False performance as unethical behaviour: re-examining the organisational charlatan scale 

Gbolahan Gbadamosi (University of Worcester, UK)

Linus Osuagwu (Lagos State University, Nigeria)

Abstract

This paper re-examines the organisational charlatan scale using a sample of Nigerian managers. The predictors of charlatan (false) behaviour and its relationship with four other variables were investigated. Survey data was collected using self-report questionnaires, with usable questionnaires obtained from a sample of 565 managers in the private and public sector of Nigeria. The results revealed a positive and significant relationship between charlatan behaviour on one hand and perception of business ethics, continuance and normative commitments on the other but an inverse relationship with affective commitment. Continuance commitment, perception of business ethics and normative commitment emerged significant predictors of charlatan behaviour in that other of strength. Charlatan behaviour was also found to be a multidimensional construct with four dimensions identified. Managerial implications for employee selection and evaluation were discussed and suggestions made for future studies.
Introduction

With the recent introduction of a sceptical, less loyal generation X into the workforce, opportunities abound like never before for individuals masquerading as high performers in positions where they are poorly managed and appraised (Wayne and Liden, 1995). The concept of organisational charlatanism (charlatan behaviour/false performance) has not received significant research attention since Parnell and Singer (2001) developed a scale to measure it. The construct, however, touches on morality and ethics even if tangentially. For example, how do individuals, who though, pretending about their performance, while attempting to get the best evaluation and rewards for themselves, perceive business ethics? Parnell and Singer (2001) had relied heavily on the impression management literature as the concept organisational charlatanism was hitherto unexplored in the literature. They however did not attempt to offer any definition for the construct. Organisational charlatans are individuals who seek to improve their performance at the expense of their actual performance. In this study, we attempt to verify the extent to which the Organisational Charlatanism Scale (OCS) is associated with another ethical measure scale – perception of business ethics. 

Research on organisational commitment has been popular in the literature spanning over three decades now and is likely to remain so as long as organisations continue to see it as a key HRM strategic variable to accomplishing high level of organisational effectiveness and performance. Organisational commitment refers to some form of attachment and loyalty to the organisation. It has remained a topical issue in management for over three decades evolving into a complex concept that is serving HRM and behavioural researchers as a kind of summary index of work related experiences. More significantly, it has become predictive of work behaviours and other behavioural intentions. The several works of Meyer and Allen detailed, for example, in Allen & Meyer; 1990; Meyer & Allen, 1991; Meyer et al. 1993; Meyer, 1997; and Meyer & Allen, 1997, distinguished three separate components of commitment: affective commitment, continuance commitment and normative commitment.
Affective commitment means that an employee strongly identifies with an organisation and shares its goals and objectives. Continuance commitment symbolizes an individual who stays with the organisation and is swayed that he/she cannot afford to leave because it is costly to do so. If, for instance, he/she might not be able to find an equally paying job given the experience and/or qualifications he/she possesses or possibly that another open job position may be lower in status or exist in a lower standing organisation. Sometimes, it results from the length of work experience, financial benefits like terminal pay, gratuity or pension accruals, which may be lost if the employee leaves. Normative commitment signifies an individual who remains in an organisation because he/she must conform to other social pressures, like a significant other who thinks he/she should stay. The person believes he/she ought to stay being the right thing to do. In this study, we seek to investigate the extent to which these three types of commitments individuals could manifest are related to charlatan behaviour. It is anticipated that individuals who are affectively committed to the organisation, for instance, would not manifest charlatan behaviour, while others with continuance and normative commitments may more likely manifest charlatan tendencies. Research on organisational commitment has been popular in the literature spanning over two decades now and is likely to remain so as long as organisations continue to see it as a key HRM strategic variable to accomplishing high level of organisational effectiveness and performance. 

The purpose of this study therefore will be three main:

· To re-examine the organisational charlatanism scale (OCS) and explore its dimension as well as some of its correlates in a non-Western context

· To investigate the relationship among charlatan behaviour (false performance), perception of business ethics, organisational commitment, job satisfaction and job performance
· To identify to what extent perception of business ethics, organisational commitment, job satisfaction and job performance are predictive of charlatan behaviour 

· To identify to what extent is the organisational charlatanism scale (OCS) a multidimensional measure 

Research Hypotheses

The present study seeks to test the following hypotheses:

H1:
Charlatan behaviour will be directly and significantly correlated with perception of business ethics

H2:
Charlatan behaviour will be inversely and significantly correlated with affective and normative commitment and directly with continuance commitment
H3:
Charlatan behaviour will be directly and significantly correlated with (a) job satisfaction; (b) job performance

H4:
Organisational commitment will be positively and significantly correlated with (a) perception of business ethics (b) job satisfaction (c) job performance

H5:
Perception of business ethics, organisational commitment (affective, continuance and normative), job satisfaction and job performance will emerge as significant predictors of charlatan behaviour
H6:
The Organisational Charlatanism Scale (OCS) will emerge as a multidimensional measure regardless of the cultural settings 

Methodology
Sampling and Data Collection

This study was conducted with a geographically-restricted sample of companies from private and public sectors in Nigeria. The data for this research were obtained through a self-report questionnaire administered to a convenient sample of managers from companies operating in the private and public sectors in Lagos State of Nigeria. Lagos State has the unique feature of being the economic and social summary of Nigeria.

One thousand (1000) copies of the questionnaire were hand-delivered to managers/respondents in the sampled private and public companies. Respondents were assured of confidentiality, and incentive for participating in the research (by making the report of the research available to the respondents if they so desire) was promised. The use of incentive has been found to be an excellent method for encouraging participation in a research of this nature (Dawes, 1999). Of the 1000 copies of the questionnaire administered to managers in the sampled Nigerian private and public companies, only 565 copies were found useable for the present study, resulting in an effective response rate of 56.5%. Churchill (1995) argues that when cross-sectional samples (such as the ones used in the present research) are used in research, response rates ranging from 12% to 20% are considered acceptable. Responses to all sections of the questionnaire were analysed using non-parametric statistics since our sample does not meet the assumptions of a parametric test. Spearman's rho coefficient of correlation, multiple regression and factor analysis were used to analyse our data. The demographic profile of the respondents indicated about 57% male, 70% married, about 80% in the public sector, and 82% with a tertiary education. The mean total years worked of respondents is 10.64, while the mean year in present organisation is 7.66. 
Questionnaire Measures

The questionnaire consisted of three major sections. Section one items are shown in table 2. All items in this section are measured on a 5-point scale from 1 (Strongly Disagree) to 5 (Strongly Agree).
	S/N
	Study Variables
	No. of Items
	Source of Scale
	Study’s Alpha

	1
	Charlatan Behaviour
	9
	Parnell & Singer (2001)
	0.55

	2
	Perception of Business Ethics
	31
	Lin (1999)
	0.62

	2
	Affective Commitment
	6
	Meyer et al. (1993)
	0.67

	3
	Continuance Commitment
	7
	Meyer et al. (1993)
	0.61

	4
	Normative Commitment
	6
	Meyer et al. (1993)
	0.54

	5
	Job Performance
	3
	Yousef (2000)
	0.81


Table 1: Measures and Sources of Study Variables

Section two of the questionnaire consisted of four items measuring the two dimensions of job performance (3 items) – quality of performance and productivity; an adaptation of the performance measures from Yousef (2000a). Yousef (2000a) had originally used 4 items and discarded one item for redundancy. A 7-point scale was employed ranging from 1 (very low) to 7 (very high).  For job satisfaction (1 item) – “Overall, are you satisfied with your present job?” A 7-point scale ranging from 1 (not satisfied at all) to 7 (satisfied to a great extent). Section three of the questionnaire sought some demographic data from the respondents specifically: marital status, gender, age, work experience, education and type of organisation.

Analysis and Results

Means, Standard Deviations and Spearman rho’s intercorrelations were calculated to present the general results of the study as shown in Table 2. Spearman's rho correlation was used because of the convenient nature of the sampling since we cannot assume normal distribution for our sample.
Table 2: Means, Standard Deviation and Intercorrelations of Study Variables

	
	Study Variables 
	M
	SD
	2
	3
	4
	5
	6
	7

	1
	Charlatan Behaviour
	27.51
	5.18
	.134**
	-.056
	.276**
	.169**
	.074*
	.127**

	 2
	Perception of Business Ethics
	94.27
	10.74
	
	-.020
	.087*
	.085*
	-.048
	.063

	 3
	Affective Commitment
	20.91
	4.16
	
	
	.070
	.361**
	.155**
	.305**

	 4
	Continuance Commitment
	21.06
	4.68
	
	
	
	.327**
	.035
	.167**

	 5
	Normative Commitment
	19.65
	4.66
	
	
	
	
	.094*
	.337**

	 6
	Job Performance
	17.05
	2.83
	
	
	
	
	
	.311**

	 7
	Job Satisfaction
	4.70
	1.62
	
	
	
	
	
	-


Spearman's rho

Note: n = 565; p < 0.05*; p < 0.01** (One-tailed)

Hypothesis 1 was confirmed as a significant direct and positive relationship was found between charlatan behaviour and perception of business ethics (rs = 0.13, p < 0.01). Charlatan behaviour showed significant and positive relationship with continuance and normative commitment (rs = 0.28, p < 0.01; rs = 0.17, p < 0.01), but a low and insignificant negative relationship with affective commitment was found, thus partly confirming hypothesis 2. Charlatan behaviour was significantly and positively correlated with job satisfaction (rs = 0.13, p < 0.01) and job performance (rs = .07, p < 0.05) thus confirming hypothesis 3.

Organisational commitment (affective, continuance and normative) were all significantly and positively correlated with job satisfaction (rs = 0.30, p < 0.01, rs = 0.17, p < 0.01, and rs = 0.34, p < 0.01). Indeed, job satisfaction was significantly and positively related with all study variables except perception of business ethics. Affective and normative commitments were positively and significantly correlated with job performance but continuance commitment was not. In addition, perception of business ethics which significantly with correlated charlatan behaviour was also significantly correlated with continuance and normative commitments. These findings give a large support to hypothesis 4. Self-rated job performance was also found to be significantly and positively correlated with affective commitment (rs = 0.15, p < 0.01) and normative commitment (rs = 0.9, p < 0.05), but not continuance commitment. 

Table 3: Results of Stepwise Multiple Regressions for Charlatan Behaviour

	S/N
	Predictor Variables
	B
	Std. Error
	Beta
	t
	Sig.

	
	Constant
	14.250
	2.319
	
	6.144
	.000

	1
	Continuance commitment
	0.254
	0.054
	.224
	4.687
	.000

	2
	Perception of Business Ethics
	0.060
	0.022
	.127
	2.774
	.006

	3
	Normative commitment
	0.118
	0.052
	.108
	2.261
	.024

	
	R2
	.099
	
	
	
	

	
	Adjusted R2
	.093
	
	
	
	

	
	n; (df)
	440; (3, 437)
	
	
	
	

	
	F
	16.019
	
	
	
	0.000


To test the predictive powers of the variables on dependent variable multiple regression analysis was performed. This test was carried out to verify hypothesis 5, untangle the bivariate effects of the independent variables and determine their relative importance. With charlatan behaviour as our dependent variable, using the stepwise regression method, all the other study variables were entered into the regression equation. The Stepwise methods are best avoided except for exploratory model building which the present study meets (Wright, 1997, p. 187 and Field, 2005, p. 161.) Significant models emerged with continuance commitment, perception of business ethics and normative commitment as predictor variables (F3, 437 = 16.019; p < 0.000; Adjusted R square = 0.093). While these three variables emerged strong predictors of charlatan behaviour, the standardised regression coefficient show that continuance commitment (t = 4.687) is the strongest predictor followed by perception of business ethics at t = 2.774, while normative commitment turned out the weakest predictor of the three at t = 2.261. Together, they however explain about 9 percent of the variance in charlatan behaviour. Our correlation matrix, confirms these strong relationship among the variables and between each of them and charlatan behaviour. 

Table 4: Factor loading for the nine-item organizational charlatanism scale for sample (n = 565)

	S/N
	 Items
	Component

	
	
	1
	2
	3
	4

	
	Factor 1: False Appearance
	
	
	
	

	5
	I try to dress better when I’m going to be seen by key organisational decision makers
	.841
	 
	 
	 

	6
	You should make a special effort to enhance your appearance when you’re going to be seen by those with the most power in your organisation
	.849
	 
	 
	 

	
	Factor 2: Calculative
	
	
	
	

	2
	It is better to figure out how the organisation will evaluate you and work accordingly than to figure out what the organisation needs to do
	 
	.578
	 
	 

	3
	I am only concerned about what the organisation expects from me not what the organisation should be doing
	 
	.802
	 
	 

	4
	It’s better to do what your boss tells you than to worry about whether it’s correct or not
	 
	.705
	 
	 

	
	Factor 3: Self-preservation
	
	
	
	

	7
	In today’s competitive world, maintaining a strong positive image is critical to career success
	 
	 
	.750
	 

	9
	Problems often arise when you have a confrontation with someone important in your organisation
	 
	 
	.647
	 

	
	Factor 4: Deceptive
	
	
	
	

	1
	It is more important to look busy than to be busy
	 
	 
	 
	.711

	8
	It’s a good idea to do what will result in strong evaluations even if it’s not exactly what the organisation needs to be done
	 
	 
	 
	.753


Extraction Method: Principal Component Analysis.  Rotation Method: Varimax with Kaiser Normalization.

a  Rotation converged in 6 iterations.

The data for the OCS was analysed by means of a principal component analysis, with Varimax rotation. The various indicators of factorability were good, and the residuals indicate that the solution was a good one. The KMO measure of sampling adequacy was 0.61; Brace et al. (2003) indicated that a value of 0.6 is acceptable. Four components were found with variables loading on them. We named the factors Factor 1: False appearance (2-items); Factor 2: Calculative (3-items); Factor 3: Self-preservation (2-items); Factor 4: Deceptive (2-items). Hypothesis 6 is thus confirmed as four factors were identified from the OCS, confirming the scale as a multidimensional measure. Parnell and Singer (2001) identified two components of the OCS and named them expectation and image albeit we identified four factors in our sample.

Discussion and Managerial Implications

We began this paper by arguing that the construct – charlatan behaviour (false performance), (measured with the Organisational Charlatan Scale – OCS) though relatively new scale, is a somewhat ethical issue.  We thus sought to investigate how it relates to an ethical scale as well as a few other behavioural variables. Our finding of a strong positive correlation between the OCS and the perception of business ethics, as well as the emergence of perception of business ethics as a strong predictor variable for the construct, is a successful confirmatory effort in this direction. Individuals who hold positive perception of business ethics should, also, show positive and non-charlatan performance behaviour. This would be a demonstration of cognitive consonance.  

The result indicating an insignificant association between charlatan behaviour and job performance may have a lot to do with the self-rating of job performance, since individuals may generally tend to rate their job performance from average to good and excellent and rarely in the negative. An objective measure of job performance, perhaps through supervisory rating or other objective measure may have produced a different result and would be useful in future research efforts. However, the significant association of charlatan behaviour with job satisfaction can, also, be understood in the context of self evaluation of satisfaction. Individuals who are able to keep themselves in the organisation, for instance, even though they are charlatans, may likely rate themselves as satisfied since moving-on, for them, may mean exposing such individuals in a more competitive situation, which again may explain why we found a significant association between charlatan behaviour and both continuance and normative commitments. 

The relationship between organisational commitment and charlatan behaviour (false performance) is also interesting. While continuance and normative commitments were both positively and significantly related to charlatan behaviour, affective commitment was not. Implicitly, an individual remains in the organisation because he/she is stuck there (there is no better place to go, or it is too risky to leave) and others who stay because they believe it is the right thing to do are perhaps manifesting a likely charlatan behavioural tendency. Conversely, individuals who are affectively committed because they strongly identifies with the goals and objectives of the organisation do not show charlatan tendencies which is confirmed by the low, inverse but insignificant association between the affective commitment and charlatan behaviour which we found. In effect, individuals who manifest high charlatan tendencies will likely show low affective commitment. The OCS has, thus, generally showed some anticipated strength by virtue of its strong association with likely construct: perception of business ethics and continuance and normative commitments, job performance and job satisfaction. The organisational commitment facets (affective, continuance and normative) were all positively associated with job satisfaction which was no surprise as this only confirms what has been reported in prior literature (e.g. Lok and Crawford, 1999; Yousef, 2000b). Similarly, only affective commitment was significantly correlated with job performance and not continuance commitment (e.g. Mathieu and Zajac, 1990; Ellemers et al., 1998). 
The managerial implications are limited because of the exploratory nature of this study but include two interrelated areas on employee selection and evaluation. First, in the selection process, there is need for managers to now consider as important when identifying appropriate candidates in the selection exercise that this should go beyond merely identifying who has performed well during interview process but to, also, include possibly identifying one who could be a likely burden (charlatan) in the future. Such charlatan individuals may have far reaching negative influence on other individuals within the organisation. Secondly, the performance evaluation process also calls for re-assessment towards finding means of integrating a measure for identifying charlatan individuals who, even though might have stayed long in the organisation or might have been assessed as performing adequately over the years have only had negative influence over other employees.

Limitations and Future Research

It is appropriate to highlight some limitations of the study. First, this study being exploratory limits the generalisation of findings. Second, the predictor variables used in the study are few given the limited knowledge from the literature about this construct. Future research will benefit from a departure from the traditional survey method to obtain information about how, why and when individuals manifest charlatan behaviour tendencies. This could be done from the point of view of employees speaking about themselves, speaking about other employees known to them, and also from the point of view of managers/supervisors speaking about their subordinates and what they might have learnt about some subordinates with the benefit of hindsight. The use of a focus-group may also be very helpful in this respect. It would be useful to compare such qualitative studies to the little we know from quantitative efforts. The benefits of such efforts are numerous as charlatan or false performance can be predictive of a number of other criteria. 

Conclusions

Organisations and their resources must remain largely within managerial control in order to function properly. We have argued in this paper that there is a strong relationship between false performance or charlatan behaviour and another ethical construct measure (perception of business ethics), as well as some key individual performance indicators in organisations. We have also shown that the Organisational charlatan scale is a multidimensional scale. We believe the scale still requires a number of confirmatory studies to put the construct among those that will earn a more serious attention of managers generally and HR researchers and practitioners in particular. Organisations should, nevertheless, consider as critical the issues of employees’ false performance (charlatan behaviour) more than hitherto. The results of this study in a modest way suggest some important information particularly for managers generally and HR practitioners specifically in developing countries (such as Nigeria) in the selection and evaluation of human resources in their organisations. Re-echoing the words of Parnell and Singer (2001), now more than ever, managers must learn to identify “organisational charlatans” in order to attain efficiency and effectiveness in their operations.
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