).  

 

Apart from LMX’s applicability to collectivist cultures, researchers have (cf., House 

et al., 2004) suggested that LMX is effective in individualistic cultures such as the US 

as long as it presumes active and independent social interactions between followers 

and leaders.  Egalitarianism is common in the US.  The work mechanism of LMX 

preserves individuals’ independence and autonomy in terms of clear role delineation.  

LMX promotes participative leadership and staff empowerment at the dyadic level.  

This argument has been supported by some researchers in the East.  Chen and Fahr 

(2001), for example, found that LMX is more applicable to cultures with lower power 

distance and thus it can affect ICV positively and constructively. 

 

In general, multiple approaches can be applied to explain the three key leadership 

domains of followers, leaders and relationships.  Traits or behavioural approaches 

can address the leader domain.  Empowerment approaches can address the follower 

domain, especially when there is a high level of individualism.  LMX focuses on the 
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dyadic relationship domain for leading people (Graen & Uhl-Bien, 1991; Hollander, 

1978).  Meanwhile, situational approaches can address the combination of all three 

domains because all of the elements interact in changing situations and dynamic 

environments.  To become an effective approach to leadership, LMX aims to 

upgrade the leader–follower relationship to a mature form of ‘partnership’.  Here is 

the more sophisticated concept of group membership, said to represent the evolution 

of early dichotomous thinking about in-group and out-group identities (Graen & 

Uhl-Bien, 1995). Theoretical advancement has also been facilitated by vertical dyad 

linkage (VDL) theory on its own (Dansereau et al., 1975; Graen & Cashman, 1975) 

via social exchange theory to LMX theory. 

 

Leader–member exchange theory 

In developing LMX theory, Graen and Uhl-Bien (1995) set out four stages, shown in 

Figure 2.  When new employees come to an organisation they are confronted with 

work socialisation (Johnson & Graen, 1973).  Frequent contacts with colleagues 

and VDL (Dansereau et al., 1973, 1975) with supervisors help them adapt to the work 

environment and build up work relationships with co-workers.  The modelling of 

LMX is grounded in role theory (Kahn, Wolfe, Quinn, Snoek & Rosenthal, 1964).  

VDL involves the individual employee’s perceptions and identification of his or her 

team role through dyadic role making, role taking and role routinisation.  In this way, 

ongoing social exchanges and reciprocal interactions between supervisors and 

subordinates take place (Blau, 1964; Mauss, 1950).  VDL is described as an average 

leadership style because it applies to leaders with different traits.  At this stage, the 

effectiveness of leadership depends greatly on the leader domain to deliver high 

quality exchange, i.e. in group transactions with followers.  This has been criticised, 

however, due to the constraints on leaders’ time and social resources.  Most leader–

follower interactions are low quality exchanges, i.e. out-group.  A typical situation is 

one in which supervisors are too busy to coach their subordinates and merely allow 

them to follow what they perceive to be their job description.  Worse, the 

performance indicators for work outcomes are not articulated or explained.  
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Nonetheless, Graen’s (1976) role development model does not limit the scope of 

‘role’ to formal job descriptions and related legal contractual references to the 

employment relationship.  Importantly, it involves the formation of informal types of 

psychological and social contracts related to perceived roles, which are cognitively 

associated with individuals’ self-concept and identification.  

 

Observing the deficiency in limiting the analysis solely to the leader domain, the unit 

for analysis became leader–member dyads, i.e. work unit dyads.  The relationship 

domain then became the research focus at this mature stage.  Scholars soon began to 

consider some of the implications of dyadic relationships (e.g. Graen, Orris, & 

Johnson, 1973) such as dyadic role making processes, frequency of communications, 

interactive communication patterns, leader–member value agreement (Graen & 

Schiemann, 1978), upward maintenance tactics, interaction patterns, subordinate 

loyalty, decision influence, influence tactics (Scandura & Graen, 1986) and member 

effect (Liden, 1985).  Empirical findings have been generalised in the cross-cultural 

context, as described above (Graen, & Uhl-Bien, 1990; Eden, 1993).  LMX has been 

studied in conjunction with a variety of common organisational variables such as 

performance, turnover, job satisfaction, organisational commitment, performance 

appraisal, job climate, innovation, organisational citizenship, empowerment and 

procedural and distributive justice (e.g. Graen & Uhl-Bien, 1993; Scandura, 1994).  

It is noted that the influence of LMX on employment OI from the perspective of 

organisational identity has been understudied.  In this regard, the influence of LMX 

on career progress (Graen & Wakabayashi, 1993) and related demography (Tsui & 

Egan, 1994) appears to be more relevant to the situational approach.  At this stage, 

VDL has evolved from a simple description of the dyadic relationship to a complete 

process for building the relationship, including the antecedents and consequences in 

the course of organisational functions within the relationship domain at the dyadic 

level.   

 

The differentiated relationships among in-group members through high or low 
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career-oriented social exchanges in LMX dyads is likely to be transactional in nature 

(Bass, 1985).  As LMX theory has developed, there has been a breakthrough in 

conceptual in-groups and out-groups, adding new leadership relationships in which 

leadership making takes place.  This has been described as the stage of dyadic 

partnership building (Graen & Uhl-Bien, 1995).  In model leadership making, Graen 

and Uhl-Bien (1995) depicted a life cycle of leadership relationship maturity, passing 

through the ‘stranger’ phase and the ‘acquaintance’ phase to the maturity phase.  In 

this cycle, organisation roles are formed through role finding, role making and role 

implementation at each stage, respectively.  Beginning as a stranger, the employee is 

initially engaged in an interdependent organisational role characterised by 

cash-and-carry exchange in purely economic rather than social terms.  The work 

relationship is purely contractual.  As a result, the quality of exchange is said to be 

very low.  As the incremental influence of LMX extends into the acquaintance phase, 

mixed social exchanges take place in which respect and trust are built.  The equitable 

return on employees’ contributions still prevails.  With the gradual growth of the 

dyadic relationship, with probable long-term reciprocation (mutual reciprocal 

influence), into the maturity stage, the type of exchange escalates to become a mature 

partnership through the reciprocity continuum from self-interest to mutuality and 

then concern for others (Sahlin, 1972).  There is an ‘in-kind’ exchange, the 

ultimate form of LMX.  It represents the degree to which team values and norms are 

recognised and identified based on the reflective nature of social exchanges, i.e. norm 

of retaliation and norm of reciprocity (Gouldner, 1960).  Dienesch and Liden (1986) 

suggested that corporate values and organisational policies are common contextual 

factors that influence the LMX process.  Cultural congruence takes place at this 

stage.  It also echoes OI at the team level because employees value team 

membership, illustrated by reflective behaviours and in-kind social exchanges for 

career development within their organisation.  As the partnership relationship 

matures, it is characterised by team loyalty and goal congruence.  Individuals are 

willing to sacrifice their personal interests in money or career orientation for the 

interests of the dyadic work units.  It resonates with the high level of collectivism.  
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Therefore, pursuant to Graen and Uhl-Bien’s (1995) analysis, LMX can exert a 

positive influence on both ICV and OI in such a way that the negative effect of ICV 

on OI can be mitigated. 

 

When social exchange is in the ‘stranger’ phase (VDL) it is analogous to a 

transactional relationship (Bass, 1985).  The ultimate dyadic partnership earmarks 

the nature of transformational leadership (Burns, 1978) when supervisors and 

subordinates are treated as partners in a sophisticated fashion.  The self-interests of 

individual employees shift to become partnership interests with mutual benefits.  In 

this respect, LMX theory is favoured over vertical dyad linkage theory and social 

exchange theory as the best model to explain leadership in action. 

 

Finally, there is the last stage of LMX development pertaining to network assemblies 

(Scandura, 1995).  At this stage, the dyadic partnership is expanded to the group and 

network levels.  (Team identity and partnership within the team relationship, 

represented as a dyadic work unit, were discussed above.)  In modern complicated 

and matrix organisations, dyads cannot work independently.  There are networks of 

interdependent dyadic relationships, i.e. network assemblies, where the overall 

leadership structure is constituted.  This network leadership structure is informal but 

governed by the enactment of formal organisational roles and the positions of 

individual employees, dyads, work units and functional departments that address the 

business values and goals of the organisation.  The wisdom of network assemblies 

lies in mapping and bridging the leadership structure with the task structure to 

accomplish organisational control and goal congruence (Uhl-Bien & Graen, 1992). 

 

Applying the multi-domain and multi-level aspects of LMX is important to explaining 

the relevance and effectiveness of LMX and to address the rise of ICVs of employees 

and their imminent impact on OI and firm performance.  Individualistic cultural 

values are nurtured and socialised at the society and country level.  In South China 

and Hong Kong, they are inclined to impose top-down crises of national identity, 
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social identity and hence organisational identity.  Their impact may be more 

problematic due to cultural incompatibility with Western individualism in the East 

(e.g. mainland China and Hong Kong).  In this context, LMX not only helps to build 

the individual’s identity and loyalty at the team level, it also links the individual’s 

value accommodation bottom-up from the individual level to the organisational level 

through network assemblies (Scandura, 1995).  LMX is believed to work well as an 

organisational control for managing people through the relationship-based approach 

and contributing to organisational leadership overall. 

   

2.4 Research Gap 

First, it contributes to the literature of culture values by examining the impact of 

individualistic values on work performance of employees at individual level up to the 

understudied team / group level in South China. 

 

Confucian Chinese societies are used to embracing collectivist cultural values among 

citizens as part of their value system.  Values are deeply rooted in the ancient 

Chinese traditions of village-bound community bonds and mutual support, where high 

power distance to emperors and an autocratic central governments were commonly 

accepted.  Shortly after World War II, the citizens of some international venues with 

dominant Chinese populations, such as Singapore, Taiwan and Hong Kong gradually 

adopted Western cultural values following industrialisation and open trade.  In the 

1990s, empirical research revealed that individualistic thinking among the citizens of 

these domains had been noticeably nurtured (e.g. Hofstede, 1991; House et. al, 2004).  

Since China’s entry into World Trade Organisation (WTO) in 2000, it has focused on 

leading global development in terms of economic, technological and cultural activities.  

Among China’s provinces and regions, the Southern part is believed to be more 

influenced by Singapore, Taiwan and Hong Kong.  Accordingly, its residents have 

been more inclined to subtly allow individualistic thinking to become part of their 

value system.  Although classical research has tended to view culture as a stable set 
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of constructs (e.g., Kluckhohn & Strodtbeck, 1961), few studies have evaluated the 

mechanisms and impact of rising ICV among Chinese citizens living in rapidly 

developing economies such as South China.  Further, there has been little research 

on the effect this has had on employee WP. 

 

Cultural values have mostly been treated as mediators or moderators to explain the 

situational/individual factors affecting relationships and employee work outcomes 

(Bao et al., 2015; Tuzun & Kalemci, 2012; Yang et al., 2012).  Focusing on and 

validating the direct effect of employees’ ICV on their work outcomes is the goal of 

this thesis. It aims to address the research gap and to arouse business leaders’ 

awareness of a probable root cause of ineffective corporate communication and 

people management practices. 

 

Second, through the overarching social identity theory, I aspire to explore the 

mediating mechanism of employees’ OI to explain the indirect and hidden impact of 

their cultural values on their ultimate WP.   

 

Third, a key moderating boundary condition, LMX, is identified and testified as a 

possible remedy to contravene the adverse effects of ICV embedded in employees’ OI. 

In this way, it should produce a desirable and productive WP. 
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Chapter 3 Theoretical Background and Hypotheses Development 

3.1 Theoretical Background 

Overarching social identity theory 

Starting from self-concept, to perceive and evaluate the existence of self through 

self-definition, individuals develop and possess multiple ‘social identities after 

widening circles of social interactions in both cultural and living environments, in 

addition to the “level of self”’ (Tajfel & Turner, 1982, p.255).  According to social 

identity theory (Tajfel & Turner, 1982) shown in Figure 1, social identity is the 

individual’s self-concept derived from perceived membership in social groups.  The 

individual member tends to self-define social class by projecting his or her own 

prototypical features and traits, due to cognitive certainty and perceived familiarity 

with such matters (i.e. self-categorisation) (Tajfel & Turner, 1985).  Individuals are 

inclined to categorise themselves into groups to acquire a greater sense of 

self-existence through group projection for the expected consequences of self-esteem, 

prejudice and stereotyping.  In the organisational context, a specific type of social 

identity is called an organisational identity, where OI refers to the appropriation of the 

identity acquired and driven by the human needs of employees in the work 

environment (O’Reilly & Chatman, 1986). 

 

In developed countries with a good economic outlook, most employees with high 

ICVs are believed to seek a high level of motivational need for self-actualisation and 

self-esteem over the basic needs of safety and security (Inglehart, 1997; Maslow, 

1943).  Pro-self values inherently promote high salience of personal identity and 

uniqueness over collective organisational identity.  Such profound and static ICV in 

employees’ value systems hinder their will to acquire organisation membership, 

taking pride in the OI process, as predicted by social identity theory (Brewer and 

Venaik, 2010; Shamir, 1990).  Employees with high ICV tend to undermine the sense 

of and need for belongingness to any entity or organisation (Ashforth & Mael, 1989), 

resulting in a lack of goal congruence within organisations that would ultimately 
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secure and boost WP. 

 

Empowering leader member exchange theory 

LMX is an important boundary condition on the postulated relationship between 

employees’ ICV and OI.  It has been theoretically identified to coordinate side-ways 

both individual and organisational factors under its empowering and mentoring 

approach to work socialisation at the dyad level.  The moderation of LMX functions 

as a situation-specific catalyst for increasing the ICV of dominant Chinese workers in 

South China and their WP through the OI process.  When the membership self is 

close to the personal self through the internalisation of values cascaded by network 

assemblies under the LMX approach, value convergence and goal congruence can be 

regained through identity fusion (Jetten, 2012).  Although the individual is the unit 

of analysis, the internalisation of intertwined values takes place at multiple levels of 

groups, organisations and society.  All of these issues contribute to the theoretical 

and practical significance of this thesis. 

 

3.2. Development of the Conceptual Model 

Academically, in-group individualism/collectivism is a refinement of Hofstede’s 

(1980) individualism–collectivism scale.  The scale addresses the values related to 

self-definition and personal-social group relationships (Hofstede, 1980).  Social 

groups are cognitively distinguished from one another through their own collective 

programming of the mind (Hofstede, 1991).  Brewer and Venaik (2010) suggested 

that individualistic and collectivist cultural values could be parsimoniously refined as 

‘self-orientation’ and ‘work-orientation’, respectively.  Schlenker (1986), in his 

‘triangle model’ examined the actions of people with individualistic and collectivist 

mindsets, characterising them as ‘competitors’ or ‘cooperators’.  Competitors with 

typically high ICV are as inflexible as cooperators when it comes to accommodating 

the collective mind programming of social groups and hence the perceived group 

identity of shared attributes for behavioural assimilation. 
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Shamir (1990) presented a general account of the different cultural values found in 

collectivist motivation.  Different cultural values exert different degrees of influence 

on self-concept under collective identities.  For instance, in traditional Confucianism 

in the East, more emphasis is generally placed on the community in most citizens’ 

self-concept than it is in the West.  To extend this to a business organisational 

context, cultural differences can be observed in the relative salience of the multiple 

identities of organisational identity and vocational identity.   

 

Both values and identities may be a more versatile way to explain and formulate 

specific behaviours in specific situations.  Although values are often defined as 

guiding principles that transcend specific situations (Schwartz, 1990), this also applies 

to identities.  Accordingly, it has been posited that values and identities are closely 

related.  When personal values are profound in certain cultural norms, (e.g. the ICVs 

of autonomy and achievement), people may shape and give weight to their personal 

identity over perceived collective identity such as organisational identity.  This 

reflects the different roles of relational self-construal (personal identification) and 

collective self-construal (social identification) in situations where there is value 

disparity, as discussed by Van Knippenberg (2004).  As a result, the high ICV of 

individual workers may weaken the appropriation of organisational identity (i.e. OI) 

in their work life at a particular organisation. 

 

3.3. Hypotheses Development 

3.3.1 The Direct Effect of Individualistic Cultural Value on Organisational 

Identification 

With a high level of individualistic values, one can observe several private aspects of 

self such as autonomy, independence and the emphasis on personal goals and 

achievements (e.g., Gelfand, Bhawuk, Nishii, & Bechtold, 2004).  Autonomy refers 

to the pursuit of freedom within one’s own job sphere and the decision-making power 

to have one’s own options for work outcomes, independent of the control of or even 

the need for supervisors.  Autonomy is associated with a sense of independence and 
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responsibility, and is particularly applicable to professional employees who seek 

self-esteem and self-actualisation.  These individuals tend to acquire authority and 

responsibility to demonstrate their prowess and deal with direct accountability.  

Triandis (1995) found that individualist employees are more motivated than 

collectivist employees at a high level of job autonomy.  Autonomy is a more salient 

and valued work attitude for individualists than it is for collectivists who show more 

concern over security and social relationships.  Hofstede (1991) asserted that people 

with strong ICV give too much weight to the values of freedom, work-life balance, 

self-sufficiency and self-control in their personal lives, without mentioning others.  

Thus, individualist employees are presumed to embrace autonomous jobs for the sake 

of their freedom and to demonstrate their personal strengths to others.  In contrast, 

collectivist employees react mildly or demand less autonomy, compared to their high 

ICV counterparts.  When collectivists make decisions, collective considerations are 

accorded higher priority than personal views.  Collectivist employees have a strong 

sense of responsibility to the group, instead of self, and a readiness to sacrifice for 

others.  With an inherent value to help others, collectivist colleagues are more 

willing to perform extra duties, rather than work independently.  Previous studies 

have suggested that power distance can induce equal power sharing and workers with 

ICV can become empowered.  Cultures with low power distance are characterised by 

comparatively equal power distribution, a high degree of independence among 

workers and management, empowered by personal decision-making involving 

individual duties.  Control and approval seeking are stressful and uncertain.  This is 

a form of decentralisation, which is quite common in low power distance cultures 

with a high degree of autonomy, independent work practices and direct accountability. 

 

At the same time, with low ICV or a high level of collectivist thinking, people are 

likely to prioritise group goals over individual ones, demonstrate a higher level of 

group loyalty and nurture deeper emotional attachment to the organisation by 

responding actively to group expectations (e.g., Greenwald, 1982; Gelfand et al., 

2004).  Several authors have provided supporting evidence for this argument.  For 
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instance, Maertz (2004) suggested that collectivist employees with a relatively low 

level of ICV implicitly form stronger psychological contracts with their organisations, 

fulfilling members’ sense of belongingness instead of the individualistic desire for 

autonomy.  According to him, collectivist workers embrace the joy and satisfaction 

of social belonging from group membership.  To this end, he advanced eight 

motivational forces underpinning the affective and emotional aspects of psychological 

contracts and costs when reckoning the alignment of important values and goals 

through continued organisational membership, attachment and withdrawal.  The key 

to organisational membership resonates throughout the process of organisational 

identification. 

 

Hunter et al. (2008) showed that collectivist employees had less intention to leave 

peer co-workers and employers who they had stronger social bond with, despite their 

personal discontent.  Interpersonal relationships among peer workers, subordinates 

and supervisors are also stressed in collectivist cultures, (i.e. peer group relations).  

Social support has been found to promote job satisfaction and alleviate the intention 

to leave by overcoming office politics (push factor) and improving peer group 

relations (pull factor).  It is therefore essential to project management and 

team-based task accomplishment in which close and collaborative interactions are 

maintained among teammates and group leaders in work units.  Independent work 

attitudes and behaviours driven by ICV of individuals can be controlled and 

moderated through various bonding activities and sessions outside work such as 

informal co-worker gatherings, cohort training opportunities, voluntary taskforces for 

continuous quality improvement (CQI) and other projects that can foster harmony and 

team-building among co-workers and unit leaders. 

 

Sturman, Shao and Katz (2012) found that collectivist workers had stronger OI and 

commitment than their individualistic counterparts.  Consistent with OI, workers 

with a strong sense of group membership, working in firms with a strong group 

culture tended to remain longer than workers in more individualistic 
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performance-oriented firms, demonstrating stronger staff loyalty to the organisation.  

 

Alternatively, OI may be described as the perception of inclusion or belongingness to 

a specific group/organisation (Ashforth, Harrison, & Corley, 2008; Dukearich, & 

Harquail, 1994).  According to Hofstede (1980), an inherent sense of one’s ICV can 

influence individuals’ need for affiliation (Maslow, 1954; Murray, 1938).  Maslow 

(1943) rated self-actualisation as a higher-level need than love, and affiliation as a 

lower-level need.  As more Chinese dominant countries such as Hong Kong and 

mainland China have developed relatively stable economic prosperity, lower-level 

needs such as wealth and a sense of affiliation have generally been satisfied.  As a 

result, the advanced need for self-actualisation within the domain of self-definition 

has emerged.  This has given rise to an individualistic cultural shift in South China, 

where self-orientation has served as the central motorised mechanism driving attitudes 

and behaviours in both social and work life.  In other words, with a high level of 

individualistic values, the need to affiliate is no longer the central concern of a 

person’s self-definition (Adler & Gunderson, 2008).  

 

According to the prior studies and empirical observations discussed above, one can 

argue that the ICV of employees may have a negative effect on OI at work.  For 

instance, Van Knippenberg (2004) observed that OI helps workers internalise and 

prioritise larger collective gains over the smaller focus on self-interest.  With high 

ICV, the intrinsic beliefs of individual employees inevitably hinder the internalised 

effect of OI.  Employees with higher ICV are believed to give less weight to the 

emotional, moral or instrumental support offered by co-workers within the 

organisation’s work units.  Conversely, when co-worker support exists as part of 

typical social interactions at work, it becomes an abundant source of group affiliation 

that is highly valued in group-oriented collectivist cultures.  Because embedded ICV  

employees hold can lead to a low need for affiliation, low organisational commitment 

and identification with employers (Adler & Gunderson, 2008; Taormina & Bauer, 

2000), the ICV of employees may have a negative relationship with their OI.  I 
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therefore predict,   

  

Hypothesis 1 (H1): There is a negative relationship between Individualistic 

Cultural Value and Organisational Identification. 

 

To better construct the backbone of the above arguments, in Table 6, I map Hofstede’s 

(1980) cultural dimensions of individualism and collectivism (i.e. individual and 

collective types) to Schwartz’s (1990) universal values and in turn to Maslow’s (1943) 

different levels of need for motivation.  Maslow’s motivational theory of needs 

hierarchy includes a priority list of the needs people are eager to pursue.  The most 

fundamental need (at the bottom) is food and shelter for basic security, which is close 

to the value of survival (Inglehart, 1997).  Once the basic-level needs have been 

satisfied in developed countries with a good outlook for economy prosperity, people 

tend to pursue higher-value needs such as self-esteem and social status.  At the 

ultimate level of need, which Maslow described as ‘self-actualisation’, is the need for 

personal accomplishment driven by heartfelt ambition for the ‘ideal self’ or 

self-concept (i.e. self-expression) (Inglehart, 1997).  As illustrated above, ICVs of 

individuals are mostly situated at the upper levels of Maslow’s needs hierarchy for 

self-actualisation and self-esteem when pursuing a self-oriented and unique personal 

identity, instead of a collective or social identity, as embraced by collectivists.  

Under social identity theory, as shown in Figure 1, after social categorisation to a 

group identity, value convergence and identity fusion should take place to establish 

sustainable in-group membership and identity during the OI process.  As such, one’s 

ICV is believed to hinder the relative salience of social identification assessed by 

individuals.  OI is a specific type of social identification in an organisational context.  

ICV is thus likely to be negatively correlated with OI as proposed in H1 (Tajfel and 

Turner, 1985).  
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3.3.2 The Direct Effect of Organisational Identification on Work Performance 

As mentioned before, OI is well defined as the perception of inclusion or 

belongingness to a specific group/organisation, where employees are intrinsically 

motivated to contribute to the collective good of the group/organisation (Ashforth, 

Harrison, & Corley, 2008; Dukerich, & Harquail, 1994).  Dukerich and Harquail 

(1994) explained how organisational images from multiple identities can strengthen 

OI, activating positive social interactions among employees at work for enhanced 

identity and self-esteem through the continuity of self-concept.  With this foundation, 

employees are internally driven by self-esteem and respect for membership to 

promote the best interests of the organisation they belong to.  For example, if 

organisational images represent pioneering innovation and technology (construed 

external images), employees may project their passion for self-recognised 

membership (perceived organisational identity) through OI when describing 

themselves as innovative and successful, just like their organisation.  When the 

self-concept of individual employees has the same attributes as perceived 

organisational identity, a cognitive link to employees is established by OI (Dukerich 

and Harquail, 1994).  This then becomes the employees’ intrinsic driving force to 

boost their own performance.   

 

According to self-identification theory (Schlenker, 1986), a perspective based on OI, 

OI may enforce employees’ positive attitudes and responses towards their working 

organisation, which in turn can improve their performance.  Specifically, for 

employees in a given organisation, self-definition can be the starting point for 

motivation that affects their group identification.  This is also a cognitive-perceptual 

process through which the group’s key characteristics are internalised by the 

employees and become part of their mindset (Ashforth & Mael, 1989; Dutton et al., 

1994; Tajfel, 1978; Turner, 1982).  As a result, employees may treat themselves as 

one of the group’s members and adopt the generic membership nature of 

interchangeability.  With this mindset of group self over individual self, the 
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delineation of personal and other groups’ outcomes becomes blurred (Brewer, 1979; 

Kramer, 1993; Turner, 1987).  Here OI stands as a powerful intrinsic and internalised 

motivator (internal and soft form).  This inherent desire becomes a pure and natural 

force driving the pursuit of new opportunities and challenges together with social 

development.  Such positive responses are likely to improve employee performance.  

 

Other authors have made more direct arguments in support of the positive relationship 

between employees’ OI and performance (e.g., Ashforth & Mael, 1989; Dutton et al., 

1994; Pratt, Rockmann, & Kaufmann, 2006).  Identification has been associated with 

work-identity integrity, identity customisation and social validation (Pratt, Rockmann, 

& Kaufmann, 2006).  According to these authors, OI can influence employee 

performance positively (Walumbwa, Avolio, & Zhu, 2008).  The main reason is that 

employees may self-present and self-verify, referring to the processes of presenting 

and verifying the individual self as special and unique based on certain characteristics.  

During these processes, an employee can display identification-relevant behaviours to 

two audiences: the internal audience of the self and the external audience of others.  

Self-presentation behaves in concert with the concept of self through the cognitive 

tendency to promote one’s own identity to others.  Meanwhile, self-verification aims 

to validate the subsumed identity of the individual self.  Going through these two 

complementary processes, employees with a high degree of OI are believed to put 

greater effort into strengthening their self-concept by contributing more to the 

organisation (Van Knippenberg, Van Knippenberg, De Cremer, & Hogg, 2004).  This 

can improve their job performance (Argote, 1999; Edmondson & Moingeon, 1998).  

More saliently, Van Knippenberg (2004) asserted that OI induces employees to adopt 

corporate goals as own for better WP.  At a high level of OI, the sense of self is 

satisfied when it recognises its group identity and membership.  Such 

self-satisfaction drives the positive attitudes and behaviours of individuals to the 

benefit of the organisation they recognise and identify with, leading to the proximal 

work outcomes from job performance.  It has been speculated that OI leads workers 

to internalise and prioritise larger collective gains over the smaller focus on 
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self-interest.  As a result, prosocial behaviours can be promoted to encourage 

workers to make extra effort on behalf of the organisation (Van Knippenberg, 2004).  

 

Similar research has shown that when individual workers strongly identify with their 

counterparts, working unit or organisation, they are likely to exhibit team spirit and a 

collaborative attitude with a motive to maintain organisational membership and 

pursue the best interests of the organisation (e.g. Ashforth & Mael, 1989; Shamir, 

1990).  The general social norms of membership reciprocity and responsibility may 

be internalised by individual employees through organisational socialisation, as values 

that reinforce personal feelings of self-worth (Sharmir, 1990).  To prove self-worth 

and self-identity beyond their physical existence in the organisation, employees are 

motivated to translate these feelings into enhanced job performance, or a sort of 

prosocial behaviour.  The sense of affirmation proposed by Etzioni (1988) may 

constitute the expression and continuity of employees’ self-concept, in addition to 

their internalised values and moral commitments (i.e. identity salience and 

self-expression).  In the comparable view of Turner (1987), people behave in social 

situations in such ways as to express and affirm their self-concept.  In a business 

organisational context, employees are likely to outperform in work situations, with the 

positive outcome of improved WP.  Based on all of this, I predict,  

 

Hypothesis 2 (H2): There is a positive relationship between Organisational 

Identification and Work Performance.  

 

In summary, based on social identity theory, employees acquire perceived 

organisational identity as a reflective self-concept and feeling of self-worth related to 

the organisation.  They achieve this by internalising corporate or group values and 

beliefs.  Driven by self-conception for self-construal, self-efficacy, self-esteem and 

self-consistency (Van Knippenberg, 2004), employees seek high levels of need to 

achieve and maintain organisational membership through deliverables of work 

outcomes such as WP.  With a high degree of OI, employees tend to put extra effort 
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into contributing to the organisation with the resultant enhancement of WP.  As such, 

it is predicted that OI is favourably correlated to WP, as in H2. 

 

3.3.3 The Mediating Effect of Organisational Identification on Individualistic 

Cultural Value and Work Performance  

Consolidating Hypotheses 1 and 2, I can also envision the mediating effect of OI on 

the relationship between ICV and WP.  Specifically, a high level of ICV predicts a 

low level of OI, which in turn leads to a low level of employees’ WP.  With high 

ICVs, it has been observed that individuals seek and evaluate actions and decisions 

based on self-determination and the desire for individual uniqueness.  After 

reviewing Hofstede’s (1980) conceptualisation of individualism and collectivism 

dimensions, Brewer and Venaik (2010) suggested that the ICVs people embed could 

be better defined as ‘self-orientation’, compared to the ‘work-orientation’ of 

collectivists.  Individuals are viewed as ‘good for being outstanding’ if they are 

self-made with self-initiated thinking and most importantly, are able to outperform 

independently.  With high collectivist cultural values, individuals are expected to 

embrace the group identity and work collaboratively in groups for reciprocal 

protection as a social exchange for group loyalty and norm compliance.  Accordingly, 

it can be argued that ICV is likely to influence OI. 

 

Alternatively, OI may influence WP.  As discussed above, OI can have a positive 

effect on WP.  Considering the arguments related to Hypothesis 1 and Hypothesis 2, 

I propose, 

 

Hypothesis 3 (H3) OI mediates the relationship between Individualistic Cultural 

Value and Work Performance. 

 

Relatively few researchers have addressed the direct effect of individualism on work 

outcomes (Bao et al., 2015; Tuzun & Kalemci, 2012; Yang et al., 2012).  It can be 

argued that if OI can serve as a good mediator, it can be used to unveil the black box 



 

 79 

in the relationship between ICV and WP in a practical business management 

application. 

 

In addition, to effectively manage human resources, it should be used to examine the 

moderating effect of the widely-studied LMX, on the relationship between ICV and 

OI.  Based on prior research, I predict that this type of group interaction in the 

workplace can indirectly help to improve employee performance by neutralising the 

negative effect of ICV on OI.  In the remainder of this thesis, I first consider the 

effect of ICV on OI and employee performance.  After that, I consider the 

moderating effect of LMX.   

 

3.3.4 The Moderating Effect of Leader-member Exchange on Individualistic 

Cultural Value and Organisational Identification 

According to prior research, LMX can be an effective relationship-based approach to 

leadership in East Asia due to its collectivist cultural values (e.g., Aryee & Chen, 

2006).  Attaching important value to inter-personal relationships, East Asians are 

more likely to be positively influenced by LMX (Li, et al., 2013).   Perceived 

employee performance and competence are always the core subjects for reciprocal 

evaluation and monitoring during social LMX exchanges in the dyad relationship 

building process (Dienesch & Liden, 1986).  LMX can be considered here as an 

important approach that may have a positive effect on employees’ work-related 

performance. 

 

With the envisioned ICV of employees, LMX can become an even more relevant 

approach to leadership there.  According to the GLOBE researchers (cf., House et al., 

2004), LMX presumes there are active and independent social interactions between 

followers and leaders. Accordingly, it is more effective in individualistic cultures such 

as the US, with its prevailing norms of autonomy and egalitarianism.  This argument 

is supported by other studies conducted in East Asia.  For example, Chen and Farh 

(2001) found that Western-developed LMX is more applicable in cultures with lower 



 

 80 

power distance, which has a positive relationship with ICV.  The transformational 

element of LMX provides individualised support that fosters collaboration with 

subordinates to induce them to transcend their self-interest for the sake of the 

organisation (Bass, 1985; Yukl, 1989).  With a high quality of LMX between leaders 

and subordinates, there can be more trust, support, social interactions and 

formal/informal rewards (Dienesch & Liden, 1986). In such cases, OI is grounded in 

active social interactions and mutual trust so employees can internalise values and 

norms.   

 

In general, traditional Confucianism inherently affects the ideology of most Chinese 

people in the East, who value the community and interpersonal relationships in social 

life.  LMX advocates relationship building between leaders and followers in close 

work interactions to generate rapid achievements and reinforce the LMX dyadic 

identity.  During the process of LMX, interactions and trust building occur between 

supervisors and co-workers.  LMX can thus link individuals to align with corporate 

values and the corporate culture at the team operational level.   

 

Alternatively, the employees’ values of autonomy and independence can be preserved 

in a strong LMX work relationship.  More saliently, LMX theory is grounded in role 

theory (Kahn, Wolfe, Quinn, Snoek & Rosenthal, 1964).  The VDL theory of LMX 

involves individual employee’s perceptions of and identification with their team roles 

through role making, role taking and role routinisation. This is done in dyads, in 

which ongoing social exchanges and reciprocal interactions between supervisors and 

subordinates take place (Blau, 1964; Mauss, 1950).  VDL is described as an average 

approach because it applies to leaders with different traits.  It can also be generalised 

to different types of supervisors.  The clear delineation and positioning of individual 

employee’s roles implies a reasonable degree of empowerment, delegation and 

autonomy with minimal supervisory control or the need for consultation.  Such a 

work relationship within dyads fits well with the individualistic values of autonomy 

and independence.  Thus, through calculative considerations, collective 
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organisational identity can still be adopted by employees who favour ICV.  It can 

promote OI that was once weakened by employees’ ICVs (Li, et al., 2013).  

Consequently, the negative effect of ICV on OI should be buffered by a high level of 

LMX. 

 

LMX works to simultaneously and indirectly link up side-ways to both ICV and OI by 

preserving (i) the ICV of autonomy and independence through role routinisation and 

(ii) collective organisational identity through social exchange and calculative 

considerations.  Under LMX theory, leaders foster relationships with subordinates 

that have low to high quality.  Such differentiated relationship quality reflects 

in-group membership and in turn, extends to organisational identity by delegating 

LMX and network assemblies (Aryee & Chen, 2006; Dansereau, Graen, & Haga, 

1975; Graen & Uhl-Bien, 1995; Scandura, 1995).  At the same time, role 

routinisation and the delegation of LMX resonate with the need for work autonomy 

and independence for employees with high ICV.  This distinct cross-interactive 

feature of LMX based on the low to high quality of relationships with employees is 

believed to have a moderating effect, intervening in the adverse effect of employees’ 

antecedent ICV on their OI process (Aryee & Chen, 2006; Graen & Uhl-Bien, 1995; 

Tajfel and Turner, 1985).  Compared with the straightforward and standalone effect 

of LMX on OI, the sophisticated moderator role of LMX is thus more relevant and 

meaningful to apprehending and mitigating the predicaments resulting from rising 

ICV and OI.  

 

Based on the foregoing, it is posited that growing ICV among employees may interact 

with LMX to influence employees’ identification with their organisations, i.e., OI.  

Therefore, I propose, 

 

Hypothesis 4 (H4) Leader-member Exchange moderates the relationship between 

Individualstic Cultural Value and Organisational Identification and reduces the 

negative relationship between Individualistic Cultural Value and Organisational 
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Identification when Leader-member Exchange is high. 

 

As an extension of moderation of LMX on ICV and OI to the dependent variable WP, 

there may be possible to have certain forms of moderated mediation and mediated 

moderation of LMX because of probable direct effect of LMX and WP.  To establish  

mediated moderation of LMX (say), three particular conditions should be fulfilled, 

namely, (i) a significant effect of the independent variable ICV on the dependent 

variable WP; (ii) a significant effect of ICV on the mediator variable OI and a 

significant interaction between the independent variable ICV and the moderator 

variable LMX predicting the mediator OI; (iii) a significant effect of OI on the 

dependent variable WP and a significant interaction between the mediator OI and the 

moderator LMX predicting the dependent variable WP ultimately (Muller, Judd, and 

Yzerbyt, 2005). 

 

LMX has probable direct effect on work outcomes such as work performance, 

turnover intentions as well as role ambiguity and conflict, because it promotes 

positive employment experiences and augment organisational effectiveness, as 

advocated in many studies (Dulebohn et al., 2012).  But it is sometimes argued that 

supervisors may tend to rate subordinates more favourably towards positive LMX 

relationship when LMX perceptions may induce supervisors’ expectations to project 

on the actual work performance (Gerstner & Day, 1997). 

 

In my study, I would focus my analysis on the emergence of indirect effect of ICV on 

WP due to two key perceptual (personal disposition) OI and situational (contextual 

relationship building) LMX components in the entire mechanism.  As such, the 

paper might not warrant better outlook and analytical contribution with moderated 

mediation (similar consideration for alternative postulation of mediation moderation).  

Therefore, a more parsimonious model is adopted, whereas direction of bias due to 

measurement error is sometimes difficult to predict, given the complexity among 

variables in the model. 
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3.3.5 The Direct Effect of Individualistic Cultural Value and Work Performance 

and the Moderating Effect of Leader-member Exchange 

Because previous research has tended to view culture as a stable set of constructs (e.g., 

Kluckhohn & Strodtbeck, 1961), it has been perplexed how individualism in a rapidly 

developing collectivistic economy in South China could influence employees’ WP.  

It might depend differently on the type of performance, work nature and corporate 

value of the serving organisation. 

 

One’s ICV can drive employees to exhibit their skills and talents in order to prove 

their uniqueness from others.  Given adequate and fair competition, it could 

stimulate innovation and creativity to be developed as a strategic asset of the firm 

(Goncalo and Staw, 2005).  Some researchers have pointed out the essence of a 

strong collectivistic culture may work to improve creativity by citation of some 

prominent firms such as Hewlett Packard, IBM and 3M, having both collectivistic 

cultures and pioneering innovation (e.g. OReilly & Chatman, 1996; Flynn & Chatman, 

2001). 

 

In group dynamics, the commonly known drawback of individualism is its inherent 

destruction of cooperation and harmony at work environment because people with 

high ICV are sometimes too rigid in their own unique ideas (value of independent 

thinking), to be adopted by others (value of power and direction).  In the long run, 

this can lead to conflicts and productivity impairment.  On the contrary, collectivistic 

group values reduce social loafing and increase cooperation to promote work 

efficiency and performance (Wagner, 1995). 

 

Nonetheless, Asian and Western cultures have long been contrasted with 

distinguishable characteristics of collectivism and individualism respectively 

(Hofstede, 1980; Cohen & Nisbett, 1994; Triandis, 1994).  Individualistic behaviours 

in individualistic American cultures can be readily understood and accepted without 
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much conflicts because everyone acts similarly as the norm at work.  But group 

harmony problems arise when people with high ICV may be seen as creating conflicts 

in collectivistic Chinese cultures (Kim & Markus, 1999).  Sometimes, collectivistic 

groups may appreciate the individualistic leaders but compel the individualistic 

coworkers by the behavioural analogue of competitors and cooperators (Schlenker, 

1986). 

 

Now that the focal point of this study is people management of frontline workers in 

service industry in South China region, I predict that employees’ ICV has a probable 

negative effect on their work performance in this context. 

 

Hypothesis 5a (H5a) There is a negative relationship between Individualistic 

Cultural Value and Work Performance 

 

Further, given the previous arguments on the contextual moderation of LMX on 

regaining relationship among staff at dyads from group conflicts arisen by coworkers’ 

rigid ideas and dissent behaviours,  Therefore, I propose, 

 

Hypothesis 5b (H5b) Leader-member Exchange moderates the relationship 

between Individualistic Cultural Value and Work Performance and reduces the 

negative relationship between Indivdualistic Cultural Value and Work 

Performance when Leader-member Exchange is high. 

  

In this thesis, data were collected at the group/dyad level.  Cultural dimensions at the 

societal level were reasonably projected to personal values at the individual level (e.g. 

Schwartz, 1990) by taking the proportionate aggregate of the average ratings in the 

GLOBE study for generalised analysis of motivational concerns.  Such a 

methodology was based on the probability that managers are dealing with an 

increasing number of employees with ICV pursuant to the cultural shift to 

individualism in South China.  This issue has become imminent, and both business 
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managers and leaders must tackle it by following the relationship-based approach of 

LMX for organisational effectiveness in people management.  The whole model is 

suggested and represented in Figure 3.  To pursue the ultimate stage of LMX 

development for a dyadic partnership to be fulfilled through network assemblies 

(Scandura, 1995), there is great potential for future research to boost the model from 

the group/dyad level to the organisation level with more empirical data taken from 

multiple organisations. 
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Chapter 4 Methods 

4.1 Research Design 

This study conducted a quantitative analysis with dyads as the unit of analysis.  To 

achieve more variance in the measurement of employees’ ICV, data were collected 

from a large Hong Kong owned hospitality firm with extensive operations in South 

China.  Both the supervisors and subordinates from over 64 work groups and up to 

190 dyads were surveyed in two phases in around November/December 2017 and 

April/May 2018 respectively.  The study was carried out in five main cities situated 

in the southern part of mainland China.  Questionnaires returned with poor data 

quality, such as too many missing data, were excluded.  

 

4.2 Sampling and Procedure 

As previously discussed, recent studies have documented significant differences in the 

ICVs held by citizens of Hong Kong and mainland China (e.g. Li, Fu, Liu, & Chen, 

2009).  However, the entrepreneurship (such as creativity, innovation and risk-taking) 

of Hong Kong management has had a sub-cultural influence on the work ideology of 

mainland Chinese workers.  Keeping interactive sub-cultural value exchanges in 

mind, variances in ICV among employees were nonetheless expected. 

 

To collect data, up to 190 leader–member dyads within the work units of various 

outlets situated in South China were surveyed.  There were 23 supervisors and 190 

subordinates among the respondents.  In each dyad, both the team leader and 

teammate were asked to respond to questionnaires assessing team-level relational 

identification, ICVs and other dimensions in different timeframes.  In this sample of 

leader–member dyads, the overall mean age was 23.08 years with a standard deviation 

of 2.627, which represented a local population of the young workforce of Generation 

Y in service industry.  Fifteen percent of the respondents had earned a university 

degree or above.  The average work tenure of the respondents was 17.29 months 

with a standard deviation of 13.618. 
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Controlling the effect of common-source variance, I adopted a multi-source and 

multi-phase approach (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003).  In the first 

phase, I collected data from team leaders, asking them to complete a survey 

questionnaire on the conditions of their team members (Appendix 1).  The followers 

were then asked to complete another set of questionnaires evaluating their own work 

conditions (Appendix 2). 

 

In adopting questionnaires from scales in different languages, the back-translation 

method was used.  All items were first translated from English into Chinese and then 

back to English for verification of their literal meaning (van de Vijver & Leung, 1997).  

The translated version was compared with the initial version and revised iteratively 

until it was as close as possible to the original. 

 

Questionnaires were distributed by local coordinators in five cities in South China to 

randomly selected 64 work groups led by 23 supervisors.  At operational level, one 

supervisor would lead a few work groups of about 5 subordinates on average, ranging 

from 3 to 10.  Over 300 sets of questionnaires were received from 190 subordinates 

under 64 work groups.  However, owing to missing data for certain questions, those 

questionnaires were discarded from analysis.  As a result, there were 203 data-sets  

were remained in regression analysis. 

 

4.3 Measures 

Individualistic Cultural Value (ICV) was measured by the adapted
1
 Triandis’ 

32-item scale composed of the subscales of individualism and collectivism.  The 

respondents were asked to respond to a series of situational scenarios and select their 

                                                      
1
 By adapted, I mean it was not word-by-word translated from the existing scale.  Nor has it used the 

same number of items in the scale.  I adapted the items from those studies according to the context of 

this study and obtained good reliability alpha (Li et al., 2013).  I understand this approach may not be 

as good as the approach of back-translation of the original scales with the same words and the same 

number of items.   Therefore, I discuss this as a limitation at the end of this thesis. 
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most likely action, i.e. ‘Are you a person who is likely to ...’.  A scenario might 

suggest that ‘when you go to another town, even if money is not a concern, you will 

stay with friends, rather than at a hotel’.  The reliability alpha of this instrument was 

0.69.  A short form of five items were adapted in my survey with focus on one’s 

collective work satisfaction, demonstration of individual’s potentials in groups, 

competing personal and collective goals, sense of lone work and resistance from 

others’ influence, group rule compliance (Appendix 3). 

 

Organisational Identification (OI) was measured by the instrument created by 

Gautam, Dick and Wagner (2004).  The scale includes eight items, such as ‘I would 

probably continue working for (organisation) even if I did not need the money’ and ‘I 

am glad I chose to work for (organisation) rather than another company’.  The scale 

had acceptable reliability (Cronbach’s alpha = 0.78). 

 

Work Performance (WP) was measured by a five-item scale adapted from 

Abdel-Halim (1983).  Each respondent was rated by his/her immediate supervisor 

with respect to five dimensions: quality of WP, productivity on the job, amount of 

effort expended on the job, speed on the job and overall WP.  The sample items were 

taken from Porter and Lawler (1968) and rated on a 5-point scale by the group leaders.  

The reliability alpha of this instrument was 0.87.  

  

In this respect, it is worth noting that House and Mitchell (1974) predicted the 

responses of individualists and collectivists based on the nature of the task.  In 

managing ambiguous tasks, they suggested that participative leadership would work 

well to enhance employees’ motivation and satisfaction, regardless of their 

individualistic orientation (for work independence) or collectivist acceptance of 

authoritarianism.  According to them, when given clear and repetitive tasks to be 

discharged, employees with strong individualistic thinking would still respond 

favourably to participative leaders and not oppose them. 

 



 

 89 

Leader–member exchange (LMX) was measured by a scale adapted from Graen and 

Uhl-Bien’s (1995; see also Masyln and Uhl-Bien, 2001) LMX7 scale.  Each of the 

group members responded to the items in this instrument to indicate their perceptions 

of LMX.  Items in this instrument were ‘How well do you understand this follower’s 

job problems and needs’; ‘How well do you recognise this follower’s potential’; ‘How 

effective is your working relationship with this follower’; ‘How well do you maintain 

a good working relationship with this follower’; ‘Are you willing to use your 

authority to help this follower solve problems’; ‘Are you willing to use your authority 

to support this follower at work’; ‘Can this follower count on you to help when 

needed’ (Cronbach’s a = 0.80). 

 

In Graen and Uhl-Bien’s (1995) model, the three main components of LMX are 

respect, trust and obligation.  The social exchange process takes place through offer 

and acceptance of the team-based relationship under conditions of (i) mutual respect 

of the others’ capabilities, (ii) anticipated deposit of accumulative trust and (iii) 

expected long-term interactions related to the duties and obligations of co-workers, 

together with career development as part of the vocational identity perspective.  

Growing a work relationship in LMX differs from personal and peer friendship based 

on its social environmental context.  Yet the dimensions of mutual respect, trust and 

obligation individuals perceive are specific and relevant to their vocational 

capabilities and work behaviours.  The factors are thus differentiated from the liking 

based dimensions of interpersonal attraction and bonding proposed by Liden and 

Maslyn (1994).  These elements best explain how relationships develop between 

leaders and follows from their initial interactions, when values are identified through 

respect, then by complying with norms through trust, and finally evaluating goal 

achievement through obligation.  The model addresses the trait-like attributes of 

ICVs.  

 

Factor loadings of key constructs were listed in Table 10.  For team leaders’ items, 

both ICV and WP items had high factor loadings of 0.70-0.75 and 0.79-0.85 



 

 90 

respectively, which were considered acceptable for practical significance, i.e. >0.40 

for a sample size of 200.  For team members’ items both LMX and OI had high 

factor loadings of 0.78-0.83 and 0.79-0.88 respectively, which were also acceptable 

for practical significance, i.e. >0.40 for a sample size of 200.  Cross loadings for 

majority of items were below and around 0.30 only, except slight cross loadings for 

OI1, OI2, OI4 and OI8 of 0.40-0.53 on LMX. 

 

4.4 Control Variables 

The common control variables of employee age, gender, education level and work 

tenure were included in the analysis.  The effects of several other variables, such as 

whether employees were the same gender or a similar age as their leaders, their work 

tenure with the firm and time working with the leaders (tenure working with group 

leaders) were also controlled for.  According to prior research, these variables can be 

confounded with other variables.  For instance, Hoffman et al. (2011) found that 

supervisory tenure (direct work with the supervisor) could promote value convergence 

between leaders and followers.  All of these variables could affect their perceptions 

of supervisors’ participative leadership in LMX dyads.  The effects of these variables 

were therefore controlled for. 

  

4.5 Data Analysis 

In this thesis, prior to testing my hypotheses, I conducted the confirmatory factor 

analysis (CFAs) to evaluate the discriminant validity of all variables of ICV, OI, WP 

and LMX.  Thereafter, the programme HLM 6.08 was used to generate and evaluate 

the within-group effects and the separate effects of group level predictors on the 

intercepts and slopes at the individual level (Raudenbush et al., 2004), to test the 

hypotheses involving OI, WP and LMX, driven by the antecedent impact of ICVs. 
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Chapter 5 Results 

5.1 Analytical Strategy 

Data were collected from over 64 work groups with up to 190 dyads in five main 

cities of South China.  It was believed that this would provide sufficient 

heterogeneous samples to examine the contextual effects (Mass & Hox, 2004) in the 

first instance.   

 

Two analytical techniques were used in this study, namely confirmatory factor 

analysis (CFA) and hierarchical linear modelling (HLM).  First, conventional CFA 

was adopted to test the discriminant validity of all constructs.  The fitness of 

different factor models was exhibited and compared across a series of CFAs.  

Descriptive statistics then established the basic sign of relationships among variables 

to proceed to the stage of hypothesis testing. 

 

Second, in view of the nested nature of the data, i.e. a supervisor conducted 

behavioural assessments for multiple subordinates in work groups, both individual 

and environmental factors would affect individual behaviour at workplace for which 

data collected within groups would be dependent between groups (Randenbush et al, 

2004).  This dependence may arise as a result of shared subordinates’ experiences 

with regard of the supervisor’s practices.  In order to deal with hierarchically 

structured data for valid inferences, the hierarchical linear modelling (HLM) 

techniques not only facilitate a decomposition of the relationship between the 

variables into separate individual level and group level components, but also 

recognise the dependence among work performance of employees within the same 

work group.  HLM was applied to test the cross-level model with the mediator of OI 

and the dependent variable of WP as individual level variables and the independent 

variable of ICVs as the group level variable.  The programme HLM 6.08 can 

generate and evaluate the within-group effects and separate effects of group level 

predictors on the intercepts and slopes at the individual level (Raudenbush et al. 2004).  
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Using multilevel software, the hypotheses were tested following the HLM approach.  

Lastly, the overall model was validated using a grand mean centring approach.  OI is 

considered as an individual level construct because perceptions of organisation 

identity may be different among employees from their individual attributes or 

experiences in an organisation (Taifel and Turner, 1982).  Therefore, only ICV was 

grand mean centred, where overall mean of each predictor was subtracted from every 

case of the variable to reduce multicollinearity (Hofmann & Gavin, 1982). 

  

5.2 Confirmatory Factor Analysis on Measurement Models 

I followed the item-to-construct process (Little et al., 2002) using confirmatory factor 

analysis (CFA) to examine the discriminant validity of the variables.  The results of 

the model-fit and several alternative measurement models are shown in Table 7.  

Item parcelling was performed to reduce the number of indicators in each construct, 

by combining two items from each scale with the highest and lowest factor loadings 

and repeating the same method for the other constructs one by one (Hall, 1999). 

 

As stated, the expected model (four-factor) was proved to be the most suitable 

solution for this thesis, i.e. χ2/df=1.455(<3.0), Tucker-Lewis Index (TLI) =0.862 

(>0.85), comparative fit index (CFI) =0.876 (>0.85), root-mean-square error of 

approximation (RMSEA)=0.047 (<0.05), outperforming all of the other models.  In 

summary, the expected measurement model had acceptable fit levels and validity (Hu 

& Bentler, 1999). 

 

For other six alternative three-factor models in Table 7, they are ICV and OI 

combined mean (Model 1), ICV and LMX combined mean (Model 2), OI and LMX 

combined mean (Model 3), OI and WP combined mean (Model 4), LMX and WP 

combined mean (Model 5) and ICV and WP combined mean (Model 6), i.e. all χ2/df 

< 3.0, ranging from 1.444 to 1.94.  WP is largely discriminant from other variables 

of OI, LMX and ICV by nomenclature (i.e. Models 4 - 6) and both TLI and CFI of 

these models < 0.85 (i.e. 0.714 and 0.741 in Model 4; 0.761 and 0.741 in Model 5; 
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0.765 and 0.787 in Model 6).  Therefore, Models 4 - 6 were proved to be 

unacceptable.  For Models 1 and 2, ICV was believed to be negatively correlated 

with OI and LMX in Asian cultures, i.e. CFI = 0.853 (> 0.85) but TLI = 0.837 (<0.85) 

and RMSEA=0.051(>0.05) in Model 1; CFI = 0.854 (> 0.85) but TLI = 0.839 (<0.85) 

and RMSEA=0.051(>0.05) in Model 2.  Therefore, Models 1 and 2 were proved to 

be marginally unacceptable.  For Model 3 in which OI and LMX were combined, it 

was also proved to have acceptable fit levels and validity, i.e. TLI=0.859 (>0.85), CFI 

=0.872 (>0.85), RMSEA=0.047 (<0.05) because OI and LMX was believed to be 

positively correlated.  Although the four-factor model fit the data only slightly better 

than Model 3, it would be more theoretically sound to explain the hypotheses in this 

thesis, whereas both organisational identification and leader-member exchange were 

profound and established constructs in the field.  Finally, the confirmatory factor 

analysis showed that the one-factor model did not fit the data to a greater extent, i.e. 

TLI=0.585 (>0.85), CFI =0.622 (>0.85), RMSEA=0.082 (<0.05), χ2/df = 2.363 (< 

3.0). 

 

5.3 Descriptive Statistics 

Descriptive statistics and Pearson’s correlations among all variables were calculated 

and are shown in Table 8.  ICV was significantly negatively correlated with OI 

(β=-0.460, p<0.01), LMX (β=-0.499, p<0.01) and WP (β=-0.155, p<0.05).  

Conversely, OI was significantly positively correlated with LMX (β=0.584, p<0.01) 

and WP (β=0.174, p<0.05), providing a good foundation for further hypothesis testing.  

The mean score of ICV is 3.86, with s.d. of 0.572.  

 

 

5.4 Test of Hypotheses 

 

Table 9 reports the results of data analyses of hierarchical linear modelling for seven 

models as generated by HLM 6.08.  These models are represented by the following 

simplified equations: 
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Model 1: OI = β10 + e1  (Age + Gender + Education + Tenure) 

Model 2: OI = β20 + β21ICV + e2 

Model 3: OI = β30 + β31ICV + β32LMX + β33ICVxLMX + e3 

Model 4: WP = β40 + e4   

Model 5: WP = β50 + β51ICV + e5 

Model 6: WP = β60 + β61ICV + β62OI + e6 

Model 7: WP = β70 + β71ICV + β72OI + β73LMX + β74ICVxLMX + e7 

 

5.4.1 The Direct Effect of Individualistic Cultural Value on Organisational 

Identification 

Table 9 reports the results of data analyses by hierarchical linear modelling.  As the 

data in the table show, ICV is significantly negatively correlated with OI (β=-0.458, 

p<0.001, Model 2), which supports H1. 

 

5.4.2 The Direct Effect of Organisational Identification on Work Performance  

In Table 9, after controlling for demographic information and work tenure with 

supervisor, OI is significantly positively correlated with WP (β=0.190, p<0.05, Model 

6), which supports H2.   

 

5.4.3 The Mediating Effect of Organisational Identification on Individualistic 

Cultural Value and Work Performance 

H3 postulated the negative influence of ICV on WP is mediated by OI.  The 

mediation analysis involves three steps (Baron and Kenny, 1986) in Table 9.  First, 

the independent variable ICV is significantly related to the dependent variable WP 

(β=-0.134, p<0.05, Model 5).  Second, the independent variable ICV is significantly 

related to the mediating variable OI (β=-0.458, p<0.001, Model 2), i.e. H1.  Third, 

the mediating variable OI is also significantly related to the dependent variable WP 

(β=0.190, p=0.05, Model 6). 

 

After inserting OI into Model 6, the relationship between ICV and WP was 

non-significant (Model 7 in Table 9), which proves that OI fully mediated the 
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relationship between ICV and WP, supporting H3.  

 

5.4.4 The Moderating Effect of Leader-member Exchange on Individualistic 

Cultural Value and Organisational Identification 

Following the procedures of Aiken and West (1991), I centralised all of the variables 

before analysing the moderating effect of LMX.  As shown in Model 3, the 

interaction of ICV and LMX was significantly negative when correlated with OI 

(β=-0.128, p<0.001), which fulfils the first condition of significant interaction effect 

of ICV and LMX on OI to confirm H4.   

 

To probe this interaction more intuitively, I compared the slopes of the regression 

lines of the interaction (Stone and Hollenbeck, 1989), which was regressed on OI for 

high and low levels of LMX (i.e. +1 and -1 SD from the mean or M = 4.19 and M = 

2.91 for LMX).   

 

Let X be ICV, Y be OI and Z be LMX as the independent variable, dependent variable 

and the moderator respectively. 

 

Equation: Y = b1X + b2Z + b3XZ + b0 

Restructured: Y = (b1 + b3Z)X + (b2Z + b0)                                 

 

where b1, b2, b3, & b0 are the regression coefficients of X, Z, XZ, & Y-intercept 

respectively and (b1 + b3Z) is the slope of Y on X at Z level. 

 

The values of high Z & low Z are suggested below (Cohen & Cohen, 1983):  

(1) One standard deviation above the mean of Z  

(2) One standard deviation below the mean of Z 
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As per the simple slope analysis shown in Figure 4, the relationship between ICV and 

OI became weaker with higher levels of LMX (i.e. compared with the steeper slope, 

with low levels of LMX, r=-.035, p<0.05).  Thus, H4 is supported. 

 

5.4.5 The Direct Effect of Individualistic Cultural Value and Work Performance 

and the Moderating Effect of Leader-member Exchange 

There was significantly and negatively correlated between ICV and WP (r=-0.134, 

p=0.05) in Model 5, which supports H5a. 

 

Nonetheless, ICV had no significant effect on WP in Model 7, and the interaction 

between ICV and LMX was not significant.  Therefore, H5b for predicting 

moderation of LMX on direct relationship between ICV and WP is also not supported. 
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Chapter 6 Discussion 

In this thesis, I examined the mediating mechanism underlying the ICVs held by 

employees, their WP and a boundary condition under which ICV influenced WP.  

Specifically, focusing on the mediating role of OI and the moderating role of LMX, I 

tested the relationship between ICV and WP.  Using data collected from a large 

Hong Kong firm operating in both mainland China and Hong Kong, I found that 

employees’ increased ICV decreased the process of OI, which in turn influenced their 

WP.  Further, I found that the level of LMX could buffer the negative effect of ICV 

on OI and the indirect effect of ICV on WP via OI. 

 

6.1 Theoretical Contributions 

This research makes several important contributions.  First, it contributes to the 

literature on culture values by examining the impact of individualistic values on the 

WP of employees in South China at the individual level.  This has traditionally been 

characterised by a low level of individualism (e.g. The Chinese Culture Connection, 

1987; Hofstede, 1980, 1983; Hui & Triansis, 1986; Redding 1980).  In recent years, 

however, empirical results from the GLOBE project have shown a rapid increase in 

the score for individualism in Hong Kong.  This could serve as an early indicator of 

rising ICV among people in South China due to proximity and language.  In other 

words, with constantly increasing globalisation, cultural values may become 

malleable in collectivist societies in Southern part of China.  It is thus interesting and 

important to study the impact of rising individualism on the WP of employees in the 

South China service industry.  Because previous research has tended to view culture 

as a stable set of constructs (e.g., Kluckhohn & Strodtbeck, 1961), it has remained 

unclear how the rise of individualism in a rapidly developing economy such as South 

China could influence employees’ WP.  

 

Kluckhohn and Strodtbeck (1961) established value orientation theory based on five 

common human concerns comprising (i) human nature, (ii) man-nature relationships, 
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(iii) time sense, (iv) activity and (v) social relations.  Value orientation theory refers 

to the value-based management of a few best solutions to address core societal 

problems. However, the adoption of such solutions has varied among different 

cultures.  In recent decades there has been a rapid increase in individualistic values 

in South China’s organisations, evidenced by several studies (Huo & Randoll, 1991; 

McGrath, Macmilan, Yang & Tsai, 1992).  It has been observed that individualistic 

cultural values are malleable and can change with the external environment (Li & 

Karakowsky, 2002).  Upon Japan’s economic recession since 1990s, even as the 

source of rapid economic growth has shifted from Japan to China, interest in Asian 

business practices has continued unabated. 

 

There are several environmental factors on the rising ICVs of Chinese people, 

especially among the young workforce in the South China region.  In 

socio-economic perspective, Chinese people has been experiencing Western-imported 

industrialisation, globalisation and internationalisation, and implementing China’s 

National Policy of One Belt One Road (OBOR).  For special socio-political 

background in South China, there are the ‘One Country Two Systems’ Reunification 

Policy enacted in the neighbouring Hong Kong and the ‘Guangdong-Hong 

Kong-Macao Greater Bay Area (GBA)’ at the Pearl River Delta.  In 

socio-technological perspective, both social media and the mobile technology have 

brought about social network revolution on cyber communication without distance 

boundary to steer the ‘global village culture’.  Further longitudinal studies on 

cultural changes with institutional analysis on environmental issues are imminently 

needed.  This study serves as a good insightful foundation to proceed the changing 

ICVs among Chinese and other Asian nations with more complicated environmental 

parameters and regional policies. 

 

Most of the authors in this area have focused on the moderating roles of 

individualism/collectivism in the relationship between situational/individual factors 

and employee work outcomes.  Relatively less research has examined its direct effect 
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on work outcomes (Bao et al., 2015; Tuzun & Kalemci, 2012; Yang et al., 2012).  

For instance, Bao et al. (2015) examined the effect of Chinese employees’ 

collectivism or group orientation (through dimensions such as collective reliance, 

interest, goals, regulations and care) on knowledge sharing as a favourable work 

behaviour for firms’ strategic competitive advantage in innovation.  Tuzun and 

Kalemici (2012) examined the association between employees’ cultural values and 

their intention to leave.  Yang (2012) contributed the moderating effect of 

individualist-collectivist cultural values on work demands and job stress.  For 

example, Chinese workers with high resilience and collectivist views may tolerate 

long working hours, and perceive this condition as less threatening when they believe 

co-workers with interdependent social relationships will help one another collectively. 

 

Previous research on individualism/collectivism has generally been conducted at 

either the cultural level or individual level, leaving the issue of individualism/ 

collectivism at the team/group level understudied (Jetten et al., 2012).  In 

operationalisation of value exchanges in social interactions among employees, 

supervisors and business leaders, formation of value convergence/divergence, identity 

fusion/threat, membership maintenance/dismissal and goal congruence/incongruity 

should take place at the team/group level through socialization, internalization, 

organisational identification.  Addressing the research gaps, as indicated above, this 

thesis has contributed to the literature by investigating the direct link between an 

individual’s cultural values and WP in groups/teams. 

  

Second, this study contributes to the literature on culture values by unravelling the 

mediating role of OI in the relationship between ICV and WP.  The research 

findings show that employees’ ICV had a negative effect on the degree of OI, which 

in turn impacted their WP.  This finding helps us better understand the puzzle 

underlying the relationship between individualism and WP. 

 

Third, this study also identified an important boundary condition under which the 
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effect of employees’ ICV can be strengthened or weakened at team/group level under 

contextual intervention of LMX on rebuilding relationship for collectivistic 

cooperative work environment.  Specifically, LMX moderated the relationship 

between ICV and OI such that the negative relationship was neutralised when LMX 

was high rather than low.  By investigating the moderating role of LMX, the 

understanding of the boundary conditions under which ICV affects employees’ 

self-categorisation for social identity or organisational identity in the business 

management context is advanced. 

 

Finally, there have been descriptive accounts to coordinate common motivational 

elements of individualistic values of individuals with traits of other cultural 

dimensions such as independent thinking to oppose power distance, direction to 

uncertainty avoidance, masculinity and long-term orientation, hedonism to indulgence 

and restraint, while empirical support is given to one’s ICV of pursuing uniqueness of 

personal competence and capability in the arena of work performance in this paper.  

As for the main difference between individualism and power distance, people with 

high ICV believe on uniqueness of personal prowess to outperform others as 

outstanding elites, while people with high power distance value tend to oppose and 

challenge power system purely for equity at low power position.  While power 

distance developed from ancient philosophical beliefs can induce attitudes/behaviours 

(e.g. respect) towards seniors and supervisors, one’s ICV can induce 

attitudes/behaviours (e.g. empathy, respect and cooperation) towards ‘others’ and 

groups more holistically. 

 

6.2 Managerial Implications 

This research has two practical implications for managers.  First, managers, 

especially those in hospitality organisations operating in collectivist societies of South 

China, should be more attentive to rising individualistic culture values among their 

employees as a common phenomenon.  As the research findings indicate, when 
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individualistic culture values expand, both OI and WP may be influenced.  Managers 

in Chinese dominant societies, which traditionally share collectivist cultural values, 

should take measures to either change the current system of HRM or restore the 

traditional institutional system of promoting collective goals and interests. 

  

Second, the findings suggest that LMX moderates the negative relationship between 

ICV and OI.  According to the data, LMX is a beneficial people management 

approach that may moderate the negative effect of one’s ICV on OI.  Therefore, 

organisations can make greater effort to promote LMX relationships for employee 

role-making while simultaneously cultivating collectivist cultural values.  In this way, 

employers or managers can deal more effectively with the negative consequences 

resulting from rising individual cultural values. 

 

People management in labour-intensive service industries such as hospitals, 

government services, hotels, tourism and property management, is particularly critical 

to quality service and thus competitive advantages based on human assets in both 

commercial and public organisations.  In this thesis, I discussed the rise of 

individualism in the southern part of China (i.e. Greater Bay Area), where Chinese 

citizens are expected to have high collectivist values.  The most observable 

behavioural difference between individualistic and collectivist cultural values was that 

individuals tended to challenge power distance and were less willing to compromise 

on decision-making.  Employees whose individualistic values differed from 

corporate values and norms were inclined to have self-centred thinking, lack of 

empathy and loss of mutual respect and trust.  As a result, organisational consensus 

could hardly be built at the operational level.  Value divergence was more likely to 

bring about staff disputes and conflicts when ones’ values and beliefs were challenged 

by others.  This further hindered the ability of staff to build teams among co-workers 

and even supervisors.  When harmony at work was destroyed, staff were compelled 

to leave their organisations with a view to finding another ‘happy’ work place where 

they could develop their career and social life. 
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Facing such predicaments, business leaders, line managers and supervisors should pay 

more attention to re-aligning their employees’ values with the organisation’s values 

through OI and membership.  Pursuant to the doctrine of OI, they should follow the 

relationship-based approach of LMX at the dyad level and then network assemblies 

up to the organisational level.  That is, LMX or other HRM systems for staff 

relationships, corporate communications, cohort training and dyad mentoring can rely 

on the moderating effect to confer team values and norms as personal values through 

the looking glass self at the team level and then project them at the organisational 

level through role interactions among interdependent dyads.  Leaders and managers 

have a duty to accomplish value convergence before they pursue the long-term 

orientation of goal congruence.  With public hospital administration as my 

vocational identity, and my vast work experience with and exposure to mass people 

management, I suggest that LMX would work better in small- to medium-sized 

private firms, up to the ultimate stage of competent team-making networks with ideal 

staff–partnership relationships.  The street-level bureaucracy found in small public 

organisations such as NGOs (non-governmental organisations) and the structural 

bureaucracy of large public organisations such as the Mass Transit Railway and 

Hospital Authority would hinder the interdependence of network assemblies among 

individual work units and departments.  It would also impede the effectiveness of 

LMX and its ability to cascade across whole organisations (i.e. collectivities as 

aggregations of dyads), due to the absolute and genuine emphasis on divisional 

accountability and the value of money.  Yet in public sector management, LMX can 

operate well in relationship domains between supervisors and subordinates in a 

respectful and cohesive manner at the group level.  Notwithstanding the distinct 

nature of public service management, in recent years most public organisations have 

endeavoured to transform people management strategies by empowering leadership in 

structured HRM systems.  I trust that the inclusion of LMX elements is still the right 

direction ahead. 
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Third, it is of paramount importance to understand the subtle mediating role of OI at 

its core to explain the impact of ICVs (stemming from the society to personal values) 

on WP.  This study has shown the specific relevance of the young generation 

workforce, who have been actively affected by societal culture and social media in the 

information age. It has drawn special attention to middle managers and top leaders as 

they relate to the imminent issues of ICVs and their impact on mainland China 

organisations in the southern region.  At the same time, it has suggested that 

managers should be careful to acknowledge that individualistic values can still be 

beneficial to initiating enhanced innovative creativity capability, which is desperately 

needed to outperform in the contemporary technology led business economy.  In this 

regard, people management in sizable service industries has been a research focus in 

this thesis. 

 

6.3 Limitations and Future Research 

This research has limitations.  The biggest one is the limitation of external validity.  

Specifically, the consequences of individualism have been tested only in South China 

collectivist societies in Greater Bay Area,  In absence of other East Asian country 

samples, the paper lacks generalisability to other divergent cultures in East Asia.  

Therefore, the findings may also not be applicable to Western societies where 

dominant individualism traditionally exists.  Further studies should be performed to 

replicate this study in Western cultures. 

 

Second, individualistic values at the dyad level nested within individualism/ 

collectivism cultures were examined.  To avoid awkwardness, I sometimes referred 

to Schwatz (1990) directly, using ‘individualism’ and ‘collectivism’ when culture and 

personal values were not strictly distinguished as the core.  Otherwise, more specific 

terms such as individualistic culture and collectivist were deployed.  Although this 

approach is methodologically appropriate, it is important to note that individuals vary 

in their cultural attitudes.  Yet in most parts of this thesis, the terms ‘one’s cultural 
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value’ in general and ‘individualistic cultural value’ were adopted to specifically 

explain certain value types of individualism. 

 

Further, in this thesis only one dimension of WP was measured.  One’s ICV might 

have also influenced other dimensions of employee performance, such as employee 

turnover and citizenship behaviour.  Future research should focus more on 

investigating the effect of ICV on other dimensions of employee performance.  In 

addition, the surveyed sample was demarcated in hospitality industry with emphasis 

on people management of large frontline young workforce for delivering direct 

customer service in South China.  The upside benefits of individualism on 

innovation and creativity driven work outcomes are however understudied.  Now 

that along with the recent development of Greater Bay Area (GBA) at the Pearl River 

Delta, young entrepreneurship for innovation and creativity is highly promoted in 

South China.  The positive side of ICV embraced by young people warrants further 

investigation for greater contribution in Asian business practices. 

 

Besides, regarding adaption of the existing scale of ICV, it was not direct 

word-by-word translation from existing items.  Nor has it used the same number of 

items in the scale.   I adapted the items from those studies according to the context 

of this study and obtained good reliability alpha.  This approach may not be as good 

as the approach of back-translation of the original scales with the same words and the 

same number of items. 

 

Finally, only two rounds of data collection were carried out.  This may not benefit 

much from a cross-sectional design with common variance problems.  Additional 

rounds of data collection for improved time series analysis could be addressed in 

future studies.  
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Chapter 7 Conclusion 

There are multiple environmental factors such as globalisation and 

internationalisation, the national policy of outward-looking One Belt One Road 

(OBOR) and inward-looking regional Greater Bay Area (GBA) in South China.  We 

are living in the technological era of social media and up-and-coming 5G 

communication coverage in the contemporary business and social world of the ‘global 

village’.  ICVs have been spreading and are becoming deeply rooted in the mindsets 

of people in many other emerging markets, especially in East Asia, where 

Confucianism and collective norms have traditionally been dominant.   

 

According to the findings from this thesis, one’s ICV can decrease employees’ OI, 

which in turn leads to poorer employee performance.  Meanwhile, LMX may 

alleviate the negative effect of ICV on OI such that the direct effect of ICV on OI and 

the indirect effect of ICV on employee performance via OI can become weaker when 

LMX is high.  The LMX approach creates room for empowerment and control by 

professional managers and business leaders at various levels of in-group interactions, 

(i.e. individual, groups and organisations).  They can play an active role in rectifying 

the uncontrolled individual factor of ICV under a controllable work environment to 

link personal values to OI.  This serves the best interests of the organisation in terms 

of WP and productivity.  In this respect, it would be interesting to perform more 

studies to further explore the effects of envisioned ICV among employees on WP and 

HRM as a whole. 
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Table 2 Schwartz’s Universal Value Types (Defined by Motivational Concern) 
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Table 3 Impact of Environmental Factors on Developing Individualistic Cultural 

Values in South China 

Situation-specific Environment Value orientation (Responses) 

(Kluckhohn & Strodtbeck, 1961) 

Impact on ICV 

(Schwartz, 1990) 

Socio-economic Factor 

- Western Industrialisation, 

Globalisation and 

Internationalisation, National Policy 

on ‘One Belt One Road’ 

 

(Hofstede, 1980; Inglehart, 1997; 

Triandis, 2004; Schwartz, 1992; 

Ralston, 1993; Bond & King, 1985; 

Eisenstadt, 1973; Mouton & Blake, 

1970; Pascale & Maguire, 1980) 

 

Shift from harmony with nature to 

dominance over nature 

 

Future oriented 

 

Accomplishment 

Achievement 

Sense of outstanding self and 

growing ambition by social 

standards of personal success and 

outstanding accomplishment 

through demonstrated capability 

  

Socio-political factor  

- ‘One Country Two Systems’ 

Reunification Policy for Hong Kong 

Special Administrative Region in 

South China 

- ‘Guangdong-Hong Kong-Macao 

Greater Bay Area’ in South China 

 

(Hofstede, 1980; Huo & Randoll, 

1991; Yuen, 2007; Fung, 2004; 

Jetten et al., 2002; Kluckhohn and 

Strodtbeck, 1961; Triandis, 1994) 

Mistrust evil human nature 

 

Shift from historical past, self- 

oriented present and growth 

oriented future 

 

Shift from hierarchical social 

relations to collateral (group) or 

individual  

 

Cultural fusion in sub-cultures of 

South China, e.g. Special 

Administrative Regions such as 

internationalised Shenzhen and 

early-Westernised Hong Kong with 

close proximity of language, time 

and place 

Social power 

Spillover of national identity threat 

of Hong Kong people to mistrust 

Hong Kong local government - rise 

of ICV over collectivist cultural 

values of empathy and harmony in 

Chinese customs and traditions 

 

High ICV to challenge power 

distance, e.g. in Hong Kong 

 

Socio-technological Factor  

- Cyber Technology and Social 

Media 

 

(Triandis, 1994; Castell, 2009; 

Presnsky, 2001; Bennett et al., 

2008; Wesner & Miller, 2008; 

Bennett et al., 2008; Wesner & 

Miller, 2008; Schwartz, 1990) 

Shift from historical past to self- 

oriented present or technology 

oriented future 

Hedonism 

Personal indulgence in comfortable 

life of both virtual and augmented 

reality (VR and AR) 

Escape from or avoidance of 

fluctuations in reality and social life 

 

Achievement 

Another form of achievement in 

cyber world, e.g. top player in 

mobile games  

 

Dominance over nature 

 

Accomplishment 

 

Shift from hierarchical social 

relations to collateral (group) or 

individual  
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Perceived personal intelligence and 

imagination in massive information 

tank on website 

 

Self-direction 

Belief in absolute freedom to 

choose actions and behaviours in 

cyber world 

 

Independent thinking by 

unbounded decision-making 

 

Stimulation 

Sense of excitement and enjoyment  

to freely challenge others in the 

varied life of the cyber world 

 

Motivation stimulating personal 

novelty from exchanges of massive 

information on websites 

 

Table 4 Levels of Representation of the Self by Self-concept and Social Comparison 

Level of analysis Self-concept Basis of 

self-evaluation 

Frame of reference Basis social 

motivation 

Individual 

Interpersonal 

Group 

Personal 

Relational 

Collective 

Traits 

Roles 

Group prototype 

Interpersonal comparison 

Reflection 

Intergroup comparison 

Self-interest 

Other’s benefit 

Collective welfare 

 

Table 5 Synthesis of OI Literature 

Scholars Contributions Logical Linkage 

Simon (1947) Doctrine of organisational identity Organisational identity and 

identification 

Ashforth and 

Corley (2008) 

Identification can be situational or ideological. 

Individual’s concept of existence can extend to 

performance management 

Different identifications may co-exist 

Identification process 

Divergence, convergence and 

combinations among multiple 

identifications 

Cheney and 

Tompkins (1987) 

Identification is the way individuals acquire and make 

use of identity, i.e. ‘the appropriation of identity’ 

Identification takes place by means of communicating 

Organisational identification (OI) 

can function as a self-control 

system for employees in an 
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a series of key symbolic linkages (e.g. corporate 

image) 

It is ‘an active process by which individuals link 

themselves to elements in a social scene’ 

organisation who are free to 

choose the best way to achieve 

expected goals and benefits of the 

organisation they recognise as a 

made identity. 

Pratt (1998) 

 

Rousseau (1998) 

OI is value alignment of both individuals and 

organisations 

The way of expressing personal views and judgments 

and classifying the self with respect to the identity of 

having organisational membership 

Exchanging and aligning values 

through classifying the identity of 

organisational membership 

Ashforth and 

Mael (1989) 

‘The perception of oneness with or belongingness to 

an organisation, where the individual defines him or 

herself in terms of the organisation in which he or she 

is a member’ 

The theory of social identity is exactly constructed by 

the cognitive, affective and evaluative ingredients for 

effectively explaining the formation process of 

organisational identification  

Social identity theory 

 

 

O’Reilly and 

Chatman (1986) 

Breaking down the identification process into 

cognitive to affective stages in terms of motivation 

aspect, as a means of psychological attachment 

One should bear in mind that affective organisational 

commitment is more like psychological attachment, 

whereas OI is about appropriating the identity 

acquired 

Both constructs are similarly driven by the human 

needs of employees in an organisational context 

Tajfel and Turner 

(1982) 

Social identity is defined as ‘that part of an 

individual’s self-concept which derives from his or her 

knowledge of his or her membership of a social group 

(or social groups) together with the value and 

emotional significance attached to that membership’. 

Social identity theory stipulates that people formulate 

social identities according to their perceived social 

categories, in which they intuitively affect individuals’ 

behaviour and identification  

Lawrence 

Kohlberg (1958) 

Erikson (1982) 

Different growth stages of moral reasoning Moral reasoning on situational 

justification of truths. 

George Herbert 

Mead (1863–

1931) 

The self-concept is shaped and influenced by social 

experience in the course of social interaction and 

learning 

Social influence to shape 

self-concept 

Theory of social behaviourism 

Charles Horton 

Cooley (1902) 

Extended Mead’s self-concept to the analogy of 

looking glass self 

Analogy of looking glass self 
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It concerns others’ perception of the individual to 

identity self-image 

They learn, shape and actualise the self by taking the 

role of others 

Empathy is found to be the basis and the major 

component of socialisation 

Tajfel and Turner 

(1985) 

Self-concept composes personal identity and social 

identity 

According to social identity theory, the individual 

member tends to self-define social classes by 

projecting his/her own prototypical features and 

traits due to cognitive certainty and perceived 

familiarity with such matters 

Organisational identification is described as a process 

of self-categorisation 

Concept of self - personal identity 

and social identity 

Self-categorisation theory 

Tolman (1943) 

 

 

 

Katz and Kahn  

(1978) 

 

Staw (1984) 

Under deep perception of group labelling, individuals 

face the same fate, share the same destiny and 

experience the same successes and failures as the 

group. 

It projects individuals to assume the accomplishments 

as their own beyond their prowess and ability 

On the dark side, individuals may attribute personal 

failures or wrongdoing to the larger self as a group 

OI holds as a typical type of social 

identification 

Turner (1982) 

 

Tajfel and Turner 

(1985) 

Abrams and Hogg 

(1988) 

Burke and Franzoi 

(1988) 

It does not form any specific affective attachments or 

behaviours 

Relational and comparative concept 

 

Element of self esteem 

 

Subjectively and positively evaluate their social 

identity 

Conceptualisation of organisational 

identification 

Frederick Taylor 

(1911) 

 

 

Chester Barnard 

(1938) 

Goal congruence to align common interests of 

members and their organisation by means of ‘close, 

intimate, personal cooperation between the 

management and the men’. 

‘Coalescence’ of the employee towards the 

organisation is the key to drive work motive and 

devotion. 

Value congruence 

 

Identical goals and interests are 

realised through identification of 

individuals with the organisations. 

 

Cheney (1983) Degree of OI depends on the employee’s personal 

beliefs and attitudes 

Kassing (1997) Under the umbrella of OI, employees are guided to 

behave and make decisions for problem solving by a 

preferred set of alternative solutions, in favour of best 

interests of the organisation and its success 
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Van Dick (2004) The convergence of organisational identity and 

self-identification determines the individual’s fitness 

for the working organisation 

Riketta (2005) Self-identification and commitment to an 

organisation is to a certain degree correlated in the 

course of organisational identification 

Levinson (1970) 

 

 

 

Drucker (1986) 

The implication of OI at organisational level is widely 

addressed.  The application extends to the merger 

and acquisition activities of listed companies. 

 

The key to regaining confidence and loyalty of 

employees in the aftermath 

Value impairment of existence with 

sense of self in their organisational 

position or membership, probably 

resulting in eroded staff loyalty 

Cheney (1983) The consequences of organisational identification 

could be positive work attitudes and behaviours such 

as good work performance, job satisfaction and 

motivation, participative staff engagement, 

harmonious staff relationship and low staff turnover 

However, there are drawbacks to OI discovered by 

some researchers in the modern technology age, i.e. 

protective mentality of creativity thinking and 

uncertainty avoidance. 

Possible consequences of OI 

O’ Reilly and 

Chatman (1986) 

 

 

 

 

 

Ashforth, 

Harrison and 

Corley (2008) 

OI could probably weaken the staff’s intention to 

leave, resulting in reduced turnover rate, increased 

tenure at work and even extra role behaviours, i.e. 

employees are willing to perform extra duties 

irrelevant to and on top of their own roles and 

responsibilities for the best interest of the 

organisation 

First to identify themselves in the living environment 

Enhance self, by attaching the self to the larger self 

OI with sense of group membership is closely 

associated with high level organisational behaviours 

Such behaviours implicate their 

value for collectivism due to goal 

congruence after projection of own 

interests onto collective interests. 

Hatch & Schultz 

(1997) 

Basic self-level of social identity theory and 

self-categorisation theory 

Structural control level of structural identity or 

identity control theory 

Organisational level of organisational identity 

 

Three levels of contextual 

application of OI 

Phillip Tompkins 

(2005) 

 

First introduced the phrase 'organisational 

identification' in steering the study and application of 

organisational communication. 

 

Corporate communication 

strategies and policies 

Whetten (2006) 

 

Organisational identity has been well-defined as the 

‘central, distinctive and enduring characteristic of an 

Organisational identity and 

stakeholders 
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Aust (2004) 

 

Cheney and 

Christensen 

(2001) 

organisation’ 

Aligned value communication among both internal 

and external stakeholders 

Organisational identity functions as a control over the 

perceived outlook of the organisation and the way it 

is presented to stakeholders 

Albert, Ashforth 

and Dutton 

(2000) 

‘Identities situate the organisation, group and person’ 

Apart from facilitation of business operations among 

organisations externally, firms should develop a 

distinct identity for their staff to easily follow and let 

them identify their own within the organisation in the 

process of organisational identification. 

Other interactive identities in the 

workplace 

Edwards & Peccei 

(2010) 

The organisational identity is the intangible image 

perceived by individuals, to be reinforced by an 

observable corporate identity 

The organisation itself, and organisational 

membership are crucial to create OI 

Failing to observe the staff’s perception of fairness in 

daily working relationships and environment, staff’s 

perceived identity of organisation would be adversely 

affected 

Hatch & Schultz 

(1997) 

Corporate identity 

Holland et al, 

(1993) 

Vocational identity 

High level implication of long-term employability. 

Dukerich, & 

Harquail (1994) 

Organisational images from various identities can 

strengthen the organisational identification, affecting 

ecology of social interactions among employees for 

enhanced identity distinction and self-esteem through 

the continuity of self-concept 

Linking organisational images, 

organisational identification to the 

continuity of employees’ 

self-concept  

Ashforth and 

Mael (1989) 

Organisational identification is often mixed with the 

class of organisational constructs such as affective 

organisational commitment, organisational 

citizenship and job satisfaction 

Identification itself is a typical cognitive construct 

related to self-perception and appropriation of the 

narrative identity 

Perceptually, self-identity is projected to the matched 

group identity 

Emotional affection and subjective behaviours are 

rather antecedents and consequences 

Distinctive OI is a specific construct, 

initiated from self-concept 

 

Deci and Ryan 

(1985) 

Internalisation functions as an internal process to 

integrate values, beliefs, attitudes and views of other 

people through observations or social interactions 

Internalisation is an important 

concept of self-identity 

Self-determination theory 
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into the internally accepted concept of one’s own 

identity 

The process of motivation from extrinsic drive to 

intrinsic drive under the control of autonomous 

self-regulation 

Clausen (1968) To effectively socialise in a particular cultural 

environment, people go through a value orientation 

and alignment process.   

Socialisation means the lifelong learning as humans 

grow up and fundamentally affect the development 

of values, beliefs, attitudes and behaviours of all age 

groups 

Socialisation is the way how people 

internalise the values and beliefs in 

the society 

 

Wanberg (2003) Control new employees to follow organisational 

values and practices through internalisation 

Organisational socialisation 

Harris (1995) 

 

 

 

 

 

Levine & John 

(1982) 

Group socialisation to develop personal values 

beyond family influence is eventually better in the 

long run because social interaction among peers acts 

more like other people at work in the society and 

social networks are helpful for career or business 

development 

Stages of investigation, socialisation, maintenance, 

resocialisation, and remembrance 

Group socialisation 

Rotherman & 

Phinney (1987) 

Cultural conflicts and territory wars among races 

make universal problems of discrimination.  Racial 

socialisation partly explains significant cultural 

differences across difference races 

Racial socialisation  

(Racial or national identity) 

Ashforth and 

Mael (1989) 

Internalisation describes the individuals’ cognitive 

intention to incorporate the assumed values of the 

self he or she believes from those learned from others 

Identification is referred to as the cognitive intention 

to classify the self in the social environment.  

Internalisation 

Levinson (1970) Organisational identification is specific to 

organisations, whereas internalisation and 

commitment are more generic by nature 

Once individuals recognise the identity of a particular 

organisation, they will suffer certain psychic loss 

when quitting the firm 

Like variants of socialisation, 

identification is situational in 

different contexts. 

Reichers (1985); 

Wiener (1982) 

OI lacks a coherent set of theories to make it a very 

concrete construct 

Organisational commitment and 

organisational citizenship stand 

more on behaviours and attitudes, 

whereas OI is the appropriation of 

identity and the perceptive process. 

Meyer and Allen 

(1991) 

Equate two constructs of OI and organisational 

commitment in their model of organisation 

OI and organisational commitment 
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commitment comprising three core elements of 

affective, continuance and normative commitment in 

a wide perspective 

Knippenberg and 

Sleebos (2006) 

Identification reflects self-reference to one’s cognition 

or perception of the self.  The self-defined identity of 

individuals upon organisational membership reflects 

psychological oneness and belongingness to the 

organisation.   

Commitment refers to the attitudes of organisations 

and associated people and indicates the affective 

relationship between individuals and organisations 

Mowday, Steers 

and Porter (1979)  

It measures the employees’ belief in the 

organisational values and goals, the will to contribute 

to the organisation and the aspiration to continue 

organisational membership.  The measures involve 

internalisation of values and beliefs and affective 

behaviours instead of identification in terms of social 

classifications of organisational membership. 

Mowday et al. (1979) 15-item 

Organisational Commitment 

Questionnaire 

Ashforth and 

Mael (1989) 

 

 

 

 

 

Riketta (2005) 

 

The organisational outcome of intention to leave can 

make the difference between OI and organisational 

commitment 

Specifically, the scale is more reliable for associating 

relationship with job involvement and extra role 

behaviour; but the usefulness to measure turnover 

intentions is questionable 

Differentiability of two constructs in the consequences 

of key work outcomes 

Allen and Meyer’s (1990) 8-item 

Affective Commitment scale 

Edwards and 

Peccei (2007) 

Three key components of OI concept by definition, 

including (i) self-classification as a member in the 

organisation, (ii) perceived acceptance of 

organisational values and goals and (iii) the sense of 

belongingness and organisational membership, 

carrying emotional attachment 

A six-item scale, combined from the 

item regrouping of three 

dimensions 
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Table 6 Linkage of Universal Value Types, Need Hierarchy and Social Identity in 

Cultural Value Context 
Schwartz’s Universal Values Maslow’s Needs Hierarchy Social Identity 

Idiocentrism (i.e. ICV) 

Achievement (Self-esteem) 

Self-direction (Autonomy) 

Social power (Personal public image) 

Hedonism (Pleasure and enjoyment) 

Stimulation (Excitement and challenge) 

 

PEST factors 

e.g. Good outlook for economy prosperity 

Higher level of needs 

Self-actualisation (Morality) 

Self-esteem (Self-orientation, 

need to be a unique individual) 

Competitors 

Pro-self values favour personal 

identification 

Employees shape and weigh 

personal identity over collective 

identity for OI in self-concept 

 

Therefore, ICV weakens OI 

Allocentrism 

Pro-social (Welfare of others, loving) 

Restrictive conformity (Social responsibility) 

Security (Social identity and membership) 

Tradition (Respect and empathy) 

 

PEST factors 

e.g. Fair outlook for economy prosperity 

Middle to lower level of needs 

Love and belonging (Sense of 

connection) 

Safety and security 

(Work-orientation, harmony 

and social stability) 

Cooperators 

Pro-social values favour social 

identification 

Employees shape and weigh 

collective identity for OI over 

personal identity in self-concept 

 

Therefore, it supports OI 

 

Table 7 Results of CFA 
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Table 8 Means, Standard Deviations and Correlations 

 

Table 9 Results of HLM on Individual Level 

 



 

 117 

Table 10 Factor Loadings of Constructs 

 

(i) Team leaders’ items 

Individualistic 

Cultural Value 

(ICV) 

(reverse scored) 

Work 

Performance 

(WP) 

ICV 1 0.72 0.24 

ICV 2 0.72 0.26 

ICV 3 0.70 0.27 

ICV 4 0.73 0.22 

ICV 5 0.75 0.23 

WP 1 0.23 0.85 

WP 2 0.31 0.85 

WP 3 0.28 0.79 

WP 4 0.24 0.83 

WP 5 0.29 0.81 

 

 

(ii) Team members’ items 

Leader-member 

Exchange（LMX） 

Organisational 

Identification 

(OI) 

LMX 1 0.78 0.27 

LMX 2 0.82 0.23 

LMX 3 0.80 0.25 

LMX 4 0.83 0.24 

LMX 5 0.79 0.26 

LMX 6 0.81 0.27 

LMX 7 0.70 0.23 

OI 1 0.53 0.81 

OI 2 0.51 0.84 

OI 3 0.28 0.88 

OI 4 0.43 0.79 

OI 5 0.15 0.80 

OI 6 0.29 0.83 

OI 7 0.16 0.80 

OI 8 0.40 0.83 
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Figure 3 Conceptual Model 

 

 

Figure 4 Interactive Effect of Individualistic Cultural Values (ICVs) and 

Leader-member Exchange (LMX) on Organisational Identification (OI) 
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Appendices 

 

Appendix 1 - Questionnaires for Supervisors 

 
调查问卷 (领导填写) (领导的代号：        ) 

您好！ 

        非常感谢您的协助，您的见解无对错之分，仅供学术研究之用。我们郑重

承诺，绝对不会将您及公司的任何信息公开，请放心填写。首先，请帮助我们了解

您的背景信息，谢谢！ 

性别：   男    女；民族 （       ）          上次生日的年龄：＿＿＿岁 

正式教育年数： ＿＿＿年                  在此组织中工作年数：＿＿＿年 

 

第一部分：您的管理理念 

 

下属：   姓名:                    性别:                年龄:                与您共事

的时间：          年 

请对照您的实际情形，选择最符合您现状的数字 

(请阅读问题并在右栏中选择数字作答：1 表示非常不同意，5 表示非常

同意，数字越大代表认同度越高。) 

非常不

同意 

有点

不同

意 

中

立 

有点

同意 

非常

同意 

1. 本小组中，和他/她人共同合作是人生一大乐事 1 2 3 4 5 

2. 本小组中，除非个体深度参与到一些团体中，否则他/她的潜能

将无法发挥 
1 2 3 4 5 

3. 本小组中，完成团队工作目标通常比自己一个人单打独斗完成

更令人欣慰 
1 2 3 4 5 

4. 本小组中，个人应该“独自完成”大部分的事，确保他/他自身的隐私和

个人时间，试着不被他/她人影响 
1 2 3 4 5 

5. 本小组中，完成团队工作目标，遵守团队规则跟满足个体欲望同等重

要 
1 2 3 4 5 

请对照您的下属的实际情形，选择最符合您下属现状的数字 

(请阅读问题并在右栏中选择数字作答：1 表示非常不同意，5 表示非常同意，

数字越大代表认同度越高。) 

非常

不同

意 

有点

不同

意 

中立 
有点

同意 

非常

同意 

1. 这位下属和您在对前景的展望、价值观等方面很相似 1 2 3 4 5 

2. 这位下属和您常常用相似的方式分析问题 1 2 3 4 5 

3. 这位下属和您常常用相似的方式解决出现的问题 1 2 3 4 5 
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4. 这位下属和您在很多方面都很相似 1 2 3 4 5 

5. 这位下属和您看待事物的观点很类似 1 2 3 4 5 

1. 这个员工能够保证工作质量 1 2 3 4 5 

2. 这个员工能够保证劳动生产率      

3. 这个员工确保足够工作量      

4. 这个员工确保工作进度 1 2 3 4 5 

5. 这个员工确保妥善出色的整体工作质量 1 2 3 4 5 

1. 该员工预计顾客可能有的问题和需求，并主动提出解决方案。 1 2 3 4 5 

2. 该员工主动联系顾客来核实顾客预期是否达到或者已被超越。 1 2 3 4 5 

3. 该员工主动向其他服务领域传达顾客的要求，并合作实施解决方案。 1 2 3 4 5 

4. 该员工愿意承担责任，一直与顾客保持互动并保证顺利交接到下一个服务

环节。 
1 2 3 4 5 

5. 该员工基于自己对风险的判断和理解来决定破例或随机因变的时机。 1 2 3 4 5 

6. 该员工共同积极创建与其他服务环节员工的合作关系，以更好地服务顾

客。 
1 2 3 4 5 

7. 该员工主动与客户分享信息来满足他们的财务需要。 1 2 3 4 5 
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Appendix 2 - Questionnaires for Subordinates 

 

调查问卷 (员工填写)  

您好！ 

    非常感谢您的协助，您的见解无对错之分，仅供学术研究之用。我们郑重承诺，

绝对不会将您及公司的任何信息公开，请放心填写。 

您是否参加过我们去年的研究？ 是＿＿＿ 否＿＿＿    

如果是，当时您的班组长是谁？＿＿＿         

婚姻状况： 单身＿＿＿  已婚＿＿＿；   民族 （       ） 

为当前雇主或公司工作的年数：＿＿＿年                            

您平均每周的工作时数是？ ＿＿＿ 小时 

您在这一行业担任客户联系或一线员工多久了？ ＿＿＿ 年 

您受过多少年的正式教育？ ＿＿＿ 年 

您与现任上司一起工作多久了？ ＿＿＿年 

请对照您的实际情形，选择最符合您现状的数字 

(请阅读问题并在右栏中选择数字作答：1 表示非常不同意，5 表示非常同意，

数字越大代表认同度越高。) 

非常

不同

意 

有点

不同

意 

中立 
有点

同意 

非常

同意 

1. 在这个公司工作对您看待自己的方式有重要的影响 1 2 3 4 5 

2. 当有人夸奖您公司的成就时，您感到像对您个人的夸奖 1 2 3 4 5 

3. 当公司外部的人批评您的公司时，您感到个人受到了冒犯 1 2 3 4 5 

4. 您觉得您工作的单位很大程度上代表了您本人 1 2 3 4 5 

5. 您觉得自己和公司其他同事很相像 1 2 3 4 5 

6. 您的公司在本领域中是最好的之一 1 2 3 4 5 

7. 当您告诉他人您的工作单位时，他们印象深刻 1 2 3 4 5 

8. 您的公司在本领域中备受尊重 1 2 3 4 5 

9. 您觉得自己工作的单位很好地反映自己的情况 1 2 3 4 5 

10. 当告诉别人自己的工作单位时，您感到很骄傲 1 2 3 4 5 

1. 您的班组领导经常和您分享在工作和生活方面的想法和观点 1 2 3 4 5 

2. 您和班组领导交流时感到很舒服 1 2 3 4 5 

3. 如果您的班组领导跳槽，您会感到很难过 1 2 3 4 5 

4. 如果您的班组领导在个人生活方面遇到困难，您愿意尽力帮助 1 2 3 4 5 



 

 123 

5. 您的班组领导会请您帮忙处理一些家庭的事务 1 2 3 4 5 

6. 您和班组领导在节假日期间会给对方打电话或拜访对方 1 2 3 4 5 

7. 工作时间之外，您会和班组领导有一些工作范围之外的社交活动，比如一

起娱乐 
1 2 3 4 5 

8. 您对班组领导的家庭成员很熟悉并和他们有个人接触 1 2 3 4 5 

9. 您愿意无条件地服从您的班组领导 1 2 3 4 5 

10.您愿意支持班组领导的决策，即使您和她/他的观点不一致 1 2 3 4 5 

11.为了班组领导的利益，您愿意牺牲自己的利益 1 2 3 4 5 

12.为了实现班组领导的目标，您愿意牺牲自己的目标 1 2 3 4 5 

1. 你知道你和你的领导站在哪一边吗？/你通常知道你的领导对你的工作有

多满意吗? 

(很少知道 1.  偶尔  有时 3.  相当频繁  非常频繁 5) 

1 2 3 4 5 

2. 你的领导对你的工作问题和需求了解多少?  

(一点也不了解 1. 了解一点点  有一定了解 3.  了解很多  了解非常多 5) 
1 2 3 4 5 

3. 你的领导对你的潜力了解多少? 

(了解极少 1. 有一点了解  中等 3. 大部分了解  完全了解 5) 
1 2 3 4 5 

4. 不管他/她在他/她的职位上建立了多少正式的权威，你的领导利用他/她的

权力帮助你解决工作中的问题的可能性有多大? 

(无 1. 小  中等 3.  高  非常高 5) 

1 2 3 4 5 

5. 不管你的领导拥有多少正式的权力，他/她以自己的代价“拯救你”的可

能性有多大? 

(无 1.  小  中等 3.  高  非常高 5) 

1 2 3 4 5 

6. 我对我的领导有足够的信心，如果他/她不在场，我会捍卫和辩护他/她的

决定(你下属会) 

(非常不同意 1.  不同意  中等 3.  同意  非常同意 5) 

1 2 3 4 5 

7. 你如何描述你和领导之间的工作关系? 

(非常低效 1.    比平均水平差    中等 3.   比平均水平好  非常有效 5) 
1 2 3 4 5 

1.在未来一年, 您会积极找寻一份新工作 1 2 3 4 5 

2.您时常想到要辞职 1 2 3 4 5 

3.未来一年您很有可能会找寻一份新工作 1 2 3 4 5 

1.当有人批评您的班组领导时，您会觉得这是对您的侮辱 1 2 3 4 5 

2.您对其他人如何评价您的班组领导很感兴趣 1 2 3 4 5 

3. 当您谈话中说到您的班组领导时，您经常说“我们”而不“他”或“她” 1 2 3 4 5 

4. 您与班组领导分享成功。 1 2 3 4 5 

5. 您有意与您的班组领导建立合作伙伴关系 1 2 3 4 5 

6. 您能自豪的告诉别人您为这位班组领导做事 1 2 3 4 5 

7. 当您和您的朋友说话时，您会赞扬您的班组领导 1 2 3 4 5 

8. 您和您的班组领导有一个互惠互利的关系 1 2 3 4 5 

9. 您的班组领导的价值观和您的一致 1 2 3 4 5 

10. 您尊重您的班组领导的看法和建议 1 2 3 4 5 

1.您掌握了完成工作所需要的各项技能 1 2 3 4 5 

2.您自信自己有干好工作上的各项事情的能力 1 2 3 4 5 

3.您对自己完成工作的能力非常有信心 1 2 3 4 5 
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1. 即使我不需要钱，我也可能继续为[组织]工作 1 2 3 4 5 

2. 我愿意付出大量的努力，超出通常预期的帮助[组织]成功 1 2 3 4 5 

3. 我告诉其他人[组织]正在进行的项目 1 2 3 4 5 

4. 我经常用“我为[组织]工作”或“我来自[组织]”来描述自己 1 2 3 4 5 

5. 我和其他受雇于[组织]的人有很多共同之处 1 2 3 4 5 

6. 我很自豪能成为[组织]的一员 1 2 3 4 5 

7. 我很高兴我选择为[组织]工作而不是为另一家公司工作 1 2 3 4 5 

8. 我对[组织]这个工作的地方有一种温暖的感觉 1 2 3 4 5 

1. 在工作中，您举足轻重 1 2 3 4 5 

2. 在工作中，您受到重视 1 2 3 4 5 

3. 在工作中，您很重要 1 2 3 4 5 

4. 在工作中，您被信任 1 2 3 4 5 

5. 在工作中，人们对您非常信赖 1 2 3 4 5 

6. 在工作中，您有一定的影响力 1 2 3 4 5 

7. 在工作中，您是有价值的 1 2 3 4 5 

8. 在工作中，您是有效率的 1 2 3 4 5 

9. 在工作中，您是乐于合作的 1 2 3 4 5 

10.在工作中，您是有用的 1 2 3 4 5 

1. 您强烈感觉到您是工作小组中的一部分 1 2 3 4 5 

2. 您相信您是被接纳的 1 2 3 4 5 

3. 您感觉您是工作小组里的“外人” 1 2 3 4 5 

4. 您感觉您是工作小组里的“内部人士” 1 2 3 4 5 

5. 您感觉您是被您的工作小组接纳的 1 2 3 4 5 

6. 您的工作小组常使您有被忽略的感觉 1 2 3 4 5 

1. 您能预期您的雇主用一致和可预料的方式对待您 1 2 3 4 5 

2. 您认为您的雇主公平地对待您 1 2 3 4 5 

3. 您相信您的雇主是正直的 1 2 3 4 5 

4. 您的雇主对您是公开和坦率的 1 2 3 4 5 

5. 您完全相信您的雇主 1 2 3 4 5 

6. 总体而言，您相信您的雇主的动机和意图是好的 1 2 3 4 5 

7. 您的雇主总是诚实和真诚的 1 2 3 4 5 

1. 在您的公司，员工和公司的关系能够持续进化和发展 1 2 3 4 5 

2. 您公司的员工能够有很多机会来承担任务，以提升他们的价值 1 2 3 4 5 

3. 您公司的员工不介意当下努力工作──他们知道他们最终会收到公司的回

报 
1 2 3 4 5 

4. 您公司的员工努力寻求公司的最优利益，因为他们能依靠公司来维护自己 1 2 3 4 5 

5. 您公司的员工知道他们现在做的工作会使他们在今后公司中的地位受益 1 2 3 4 5 

6. 您公司的员工从来不必担心他们为公司所作出的努力不会得到回报 1 2 3 4 5 

7. 即便您公司的员工不一定总能在目前得到应得的认可，他们仍然知道自己

的努力在未来会得到回报 
1 2 3 4 5 

1. 和工作小组中的成员一起工作时，您的独特技能和才能会被重视和运用 1 2 3 4 5 

2. 您的工作小组中没有人会故意作出破坏您的努力的事情 1 2 3 4 5 

3. 在您的工作小组中，向其他成员寻求帮助很容易。 1 2 3 4 5 
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4. 在这个团队中冒险是安全的 1 2 3 4 5 

5. 您的工作小组中的成员有能力提出问题和难点议题 1 2 3 4 5 

6. 如果你在这个组里犯了错误，没有人会责难你 1 2 3 4 5 

7. 您的工作小组中的成员能够接纳那些与自己持有不同意见或者观点的人 1 2 3 4 5 

1. 您的团队非常自信 1 2 3 4 5 

2. 当您的团队努力工作时，能完成大量工作 1 2 3 4 5 

3. 您的团队相信自己的工作是富有成效的 1 2 3 4 5 

4. 您的团队相信自己的项目非常重要 1 2 3 4 5 

5. 您的团队认为自己的任务是有价值的，值得付出努力 1 2 3 4 5 

6. 您的团队认为自己的工作是有意义的 1 2 3 4 5 

7. 您的团队能选择不同的方法来完成团队工作 1 2 3 4 5 

8. 您的团队能在没有管理层指导的情况下做出自己的选择 1 2 3 4 5 

9. 您的团队对本公司的顾客有积极影响 1 2 3 4 5 

10.您的团队能在公司里发挥一定的影响力 1 2 3 4 5 

1. 您一直在寻找改善生活的新方式 1 2 3 4 5 

2. 无论您在哪里，都是促成建设性改变的重要力量 1 2 3 4 5 

3. 再没有比看见梦想变成现实更激动人心的事情了 1 2 3 4 5 

4. 如果看见一些您不喜欢的东西，您会改变它 1 2 3 4 5 

5. 如果您相信某些事情，无论它成功的几率有多小，您都会努力使它发生 1 2 3 4 5 

6. 您喜欢捍卫自己的想法，甚至不顾他人的反对 1 2 3 4 5 

7. 您擅长发现机会 1 2 3 4 5 

8. 您总是在寻找做事情的更好方法 1 2 3 4 5 

9. 如果您相信一个点子，没有障碍能阻止您实现它 1 2 3 4 5 

10.您能远早于别人发现好机会 1 2 3 4 5 

11.您可以基于自己的判断来处理顾客相关的问题 1 2 3 4 5 

12.您在服务顾客的工作中有彻底的自由 1 2 3 4 5 

13.您被允许用您认为最好的方式服务顾客 1 2 3 4 5 

14.您被鼓励用您自己的方式或您认为合适的方式服务顾客 1 2 3 4 5 

下列是一些描述不同感觉和情绪的形容词。对每一个形容词，请标出您

常产生这种感觉的程度 

（请在右栏中选择数字作答：1 表示一点也不，5 表示极度。） 

一点

也不 

有一

点 
中等 常常 极度 

1. 有兴趣的 1 2 3 4 5 

2. 兴奋的 1 2 3 4 5 

3. 积极的 1 2 3 4 5 

4. 有灵感的 1 2 3 4 5 

5. 热情的 1 2 3 4 5 

6. 坚决的 1 2 3 4 5 

7. 强大的 1 2 3 4 5 

8. 警觉的 1 2 3 4 5 

9. 专心的 1 2 3 4 5 

10.受鼓舞的 1 2 3 4 5 

11.欣喜的 1 2 3 4 5 
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12.幸福的 1 2 3 4 5 

13.喜悦的 1 2 3 4 5 
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Appendix 3 - Summary of Measurement Items 

 

Individualism-Collectivism items (adapted from the 32-item scale by Triandis) 

 

1. In this group, some of life’s greatest 

satisfactions are found in working 

cooperatively with others.  

1. 本小组中，和他/她人共同合作是人生

一大乐事 

2. In this group, individuals do not really 

fulfill their human potentials unless they 

involve themselves deeply in some group. 

2. 本小组中，除非个体深度参与到一些

团体中，否则他/她的潜能将无法发挥 

3. In this group, it is often more gratifying to 

work for the accomplishment of a goal held 

by a group to which one belongs than to work 

for the attainment of a purely personal goal. 

3. 本小组中，完成团队工作目标通常比

自己一个人单打独斗完成更令人欣慰 

4. In this group, an individual should for the 

most part ‘go it alone’ assuring himself of 

privacy, having time to himself, attempting to 

resist being influenced by others (reverse 

scored). 

4. 本小组中在生活中，个人应该“独自

完成”大部分的事，确保他/他自身的隐

私和个人时间，试着不被他/她人影响（反

向计分） 

5. In this group, it is just as important to work 

toward group goals and adhere to the 

established rules of the group as it is to 

gratify one's individual desires. 

5. 本小组中，完成团队工作目标，遵守

团队规则与满足个体欲望同等重要 

Note: Items reverse scored, the higher the more 

collectivist. 

 

 

Organisational Identification (OI)  

1. I would probably continue working for 

[organization] even if I did not need the 

money 

2. I am willing to put in a great deal of effort 

beyond that normally expected to help 

[organization] to be successful 

3. I tell others about projects that 

[organization] is working on 

1. 即使我不需要钱，我也可能继续为[组织]

工作 

2. 我愿意付出大量的努力，超出通常预期

的帮助[组织]成功 

3. 我告诉其他人[组织]正在进行的项目 

4. I often describe myself to others by saying 

‘I work for [organization]’ or ‘I am from 

[organization]’ 

5. I have a lot in common with others 

employed by [organization] 

4. 我经常用“我为[组织]工作”或“我来

自[组织]”来描述自己 

5. 我和其他受雇于[组织]的人有很多共同

之处 

6. I am proud to be an employee of 6. 我很自豪能成为[组织]的一员。 
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[organization] 

7. I am glad I chose to work for 

[organization] rather than another company 

8. I have warm feelings toward [organization] 

as a place to work 

7. 我很高兴我选择为[组织]工作而不是为

另一家公司工作 

8. 我对[组织]这个工作的地方有一种温暖

的感觉 

Source: Gautam, T., Van Dick, R., & Wagner, 

U. (2004). Organizational identification and 

organizational commitment: Distinct aspects of 

two related concepts. Asian Journal of Social 

Psychology, 7(3), 301-315. 

 

 

Work Performance (WP) 

1. Quality of work performance 1.这个员工能够保证工作质量 

2. Productivity on the job 2.这个员工能够保证劳动生产率 

3. Amount of effort expended on the job 3.这个员工确保足够工作量 

4. Speed on the job 4.这个员工确保工作进度 

5. Overall work performance 5.这个员工确保妥善出色的整体工作质量 

Source: Abdel-Halim, A. A. (1983). Effects of 

task and personality characteristics on 

subordinate responses to participative decision 

making. Academy of Management Journal, 

26(3), 477-484. 

Porter, L. W., & Lawler, E. E. Managerial 

attitudes and performance. Homewood, 111.: 

Dorsey-Irwin, 1968. 

 

 

Leader-member Exchange (LMX) 

1. Do you know where you stand with your 

leader . . do you usually know how satisfied 

your leader is with what you do? (Does your 

member usually know) 

Rarely | Occasionally | Sometimes | Fairly 

Often | Very Often 

1. 你知道你和你的领导站在哪一边吗？/你通

常知道你的领导对你的工作有多满意吗?(你的

下属通常知道吗) 

很少知道  偶尔  有时  相当频繁  非常频繁 

2. How well does your leader understand 

your job problems and needs? (How well do 

you understand)  

Not a Bit | A Little | A Fair Amount | Quite a 

Bit | A Great Deal 

2. 你的领导对你的工作问题和需求了解多

少?(你能听懂多少) 

一点也不了解  了解一点点  有一定了解 

了解很多      了解非常多 

3. How well does your leader recognize your 3.你的领导对你的潜力了解多少?(你的识别能
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potential? (How well do you recognize)  

Not at All | A Little | Moderately | Mostly | 

Fully 

力如何) 

了解极少  有一点了解  中等  大部分了解  

完全了解 

4. Regardless of how much formal authority 

he/she has built into his/her position, what are 

the chances that your leader would use 

his/her power to help you solve problems in 

your work? (What are the changes that you 

would)  

None | Small | Moderate | High | Very High 

4. 不管他/她在他/她的职位上建立了多少正式

的权威，你的领导利用他/她的权力帮助你解决

工作中的问题的可能性有多大?(你会做哪些改

变) 

无  小  中等  高  非常高 

 

5. Again, regardless of the amount of formal 

authority your leader has, what are the 

chances that he/she would “bail you out,” at 

his/her expense? (What are the chances that 

you would)  

None | Small | Moderate | High | Very High 

5. 不管你的领导拥有多少正式的权力，他/她

以自己的代价“拯救你”的可能性有多大?(你

这样做的可能性有多大) 

无  小  中等  高  非常高 

6. I have enough confidence in my leader that 

I would defend and justify his/her decision if 

he/she were not present to do so? (Your 

member would)  

Strongly Disagree | Disagree | Neutral | Agree 

| Strongly Agree 

6. 我对我的领导有足够的信心，如果他/她不

在场，我会捍卫和辩护他/她的决定(你下属会) 

非常不同意  不同意  中等  同意  非常同意 

7. How would you characterize your working 

relationship with your leader? (Your 

member) 

Extremely Ineffective | Worse Than Average 

| Average | Better Than Average | Extremely 

Effective 

7. 你如何描述你和领导之间的工作关系?(你的

下属) 

非常低效    比平均水平差    中等 

比平均水平好  非常有效 

Source: Graen, G. B., & Uhl-Bien, M. (1995). 

Relationship-based approach to leadership: 

Development of leader-member exchange (LMX) 

theory of leadership over 25 years: Applying a 

multi-level multi-domain perspective. The 

Leadership Quarterly, 6(2), 219-247. 
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